


Funded by the European Union under grant agreement of the project 101059425. Views and opinions expressed are however those of the author(s) only 
and do not necessarily reflect those of the European Union. Neither the European Union nor the granting authority can be held responsible for them.

Author
Fundación Promaestro

Contributors
Universidad Pontificia Comillas (Spain), Cidalia (Spain), Consejería de Educación y Empleo de la Junta de Extremadura 
(Spain), Fachhochschule Vorarlberg GmbH (Austria), Istituto Comprensivo di Bosco Chiesanuova - Polo Europeo della 
Conoscenza (Italy), Kino Information Technology Education (Bulgaria), Panevezio Rajono Svietimo Centras (Lithuania), 

Stowarzyszenie ARID (Poland), Timelex (Belgium), Universidade Católica Portuguesa (Portugal), 
Uniwersytet Ignatianum w Krakowie (Poland), Zabala Innovation (Spain).

Creative Commons 
CC BY-NC-ND 

ISBN
978-84-09-75532-5

How to cite
Fundación Promaestro (2025). Safe Teaching Observation Guide. Let´s Care Project

Design and layout
Elisa Andueza Dosal

https://creativecommons.org/licenses/by-nc-nd/4.0/


1. Introduction

Contents

2. What do you need to know 
to observe Safe Teaching?

3. How do you carry out the 
observation process?

What is this guide for?  p. 4 
How did this guide come about?  p. 4

What is Safe Teaching?  p. 6
Why is Safe Teaching important?  p. 6
What is observation of teaching practice?  p. 7
Why is observation important?  p. 8
Why should you observe Safe Teaching?  p. 10

The process in a nutshell  p. 11
Stages: instructions and tips  p. 12

Teacher’s Workbook  p. 21
Safe Teaching Observation Tool  p. 28
Pedagogical Reflection Tool  p. 33

References

4. Tools for observation



4

This guide has been designed as a one-stop-shop to help teachers reflect on the relational 
dimension of their teaching, and discuss aspects of the school culture and the school 
community that also have an impact on it. Our ultimate goal is to bring Safe Teaching to all 
European classrooms as a strategy for improving the quality and equity of education.

To this end, we propose to undertake a process of observation, individual and collaborative 
reflection and systematisation of teaching practice with a focus on Safe Teaching. The 
process will allow you to validate the impact of your classroom practices, create professional 
knowledge, strengthen collaboration between teachers and share your thoughts on Safe 
Teaching and practices with other education professionals.

In this guide you will find the essential conceptual background, steps, tips, tools and 
materials to try out this process in your classroom and school.

What is this guide for?

1. Introduction

The processes described in this guide and the templates provided are the result of Promaestro 
Foundation’s expertise in creating professional communities of teachers around peer observation 
and sharing of classroom knowledge. The unique contribution of this guide is its focus on Safe 
Teaching, which translates into specific tools for its observation in classrooms and schools.

The knowledge on Safe Teaching was gathered through desk and field research, including 
focus groups and classroom observations carried out by participating teachers from Bulgaria, 
Italy, Lithuania, Poland, Portugal and Spain as part of the European Let’s Care project (Horizon 
Europe no. 10105945). The type of research carried out was action research, and as such, the 
relationship between the teachers and other research agents was one of co-creation, i.e. it was 
horizontal, collaborative and mutually enriching. The participating teachers took on a research 
role, as they collected the data by reflecting on their lived experiences in the classroom.

How did this guide come about?

Participating teachers are valued as experts in the teaching-learning 
relationship and as those who have the most to offer in terms of 

knowledge about teaching and school practices.
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In the focus groups, teachers discussed the meaning of Safe Teaching and the factors that 
facilitate or hinder Safe Teaching. After a process of categorisation and analysis of the 
information, a number of criteria for Safe Teaching that they identified were compiled into 
two observation tools.

These first versions were used by the teachers to carry out classroom observations 
and collegial reflection, after which they compiled their impressions and conclusions 
in templates (Teacher Workbooks) and reports. They also completed an evaluation 
questionnaire to assess the usefulness of the tools. On the basis of the comments received 
from the teachers and the National Coordinators Board (NCB), the current versions of the 
tools have been developed.

Throughout this guide you will find comments representing the voices of participating 
teachers, as well as quotes from Promaestro’s own observation guides.



6

“If a student feels accepted, [they are] not afraid of making a mistake, [of] not knowing 
something, [they are] not afraid to speak out openly”.

Focus group participant

In this section you will find essential definitions of the object of this 
guide and the processes we invite you to try.In this section you will find essential definitions for the purpose 

of this guide and the processes we invite you to try.

2. What do you need to know 
to observe Safe Teaching? 

What is Safe Teaching?
Safe Teaching is an approach that ensures that educators are equipped and supported to 
promote a protected and inclusive classroom environment. It is based on the development 
of caring relationships between the teacher and their students, using attachment theory as a 
framework. It requires the adoption of practices that make learners feel welcome, listened 
to and supported in the classroom, so that they can focus on their learning, take risks and 
complete classroom tasks undisturbed (Let’s Care, 2024).

Because Safe Teaching is influenced by school and policy factors that facilitate or hinder it, we 
also consider the concepts of Safe Schools and Safe Education. Safe Schools are educational 
institutions that prioritise physical security, anti-bullying measures, a culture of respect and 
safety, and positive relationships among all members of the school community. Safe Education 
is a principle that integrates safety considerations into every level of the education system to 
ensure the well-being of all involved. This results in the creation of Safe Schools in which Safe 
Teaching can flourish (Let’s Care, 2024).

“When we manage to build positive relationships with parents and they understand 
that we want the best for their child, this is the key to creating Safe Teaching”.

Focus group participant

2. 1. What is Safe Teaching?
Why is Safe Teaching important?

A learning environment that is free from physical and emotional harm and where students 
can develop trusting and supportive relationships is key to raising educational attainment 
and reducing the risk of disengagement and school dropout, particularly among 
disadvantaged learners. Ensuring that all classrooms are safe and nurturing spaces helps to 
promote academic success, thereby helping to break the intergenerational transmission of 
social exclusion and inequality (Let’s Care, 2024).
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“Attachment and affection [are some] of the most important factors [...] 
How that relationship develops between the child and the school staff will 

determine to a large extent his or her whole future”. 
Focus group participant

What is observation of teaching practice?
Observing teaching practice means looking at the teaching and learning process, that is, at 
the pedagogical actions that take place, in a deliberate, systematic and focused way, with 
the aim of gathering information (Borich, 2015; Verástegui y Pérez, 2021).

The focus of observation can be on what happens in the classroom, that is, the actions 
and attitudes of teachers and pupils, or at the school level, that is, the actions, roles and 
relationships between stakeholders in the educational community, such as families and 
school management, which also influence the teaching and learning process.

The observation process involves the preparation of observation criteria, which define 
the aspect that will be the focus of the observation and how it will be evaluated. The 
development of these criteria reflects a judgement about what works best in the classroom 
in terms of contextualised approaches to teaching and learning (Borich, 2015; Croll, 1995; 
O’Leary, 2020).

During the observation, the teacher gathers evidence around these criteria, which they 
then use to reflect on the results and hold feedback conversations. Teachers can use a 
variety of tools to record what happens in the classroom and to identify strengths and areas 
for improvement in relation to the agreed criteria. Some of the most common tools for 
collecting information on teaching practices are (Verástegui y Pérez, 2021):

Rubrics.

Quantitative and qualitative record sheets.

Field notebooks.

Class diaries (in written or digital format, videos, 
audio recordings, etc.).

Depending on how it is done, observation can be direct or indirect. In direct observation, 
the person observes the phenomenon being studied in real time. Depending on the 
agent carrying out the observation, direct observation can be peer observation or self-
observation. On the other hand, observation is indirect when it takes place through 
reflections or conversations about past experiences, video recordings, learning diaries, 
questionnaires, etc. (Verástegui y Pérez, 2021). In the context of this guide, we propose a 
modality of indirect observation that we call pedagogical reflection.
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What is peer observation?
Peer observation is a process whereby two or more teachers observe 
each other’s lessons in a systematic way, that is, recording and 
analysing the lesson or a specific teaching practice according to a set 
of criteria. They then share their reflections and give feedback (Croll, 
1995; Verástegui y Pérez, 2021).

What is self-observation?
Self-observation is a process by which teachers record information 
and analyse their own teaching practice according to a set of 
criteria. It involves documenting or recording evidence of classroom 
practice during or after teaching, which is then interpreted to 
evaluate one’s own teaching (Borich, 2015; Verástegui y Pérez, 2021).

Self-observation and peer observation are complementary activities 
that support the development of teachers’ competences, the exchange 
of practices, an increased awareness of the impact of teaching on 
learners and the improvement of the learning experience.

2. 1. What is Safe Teaching?Why is observation important?

Teachers observe their practice in order to validate it, that is, to ratify its effectiveness 
and relevance in achieving its pedagogical goals in a particular application context (Borich, 
2015). Validation is a rigorous process that requires teachers to systematise, observe, reflect 
on and discuss their practice, and leads to the creation of new professional knowledge. 
Such validation motivates the continuous improvement of teaching and the sharing of 
knowledge within the educational community (Verástegui y Pérez, 2024).

Systematisation is a necessary step in observing and validating teaching practice. It 
consists of collecting and organising all aspects of a teaching practice into a template: 
the practice design or lesson plan, the theory that supports it, the materials from its 
implementation, the teacher’s impressions, thoughts about its strengths, weaknesses and 
ways to improve it, etc (Verástegui et al., 2023).

Systematisation involves a critical analysis of the aspects that make up a practice and its 
impact, which in turn leads to a practice that is more likely to be relevant and transferable 
(Croll, 1995). In this case, the impact refers to the improvement of indicators of positive 
classroom relationships or the ability to address the challenges encountered in the 
classroom or school.
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Figure 1. The cycle of systematisation of teaching practice
Note: Adapted from Verástegui y Pérez (2024)

Systematisation invites us to think about the pedagogical impact of 
our practice: the degree to which a practice achieves specific learning 
objectives (Malpica, 2013; Úbeda, 2018; Verástegui et al., 2022).

As mentioned above, observation and systematisation of practice are processes that allow 
teachers to reflect on their practice. We understand reflection as a process by which teachers 
make decisions about their teaching as they go about it, think about their teaching afterwards, 
identify possible challenges and derive solutions (Asprelli, 2010; Perrenoud, 2004). This reflection 
can take place individually, as after self-observation, or, better still, through conversations with 
other teachers, as when sharing and integrating feedback after a peer observation.

To go further, it would be ideal to create spaces for frequent collaborative discussion, where 
a group of teachers spend a certain amount of time talking about specific practices according 
to an agenda or plan (Day, 2006). As with observation, for the discussion to be productive, it is 
necessary to agree on the criteria that will be used to judge the teaching practice (Roget, 2020).

What is pedagogical reflection?
Pedagogical reflection is a collegial dialogue between teachers and 
other education professionals in a particular school, in which the actions 
and attitudes of the school community around a topic are analysed in 
a structured way. The views and opinions of the participants can be 
gathered to inform decision making (Domingo y Anijovich, 2017).
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It is through individual and collective reflection that teachers develop 
their pedagogical judgement (Verástegui y Pérez, 2024).

Finally, transfer is the process by which teachers disseminate a classroom or school-
wide practice (objectives, sequence of activities, methodology, resources, content, 
evaluation and results) through various means (academic publications, presentations at 
conferences, information guides, social media, etc.) (Verástegui Martínez, 2024).

As well as building on teachers’ strengths and encouraging colleagues to learn from each 
other, transfer allows teachers to showcase their professional expertise. This means that 
the criteria they use to judge their pedagogical practice and the way they respond to the 
needs of the school are made available to the wider community, school leaders and policy 
makers. This strengthens their position in the context of the school community and the 
education system as a whole (Hargreaves & O’Connor, 2018).

Although this guide focuses exclusively on Safe Teaching, the processes just described can 
be applied to any teaching and learning practice or area of interest (Borich, 2015).

Why should you observe Safe Teaching?

Systematising, observing and reflecting on the implementation of Safe Teaching in your classroom 
and school has many benefits (Borich, 2015; O’Leary, 2020; Verástegui y Pérez, 2024):

1.  Benefit from practical and contextualised learning opportunities.
2.  Gain insight into the needs of your students, the challenges of your particular 
school context and your own professional approach.
3.  Gather evidence to assess the impact of your teaching practice on your relations-
hip with your students.
4.  Identify your strengths and areas for improvement and obtain practical ideas, 
both from the tools we provide and from the colleagues you observe or discuss with.
5.  Reflect on and express your perceptions of how the culture and dynamics of your 
school and public policies affect the safety of relationships with your students.
6.  Encourage coordination and collaboration between teachers and other education 
professionals in your school.
7.  Build a professional culture where teachers learn continuously, together and from 
each other.
8.  Share your knowledge with teachers from other schools, contexts and countries.
9.  Promote the recognition of teachers as valued professionals.
10.  Ultimately, increase the quality of the students’ learning experience.
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In this section you will find step-by-step instructions and 
tips to conduct Safe Teaching observation in your 

classroom and school.

3. How do you carry out 
the observation process?

The process in a nutshell
We suggest that you carry out two observation processes: a direct classroom observation 
using the Safe Teaching Observation Tool and an indirect observation using the 
Pedagogical Reflection Tool on Safe Schools and Safe Education, which you will complete 
together with other teachers in your school. You will also have at your disposal the 
Teacher’s Workbook, which you will complete throughout and where you will systematise 
the whole process. To access these tools, see the next chapter.

We recommend that you to carry out the observation process in three stages, which are 
explained below:

Figure 2. The stages of the observation process
Source: Prepared by the authors
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- Select the lesson you wish to observe (grade level, group of pupils, subject). The lesson 
you choose should be an ordinary one where you conduct your instruction as usual. This will 
maximise the value of the insights you will gain through this process, and their applicability to 
your everyday practice.

- Fill in Teacher’s Workbook part 1, in which you will specify the context of the school and 
your student group, the objectives and plan of the lesson, as well as important aspects of the 
classroom culture.

- Read the Safe Teaching Observation Tool, which contains the criteria for classroom 
observation, and make the modifications you deem appropriate for your circumstances (add, 
subtract, set targets for each indicator, etc.). Share your version of the tool with the observer.

- Choose a colleague from your school to carry out your peer observation. It is preferable if 
you teach the same year group or subject area. If you are carrying out observations as part of 
a school or departmental initiative and there is an odd number of participants, you can carry 
out the observation in a group of three.

- Share your expectations and concerns about the observation process with the observer, 
and how they can best share their reflections and feedback with you. It is crucial to establish 
a trusting professional relationship with the person who is observing you and who you are 
observing.

- Arrange a date and time for the observations: one for them to observe you, and one for 
you to observe them.

- Inform the school management about the observations.

- Tell your students that a visiting teacher will be 
observing and taking notes.

Stage I: Design and preparation
CLASSROOM 
OBSERVATION

Stages: instructions and tips

Self- & peer observation
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Pedagogical reflection session

- Assemble a group of teachers from the school to participate in the pedagogical 
reflection session. In this session you will analyse teaching in a broader dimension, 
i.e. in the dimension of Safe School and Safe Education.

- We recommend that you appoint a facilitator to introduce the factors and 
indicators, and to control the time and the participants’ interventions so that 
everyone has an equal chance to participate.

- Read the Pedagogical Reflection Tool, which contains our suggestion of main 
themes and subthemes to discuss.

- You are free to modify the tool (add, subtract or change the criteria) to better suit 
your context.

- Arrange a date and time for the discussion session.

- Inform the school management and, if appropriate, invite them to participate.

SCHOOL 
OBSERVATION

 Pedagogical Reflection session
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Stage II: Conducting the 
observation and reflection sessions

SCHOOL 
OBSERVATION

Teacher pairs Teacher group with facilitator

CLASSROOM 
OBSERVATION

WHO

During a lesson and 
a feedback session

Discussion session 
at the school

WHEN

Safe Teaching 
Observation Tool

Pedagogical 
Reflection Tool

HOW

Teacher and students’ 
actions and attitudes

School culture and 
stakeholder actions

WHAT

At least twice: once being 
observed (and self-observing), 
once observing

At least onceROUNDS
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CLASSROOM OBSERVATION
Self- & peer observation

BEFORE 
THE LESSON

DURING 
THE LESSON

AFTER THE LESSON:
FEEDBACK

For the teacher being observed
--  Provide the observer with the Teacher’s Workbook 
part 1 well in advance of the observation to ensure that 
they are aware of the context of the lesson they will be 
observing.

--  Familiarise yourself with the Safe Teaching 
Observation Tool as you will be using it to self-
observe during the selected lesson.

--  Specify your observation focus/priority for this 
lesson.

-- Remind your students that another teacher will be 
visiting the classroom.

- - Send the observer a reminder two days before the 
scheduled observation to confirm.

-- Introduce the observer to the students.

- - You will also need to self-observe your practice, so 
keep the Safe Teaching Observation Tool at hand, and 
if possible, take your own notes during the session. 
Alternatively, complete the Safe Teaching Observation 
Tool after the lesson.

- - Conduct the instruction in the most natural way 
possible. Focus on your lesson and your students, not 
on the observer.

--  Pay particular attention to your words and actions 
and note how the students react.

- - Share and contrast the impressions you have 
recorded in your Safe Teaching Observation Tool. 

- - During the feedback conversation, listen to your 
colleague’s feedback and ask for clarification if 
necessary.



16

CLASSROOM OBSERVATION
Self- & peer observation

BEFORE 
THE LESSON

DURING 
THE LESSON

AFTER THE LESSON:
FEEDBACK

For the observer
- - Familiarise yourself with the Teacher’s Workbook 
part 1 prepared by the teacher you will be observing. 
It will give you an idea of the context and sequence of 
the lesson you will be observing.

-- Ask the teacher you are observing any questions you 
may have about the observation (e.g. the location of 
the classroom, the length of the lesson, where to sit).

--  Read the Safe Teaching Observation Tool carefully, 
focusing on the aspects and indicators that you will be 
looking for.

- - You can ask for clarification about the details of the 
lesson, but avoid judging or influencing your 
colleague’s decisions.

-- Arrive in the classroom a few minutes before the 
lesson starts.

- - Record evidence in the Safe Teaching Observation 
Tool. These notes should be as good a record as 
possible of what happened during the lesson.

--  On entering the classroom, greet the group and 
sit in a place where you have a good view of the 
classroom and do not interfere with the development 
of the lesson.

--  Avoid interacting with the teacher or students. Be 
aware of your body language as it may distract the 
teacher.

-- Ask questions to encourage your colleague to 
develop their thinking.

- - During the feedback discussion, share with your 
colleague the evidence you have gathered using the 
Safe Teaching Observation Tool and comment on the 
strengths and areas for improvement of the teaching 
practice you have observed. Base your feedback on 
data and offer examples to facilitate understanding.

-- Remember that the purpose of your feedback is not 
to criticise, but to provide constructive comments to 
help your colleague reflect on Safe Teaching and its 
impact on the teaching-learning process.

- - Give your Safe Teaching Observation Tool with all 
your comments to the teacher you observed.
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CLASSROOM OBSERVATION
Self- & peer observation

DURING 
THE LESSON

For both

- - We recommend that you have a brief conversation immediately after the lesson to discuss first impressions and feelings 
about the observation.

--  Review and reflect on your notes individually. Summarise your findings for each indicator and draw conclusions about 
strengths and areas for improvement in the lesson/teaching practice.

- - Complete the Safe Teaching Observation Tool. Make sure you complete all the sections.

--  Schedule a feedback session to share and discuss in depth the evidence you have gathered. This conversation can take 
place on the same day or later.
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Golden rules of peer observation: 
advice for teachers

The purpose of peer observation is not to evaluate teacher effectiveness, 
but to help your colleagues reflect on how their teaching 
practices affect their relationships with students.

Peer observation is not about judging, impressing, or undermining your 
colleagues. You should never feel threatened or anxious.

Successful peer observation depends on an environment of respect, trust, 
and support. Be open to sharing and working together. 

If you are being observed, conduct the lesson in the most natural way 
possible so that you receive useful, applicable feedback.

If you are observing or giving feedback to a colleague, focus on the 
agreed aspect of teaching practice, in this case the relational 
dimension of teaching. Teaching is a very complex process and its 
development requires us to focus on one thing at a time.

Feedback should be impartial, and evidence-based. Take the necessary 
distance from prejudices and personal beliefs, and always refer to 
what happened during the lesson.

Feedback should be honest and constructive. Constructive feedback is not 
always positive and can sometimes be uncomfortable to hear. 
Nevertheless, make sure that your presentation of strengths and 
weaknesses is balanced.

IMPORTANT NOTE 
To complete a full round of peer observation, you will go through this process at least twice: once being observed 
(and self-observing your own lesson) and once being the observer. Feel free to do further rounds of peer observation 
to enrich your learning and to get feedback on the implementation of ideas that emerge from the first round of 
observation.
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SCHOOL OBSERVATION

-- Use the Pedagogical Reflection Tool as a script for the discussion.

- - You can each take your own notes on the printed or electronic 
version of the tool, or appoint a note-taker.

--  The facilitator will introduce the topics for discussion and manage 
speaking turns.

- - The discussion should last about an hour.

Feel free to organise further reflection sessions to acknowledge 
progress or share new concerns.

 Pedagogical reflection session
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Stage III: 
Systematisation and transfer

r
- - Having developed the whole process of direct and indirect observation, you will need to 
collect all the evidence you have gathered and use it to complete part 2 of the Teacher’s 
Workbook.

- Part 2A. Analyse and interpret the results of self- and peer observation; identify 
strengths, areas for improvement and needs of the observed teaching practice, and 
make pedagogical proposals to address these needs.

- Part 2B. Fill in a template identical to the previous one, but responding to the 
criteria of the Pedagogical Reflection Tool. To do this, summarise the reflections 
that emerged during the reflection session with teachers from your school.

- Part 2C. Reflect on the conclusions of the whole process of observing and 
validating your teaching practice in relation to Safe Teaching.

- - Finally, we invite you to share your systematised work with the wider educational community. 
In this way, others can learn and benefit from your ideas and findings. Visit the Practices 
repository and share your Teacher’s Workbook. 

- - If you feel it is appropriate, share any concerns or ideas that have arisen during the 
pedagogical reflection session with your wellbeing lead, school leadership team or local 
representatives to inform school improvement processes.

CLASSROOM & SCHOOL 
OBSERVATION

https://letscareproject.eu/hub/practices/
https://letscareproject.eu/hub/practices/
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4. Tools for observation
Teacher’s WorkbookTeacher’s Workbook

Available at https://letscareproject.eu/hub/toolkit/

https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/

https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/

https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/

https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/Available at https://letscareproject.eu/hub/toolkit/

https://letscareproject.eu/hub/toolkit/
https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/
Available at https://letscareproject.eu/hub/toolkit/

https://letscareproject.eu/hub/toolkit/
https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/

https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/Available at https://letscareproject.eu/hub/toolkit/

https://letscareproject.eu/hub/toolkit/
https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/
Available at https://letscareproject.eu/hub/toolkit/

https://letscareproject.eu/hub/toolkit/
https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/
Available at https://letscareproject.eu/hub/toolkit/

https://letscareproject.eu/hub/toolkit/
https://letscareproject.eu/hub/toolkit/
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Available at https://letscareproject.eu/hub/toolkit/
Available at https://letscareproject.eu/hub/toolkit/

https://letscareproject.eu/hub/toolkit/
https://letscareproject.eu/hub/toolkit/
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