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Keeping Your 
Options Open 
With Quality
Documentation



Essential Question

How can I document teacher 
practice so I have the evidence I 
need, if I don’t know how some 

evaluations will turn out?



Why Leaders Lose

School leaders get overruled in high-stakes 
teacher evaluations and HR situations when 

they don’t have quality documentation.



Keep Your Options Open

• Sufficient improvement may occur

• The teacher may depart

• The situation may worsen

• Other concerns may become your top priority

• You may want to protect the relationship

• Your reputation can only sustain so much damage



Pick Your Battles



Pick Your Battles

• Focus on the right issues
• Focus on the right people
• Limit simultaneous actions



Win Every Battle You Fight

• Collect enough evidence
• Cross every t and dot every i
• Dedicate the time it takes



How The “Feedback Sandwich”
Undermines Documentation

• Compliment
• Suggestion
• Compliment



How The “Feedback Sandwich”
Undermines Documentation

• Compliments are evidence in the teacher’s 
favor in the admin’s own words

• Suggestions imply an upper limit on concerns 
• Implemented suggestions provide evidence of 

improved practice



Suggestions & Upper Limit

• The suggestions for improvement you make imply an upper 
limit on your concerns, because it’s reasonable to assume you 
would raise the most serious issues in your feedback

• For example, if you make suggestions on how to conduct a 
warm-up activity, but have serious overall concerns about 
classroom management…

• Only the documented concerns will carry weight



The Recap Email 

• “As I mentioned…” 

• “Per our conversation…”

• “It was great to talk about how you…”

• “Thank you for sharing with me how…”

• “Let me know how it goes as you…”

• “Keep me posted on how…”



Then What Do I Put In Writing?

Low-inference notes



Adequate Documentation

• Low-inference notes with timestamps
• Every walkthrough + formal observation

• Share with the teacher immediately
• Discuss with the teacher
• Avoid other written feedback
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