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  LEARNING GOALS FOR SESSION   

• Build common understanding for how 

    and why to conduct Rounds 
 

 

 

 

• Understand key concepts of Rounds 

 

• Understand how the instructional core is the  

   heart of Rounds and of improvement efforts 

 



An explicit 
structure of 
protocols and 
procedures based 
on the work and 
research of Dr. 
Richard Elmore and 
others at Harvard 
University.  



TWO PRIMARY GOALS OF ROUNDS 

• Rounds build skills of educators by establishing a 

common language and coming to a common 

understanding of effective practice and how to support it. 

 

• Rounds support instructional improvement at the host 

site (school or district) by providing recommendations for 

the next level of work. 
 



Reflection … 

 

     What are some ways that your school          

        and/or district has created a common  
        understanding of what effective  
        practice really looks like?  

 



 
 Key Concepts of the Instructional Rounds Process 
 

 

• Parallel to Medical Rounds - goals are to observe, synthesize, and 

prescribe 
 

• Uses a protocol & constructive debrief following classroom 

observations to calibrate leaders’ understanding of effective teaching 

and learning 
 

• Develops the practice of district leaders, principals, coaches, teacher 

leaders, and eventually all teachers for the improvement of instruction 
 

• Targets continued professional development including within-school 

PLC and other staff development meetings   

 



THE INTERSECTION OF WHAT WE ALREADY DO 

Classroom 
Observations 

Systemwide 
Improvement 

Plans 
Network 



INSTRUCTIONAL ROUNDS ARE NOT. . . 

• for teacher evaluation  

• for administrators only 

• a checklist or walkthrough 

• an implementation check 

• a program, project, or new 

    initiative 

 



   SHIFTING THE FOCUS 

              

FROM 
• Isolated work 

• Perspective of Teaching 

• Differences in Practices 

• Closed Classrooms 

• Judgments 

• Confusion 

• Administrators as Evaluators 

• Pockets of Excellence 

 

 

                        

 

TO 

• Collaboration 

• Perspective of Learning 

• Shared Practice 

• Open Classroom 

• Descriptions 

• Coherence 

• Adms. as Lead Learners 

• Scaled Success 
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Some of the “Big Ideas” 
 

Educators have a strong culture of being “nice” to each other. 

Instructional Rounds will require us to be nice enough to be 

professionally honest with each other. 

 

In the United States more than almost all of our international 

peers, it matters tremendously what classroom students end 

up in. 

 
 

Coherence occurs when adults agree on what they are trying 

to accomplish and are consistent from classroom to 

classroom. 

 

 
 



 

Instructional Rounds focus on schools as 

problem-seeking organizations and seek to 

assist schools in addressing Problems of 

Practice. 

              

 “The formulation of the problem  

is often more essential  

than the solution.”  
                            -Einstein 



STEPS OF THE PROCESS 

• Orientation Meeting with School Leadership Team 

• Identification of a Problem of Practice/Connection to Theory of 
Action 

• Pre-brief with Rounds Participants 

• Classroom Observations 

• Debrief using the Affinity Protocol 

Description 

Analysis 

Prediction 

Next Level of Work 

• Follow-up with School Leadership Team 

 



Developing a Problem of Practice with  
School Leadership Team 

 

Discussion Questions for Principal and other Members  

of the Leadership Team 

 

• Tell me some of the strengths of your school?  

• Talk about areas that need to be strengthened? 

• How do you know about these strengths and weaknesses?  

• What are your sources of data?  

• How do you know whether you're making progress in these areas? 

• What else have you been learning from these sources of data? 

  

 



Probes to Identify Problem Areas 

 What is puzzling to you about your school’s data? 

 What has felt challenging?  

    What does your faculty continue to grapple with? 

    What keeps you up at night? 

    If you could focus on only one thing, what would you choose?   

    How would you know if you were making progress? 

 



A PROBLEM OF PRACTICE 

Our school has recently focused on providing clear learning targets to identify 
and precisely express what students will know and be able to do as a result of 
the lesson. 

 

Guiding Questions: 

• What is the work students are being asked to do? 

• How does the teacher connect the work of the student to the learning 
target? 

• What evidence do you see or hear in students’ interaction with the task(s) to 
show they know the learning target for the lesson? 

 



A PROBLEM OF PRACTICE 

We know that student engagement increases when students are able to make 
real world connections in their work.  Are our teachers providing opportunities 
for students to engage in authentic tasks incorporating higher levels of 
thinking? 

 

 Guiding Questions: 

• What evidence do you see that tasks are providing real world connections for 
students? 

• What evidence do you that tasks are at the appropriate age/grade-level 
standard? 

• Do you see evidence that students are designing, formulating, creating, 
defending, appraising, or other indications of high level thinking? 

• Are students making their thinking “visible” by collaborating with their peers? 

 

 



Reflection … 
 

If your school (district) could focus 

on only one thing, and if you could 

influence that area of focus, 

what would that “one thing” be? 









“The greatest challenge that most students 
experience is the level of competence of the 
teacher.”                         
                                                   Dr. John Hattie, 2010 

               “School leadership is second only to     

classroom teaching as an influence 

on pupil learning.”                                                                      
         Leithwood, K., et al. (2007) 



According to Dr. Richard Elmore . . .    

 
Only 3 Ways to Support An Increase In Learning 

 
1. Increase the knowledge and skill of teacher 

 
2. Change the content 

 
3. Alter the relationship of students to the teacher 

and to the content                                                                                                               
                                                                                                                                                            

                                                                                                    

                                                                                                                              

          

 



TEACHER STUDENT 

CONTENT 

THE INSTRUCTIONAL CORE 
Principle 1: Increases in student learning occur 
only as a consequence of improvements in the 
level of content, teachers’ knowledge and skill, 
and student engagement. 

Principle 2: If you change one element of the 
instructional core, you have to change the 
other two. 

Principle 3: If you can’t see it in the core, it’s 
not there. 

Principle 4: Task predicts performance. 

Principle 5: The real accountability system is in 
the tasks students are asked to do. 

Principle 6: We learn to do the work by doing 
the work.  

Principle 7: Description before analysis, 
analysis before prediction, prediction before 
evaluation. 



LEARNING TO SEE IS 

• a discipline 

 

• like a muscle - gets stronger with repetition 

 

• the foundation of the Rounds practice 

 

…Unlearning to Judge 
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Practicing Observation 
 

  

“Focusing on the teacher when we’re observing in 

classrooms is a bit like watching the ball  

  in a basketball game:  a lot that’s  

  happening away from the  

  ball matters.” 

           Richard Elmore, Instructional Rounds 



Observations:  Tips for Note Taking 

Describe what you see—remember description, not judgment. 
 

Be specific (fine-grained) 
 

Pay attention to the instructional core  
 

Gather evidence related to the Problem of Practice. 
 

Gather evidence of student learning, noting what students are 
doing, saying, making, writing, etc.  
 

Keep the following background questions are in your mind: 

 What are students saying and doing? 

 What are teachers saying and doing? 

 What is the task? 

 

 



   LADDER OF INFERENCE 

I take actions based on beliefs. 

I adopt beliefs about the world. 

I draw conclusions. 

I make assumptions based on the 
meanings I added. 

I select data from observable data and 
experiences. 

(Senge, 1990) 



DESCRIPTION 

• Read through your notes (your “pieces of  
     evidence”) from the observations.  

 

• Place a star next to data that seem relevant to the 
problem of practice and/or data that seem important. 

 

• Select 5-10 pieces of data across all observations 
and write each individual piece of data on a Post-it™ 
note. 

 



DESCRIPTION (CONTINUED) 

• Share your pieces of data with your group, helping each 

other to stay in the descriptive (not evaluative) voice by 

asking, “What did you see or hear that makes you think 

that?” 
 

• Maintain a rule that everyone speaks once before anyone 

speaks twice. 

 



DESCRIPTION/ANALYSIS  

• On chart paper, sort/cluster the evidence (on Post-It™ 

notes) in ways that make sense to your group and 

helps  make sense of what you saw. (Single pieces of 

evidence can be a “group.” In other words, a sticky 

note can stand alone.) 
 

• If evidence belongs in more than one 

     cluster, copy it again on a second  

     sticky note. 
 

• Label your clusters. 
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                            ANALYSIS/PATTERNS 

 

• As a group reflect on your descriptive data and on 

how you have labeled your clusters of data.  Identify 

patterns.  
 

• With the group, discuss patterns making sure to 

account for variation as well as similarities. 
 

• On another sheet of chart paper, chart the patterns in 

short phrases or sentences. 



ANALYSIS EXAMPLE 

 



PREDICTION 

• Predict what students are learning based on the data and 

analysis. 
 

• Use this prompt:  “If students in this school did exactly 

what teachers asked them to do, (based on your 

group’s observations) what would they know and be 

able to do?”  

 

 



 Supporting High Quality Teaching and Learning 



NEXT LEVEL OF WORK  

• Review descriptive evidence, analysis, patterns,  
     and predictions in light of the Problem of Practice. 

 

• Think about and discuss what students need next in order to 
expand their learning opportunities around the Problem of 
Practice. 
 

• Brainstorm and chart recommendations for next moves for the 
school. 
 

• Write 3 to 4 recommended actions to be completed by the 
school.   (It is helpful to describe these recommendations in terms of 
“to be completed by next week, by the end of this semester, by the end 
of the year,” etc.) 

 



GOALS OF “NEXT LEVEL OF WORK” ARE. . . 

• Anchor recommendations in the Problem of Practice 

• Move instructional practices across classrooms 

     consistently 
 

• Provide feedback consistent with the school’s  

     context 
 

• Bring “fresh eyes” to the school’s practices 

• Separate the person from the practice 

• Push, challenge, and question—model professional discourse 



 Supporting High Quality Teaching and Learning 

 



SCHOOL FOLLOW-UP QUESTIONS  
 

• What information was helpful?  What wasn’t? 
 

• How did you share information from the visit with the faculty? 
 

• What suggestions have you or will you act on?  
 

• What would it look like if your school had solved the focus  

     of your Problem of Practice? 
 

• How does this experience  

     impact the revision of your  

     Problem of Practice? 
 

• What are the next steps for  

     your school? 



Reflection … 
 

Reflect on how the process  

of Instructional Rounds as you  

now understand it might strengthen 

and improve teaching and learning  

in your school. 
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