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INTRODUCTION 
There is a crisis in U.S. schools: Teachers, the most important ingredient in a 
child’s learning,1 are demoralized. Even before the COVID-19 pandemic, one 
in six K-12 teachers reported that they were likely to leave the profession. 
During the pandemic, this number increased to one in four.2 There are 
many avenues to better support and nurture a critical mass of motivated 
educators who can spend their time effectively and efficiently doing what 
has a meaningful impact on our children’s educational progress. 

Tyton Partners, with support from the Walton Family Foundation, recently analyzed the 

use and importance of one key ingredient: instructional resources, which have a significant 

impact on teachers’ experience and success in the classroom.3 The Supplier Benchmarking 

Toolkit (SBT) builds on this analysis and the findings presented in the Improving Instructional 

Resources to Enhance the Teacher Experience report, published by Tyton Partners in May 

2022. This document is a tool for providers of core and supplemental curriculum materials to 

leverage as they continue to improve their products and services to better meet the needs of 

teachers and, ultimately, improve student outcomes. 

Using this tool, developers and suppliers can benchmark their product features and 

associated services against what teachers and administrators say they need most. The SBT 

also guides suppliers on how to review their internal company processes, including methods 

for identifying and developing the most-wanted product features. It can also be used by 

purchasers of instructional resources to be better informed about what to look for when 

evaluating resources. 

Our toolkit does not have to be used in its entirety – picking and choosing are encouraged. 

Instructional resources, the pedagogies they deploy, and the organizations developing them 

vary widely. Some organizations act as “authors” and focus on developing content aligned to 

research on what drives student learning outcomes, while others specialize in disseminating 

that content through platforms. 

Quite deliberately, the approach below focuses on the teacher experience with curriculum 

resources rather than their efficacy for learners. While there is a clear link between curriculum 

resources and student outcomes, there already is a rich body of work on this topic, so this 

toolkit seeks to complement it. Consequently, consider this toolkit within the context of each 

product, its developers, and its target audience – and alongside other research.  

1  RAND Teachers Matter: Understanding Teachers’ Impact on Student Achievement, 2019
2  RAND Job-Related Stress Threatens the Teacher Supply, 2021
3   In our survey, almost 70% of teachers said the quality of the materials to which they have access highly influences  

their job satisfaction
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A note on methodology 

The SBT was informed by:

• Two large-scale national surveys – completed by a diverse and representative set of 

1,600 teachers and 700 administrators – to assess teacher needs, which product features 

and services teachers value most, and what each feature must entail to adequately meet 

teachers’ needs

• 40 interviews with K-12 teachers and administrators to further develop a perspective on 

topics covered in the surveys

• 15 interviews with K-12 instructional material suppliers and supporting organizations 

to better understand product development processes, methods for understanding 

the needs of end-users, and where suppliers would benefit most from an enhanced 

understanding of the teacher perspective

These insights informed the evaluation categories, as well as the rubric for each product 

feature and internal process. 
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USING THE SUPPLIER BENCHMARKING TOOLKIT
This toolkit is designed to be flexible and applied at varying depths, depending on the user’s 

requirements. Step 2, in particular, offers guidance to evaluate every category, but it may be 

appropriate to consider applying only some areas of the rubric.

Step 1: Understand the approach

This toolkit supports benchmarking against two aspects of an organization’s offering and 

activities: 

• Product features & services: educator- and student-facing resources and supporting 

services (e.g., professional development)

• Internal processes: what occurs inside an organization to deliver products and services 

Research and analysis yielded several categories within each of these aspects, which were 

prioritized with input from our survey respondents and interviewees. To use the evaluation 

tool, we suggest you first review the categories of product features and services and their 

descriptions. Then note which of these categories are “must-haves” and “should-haves.” 

Finally, review the categories and descriptions for internal processes.

Step 2: Conduct benchmarking using category-specific rubrics and guidance

Begin your evaluation with the product features and services. Priority, “must-have” categories 

are clearly identified. Next, complete the evaluation for your internal processes. Category-

specific recommendations around how to conduct the evaluation - including data capture 

mechanisms and key questions to consider - are provided throughout the toolkit to help 

determine whether the current state is “limited,” “good,” or “great.” If a feature or service is 

not present in the product, consider the evaluation “limited” for that category, although some 

products may omit features by design. 

Step 3: Synthesize evaluation findings and identify focus areas 

The “limited,” “good,” or “great” assessments across categories should identify areas of 

strength for the organization, as well as potential areas for improvement. What to address 

can therefore be prioritized. For each category, the “key questions to consider” section offers 

suggestions for improving the product or service to better meet teacher needs.
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Product features & services  Internal processes

Description Product capabilities and services 
that teachers need most

Key internal company processes 
related to developing a product to 
meet teachers’ needs and support 
successful adoption

Purpose To assess the availability and quality 
of features and services needed to 
deliver a best-in-class experience 
for teachers

To assess internal processes that 
support the development and 
implementation of the product

Prioritization “Must-have” and “should-have” 
designation was determined by 
how valued the feature or service 
is by teachers as well as its ability 
to support teachers in completing 
their most challenging instructional 
responsibilities

Categories should be prioritized 
according to each company’s 
objectives

UNDERSTAND THE APPROACH
The Supplier Benchmarking Toolkit (SBT) supports the evaluation of product features and 

services and internal company processes. To use this tool, first review the definitions for 

product features and services, and understand which features are “must-haves” and  

“should-haves.” Then review the categories and descriptions for internal processes.

Tyton Partners’ teacher and administrator surveys and interviews provided insight on 

whether instructional materials meet these stakeholders’ needs today, as well as identifying 

where they fall short of expectations. In particular, the survey findings determined that 

instructional resources and related services could improve some of the most challenging 

teacher instructional tasks. 

STEP 01
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The product features & services definitions are as follows: 

Priority Product features & services Description

Must-have Teacher usability How well the product is designed to give the teacher and 
other stakeholders (e.g., family, advisors) a seamless 
sign-on and user experience through a clean and intuitive 
user interface

Teacher training & support Degree to which teachers are provided with adequate 
onboarding training and ongoing support to maximize full 
product benefits

Student usability How well the product is designed to give students a 
seamless sign-on and user experience through a clean 
and intuitive user interface

Student content engagement Degree to which the content captivates and maintains 
students’ attention

Content differentiation How well the product supports teachers to 
differentiate content to enable students to learn within 
their zone of proximal development

Content alignment to standards Evidence of comprehensive coverage of required state 
standards 

Content flexibility Degree to which a teacher can adjust the sequence and 
pacing of curriculum  

Data tracking & reporting Ability to aggregate performance data to provide 
actionable and timely insights for teachers, as well as 
seamlessly report to key stakeholders (e.g., students, 
administrators, family, advisors)

Should-have Interoperability Degree to which the product seamlessly operates with 
other software and hardware (e.g., student information 
systems, other instructional applications, LMS,  
mobile devices)

Supporting development of  
whole child

Degree to which the product includes learning 
opportunities not directly defined by core content 
standards (e.g., social emotional learning, culturally 
relevant content)

Assessment capabilities Degree to which content developed to assess student 
understanding is available and integrated into the 
curriculum (e.g., checks for understanding, quizzes,  
end-of-unit assessments)

Grading & feedback tools Degree to which the product increases grading efficiency 
for teachers and facilitates delivery of feedback to 
stakeholders (e.g., students, family, advisors)
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The internal processes categories and definitions are as follows: 

Process Component Description

Pre-launch 
design and 
development

Identify primary users Thoughtfully research the target teachers  
and/or districts

Outline user needs and desired 
features and functionality

Define the jobs to be done and pain points for target 
teachers and/or districts

Analyze user feedback on 
usability, use cases, and teaching 
context

Conduct research on the needs and preferences of 
target teachers and students

Post-launch 
continuous 
improvement

Review content for relevance Ensure content is relevant and up-to-date after  
initial development

Analyze user feedback on 
usability, use cases, and teaching 
context

Iteratively collect and analyze passive and active user 
feedback from teachers and students as they engage 
with the product

Incorporate user feedback into 
development

Frequently review feedback and integrate it into the 
product development process

Customer 
acquisition

Develop and test pricing model

Market to target districts and 
schools

Develop a customer acquisition strategy, hire 
appropriate resources to execute, and designate a 
person to each customer to facilitate end-to-end 
procurement

Enable potential customers to 
test the product before purchase

Onboarding 
training & 
support

Train staff on latest product 
features, services, and 
onboarding procedures

Staff must know how product can be used for a variety 
of pedagogical practices (if applicable)

Provide tailored training to 
districts and schools

Ongoing 
training & 
support

Train customer service personnel

Quickly address questions and 
concerns

As a reminder, this is not an exhaustive list of product features and company processes, but 

rather guidance on the qualities that are likely to result in an improved teacher experience 

with instructional resources. 
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STEP 02

Limited Good Great

Teacher 
usability

Teachers require additional 
support to navigate basic 
features

Teachers use most product 
features with little to no 
support

Teachers can use all product 
features with little to no 
support

Teacher 
training & 
support

Company provides 
onboarding materials but 
not onboarding training or 
ongoing support

Company provides 
onboarding materials and 
training but not ongoing 
support

Company provides 
onboarding materials and 
training as well as ongoing 
support

Student 
usability

Students require additional 
support to navigate basic 
features

Students use most product 
features with little to no 
support

Students can use all product 
features with little to no 
support

Student 
content 
engagement 

Content is provided in a 
single media format and 
largely divorced from 
the everyday student 
experience

Content is provided in 
a variety of interactive 
media formats or relates 
to the everyday student 
experience

Content is provided in 
a variety of interactive 
media formats and relates 
to the everyday student 
experience

Content 
differentiation

Content and sequencing 
of materials are difficult 
to alter; product does not 
have features to enable 
differentiation

Content and sequencing of 
materials can be altered; 
product enables manual 
differentiation by the 
teacher

Content and sequencing of 
materials can be altered; 
product automatically 
generates suggestions for 
differentiation

Content 
alignment to 
standards

Limited evidence to show 
how content aligns to 
standards

Evidence demonstrating 
how content aligns to 
standards at the unit level

Evidence demonstrating 
how content aligns to 
standards and objectives at 
the unit and lesson level

Content 
flexibility

Product has no features 
that enable modification to 
sequence and pacing

Product has features that 
enable limited modification 
to sequence and pacing

Product has features that 
enable detailed modification 
to sequence and pacing

CONDUCT BENCHMARKING USING  
CATEGORY-SPECIFIC RUBRICS AND GUIDANCE 
Begin your evaluation with the product features and services, and then move to assess 

your internal processes. The suggested metric definitions and data capture mechanisms 

provided below are informed by insights from instructional materials suppliers, teachers, 

and administrators. Detailed questions to consider for each metric are also provided in 

Appendix A (pages 16-32) to facilitate your evaluation. If a feature or service is not present 

in the product, it should be rated “limited.”

Must-have product features & services rubric
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Limited Good Great

Interoperability Materials cannot integrate 
with other products; very 
restricted by hardware or 
software limitations

Materials integrate with 
some other products; 
somewhat restricted by 
hardware or software 
limitations

Materials integrate with 
most other products; not 
restricted by hardware or 
software limitations

Supporting 
development  
of whole child

Materials include content 
that does not represent 
a diversity of cultural 
backgrounds or incorporate 
social emotional learning

Materials include content 
that represents a diversity 
of cultural backgrounds 
or incorporates social 
emotional learning

Materials include content 
that represents a diversity 
of cultural backgrounds 
and incorporates social 
emotional learning

Assessment 
capabilities

Materials have limited or no 
assessment capabilities

Materials have only 
summative assessments to 
track student performance

Materials have summative 
and formative assessments 
to track student 
performance

Grading & 
feedback tools

Product does not have 
automated grading and 
feedback tools; teachers 
must grade and provide 
feedback manually

Product has automated 
grading and feedback tools 
that support grading simple 
assignments (e.g., multiple-
choice questions)

Product has automated 
grading and feedback 
tools that support grading 
complex assignments (e.g., 
written assignments)

Should-have product features & services rubric
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Internal processes rubric

Component Limited Good Great

Pre-launch 
design & 
development 

Identify primary 
users

Company does 
not synthesize or 
perform market 
research to inform 
pre-launch design and 
development

Company synthesizes 
secondary market 
research to inform 
pre-launch design and 
development

Company synthesizes 
secondary user 
research and performs 
in-depth primary 
market research  
to inform  
pre-launch design  
and development

Outline user 
needs and 
desired features 
and functionality

Analyze user 
feedback on 
usability and use 
cases

Post-launch 
continuous 
improvement 

Review content 
for relevance

Product improvement 
is not informed by 
market and user 
research on teacher, 
administrator, and 
student preferences

Product improvement 
is reactively informed 
by market and user 
research on teacher, 
administrator, and 
student preferences 
(i.e., after an issue is 
identified)

Product improvement 
is proactively informed 
by market and user 
research on teacher, 
administrator, and 
student preferences

Analyze user 
feedback on 
usability, use 
cases, and 
teaching context

Incorporate user 
feedback into 
development

Customer 
acquisition 
process

Develop and test 
pricing model

Company does not 
synthesize or perform 
market research to 
inform marketing and 
customer acquisition 
processes

Company synthesizes 
secondary market 
research to inform 
marketing and 
customer acquisition 
processes

Company synthesizes 
secondary user 
research and performs 
in-depth primary 
market research to 
inform marketing and 
customer acquisition 
processes

Market to target 
districts and 
schools

Enable potential 
customers to 
test the product 
before purchase

Onboarding 
training & 
support

Train staff on 
latest product 
features & 
services and 
onboarding 
procedures

Onboarding training is 
not developed based 
on the most recent 
product features or the 
needs of districts or 
schools

Onboarding training 
is up-to-date with the 
most recent product 
features but is not 
tailored to the needs of 
districts or schools

Onboarding training 
is up-to-date with the 
most recent product 
features and is tailored 
to the needs of districts 
or schools

Provide tailored 
training to 
districts and 
schools

Ongoing  
training & 
support

Train customer 
service 
personnel

Support personnel are 
trained when hired, 
and support requests 
take 1+ weeks to be 
addressed

Support personnel are 
trained annually, and 
support requests are 
addressed within a 
week

Support personnel 
are trained on an 
ongoing basis, and 
support requests are 
addressed within 48 
hours

Quickly address 
customer 
questions and 
concerns



Tyton Partners: Supplier Benchmarking Toolkit 12 

Data capture mechanisms

Below is a sample of data capture mechanisms that suppliers can use to evaluate the quality 

of product features and services as well as internal processes. This list is not exhaustive, and 

Tyton Partners recommends that suppliers determine which options best align with current 

organizational capacity and use those approaches. 

Mechanisms are grouped into three categories: external primary research, internal primary 

research, and product data analytics. 

• External primary research is focused on collecting feedback from stakeholders outside 

the company

• Internal primary research requires collecting feedback from company employees and 

reviewing internal capabilities 

• Product data analytics involves collecting and assessing data collected after the product 

has been launched and used by the target audience 

Recommendations on the most appropriate data capture mechanisms to evaluate each 

category are included in Appendix B (pg. 33-34) and sampled below. When conducting  

an evaluation, please consider the options presented and select the best approach for  

your organization.

External primary research Internal primary research Product data analytics

Data sources
Surveys
Focus groups
1:1 interviews
In-school observation of product use
Social media listening

Target audience
Teachers
Administrators
Students
Other current and former customers

Data sources
Surveys
Focus groups
1:1 interviews
Audit of content
Audit of product capabilities
Audit of internal system processes 

Target audience
Employees

Data sources
Task data analysis
Task time data analysis
Feature usage trends
User pathway analysis
Retention analysis

The options provided under product data analytics are defined as the following: 

• Task success data analysis: how often a user can successfully complete a task 

• Task time data analysis: how much time it takes a user to complete a task 

• Feature usage trends analysis: how often a feature is used

• User pathways analysis: sequence of steps a user takes to complete a task

• Retention analysis: when and why users stop using a product
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Category-specific guidance and rubrics

Tyton Partners developed guidelines to support suppliers in their evaluation of each 

product features & services and internal processes category, located in Appendix A. The  

1) Description and 2) Rubric are copied from above, and 3) Research type, 4) Data capture 

mechanisms, and 5) Key questions to consider are tailored to each category and should 

be selected according to your organization’s preferences and capacity. These questions are 

intended to guide your evaluation, as well as prompt reflection about your organization’s 

current practices and opportunities for growth. 

Definition: Confirm definition 
before evaluating

Research type: Consider all 
possible research methods

Data capture mechanisms: 
Determine which options 
are best suited for your 
organization

Key questions to consider:  
Use to inform what is 
considered “great”

Rubric: Understand what 
distinguishes “Limited,” 
“Good,” and Great”

3

1

2

4

5
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SYNTHESIZE EVALUATION FINDINGS AND  
IDENTIFY FOCUS AREAS
The “limited,” “good,” or “great” assessment of each category should identify areas of 

strength for your organization and potential areas for improvement. What to address can 

therefore be prioritized. For each category, the “key questions to consider” section offers 

suggestions for improving the product, service, or internal process to meet teachers’ needs.

Please use the following to summarize your evaluation of each category.

Product features & services

Category Limited Good Great
Must-have Teacher usability 1 2 3

Teacher training and support 1 2 3

Student usability 1 2 3

Student content engagement 1 2 3

Content differentiation 1 2 3

Content alignment to standards 1 2 3

Content flexibility 1 2 3

Data tracking and reporting 1 2 3

Should-have Interoperability 1 2 3

Supporting development of whole child 1 2 3

Assessment capabilities 1 2 3

Grading and feedback tools 1 2 3

STEP 03
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As suppliers engage in this evaluation process at various stages of maturity, Tyton Partners 

recommends that they consider the results alongside their organization’s goals and capacity 

to develop their next steps for improvement. 

Component Limited Good Great
Pre-launch design 
& development 

Identify primary users 1 2 3

Outline user needs and desired features and 
functionality

Analyze user feedback on usability and use 
cases

Post-launch 
continuous 
improvement

Review content for relevancy 1 2 3

Collect feedback on usability, use cases, and 
teaching context

Incorporate user feedback into development

Customer 
acquisition process 

Develop and test pricing model 1 2 3

Market to target districts and schools

Enable potential customers to test the product 
before purchase

Onboarding 
training & support

Train staff on latest product features and 
services and onboarding procedures

1 2 3

Provide tailored training to districts and 
schools

Ongoing training &  
support

Train customer service personnel 1 2 3

Quickly address customer questions and 
concerns

Internal company processes
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APPENDIX A: CATEGORY DEEP DIVES

Product features & services

Teacher usability

How well the product is designed to give the teacher and other stakeholders (e.g.,  

co-teachers, family, advisors) a seamless sign-on and user experience through a clean  

and intuitive user interface

Limited Good Great

Teachers require additional 
ongoing support to navigate basic 
features

Teachers use most product 
features with little to no ongoing 
support

Teachers can use all product 
features with little to no ongoing 
support

Research type Data capture mechanisms Key questions to consider
External primary research Survey findings on satisfaction with 

product usability

Teacher focus groups

Teacher interviews

In-school observation of product use

Social media listening

Can teachers quickly log in to the 
product with no support?

Can teachers independently 
troubleshoot problems (i.e., use self-
guided prompts to resolve issues)?

Can teachers use the product for the 
first time with no or limited support?

Can teachers navigate the product 
components and features quickly 
and seamlessly? 

Product data analytics Task success data analysis

Task time data analysis

User pathway analysis

Retention analysis

Can teachers successfully complete 
specific tasks? (e.g., log in, assign 
schoolwork, review student work)

Can teachers complete tasks within the 
expected timeframe?

Do teachers navigate the product as 
expected to accomplish a specific task?

Use of which features is correlated with 
high retention? 
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Product features & services

 Teacher training & support

Degree to which teachers are provided with adequate onboarding training and ongoing 

support to maximize full product benefits

Limited Good Great

Company provides onboarding 
materials but not onboarding 
training or ongoing support

Company provides onboarding 
materials and training but not 
ongoing support

Company provides onboarding 
materials and training as well as 
ongoing support

Research type Data capture mechanisms Key questions to consider
External primary research Survey findings on satisfaction  

with training

Teacher & admin. focus groups

Teacher & admin. interviews

Social media listening

Can teachers trial a product before 
implementation?

Are teachers provided with onboarding 
materials (e.g., user guides, teacher 
handbook) well before intended use (i.e., 
more than three weeks in advance)?

Are teachers provided with synchronous 
virtual and/or in-person training to 
support onboarding a new product?

Are teachers provided with virtual 
asynchronous training to support 
onboarding a new product?

Do teachers report that onboarding 
training addresses individual teacher or 
school needs?

Do teachers report that technical 
support is highly responsive to their 
requests (i.e., within 24 hours?)

Are teachers satisfied with the training 
and ongoing support they receive 
throughout the year?

Internal primary research Internal focus groups

Internal interviews

Audit of internal system processes

Are requests for support addressed 
successfully (i.e., is the problem 
resolved)?

Are requests for support addressed 
promptly (i.e., within 24 hours)?

If support staff are initially unable to 
resolve an issue, are there systems 
in place to escalate the concern for 
greater support?
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Product features & services

 Student usability

How well the product is designed to give students a seamless sign-on and user experience 

through a clean and intuitive user interface

Research type Data capture mechanisms Key questions to consider
External primary research Survey findings on satisfaction with 

product usability

Teacher & student focus groups

Teacher & student interviews

In-school observation of product use

Social media listening

Can students quickly log in to the 
product with no support?

If credentials are lost, are students able 
to automatically recover or reset their 
password?

Are students able to easily log into 
the product on multiple devices (e.g., 
computer, mobile phone, tablet)?

Are students reporting they can use the 
product even when offline?

Can students independently 
troubleshoot problems (i.e., use self-
guided prompts to resolve issues)?

Can students navigate to the product 
components and features they need 
quickly and seamlessly?

Product data analytics Task success data analysis

Task time data analysis

User pathway analysis

Retention analysis

Can students successfully complete 
specific tasks (e.g., log in, complete 
assignments, review teacher feedback)?

Can students complete tasks within the 
expected timeframe?

Do students navigate the product as 
expected to accomplish a specific task?

Use of which features correlate with 
high retention?

Limited Good Great

Students require additional 
ongoing support to navigate basic 
features

Students use most product 
features with little to no ongoing 
support

Students use all product features 
with little to no ongoing support
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Product features & services

 Engaging content & functionality

Degree to which the content captivates and maintains students’ attention

Research type Data capture mechanisms Key questions to consider
External primary research Survey findings on satisfaction with 

product content & functionality

Teacher & student focus groups

Teacher & student interviews

In-school observation of product use

Social media listening

Do teachers and students report that 
the product is engaging?  

Do teachers and students report that 
the product uses real-world events 
or applications and appropriately 
contextualizes them for young people?

Do teachers report that the product 
offers the flexibility to modify examples 
to accurately reflect students’ 
experiences? 

Do teachers and students report that 
the product leverages multimedia 
content?

Internal primary research Audit of content

Audit of product capabilities

Was content developed in sync with 
the latest research on how to 
engage students? 

Was the content recently updated to 
reflect the most up-to-date content and 
current events?

Is there a system to assess student 
interest in the content and 
subsequently inform updates to 
maximize engagement?

Product data 
analytics

Feature usage trends Is the product’s engagement feature 
usage consistent with expectations? 

Limited Good Great

Content is provided in a single 
media format and largely divorced 
from the everyday student 
experience

Content is provided in a variety 
of interactive media formats or 
relates to the everyday student 
experience

Content is provided in a variety 
of interactive media formats and 
relates to the everyday student 
experience
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Product features & services 

 Content differentiation

How well the product supports teachers to differentiate content to enable students to learn 

within their zone of proximal development

Research type Data capture mechanisms Key questions to consider
External primary research Survey findings on product  

content & functionality

Teacher & student focus groups

Teacher & student interviews

Can teachers quickly identify 
performance gaps and need for 
intervention?

Are teachers reporting they can 
easily group students based on their 
performance level?

Are teachers reporting they can easily 
modify lesson plans to address different 
learning needs?

Are teachers reporting they can easily 
modify materials or include other 
materials to provide differentiated 
content?

Internal primary research Audit of content

Audit of product capabilities

Does the product or curriculum include 
pre-unit assessments mapped to 
content? 

Does the product provide additional 
supports to enable all students to 
access the content (e.g., glossary, 
text-to-speech)? 

Are there leveled versions of the 
content and activities for the teacher 
to assign?

Does the product automatically 
suggest the best, differentiated option 
for each student?

Product data 
analytics

Task time data analysis

Feature usage trends

Can students complete the task or 
coursework in the expected timeframe?

Is use of the product’s differentiation 
features consistent with expectations? 

Limited Good Great

Content and sequencing of 
materials are difficult to alter; 
product does not have features to 
enable differentiation

Content and sequencing of 
materials can be altered; product 
enables manual differentiation by 
the teacher

Content and sequencing of 
materials can be altered; product 
automatically generates 
suggestions for differentiation
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Product features & services

 Content alignment to standards

Evidence of comprehensive coverage of required state standards 

Research type Data capture mechanisms Key questions to consider
External primary research Survey findings on content alignment 

to standards

Teacher & admin. focus groups

Teacher & admin. interviews

Can teachers easily understand which 
standards are covered by this product?

Can teachers easily map the content in 
each unit to standards? 

Can teachers understand what defines 
student proficiency in each standard? 

(If applicable) Are assessments 
mapped to each standard? 

Internal primary research Audit of content Does the product adequately cover the 
standards as advertised? 

Do teacher materials seamlessly map 
the content in each unit to standards?

Are standards segmented into learning 
objectives? 

Are lessons mapped to the learning 
objectives and standards?

(If applicable) Are there standards-
based assessments? 

Limited Good Great

Limited evidence to show how 
content aligns to standards

Evidence demonstrating how 
content aligns to standards at the 
unit level

Evidence demonstrating how 
content aligns to standards and 
objectives at unit and lesson level
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Product features & services

 Content flexibility

Degree to which a teacher can adjust the sequence and pacing of curriculum 

Research type Data capture mechanisms Key questions to consider
External primary research Survey findings on product content 

and functionality

Teacher focus groups

Teacher interviews

In-school observation of product use

Social media listening

Can teachers modify the scope, 
sequence, and pacing of the curriculum? 

Can teachers modify content and/
or integrate external content (e.g., 
supplemental text)?

Can teachers modify the lesson plans 
and activities? 

Internal primary research Audit of content

Audit of product capabilities

Does the product enable teachers to 
modify the scope, sequence, and 
pacing of the curriculum?

Does the product enable teachers to 
modify content and/or integrate 
external content?

Does the product enable teachers to 
modify the lesson plans and activities?

Product data 
analytics

User pathway analysis Do users follow expected pathways to 
access or modify materials (i.e., do not 
take “shortcuts”)?

Limited Good Great

Product has no features that 
enable modification to sequence 
and pacing

Product has features that enable 
limited modification to sequence 
and pacing

Product has features that enable 
detailed modification to sequence 
and pacing
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Product features & services

  Interoperability

Degree to which the product seamlessly operates with other software and hardware (e.g., 

student information systems, mobile devices)

Research type Data capture mechanisms Key questions to consider

External primary research Survey findings on product 
functionality

Teacher focus groups

Teacher interviews

In-school observation of 
product use

Social media listening

Do teachers report that they can 
quickly and seamlessly view student 
data from other products or platforms?

Can teachers effectively use the 
product given the technology available 
in the classroom (i.e., no additional 
hardware is needed)?

Internal primary research Audit of product capabilities Is the product aligned to an 
interoperability standard (e.g., Ed-Fi)?

Does the product seamlessly integrate 
with the school’s learning management 
system and student information 
system?

Is the product able to integrate with 
most other curriculum or assessment 
products?

Product data 
analytics

Task success data analysis

Task time data analysis

Feature usage analysis 

Can school and district IT staff easily 
sync student data across platforms 
(e.g., curriculum, assessment, student 
information system)?

Can teachers and administrators 
import data from other products or 
platforms?

Can teachers and administrators 
import data within the expected 
timeframe?

Are feature-use metrics aligned with 
expectations?

Limited Good Great

Materials cannot integrate with 
other products; very restricted by 
hardware or software limitations

Materials integrate with some 
other products; somewhat 
restricted by hardware or software 
limitations

Materials integrate with most 
other products; not restricted by 
hardware or software limitations
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Product features & services

 Supporting development of whole child

Degree to which the product includes learning opportunities not directly defined by core 

content standards (e.g., social emotional learning, culturally relevant content)

Research type Data capture mechanisms Key questions to consider
External primary research Survey findings on product  

content & functionality

Teacher & student focus groups

Teacher & student interviews

In-school observation of product use

Social media listening

Do teachers report that they are 
satisfied with the product’s coverage 
of and/or support for social emotional 
learning?

Do teachers report that they are 
satisfied with the product’s coverage of 
culturally relevant content?

Do teachers report that they can 
capture and share relevant non-
academic student information with 
other teachers and administrators?

Internal primary research Audit of content Does the product have content related 
to social emotional learning embedded 
within the curriculum?

Can the product assess social 
emotional learning competencies?

Does the product enable teachers 
to capture and share relevant non-
academic student information with 
other teachers and administrators?

Does the product contain culturally 
relevant content?

Does the product provide suggestions 
for tailoring lesson plans to be more 
culturally relevant (e.g., develop projects 
based on student interests)?

Limited Good Great

Materials include content that does 
not represent a diversity of cultural 
backgrounds or incorporate social 
emotional learning 

Materials include content that 
represents a diversity of cultural 
backgrounds or incorporates 
social emotional learning

Materials include content that 
represents a diversity of cultural 
backgrounds and incorporates 
social emotional learning
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Limited Good Great

Materials have limited or no 
assessment capabilities

Materials have only summative 
assessments to track student 
performance

Materials have summative and 
formative assessments to track 
student performance

Product features & services

 Assessment capabilities 

Degree to which content developed to assess student understanding is available and 

integrated into the curriculum (e.g., checks for understanding, exit tickets, quizzes, end-of-unit 

assessments)

Research type Data capture mechanisms Key questions to consider
External primary 
research

Survey findings on product 
content & functionality

Teacher & student focus groups

Teacher & student interviews

In-school observation of 
product use

Social media listening 

Do teachers report that the product adequately 
assesses the mastery of all standards? 

Do teachers report that the assessments are 
closely mapped to the learning outcomes outlined 
in the curriculum?

Do teachers report that they can easily modify 
provided assessments or create their own?

Do teachers report that they can easily share 
assessment results? 

Internal primary 
research

Audit of content

Audit of product capabilities

Does the product adequately assess all 
standards? 

Are assessments closely and transparently 
mapped to standards and learning outcomes? 

Does the product enable teachers to modify or 
create assessments? 

Are assessments available through a variety of 
modalities (e.g., online, paper-based)?

Does the product assess mastery in various ways 
(e.g., projects, written responses)? 

Product data 
analytics

Task success analysis

Task time data analysis

Feature usage trends

User pathway analysis

Can teachers seamlessly assign assessments 
to students? 

Do teachers and students complete tasks 
successfully and within the expected timeframe? 

Does feature use data related to assessment 
capabilities align with expectations?

Do teachers and students navigate the 
assessment capabilities as expected?
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Product features & services

 Data tracking & reporting

Ability to aggregate performance data to provide actionable and timely insights for teachers 

and seamlessly report to key stakeholders (e.g., students, administrators, family, advisors)

Research type Data capture mechanisms Key questions to consider
External primary 
research

Survey findings on product 
features & capabilities

Teacher focus groups

Teacher interviews

In-school observation of 
product use

Social media listening

Do teachers report that they can easily interpret 
student performance data to identify insights 
(i.e., via a one-page dashboard)?

Do teachers report that they can easily view 
longitudinal data from prior academic years?

Do teachers report that no manual data analysis is 
required to identify insights?

Do teachers report that student performance 
data is available immediately after assessment 
completion?

Do teachers report that the report format is 
easily digestible by and shareable with other 
stakeholders (e.g., co-teachers, parents)?

Internal primary 
research

Audit of product capabilities Does the product provide a dashboard to 
summarize whole-class and student-specific 
learning gaps? 

Does the product provide an aggregate dashboard 
for each student that tracks performance on 
multiple inputs? (e.g., assessments, homework)

Is the student-specific data adequately formatted 
to facilitate sharing with other stakeholders?

Does the product highlight when intervention is 
needed and offer recommendations to address 
skill gaps?

Product data 
analytics

Task success data analysis

Task time data analysis

Feature usage trends

User pathway analysis

Can teachers successfully access student 
performance data and reports within the expected 
timeframe?

Are teachers using data and reporting features as 
frequently as expected?

Are teachers navigating the product to accomplish 
tasks related to data and reporting as expected?

Limited Good Great

Capabilities do not enable data 
tracking and reporting to parents 
and administrators

Capabilities enable data tracking 
and reporting to parents and 
administrators at fixed defined 
periods (e.g., end of term)

Capabilities enable data tracking 
and reporting to parents and 
administrators on an ongoing 
basis
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Product features & services

 Grading & feedback tools

Degree to which the product increases grading efficiency for teachers and facilitates 

feedback delivery to stakeholders (e.g., students, family, advisors)

Research type Data capture mechanisms Key questions to consider
External primary research Survey findings on product  

content & functionality

Teacher & student focus groups

Teacher & student interviews

In-school observation of  
product use

Social media listening 

Are teachers satisfied with the 
capabilities available to grade simple 
assignments (e.g., multiple-choice 
questions)?

Are teachers satisfied with the 
capabilities available to grade complex 
assignments (e.g., essay responses)?

Are teachers satisfied with the 
capabilities available to provide 
individualized feedback to students?

Does the product reduce the amount of 
time it takes to grade assignments and 
provide feedback?

Can students easily access feedback 
and grades from their teacher?

Internal primary research Audit of product capabilities Does the product streamline or 
automate grading and reporting? 

Can teachers determine if a student or 
other stakeholders have reviewed the 
feedback?

Does the product facilitate sharing 
grades and feedback with other 
teachers?

Product data analytics Task success data analysis

Task time data analysis

Feature usage trends

User pathway analysis

Can teachers and students complete 
tasks related to providing or accessing 
grades and feedback within the 
expected timeframe?

Are features related to grading and 
feedback used as frequently as 
expected?

Are teachers and students navigating 
tools related to grading and feedback 
as expected?

Limited Good Great

Product does not have automated 
grading and feedback tools; 
teachers must grade and provide 
feedback manually

Product has automated grading 
and feedback tools that support 
grading simple assignments (e.g., 
multiple-choice questions)

Product has automated grading 
and feedback tools that support 
grading complex assignments (e.g., 
written assessments)

D
E

FI
N

IT
IO

N
R

U
B

R
IC

R
E

SE
A

R
C

H
 M

E
TH

O
D

S



Tyton Partners: Supplier Benchmarking Toolkit 28 

Internal processes

 Pre-launch design & development 

• Identify primary users

- Thoughtfully research the target teachers and/or districts

• Outline user needs and desired features and functionality

- Define the jobs to be done and pain points for target teachers and/or districts

• Analyze user feedback on usability, use cases, and teaching context

- Conduct research on the needs and preferences of target teachers and students

Research type Data capture mechanisms Key questions to consider
External primary research Survey findings on product  

content & functionality

Teacher & student focus groups

Teacher & student interviews

Do development teams have direct 
feedback to profile the target user?

Do development teams have direct 
feedback to determine the target user’s 
needs?

Do development teams have direct 
feedback to assess the contextual 
constraints the target user operates 
within?

Internal primary research Internal survey

Internal focus groups

Internal interviews

Audit of internal system 
processes

Do development teams have a clearly 
defined target user?

Do development teams have a clear 
definition of the target user’s needs and 
how the product aims to meet these 
needs?

Do development teams have an 
in-depth understanding of the target 
user’s desired product features?

Is there a system in place to ensure 
external research is shared with the 
product development team and 
integrated into the development 
process?

Limited Good Great

Company does not synthesize 
or perform market research to 
inform pre-launch design and 
development

Company synthesizes secondary 
market research to inform pre-
launch design and development

Company synthesizes secondary 
user research and performs in-
depth primary market research 
to inform pre-launch design and 
development
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Internal Processes

 Post-launch continuous improvement

• Review content for relevance

- Ensure content is relevant and up-to-date since initial development 

• Analyze user feedback on usability, use cases, and teaching context

-  Iteratively collect and analyze both passive and active user feedback from teachers 

and students as they engage with the product 

• Incorporate user feedback into development

- Frequently review feedback and integrate it into the product development process

Research type Data capture mechanisms Key questions to consider
External primary 
research

Survey findings on product 
content & functionality

Teacher & student focus groups

Teacher & student interviews

In-school observation of  
product use

Social media listening 

Do users report having clear and easy-to-use 
mechanisms to provide feedback on the product?

Do users report that the product’s content is 
relevant and up-to-date?

Do users report that the product meets or 
exceeds their expectations and adequately 
addresses their needs?

Does the development team have an in-depth 
understanding of how the product can be 
improved to better meet users’ needs?

Internal primary 
research

Audit of content

Audit of internal system 
processes

Is there a process to identify and update  
“out-of-date” content?

Is there a team dedicated to analyzing user 
feedback to determine and triage needed 
product improvements? 

Is there a system in place to implement and roll 
out prioritized product improvements?

Is there a system in place to actively research how 
the product improves learning outcomes?

Product data 
analytics

Task success analysis

Task time data analysis

Feature usage trends

User pathway analysis

Can users accomplish specific tasks in the 
expected timeframe?

Are product features used as frequently as 
expected?

Are users navigating the product as expected?

Limited Good Great

Product improvement is not 
informed by market and user 
research on teacher, administrator, 
and student preferences

Product improvement is reactively 
informed by market and user 
research on teacher, administrator, 
and student preferences (i.e., after 
an issue is identified by users)

Product improvement is 
proactively informed by market 
and user research on teacher, 
administrator, and student 
preferences
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Internal processes

 Customer acquisition process

• Develop and test pricing model

• Market to target districts and schools

- Develop customer acquisition strategy 

- Hire appropriate resources to execute

- Designate a person to each customer to facilitate end-to-end procurement 

• Enable potential customers to test the product before purchase

Research type Data capture mechanisms Key questions to consider
External primary 
research

Survey

Focus groups

Social media listening

Do buyers report that customer acquisition personnel 
have an in-depth understanding of their needs, desired 
use cases, and budget?

Do buyers report that customer acquisition personnel 
can articulate how your product and services are 
differentiated from those of competitors?

Do buyers report that the product is priced 
appropriately, given competitor pricing and buyers’ 
willingness to pay?

Do buyers report that customer acquisition personnel 
met their needs during the product evaluation and 
purchasing process (e.g., provided an opportunity 
to trial the product or complete a pilot, were highly 
responsive to questions)?

Internal primary 
research

Audit of internal system 
processes

Are there formal trial or pilot programs available for 
potential buyers?

Is there a system in place to incorporate findings from 
market-based pricing analysis into the pricing model? 

Is there a regularly updated CRM that contains all 
school and district contacts and other relevant 
information?

Are there customer acquisition personnel dedicated  
to a segment of the target population to faciliate an 
in-depth understanding of its needs?

Does each customer have a dedicated customer 
acquisition team member to manage the relationship? 

Limited Good Great

Company does not synthesize 
or perform market research to 
inform marketing and customer 
acquisition processes

Company synthesizes secondary 
market research to inform 
marketing and customer 
acquisition processes

Company synthesizes secondary 
user research and performs in-
depth primary market research 
to inform marketing and customer 
acquisition processes
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Internal processes

 Onboarding training & support

• Train staff on the latest product features & services and onboarding procedures

 -  Must-know how the product can be used for a variety of pedagogical practices  

(if applicable)

• Provide tailored training to districts and schools

Research type Data capture mechanisms Key questions to consider
External primary research Survey

Teacher & admin focus groups

Teacher & admin interviews

Social media listening

Are users satisfied with the onboarding 
training and support they receive?

Do users report that the supplier 
understands their individual needs, 
desired use cases, and context?

Do users report that the product 
onboarding training was adequately 
tailored to their individual needs, desired 
use cases, and context?

Do users report access to high-quality 
in-person or synchronous virtual 
training?

Do users report access to  
asynchronous virtual training and/or 
other leave-behind training resources? 

Internal primary research Employee survey

Employee focus group

Employee interviews

Audit of internal system processes

Are internal training materials updated 
to reflect the most current version of 
the product, and have all customer 
acquisition personnel completed this 
training?

Are internal training materials updated 
to reflect the current needs of schools 
and districts, including during the 
onboarding process, and have all 
customer acquisition personnel 
completed this training?

Are all customer acquisition personnel 
knowledgeable about the latest 
pedagogical trends and how the 
product can be used to support these 
instructional practices?

Limited Good Great

Onboarding training is not 
developed based on most recent 
product features or the needs of 
districts or schools

Onboarding training is up-to-
date with the most recent product 
features but is not tailored to the 
needs of districts or schools

Onboarding training is up-to-
date with the most recent product 
features and is tailored to the 
needs of districts or schools
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 Ongoing training & support

• Train customer service personnel

• Quickly address customer questions and concerns

Research type Data capture mechanisms Key questions to consider
External primary 
research

Survey

Teacher & admin focus groups

Teacher & admin interviews

Social media listening

Are users satisfied with the ongoing training and 
support they receive?

Do users report that their questions or requests 
for support are addressed within 24 hours?

Do users report that the supplier understands their 
individual needs, desired use cases, and context?

Do users report that ongoing training was 
adequately tailored to their individual needs, 
desired use cases, and context?

Do users report access to high-quality in-person 
or synchronous virtual training?

Do users report access to asynchronous virtual 
training and/or other leave-behind training 
resources? 

Internal primary 
research

Employee survey

Employee focus group

Employee interviews

Audit of internal system 
processes

If support staff are initially unable to resolve an 
issue, are there systems in place to escalate the 
concern for greater support? 

Is there a mechanism in place to track satisfaction 
with resolutions and response time, and a way 
to diagnose why there was not satisfactory 
resolution within 24 hours?

Is there a mechanism in place through the product 
or supplier’s website for users to ask questions 
and flag issues with the product? 

Are customer acquisition personnel trained on the 
most current version of the product and current 
needs of schools and districts?

Are all customer acquisition personnel 
knowledgeable of the latest pedagogical trends 
and how the product can be used to support these 
instructional practices?

Limited Good Great

Support personnel are trained 
when hired, and support requests 
take 1+ weeks to be addressed 

Support personnel are trained 
annually, and support requests are 
addressed within a week

Support personnel are trained on 
an ongoing basis, and support 
requests are addressed within  
48 hours

D
E

FI
N

IT
IO

N
R

U
B

R
IC

R
E

SE
A

R
C

H
 M

E
TH

O
D

S



Tyton Partners: Supplier Benchmarking Toolkit 33 

APPENDIX B: GLOSSARY 

Product features & services

Assessment capabilities: the degree to which content developed to assess student 

understanding is available and integrated into the curriculum

Data tracking and reporting: a product’s ability to aggregate performance data and  

provide actionable and timely insights for teachers and develop reports for other  

educators and stakeholders 

Grading and feedback tools: a product’s ability to increase grading efficiency for teachers 

and facilitate the communication of feedback to other educators and stakeholders

Teacher training and support: organizations provide adequate onboarding and ongoing 

support to maximize full product benefits

Engaging content and functionality: a product’s ability to provide content and features for 

delivering lessons that captivate and maintain students’ attention

Content differentiation: a product’s ability to support teachers to differentiate content and 

instruct students within their zone of proximal development

Content alignment to standards: evidence of comprehensive coverage of required  

state standards

Content flexibility: a product’s ability to allow teachers to adjust the sequence and pacing of 

the curriculum

Interoperability: a product’s ability to operate seamlessly with other software and hardware 

(e.g., laptops, student information systems)

Supporting the development of the whole child: evidence of content that is not  

defined by standards but rather to support personal development and foster a  

positive classroom environment

Internal processes

Pre-launch design and development: activities related to product development that occur 

before the public launch, including identifying the primary user; outlining user needs and 

desired features and functionality; and analyzing user feedback on usability, use cases, and 

teaching context

Post-launch continuous improvement: activities related to product development that occur 

after the public launch, including reviewing content for relevance; analyzing user feedback on 

usability, use cases, and teaching context; and incorporating user feedback into development
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Customer acquisition process: activities related to selling product, including developing and 

testing a pricing model, marketing to target districts and schools, and enabling potential 

customers to test the product before purchase

Onboarding training and support: activities related to supporting initial product adoption, 

including training staff on the latest product features, services, and onboarding procedures, 

and providing tailored training to districts and schools

Ongoing training and support: activities related to supporting use after product adoption, 

including training customer service personnel, and quickly addressing questions and concerns

Data capture mechanisms

Task success data analysis: how often a user can successfully complete a task 

Task time data analysis: how much time it takes a user to complete a task 

Feature usage trends analysis: how often a feature is used

User pathways analysis: sequence of steps a user takes to complete a task

Retention analysis: when and why users stop using a product
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