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About NIET 
 The National Institute for Excellence in 

Teaching (NIET) is a 501(c)(3) nonprofit 
organization that pursues its mission to 
increase educator effectiveness through two 
signature initiatives:  
– TAP: The System for Teacher and Student 

Advancement and  
– the NIET Best Practices Center (BPC) 

 



TAP Reaches Teachers and Students 
Nationwide 

For more than a decade, TAP has 
pioneered a comprehensive school 
reform focused on the quality of 
teaching and the advancement of 
effective teachers.  

In the 2011-12 school year, TAP will 
reach 

• 13 states 
• 500 schools 
• 20,000 teachers 
• 200,000 students 



The NIET Best Practices Center 
• Based on more than a decade of experience in schools across 

the country, the Best Practices Center (BPC) works with its 
partners to redesign educator evaluation systems to more 
effectively measure performance and support improvements in 
instructional practice.   

• The BPC also provides support for performance-based 
compensation systems and creating teacher leadership roles in 
schools. 

• With proven results and leadership in educator quality and 
reform, BPC works to engage schools, districts and states 
through:  

 
Service Support Solutions 



The TAP System’s Lessons Learned for Designing 
Better Teacher Evaluation Systems 
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Classroom Observation Component 
of Teacher Evaluation 

Fair evaluations based on clearly  defined, 
research-based standards 

 Multiple evaluations of classroom practice  

 By multiple trained and certified evaluators 

 Post-conferences following each evaluation; 
pre-conferences before announced 
observations 

 Follow-up support through PD, individual 
coaching and access to online resources 



TAP Teacher Evaluations versus 
Traditional Teacher Evaluations 
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Similar Scale for Classroom 
Observations and Value-Added Scores 
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Correlation Between TAP’s Measures 
of Teacher Performance 
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TAP’s Teaching Standards are Research-
Based 

The TAP Teaching Standards are based on education psychology research 
focusing on learning and instruction, and continue to be validated by more 
recent research.  In addition, the development was influenced by focus 
groups with outstanding educators, including many Milken Educators. 
 
The work was informed by materials from numerous sources, including: 
• Interstate New Teacher Assessment and Support Consortium (INTASC) 
• National Board for Professional Teacher Standards 
• Massachusetts’ Principles for Effective Teaching 
• California’s Standards for the Teaching Profession 
• Connecticut’s Beginning Educator Support Program 
• New Teacher Center’s Developmental Continuum of Teacher Abilities 
• Danielson's Framework for Teaching 



TAP Teaching Standards:  Skills, 
Knowledge & Responsibilities 



Example of One Indicator in the  
TAP Teaching Standards 

Exemplary (5) Proficient (3) Unsatisfactory (1) 

Academic 
Feedback 

 Oral and written feedback 
is consistently academically 
focused, frequent, and high-
quality. 
 
 Feedback is frequently 
given during guided practice 
and homework review. 
 
 The teacher circulates to 
prompt student thinking, 
assess each student’s 
progress, and provide 
individual feedback. 
 
 Feedback from students is 
regularly used to monitor 
and adjust instruction. 
 
 Teacher engages students 
in giving specific and high-
quality feedback to one 
another. 

 Oral and written feedback 
is mostly academically 
focused, frequent, and 
mostly high-quality. 
 
 Feedback is sometimes 
given during guided practice 
and homework review. 
 
 The teacher circulates 
during instructional activities 
to support engagement and 
monitor student work. 
 
 Feedback from students is 
sometimes used to monitor 
and adjust instruction. 

 

 The quality and timeliness 
of feedback is inconsistent. 
 
 Feedback is rarely given 
during guided practice and 
homework review. 
 
 The teacher circulates 
during instructional 
activities, but monitors 
mostly behavior. 
 
 Feedback from students is 
rarely used to monitor or 
adjust instruction. 

 



Inter-rater Reliability 

Consistency between the scores assigned by 
evaluators resulting from the process of coming to 

consensus on collected evidence and assigned 
scores based on the TAP Teaching Standards. 



Initial Training and Ongoing Support 
of Inter-rater Reliability 

Monitor/Address it 
Once this baseline has been set, you need to provide ongoing 
support and training towards applying it successfully. 

Know it 
The first step to creating inter-rater reliability is truly 
understanding the standard (rubric) being used to evaluate. 
 

Assess it 
In order to measure this understanding, you need to assess 
evaluators application of the rubric in a controlled environment. 



What are Effective Ways to Monitor 
and Address Inter-rater Reliability? 
To Monitor Inter-rater 
Reliability 

To Address Inter-rater 
Reliability 



Monitoring Inter-Rater Reliability: A 
Case of Inconsistent Scoring Across 
Evaluators 
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Monitoring Inter-Rater Reliability: A Case of 
Inconsistent Scoring of One Rubric Indicator 



Example of average observer vs. 
teacher’s self score 



Overall Average by Rubric Indicator 



Ways to Build Inter-rater reliability 
Up Front 

• Evaluators are trained together as a team, so they build a 
common language and common understanding of each 
indicator 
 

• Each evaluator must pass a certification test, and be 
recertified annually, coming within one point of national 
raters 

 
• Initial training is reinforced through online resources and 

training 



Ways to Address Inter-rater reliability 
Over Time 
• Using the CODE system, leadership or evaluation teams can 

examine consistency amongst raters to ensure that each rater 
is scoring within one point of each evaluator on their team 
 

• The examination of evaluator data though CODE reduces the 
possibility of score inflation 
 

• We recommend that evaluators schedule activities to monitor 
inter-rater reliability within their team at least once per 
month 



Inter-rater Reliability in Practice: A Process 
Based upon Continuous Improvement 

Teacher Growth 
in Classroom 
Instruction 

Leadership 
Team: 

Classroom 
Observations  

Leadership 
Team: Support 
and Mentoring 

Inter-rater  
Reliability  



Tennessee Education Acceleration 
Model (TEAM):  Educator Observation 

TEAM will shed light on 
educator practices and 
relevant student 
outcomes, while also 
facilitating a process for 
analysis and continuous 
improvement.  This new 
system will include 
multiple measures for 
looking at performance 
and will provide a way to 
individualize both support 
and recognition for 
educators. 
 



Tennessee First to the Top – 
Evaluation System 

Field test of different observation 
systems across the state 

TAP Teaching Standards selected for the 
classroom observation portion of 
new statewide teacher evaluation 
model 

NIET supports the state in training 5,000 
evaluators over the course of the 
summer, as well as designated 
TNDOE staff to provide ongoing 
support 

90,000 educators registered on NIET 
Portal, accessing information on the 
evaluation system, certification for 
evaluators, monitoring of results, as 
well as support for improvement for 
individual teachers 

 

 



Tennessee 
NIET supported the state in training  
5,000 evaluators in 100 trainings 
over the course of the summer 2011 

Location and Number of Evaluation Trainings 
Bristol 1 
Clarksville 1 
Clarksville Montgomery 3 
Cleveland 4 
Columbia 2 
Columbia  2 
Cookeville 8 
Fayetteville 2 
Greeneville 5 
Harriman 2 
Henderson 2 
Jackson 1 
Jackson /Madison County School System 2 
Jefferson City 1 
Johnson City 4 
Knox County Schools 6 
Knoxville 5 
Lebanon 4 
Martin 6 
McKenzie 1 
Memphis/Shelby County Schools 3 
Metro Nashville Public Schools 6 
Morristown 1 
Mountain City 1 
Murfreesboro 3 
Nashville 9 
Ripley 1 
Robertson County Schools 1 
Rutherford County Schools 3 
Savannah 3 
Sevier County Schools 2 
Sumner County Schools 3 
Tipton County Schools 1 
Williamson County Schools 3 
Grand Total 102 



School Districts in Tennessee Using  
NIET Classroom Observation Instrument 



TEAM Annual Observation Cycle 



Tennessee Teachers Access NIET’s 
Online Training Portal 



Evaluation Process Resources 



Evaluator Certification 
Certification and 
Recertification: 
Another integral feature of the 
training portal includes an 
online certification and 
recertification for evaluators. 
This online experience will 
include the opportunity to 
watch a lesson video, gather 
evidence and then evaluate the 
lesson and assign scores for the 
lesson. Certification also 
requires  demonstrating the 
ability to plan an effective post-
conference.  Once the exam is 
passed, the evaluator would 
officially be certified to 
evaluate  



Video Library 



Training Modules 



NIET Data Systems 



NIET Data System Reports 



Support provided to school leaders to 
train teachers 

• After the initial training that we provided to all 5,000 evaluators in the state of 
Tennessee the state department hired 9 trained consultants to serve as a 
support system for the schools in the new evaluation process 

• After our initial training each administrator was required to train their 
teachers and staff on the evaluation process using materials that we provided 
on our portal 

• To assist and support administrator in training their teachers we provided a 
PowerPoint presentation, a training manual, a participant guide and 
accompanying videos for three levels of training: an elementary, middle and 
high school training 

• We currently have 90,000 users in our NIET Best Practices Center Portal from 
the state of Tennessee 
 



TN Administrators Brief their Faculties 
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