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AI Lesson Observation Framework

	Introduction


1. What is AI
This framework helps you observe and evaluate the quality of AI use in teaching. It's designed to help you focus an observation or learning walk on how AI is being used to support learning.

The goal isn't to solve problems or find right answers – it's to surface thinking, validate concerns, and model that uncertainty is part of learning together.

Use this framework to:
· Develop practice – give teachers specific, actionable feedback on their AI-enabled teaching
· Quality assure – ensure AI tools are genuinely enhancing learning, not just keeping students busy
· Build shared understanding – create a common language for what excellent AI teaching looks like

This is primarily a formative tool for professional development, though it can inform summative judgements where AI use is established practice.

	When NOT to use this framework



Don't use this framework when:
· Teachers are experimenting with AI for the first time – they need encouragement and space to learn, not formal evaluation
· Trialling a tool for 10 minutes or less – too brief to see the full learning cycle
· Observing informal, staff-led innovation – let teachers explore without the pressure of formal observation
· Your school has minimal AI adoption – use it for pilot lessons or trials only; you might not need regular AI observations yet

	Different contexts require different approaches



For formal observations (30-40 minutes): Use all six hallmarks to build a complete picture of practice.
For learning walks (15-20 minutes): Pick 2-3 hallmarks to focus on. You can't spot everything in a short visit, and that's fine.
For quick check-ins (5-10 minutes): Use the pre-observation questions and student questions only. Get a sense of purpose and student understanding.

	Building your expertise over time



Important: Most leaders are learning to observe AI teaching for the first time. You won't spot all six hallmarks immediately, and that's completely normal.

Start by:
· Choosing 2-3 hallmarks to focus on per observation – build your expertise gradually
· Deliberately observing the hallmarks you find hardest to spot – you'll naturally notice student engagement; push yourself to evaluate evidence-based instruction or formative assessment
· Discussing with subject leads what each hallmark looks like in their discipline before observing – adaptation in drama looks different to adaptation in physics

The more you observe, the more confident you'll become. After 5-6 observations, you'll find patterns emerging and your eye will be sharper.

	Pre-observation conversation with teacher



Ask these questions before you observe:
1. What is your learning objective for this lesson?
2. Which AI tool(s) are you using and why did you choose them?
3. What would be harder to achieve without the AI in this lesson?
4. What parts of the lesson remain under your direct control?



	The 6 hallmarks of excellent AI-enabled teaching



Use this framework to structure your observation notes. For each hallmark, note what you see.

Hallmark 1: Clear learning purpose
The AI tool serves a specific curricular goal, not used for novelty
What to look for:
· Clear connection between curriculum objective and tool function
· Teacher can explain exactly what learning the AI supports
· The AI addresses a genuine pedagogical need


Hallmark 2: Teacher judgement remains central
The teacher drives the lesson; AI assists but doesn't lead
What to look for:
· Teacher articulates why they chose this tool for this lesson
· Teacher monitors and intervenes based on what they observe
· High-stakes decisions remain with the teacher
· Teacher can explain what they'd do differently next time


Hallmark 3: Evidence-based instruction is visible
The lesson follows learning science principles (Rosenshine)
What to look for:
· Explicit modelling before practice
· Guided practice before independence
· Regular retrieval and review
· New content introduced in small steps
· The AI supports these principles, doesn't override them


Hallmark 4: Formative assessment drives learning
The teacher knows what students are learning, not just that they're "engaged"
What to look for:
· Teacher can tell you what students are learning from the AI interaction
· Immediate feedback that shapes next steps
· Evidence of progress, not just completion
· AI-generated data informs teacher decisions


Hallmark 5: Adaptation serves individual needs
The AI provides genuine personalisation that the teacher uses strategically
What to look for:
· AI adjusts difficulty, hints, or scaffolding based on student responses
· Visible differentiation beyond pace
· Teacher uses AI insights to inform their own practice
· SEND and EAL students can access the tool effectively


Hallmark 6: Students have genuine agency
Students are thinking, not just clicking; they have choices and ownership
What to look for:
· Students explain their reasoning out loud or in writing
· Evidence of cognitive struggle and problem-solving
· Students make choices about their learning
· AI prompts thinking rather than provides answers
· Students can articulate what they're learning and why the tool helps

	Key questions for the teacher 



1. "Can you explain why you chose this tool for this lesson?"
✓ Strong answer: Specific learning goal with clear rationale
✗ Weak answer: "It's engaging" or "The students enjoy it"

2. "What would students miss if we removed the AI from this lesson?"
✓ Strong answer: Specific skill or understanding that would be harder to develop
✗ Weak answer: Vague references to engagement or efficiency

3. "How do you know the AI is helping students learn, not just keeping them busy?"
✓ Strong answer: References specific progress, misconceptions addressed, skills developed
✗ Weak answer: Completion rates or time on task only

4. "What decisions do you still make, and what does the AI handle?"
✓ Strong answer: Clear boundaries with teacher leading pedagogy
✗ Weak answer: "The AI does most of it" or unclear division
5. "How do students with different needs access this tool?"
✓ Strong answer: Specific adaptations or evidence of testing with diverse learners
✗ Weak answer: "It works for everyone" or assumptions without evidence

Discuss: How would you respond? What do parents need to know about interventions?

	Key questions for students



"What are you learning right now?"

"How is the computer/AI helping you learn this?"

"What would you do if you got stuck?"

	Remember… 



The question isn't "are we using AI?" but "are we using it well?" 

Good AI-enabled teaching keeps pedagogy at the centre, maintains teacher judgement, follows learning science principles, and genuinely enhances what students can achieve.
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