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Facilitator Guide for Beyond PD: Teacher  
Professional Learning in High-Performing Systems
complements Beyond PD: Teacher Professional Learning in High-Performing 

Systems, the report of a cross-case analysis that was commissioned by the 

Center on International Education Benchmarking of the National Center 

on Education and the Economy (NCEE) to examine teacher professional 

learning practices across four high-performing school systems, Singapore, 

Shanghai, Hong Kong, and British Columbia. This Facilitator Guide suggests 

ways for unpacking and applying findings from the multinational report to 

assist education leaders, policymakers, and decision makers in improving 

the quality of professional learning in schools. The guide specifically offers 

resources for decision makers at the state and provincial, school system,  

and school levels. 

In Beyond PD: Teacher Professional Learning in High-Performing Systems, 

researchers identify, across the four systems, common components of  

professional learning that are associated with high levels of performance 

for teachers and students. The research study dives deeply into under-

standing how schools have entwined professional learning into the 

routine daily work of teachers as a collaborative process that strengthens 

instruction and student success. It provides specific examples from the 

four school systems that demonstrate how the common practices are  

applied contextually in different ways.

Those specific practices include (a) implementing an improvement  

cycle to create a culture of continuous professional learning,  

(b) developing leaders of professional learning, (c) leveraging evaluation 

and accountability, and (d) creating time for professional learning.  

The study examines the implementation of professional learning  

within learning communities and mentoring/beginning teacher  

initiatives as well as the role of external expertise. 

Introduction

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Because the quality of professional learning is the responsibility of all  

educators, the Facilitator Guide is divided into the following sections: 

Section 1: All Stakeholders
This section includes tools that are applicable to any stakeholder  

group. They focus on general understanding of the report’s findings  

and how the findings relate to current professional practice.

Section 2: Teachers and Teacher Leaders
This section includes tools for teachers working in collaborative  

teams and teacher leaders who facilitate teams or coach peers to  

understand the study’s findings and their implications for their  

engagement in professional learning. 

Section 3: Principals
This section guides principals in gaining a deeper understanding of  

their role in professional learning and offers tools to help them critically 

examine their responsibility for, and the quality and effectiveness of,  

professional learning within their school.

Section 4: School System Leaders
This section offers tools for those who are responsible for managing,  

leading, and facilitating professional learning within a school system.  

They might include superintendents, directors, or other leaders who  

are local, state/provincial, or federal program managers, curriculum  

coordinators, professional learning directors, or human capital managers.

Section 5: State and Provincial Education Leaders
This section provides tools for those who work in state or provincial  

education agencies to establish professional learning policy and to monitor, 

implement, evaluate, and oversee professional learning in school systems.  

The Bill & Melinda Gates Foundation supported the development and dissemination of Facilitator Guide  
for Beyond PD: Teacher Professional Learning in High-Performing Systems. Learning Forward is grateful for the  
guidance provided by Ben Jensen, executive director of Learning First and senior author of the research report.  



www.learningforward.org 7

Facilitator Guide for Beyond PD: Teacher Professional Learning in High-Performing Systems

Tool Tool Title Description Page

Section 1: All Stakeholders

1.1 A quick review Use this tool to summarize the complete report, Beyond PD: Teacher Professional 
Learning in High-Performing Systems. 

11

1.2 A short course  
on the report

Use this tool to study the Executive Summary as a stand-alone text for reading 
and discussion. It contains the following participant tool: 
Tool 1.2.1: Completing a short course on the report

14

1.3 Deep dive Use this tool to engage participants in a jigsaw process to understand and apply 
key findings of the report. It contains the following participant tools: 
Tool 1.3.1: Deep dive preparation
Tool 1.3.2: Deep dive jigsaw directions
Tool 1.3.3: Deep dive summary sheet

17

1.4 Current  
professional  
learning  
practices

Use this tool to analyze current professional learning practices in relation to  
those cited in the study. It contains the following participant tool: 
Tool 1.4.1: Viewpoint: Investing in professional learning

23

Tool Overview
Each section of the Facilitator Guide includes tools designed to engage 

educators in understanding the study, examining their current practice in 

light of its findings, and discovering ways to use the findings and resources 

to redesign their current professional learning so it aligns more closely 

with practices in high-performing school systems. Each tool has guidelines 

for its use. Facilitators may want to adapt tools or directions for use in a 

specific situation. Tools are designated with numbers that denote the sec-

tion of which they are part and the sequence in which they appear in the 

Facilitator Guide (e.g. Tool 2.1). Some tools have accompanying resources 

for participants who will be engaged in a task. These resources are noted 

with an additional designation so they can be aligned with the appropriate 

facilitator tools (e.g. Tool 2.1.1).
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Tool Tool Title Description Page

Section 1: Teachers and Teacher Leaders

2.1 Improvement  
cycle  
windowpane

Use this tool to learn more about how the improvement cycle supports profes-
sional learning. It contains the following participant tool:
Tool 2.1.1: Creating an improvement cycle windowpane

26

2.2 Lesson  
observations

Use this tool to prepare and support teachers and teacher leaders in conducting  
lesson observations for the purpose of professional learning. It contains  
the following participant tools:
Tool 2.2.1: Preparing for planning meeting for lesson observations
Tool 2.2.2: Lesson observation guide development
Tool 2.2.3: Paired lesson observation debrief
Tool 2.2.4: Large-group lesson observation debrief

30

2.3 Professional  
learning  
leaders

Use this tool to examine and apply key findings related to the role of  
professional learning leaders within high-performing systems. It contains  
the following participant tool:
Tool 2.3.1: Professional learning leader role assessment

36

2.4 Improvement  
cycle in  
learning  
communities

Use this tool to follow the improvement cycle as a guide for team 
collaborative learning. It contains the following participant tools: 
Tool 2.4.1: Improvement cycle applications in learning communities
Tool 2.4.2: Our current learning community practices

40

Section 3: Principals

3.1 Principal’s role  
in effective  
professional  
learning

Use this tool to examine principal time and how to shift it to increase a  
focus on professional learning. It contains the following participant tools: 
Tool 3.1.1: Aligning principal priorities with professional learning goals
Tool 3.1.2: Principal time log reflection

45

3.2 Improvement  
cycle and school  
improvement

Use this tool to facilitate discussion about how the improvement cycle  
may be implemented within a school’s routine improvement practices.  
It contains the following participant tools: 
Tool 3.2.1: Current status of improvement cycle
Tool 3.2.2: Plan of action

50

3.3 School-based  
professional  
learning  
programs

Use this tool, first, to analyze principals’ professional learning practices. Next,  
use it to plan to more effective practice based on those described in the study.  
It contains the following participant tools: 
Tool 3.3.1: Descriptions of professional learning programs
Tool 3.3.2: School-based professional learning programs
Tool 3.3.3: Analysis of professional learning programs
Tool 3.3.4: Improvement planning

54

3.4 Assessing the  
effects of  
professional  
learning

Use this tool to plan an assessment of the effects of professional learning on 
teachers’ practice and student learning. It contains the following participant tools: 
Tool 3.4.1: Simple logic model for evaluating the effects of professional learning
Tool 3.4.2: Logic model template for planning to evaluate professional learning

62
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Tool Tool Title Description Page

Section 4: School System Leaders

4.1 Evaluation and  
accountability  
levers for profes-
sional learning

Use this tool to assess the system’s accountability levers. 68

4.2 Current  
professional  
learning policy 
identification

Use this tool to identify school system policies related to professional  
learning and specify the expected results of the policies. It contains the  
following participant tool: 
Tool 4.2.1: Current professional learning policies

71

4.3 Professional  
learning policy  
assessment

Use this tool to assess the effectiveness of each policy using a policy  
assessment rubric. It contains the following participant tools: 
Tool 4.3.1: Policy effectiveness assessment rubric
Tool 4.3.2: Policy effectiveness assessment recording sheet
Tool 4.3.3: Planning policy revisions

76

4.4 Professional  
learning policy 
analysis using  
Standards for  
Professional  
Learning

Use this tool as a framework for examining whether current policies address  
essential research-based attributes of effective professional learning. It contains 
the following participant tool: 
Tool 4.4.1: Current professional learning policy assessment

83

Section 5: State and Provincial Education Leaders

5.1 Role of state  
and provincial 
education lead-
ers in profes-
sional learning

Use this tool to unpack the role of education agency staff in professional  
learning. It contains the following participant tool: 
Tool 5.1.1: Responsibilities for professional learning

89

5.2 Improvement  
cycle in state or  
provincial edu-
cation agencies

Use this tool to examine how agency leaders apply the improvement cycle  
in their work and how they might strengthen the effects of their efforts.  
It contains the following participant tool: 
Tool 5.2.1: Improvement framework in state or provincial education agencies

94

5.3 Professional  
learning  
programs in  
high-perform-
ing school 
systems

Use this tool to examine how agency leaders leverage each of the programs  
to support effective professional learning, teacher practice, and student  
learning and how they might strengthen that application. It contains the  
following participant tools: 
Tool 5.3.1: Professional learning programs in high-performing systems
Tool 5.3.2: Team preparation guide for reporting on professional learning programs

97

5.4 Professional  
learning within  
the education  
agency

Use this tool to explore how the state or provincial agency applies professional learn-
ing as a lever for leadership development, agency improvement, career advance-
ment, and performance measurement. It contains the following participant tools: 
Tool 5.4.1: Identifying types of professional learning within the education agency
Tool 5.4.2: Recommendations for professional learning within the education agency
Tool 5.4.3: Summarized list of professional learning priorities

100
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Section 1

All Stakeholders

Improving the effectiveness of school systems, the quality of teaching, and  
the achievement of students depends on the quality of professional learning.  
Beyond PD: Teacher Professional Learning in High-Performing Systems offers findings 
about professional learning practices within four high-performing school systems. 
Members of all stakeholder groups may use the tools within this section to facilitate 
deep understanding of the findings, to infer how the findings relate to their current 
practices in professional learning, and to identify levers for potential change within 
their current professional learning systems. The tools can stand alone so facilitators 
may use each individually; however, they may find greater power in using several  
tools together to move beyond simply knowing about the study to planning  
how to improve professional learning.

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Knowing how to position professional learning to increase school effectiveness requires an understanding  
of what high-quality professional learning is. For busy educators who want to be abreast of current research 
related to professional learning, yet who have limited time to read complete research reports, this tool  
provides the essentials. 

Purpose To provide a quick review of the core findings from Beyond PD: Teacher Professional  
Learning in High-Performing Systems. 

Materials needed Blog #1: Lessons from Abroad on Professional Learning (and on pp. 12–13  
in this document)

Best uses In leadership team meetings, with team facilitators, or with policymakers.

Time 20 minutes

Directions
Before the meeting: Send a link to the blog to all members of the team and invite them to read the blog  
for a discussion at the next meeting. The blog also appears on pages 12–13 of this document.

At the meeting: Use a short text-response protocol to initiate discussion about the study.

Step 1 Divide members into groups of about five.

Step 2 Ask participants in each small group to find a sentence in the blog that resonates  
with them and to be ready to explain their reason(s) for selecting it. 

2 minutes

Step 3 Ask each person to share the sentence and his or her reasons for selecting it. 5 minutes

Step 4 Give other members of the small group an opportunity to comment on the selection 
and rationale. 

5 minutes

Step 5 Ask each member in the small group to craft a question about some aspect of the  
study he or she wants to explore further. Invite members to share their questions  
in their small groups. 

2 minutes

Step 6 Ask each group to select one sentence and one question to share with the larger group. 1 minute

Step 7 Share the sentences and questions. 5 minutes

 Tool 1.1 (page 1 of 3)	 Facilitator

A quick review

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
http://blogs.edweek.org/edweek/learning_forwards_pd_watch/2016/01/lessons_from_abroad_on_professional_learning.html
http://blogs.edweek.org/edweek/learning_forwards_pd_watch/2016/01/lessons_from_abroad_on_professional_learning.html
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Improvement cycle

High-performing systems ground professional learn-
ing within an improvement cycle that ties professional 
learning to student learning. The three-step cycle 
guides continuous, school-based, and collaborative 
professional learning as a routine practice within the 
daily work life of teachers.

The three-step improvement process begins with 
teachers collaboratively analyzing students’ learn-
ing needs to determine what students need to learn 
next in their journey toward achieving success. With 
student learning needs identified, teachers examine 
their pedagogical practices; acquire or develop new 
practices; or refine, expand, or extend their existing 
practice to achieve student learning goals.

In the last step of the improvement cycle, after  
applying their new learning within their classrooms, 
observing each other’s classrooms, and giving and 
receiving feedback, teachers evaluate the impact of 
their professional learning on student learning and 
use that assessment to adjust subsequent instruction.

The improvement cycle creates a culture of continu-
ous professional learning that recognizes teacher ex-
pertise and promotes ongoing school-based research 
about how to improve student learning.  

Tool 1.1 (page 2 of 3) 

Learning First Report: Blog #1
Lessons From Abroad on Professional Learning

It emphasizes that school improvement is a process of 
professional learning. Successful professional learning 
requires time within the workday for teacher learning, 
distinct leadership roles within and across schools, 
and new approaches to accountability and evaluation 
for performance.

Web of support

High-performing school systems surround schools 
with a multilayered web of support for effective pro-
fessional learning. They develop and position profes-
sional learning leaders to lead improvement within 
the schools. These leaders include teachers who 
provide content and pedagogical expertise within 
schools to extend professional learning.

Professional learning leaders, most often teachers 
with advanced expertise and prepared for leader-
ship responsibilities, provide coaching, mentoring, 
feedback, and team- and classroom-based support for 
effective professional learning. School administrators, 
teacher leaders, and teachers are held accountable  
for the quality of the improvement practices. Super-
visory and evaluation procedures place substantive 
emphasis on educators’ role and engagement in 
professional learning.

What’s the biggest change we can make to improve student learning? 

A new study provides useful insights to illustrate specific practices that answer this question. The study —  
by Learning First, in cooperation with the Center on International Education Benchmarking and funded by  
the National Center on Education and the Economy with support from the Bill & Melinda Gates Foundation — 
provides evidence that continuous professional learning deeply embedded into the framework of schools is 
fundamental to student success.

Beyond PD: Teacher Professional Learning in High-Performing Systems examines teacher professional learning prac-
tices and identifies common patterns across four high-performing school systems: Singapore, Shanghai, Hong 
Kong, and British Columbia. Each of these systems implemented major education reforms that raised student 
success -- and each embedded concomitant professional learning into the routine daily work of teachers.

Here’s how they did it.

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
http://www.learningfirst.org.au
http://www.ncee.org/programs-affiliates/center-on-international-education-benchmarking/
http://www.ncee.org/
http://www.gatesfoundation.org/
http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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At the system level, a team of technical assistance  
providers supports teachers, teacher leaders, and 
school administrators in leading and facilitating  
effective professional learning. School systems deploy 
professional learning, content, and pedagogy experts 
who develop the capacity of teacher leaders and 
school administrators to fulfill their responsibilities 
related to professional learning. School systems access 
external expertise to extend school- and system-
based professional learning and strive to monitor the 
quality of external support.

High-performing systems, despite their geographical 
and cultural differences, use common programs for 
professional learning, including learning communi-
ties, mentoring and beginning teacher initiatives, and 
outside courses and workshops provided by external 
experts. While varied within each system, the pro-
grams have commonalities that link them.

The importance of policy and conditions

The improvement cycle, professional learning leader-
ship, and common programs are insufficient alone to 
increase the effectiveness of professional learning.  
For the professional learning to work, high-performing 
school systems implemented policies that place  
evaluation of and accountability for professional  
learning as a centerpiece in teacher, principal, and 
school performance management systems.

Professional learning sits at the center of school  
improvement efforts. High-performing systems  
allocate resources such as time and systemic  
structures alongside leadership and programs to 
provide the conditions for successful professional 
learning. School and system efforts build necessary 
infrastructure for effective professional learning  
to be routine. 

Applying the lessons

Can these lessons inform professional learning in  
the U.S.? In short: Yes.

There are challenges to address, yet many schools  
and systems have successfully found work-arounds. 
One challenge is the time available for professional 
learning within teachers’ workday. Another is the cur-
rent accountability and evaluation policies that focus 
on criteria other than effective professional learning.

In the U.S., policies place accountability for individual 
teacher performance on personnel evaluation sys-
tems rather than on school and system leaders for the 
implementation of effective professional learning as 
occurs in the high-performing school systems stud-
ied. And, given the timing, the study provides useful 
insights both federal and state education agencies 
can use to establish new guidelines for professional 
learning for implementation of the Every Student  
Succeeds Act.

This report offers not only lessons from high-perform-
ing school systems but also accompanying online 
tools and artifacts gathered during the research. 
These resources will be useful to system and school 
leaders in adjusting their current professional learning 
practices to increase its impact on teacher practice 
and student learning.

The Facilitator Guide for Beyond PD: Teacher  
Profession- al Learning in High-Performing Systems, 
developed by Learning Forward, enhances study of 
the research report. It guides a range of stakeholders 
such as teachers, teacher leaders, principals, system 
leaders, and policymakers in initiating improvements 
in their professional learning practices. 

As Learning Forward has long advocated, the success 
of any education reform depends on effective profes-
sional learning. Let’s use these new lessons to advance 
results for all of the learners in our school systems  
and schools.

Tool 1.1 (page 3 of 3) 

http://www.ncee.org/beyondpd/
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Many educators find it challenging to set aside time for deep study of current research or other forms of  
professional reading. To increase the likelihood that they will become familiar with the results of this study,  
a short course uses the Executive Summary as a stand-alone text for reading and discussion. 

Purpose To understand the context and major findings of the study.

Materials needed •	 Executive Summary in Beyond PD: Teacher Professional Learning in High-Performing 
Systems (pp. 3–8) 

•	 Tool 1.2.1: Completing a short course on the report

Best uses In small group settings or in larger groups that can be subdivided into groups  
of five to six.

Time 45–60 minutes

Directions
Before the meeting: Send each participant to a link to the full report with the Executive Summary  

along with Tool 1.2.1 and include the following directions: 

Please read the Executive Summary on pages 3–8 of the study before our meeting and code the text 
with the following codes as you read it. Be prepared to engage in a discussion about the findings of the 
study and their implications for professional learning within your school, school system, agency,  
or organization.

S 	 = 	 Surprise: I didn’t expect this.

C 	 = 	 Confirmation: This aligns with our current practice. 

? 	 = 	 Question: Something I wonder about.

M 	 = 	 More: Something I want to know more about.

A 	 = 	 Action: Something I intend to act on immediately.

 Tool 1.2 (page 1 of 2) 	 Facilitator

A short course on the report

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Step 1 Review the directions below for their discussion and answer any questions.  
Emphasize that each group will be expected to report out on its discussion. 

5 minutes

Step 2 Assign the roles of facilitator, timekeeper, summarizer, and reporter. 

•	 Facilitator ensures the group stays focused and encourages all participants  
to contribute.

•	 Timekeeper reminds the group about how much time remains and helps them  
move through the discussion.

•	 Summarizer shares highlights from the discussion with the group.

•	 Groups decides which highlights their reporter will share with the larger group.

•	 Reporter shares selected highlights from the group’s discussion with the larger group.

1 minute

Step 3 Discuss the five coded areas in small groups. When participants contribute, 
they share the specific text reference and the reason for the code. Each 
participant is expected to contribute to at least three of the five areas. 

Timetable:

•	 Surprises

•	 Confirmations

•	 Questions

•	 More

•	 Actions

•	 Review (summarize and select highlights)  

•	 Report (share with large group) 

(5 minutes)

(5 minutes)

(5 minutes)

(5 minutes)

(5 minutes)

(5 minutes)

(5 minutes)

35–45 
minutes 
(Adjust as 
needed  
for the 
available 
time.)

Step 4 Reconvene the smaller groups into a larger group and invite reporters to share. If the 
group is extremely large, several clusters of small groups might come together to share 
across groups.  

15 minutes

Step 5 Ask each participant to turn to a partner and complete the statement below:

This study clarifies my understanding of _______________________________________________, 

and as a result I intend to ____________________________________________________________.

Tool 1.2 (page 2 of 2)
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A
ll Stakeholders

Please read the Executive Summary on pages 3–8 of Beyond PD: Teacher Professional Learning in  
High-Performing Systems.

Before the meeting: Read and code the text with the following codes. Be prepared to engage in a discussion 
about the findings of the study and their implications for professional learning within your school, school system, 
agency, or organization.

S 	 = 	 Surprise: I didn’t expect this.

C 	 = 	 Confirmation: This aligns with our current practice. 

? 	 = 	 Question: Something I wonder about.

M 	 = 	 More: Something I want to know more about.

A 	 = 	 Action: Something I intend to act on immediately.

Be ready to share your codes and the reasons you marked them in a small group of colleagues.

Reflection
After the discussion with your colleagues, please complete the following sentence to share  
with a partner:

The study clarifies my understanding of ____________________________________________________ ,  

and as a result I intend to _________________________________________________________________. 

Tool 1.2.1 	 Participant

Completing a short course  
on the report

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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This tool might be used after an introductory discussion using Tool 1.2: A short course on the report. It builds on 
participants’ overall understanding of the findings of the research study. It engages participants, in a jigsaw 
process, first, to deepen their understanding of the key findings and, then, to identify possible considerations for 
their own school, school system, state or province, or agency.

Purpose To dive into the specific examples within the study and to generate possible actions  
that participants may consider implementing within their own school, school system, 
state or province, or agency.

Materials needed •	 Beyond PD: Teacher Professional Learning in High-Performing Systems
•	 Tools 1.3.1: Deep dive preparation
•	 Tools 1.3.2: Deep dive jigsaw directions
•	 Tools 1.3.3: Deep dive summary sheet

Best uses In leadership teams whose members have responsibility for the quality of  
professional learning.

Time •	 90 minutes (with preparation outside of the meeting). 
•	 120 minutes (without preparation outside the meeting). 
•	 Sections of this process may be divided into two parts done at separate times.

Directions
Before the meeting: Send each participant the link to the full study and appendices to review in preparation  
for the deep dive into the report and Tool 1.3.1 that explains their preparation task. 

Ask members to identify, after reviewing the report, the section they want to focus more deeply on in conversa-
tion with their colleagues. One way to divide the sections among the participants in advance is to ask people to 
indicate their preference on a shared document such as a Google form so that the groups are nearly even.  
Another way to handle this is to allow participants to select whichever section they want and adjust at the  
meeting. Yet another is to go with participants’ preferences and allow some sections to be over-represented. 

Plan in advance how summary sheets can be collected and shared so that all members have access to  
everyone’s notes. Creating shared documents is one way to do this.

 Tool 1.3 (page 1 of 2) 	 Facilitator

Deep dive

http://http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf


www.learningforward.org 18

Facilitator Guide for Beyond PD: Teacher Professional Learning in High-Performing Systems A
ll Stakeholders

At the meeting: Welcome participants.

Step 1 Review directions for the jigsaw (see Tool 1.3.2) and answer questions that arise. 5 minutes

Step 2 Group members into teams by their area of deeper study. Smaller groups are better 
than larger groups for this portion, preferably 3–4 members. This may mean that there 
are multiple groups discussing the same section. Smaller groups are better for the deep 
dive to allow for more fluid conversation. 

2 minutes

Step 3 Discuss each section and complete a summary sheet (see Tool 1.3.3) in preparation  
for sharing with others. 

30 minutes

Step 4 Create small groups of seven members, each who read a different section. 2 minutes

Step 5 Invite each member of the new teams to share the summary sheet about his or  
her section. 

30 minutes

Step 6 Bring the large group back together for summary comments. 2 minutes

Step 7 Invite participants to share their perspectives on the study using the sentence stem 
below as a starter. If the group is over 20, participants can cluster in small groups to 
share. Consider how to share members’ individual comments by creating a Padlet page, 
a shared document, a hashtag, or some other means to share. 

This study is significant for me because …

10 minutes

Tool 1.3 (page 2 of 2)
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Tool 1.3.1 	 Participant

Deep dive preparation

A
ll Stakeholders 

At our next meeting, we will engage in a deep dive to study the findings from Beyond PD: Teacher Professional 
Learning in High-Performing Systems. In addition, we will consider the implications of these findings on our own 
practices in professional learning. 

To prepare for the meeting: Please read the study and select one or two areas about which you want to engage 
in deeper study. The sections are of varying length, yet the information in each is equally significant. You may 
select the areas that you believe might be those with greater meaning to your daily work.

The sections to read and study are listed below.

Part I Strategy for improvement

1 A strategy for improvement pp. 11–13

2 Developing leaders of professional learning pp. 13–17

3 Evaluation and accountability pp. 17–27

4 Creating time for professional learning pp. 28–30

Part II Professional learning programs

5 Learning communities pp. 33–40

6 Mentoring and beginning teacher initiatives pp. 41–45

7 External expertise pp. 46–49

At the meeting or before: You will be assigned to a group that will study one section of the report and prepare 
to share its contents with others. In most cases, your preference for a particular area of focus will determine your 
small group, however in some cases you will work in another group to balance membership. You will have time 
at the meeting to meet with others who are interested in the same section as you to study, discuss, and examine 
the report and appendices and to prepare a summary that you will share with others.

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Tool 1.3.2 	 Participant

Deep dive jigsaw directions

A
ll Stakeholders

Today’s meeting is divided into two main parts. 

The first part of the meeting focuses on discussing the section you selected for deeper study with others  
who chose the same section. You will also use Tool 1.3.3 to prepare a summary. 

The second part of the meeting is for sharing the summaries with others who read and summarized  
another section. 

During the meeting:

Step 1 Gather with others who are interested in your section and find a comfortable  
place to work.

2 minutes

Step 2 Assign roles to increase the efficiency of your work. 

Facilitator______________________________________________________________

Timekeeper ____________________________________________________________

Recorder_______________________________________________________________

1 minute

Step 3 Use Tool 1.3.3, a two-page summary sheet, as a guide for your study of the report  
and appendices. Be sure each member is comfortable and prepared to share the  
summary section. 

30 minutes

Step 4 Regroup participants in groups of seven, each of whom read and studied a  
different section.  

2 minutes

Step 5 Share summaries. Summary sheets will be shared so members can listen fully and ask 
clarifying questions without recording notes unless they wish to do so. 

30 minutes
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A
ll Stakeholders

Tool 1.3.3 (page 1 of 2) 	 Participant

Deep dive summary sheet
Section:

Important points:

What do we consider to be the most significant 
findings in this section and specific examples of 
practice that are useful to us?

Page Implications for us:

What do these findings and examples mean for 
us? What might we consider proposing, altering, 
implementing, etc.? Who needs to know about 
this point?

This study is significant for me because …

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________
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A
ll Stakeholders1.	 What are we already doing that aligns with these findings? How effective are these current practices and 

what evidence do we have to support our assessment?

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

2.	 Where the biggest gaps between our current practice and the findings? How are those gaps influencing our 
ability to leverage professional learning as a driver of improvement in our school(s), school system(s),  
or education agency(ies)?

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

3.	 What are logical next steps for us to take related to this section?

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

Tool 1.3.3 (page 2 of 2) 
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Beyond PD: Teacher Professional Learning in High-Performing Systems stresses the significance of professional 
learning as a vehicle for improving teaching and student learning. It provides examples of professional  
learning practices within high-performing school systems. This tool is designed to guide individuals or teams  
of individuals in analyzing their current professional learning practices in relation to those cited in the study.

Purpose To analyze the extent to which current professional learning practices contribute to 
teacher and student learning as compared to those cited in the study. 

Materials needed •	 Executive Summary in Beyond PD: Teacher Professional Learning in High-Performing 
Systems (pp. 3–8) 

•	 Tool 1.4.1: Viewpoint: Investing in professional learning

Best uses In leadership teams whose members are responsible for professional learning.

Time 45 minutes

Directions
Before the meeting: Ask participants to read the Executive Summary of the report on pages 3–8.

During the meeting: 

Step 1 Engage participants in a discussion about the reading using the questions below.

•	 Explain how high-performing systems leverage professional learning to improve 
teaching and student learning. Cite specifics from the text.

•	 High-performing systems make a substantial investment in professional learning. 
How are the returns of your local investments in professional learning?  
What evidence do you have to support your response?

•	 Based on what the authors of this study report about professional learning in  
high-performing systems, what factors are present in the high-performing systems 
that are not present in your system? 

•	 What are potential strategies and tactics to increase the return on the investment in 
professional learning in your system?

30 minutes

Step 2 Invite participants to summarize the discussion and their views, write a paragraph of 
no more than 200 words to share with a parent or community advocacy group. Explain 
in non-technical language the key reasons for investing in professional learning. Invite 
several members to share their first drafts. Encourage them to post their paragraphs on 
the school or school system website, share them in parent or community communica-
tions, and then use them to engage parents and community members in rethinking 
their investment in professional learning. 

15 minutes

 Tool 1.4 	 Facilitator

Current professional learning practices

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Tool 1.4.1 	 Participant

Viewpoint: Investing in  
professional learning
Summarize the discussion and your views, and then write a paragraph of no more than 200 words to share  
with a parent or community advocacy group. Explain in non-technical language the key reasons for investing 
in professional learning. Invite several members to share their first drafts. Post your paragraphs on the school or 
school system website, share them in parent or community communications, or use them to engage parents and 
community members in rethinking their investment in professional learning. 

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________
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Teachers make up the majority group with the most potential to be affected by the 
finding of Beyond PD: Teacher Professional Learning in High-Performing Systems. The 
study of high-performing systems describes a significant part of teacher daily work as 
collaborative professional learning that focuses on refining, extending, expanding,  
and improving teachers’ pedagogy as a means of increasing student success. Teachers,  
however, do not operate alone in this work of professional learning. Conditions, 
culture, and colleagues influence their ability to engage in the type of professional 
learning described in the high-performing systems studied. To be advocates for their 
own professional learning, to increase their skillfulness in collaborating with peers for 
the purpose of growing as professionals, and to commit to continuous learning and 
change, teachers require supportive conditions, expertise in collaborative professional 
learning, and a strong sense of moral purpose. This section of the Facilitator Guide 
focuses on helping teachers and teacher leaders understand the findings of the study 
and determine ways to apply the findings within their own work.

Teachers are educators who work directly with students. They may have roles and  
responsibilities to serve as a resource to other teachers such as mentors or coaches.  
In this case, they serve students indirectly by working with other teachers’ classrooms. 

Teacher leaders are educators who may have direct instructional responsibility, yet  
assume some of the duties of professional learning leader described in the study.  
They may be grade-level or division chairs, master teachers, coaches, mentors, or  
others who have responsibility for leading, facilitating, or developing other teachers.

Teachers and Teacher Leaders

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf


www.learningforward.org 26

Teachers and 
 Teacher Leaders

Facilitator Guide for Beyond PD: Teacher Professional Learning in High-Performing Systems

Beyond PD: Teacher Professional Learning in High-Performing Systems describes an improvement cycle that  
establishes a strategic approach to effective professional learning. This cycle is common across the four  
high-performing school systems studied. This tool outlines a process for learning more about how the  
improvement cycle supports professional learning. 

Purpose To understand how the improvement cycle provides the infrastructure for effective  
professional learning.

Materials needed •	 Beyond PD: Teacher Professional Learning in High-Performing Systems
•	 Tool 2.1.1: Creating an improvement cycle windowpane

Best uses In teacher learning communities, school leadership teams, or in-school or cross-school 
teams of teacher leaders.

Time 60 minutes

Directions
Before the meeting: Invite participants to read Beyond PD: Teacher Professional Learning in High-Performing  
Systems. Examine closely at least one example of the improvement cycle described in the study, such as the  
section on learning communities beginning on p. 33.

At the meeting: Post physical charts or create electronic posters that depict the stages of the  
improvement cycle. 

 Tool 2.1 (page 1 of 2) 	 Facilitator

Improvement cycle windowpane

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Step 1 Review the task directions on Tool 2.1.1 and answer any questions. 2 minutes

Step 2 Divide participants into three, six, or nine groups depending on the size of the larger 
group. The best size for the smaller groups is three to five people. 

3 minutes

Step 3 Assign or invite each small group or several small groups to focus on one component 
of the improvement cycle and to represent visually its essential elements by creating a 
windowpane that represents the information described below. 

20 minutes

Step 4 Appoint a member of each team to present the windowpane to the larger group.  
In the case where there are multiple groups working on the same component,  
invite each smaller group to share one pane. 

20 minutes

Step 5 Invite either the whole group or smaller groups to discuss some or all of the  
questions below:
•	 What is the role of professional learning in school improvement, effective teaching, 

and student success?
•	 How do your current opportunities for professional learning compare with the  

improvement cycle described? 
•	 What gets in the way of implementing the improvement cycle?
•	 What are the three most essential changes needed to make the improvement cycle a 

routine practice for all teachers?
•	 Whose responsibility is it to ensure that the improvement cycle is enacted in schools?
•	 What is one action you can take to make the improvement cycle a routine part of 

your daily work?

15 minutes

Tool 2.1 (page 2 of 2)

Pane 3:  
Drawing from the descriptions of 
the three major professional learn-
ing programs in Part II — learning 
communities, mentoring and begin-
ning teacher programs, and external 
expertise — what does this step look 
like in action in various professional 
learning programs?

Pane 1:  
What is this component?  
What is involved in it? 

Pane 4:  
What are some equivalent practices 
that teachers in your school do that 
would be similar to these practices?

Pane 2:  
Explain how this component  
contributes to effective professional 
learning focused on improving 
teaching and student learning.
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Teachers and 
 Teacher Leaders

This task is designed to examine the components of the improvement cycle for professional learning. It will 
combine small group examination of the components with opportunities to learn about all components and to 
consider how the improvement cycle compares with current practices. Lastly, it will give you an opportunity to 
consider how to implement it into practice in your school.

Set up 5 minutes

Visual representation of one component 20 minutes

Sharing of all three components 20 minutes

Discussion 15 minutes

Part 1: Create a windowpane of your component that includes visual representation of the information below.

Tool 2.1.1 (page 1 of 2) 	 Participant

Creating an improvement  
cycle windowpane

Pane 3:  
Drawing from the descriptions of the three 
major professional learning programs in  
Part II — learning communities, mentoring and 
beginning teacher programs, and external ex-
pertise — what does this step look like in action 
in various professional learning programs? 

Pane 1:  
What is this component?  
What is involved in it? 

Pane 4:  
What are some practices that teachers in  
your school do that would be similar to  
these practices?

Pane 2:  
Explain how this component contributes to  
effective professional learning focused on  
improving teaching and student learning.
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Part 2: Identify a spokesperson for your group and use the note-taking guide to jot notes about the components.

Part 3: Join in the discussion about the improvement cycle:

•	 What is the role of professional learning in school improvement, effective teaching, and student success?

•	 How do your current opportunities for professional learning compare with the improvement cycle described? 

•	 What gets in the way of implementing the improvement cycle?

•	 What are the three most essential changes needed to make the improvement cycle a routine practice for  
all teachers?

•	 Whose responsibility is it to ensure that the improvement cycle is enacted in schools?

•	 What actions might you take to make the improvement cycle a routine part of your daily work?

Note-taking Guide based on Beyond PD: Teacher Professional Learning in High-Performing Systems

Stage of  
Improvement  
Cycle

Description  
of stage

Contribution to 
effective profes-
sional learning 
focused on improv-
ing teaching and 
student learning

Examples in  
major programs  
(i.e. learning communi-
ties, mentoring and 
beginning teacher 
programs, and external 
expertise)

Equivalent  
practices in  
your school

Assess students’ 
learning to identify 
their next stage of 
learning (at either 
the individual or 
school level).

Develop the teach-
ing practices that 
will provide the next 
stage of student 
learning (and being 
clear what evidence 
supports this).

Evaluate the impact 
of new practices on 
student learning so 
that teachers can 
refine their practice.

Tool 2.1.1 (page 2 of 2)
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Beyond PD: Teacher Professional Learning in High-Performing Systems indicates that the high-performing systems 
have an open-door culture in which teachers have time to watch and learn from others to develop the deep 
knowledge and expertise of a teaching professional. This tool examines the various ways lesson observations 
contribute to professional learning. It also prepares and supports teachers and teacher leaders in conducting  
lesson observations for the purpose of professional learning. For many teachers the opportunity to observe  
and learn from peers is infrequent, yet it is a powerful means to build a culture of collaboration and to  
grow professionally.

Purpose To (a) participate in lesson observations both as an observer and an observed teacher,  
(b) create observation guides and (3) engage in paired and large-group discussions  
about their individual observations and the lesson observation process as a form of  
professional learning.

Materials needed •	 Beyond PD: Teacher Professional Learning in High-Performing Systems,  
particularly pages 39–40

•	 Tool 2.2.1: Preparing for planning meeting for lesson observations
•	 Tool 2.2.2: Lesson observation guide development
•	 Tool 2.2.3: Paired lesson observation brief
•	 Tool 2.2.4: Large-group lesson observation debrief

Best uses Within learning communities, grade levels, departments, or cross-disciplinary  
teams of teachers.

Time Approximately three to four hours total:
•	 Preparation approximately 55 minutes (Parts 1–3)
•	 Observation approximately 40–80 minutes (Part 4)
•	 Debriefing approximately 80–95 minutes (Parts 5–6)

Directions
This process occurs over multiple sessions. There are several parts to this task and they may take  
two to four weeks to complete.        

 Tool 2.2 (page 1 of 2)	 Facilitator

Lesson observations

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Possible questions to use during the large-group debrief include the following:

•	 What strengths did we notice in student learning processes in our observations?  
Cite specific examples and explain the rationale for naming this as a strength.

•	 How does observing each other’s practice enhance our own individual practice  
and our students’ success?

•	 What lessons did we learn that will influence our own teaching from the lesson  
observation process?

•	 What new opportunities do we have for working collaboratively as a result of the  
lesson observation process?

•	 How might we continue this process and strengthen its effect on us as teaching  
professionals and on our students’ learning?

Tool 2.2 (page 2 of 2)

Part 1 Prepare for the planning meeting by inviting participants to review Chapter 5,  
particularly pages 39–40. Share the directions in Tool 2.3.1. 

Individually

Part 2 Discuss the reading and develop a lesson observation guide to use in lesson  
observations with colleagues. 

45 minutes

Part 3 Coordinate and schedule lesson observations. 10 minutes

Part 4 Conduct lesson observations. two 20–40- 
minute 
periods

Part 5 Debrief the lesson observation between the observing and the observed teachers. two 25-  
minute  
periods

Part 6 Debrief with the entire learning community or all teachers who participated in  
lesson observations. 

30–45 
minutes
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In preparation for the meeting: Study Chapter 5: Learning Communities in Beyond PD: Teacher Professional 
Learning in High-Performing Systems (pp. 33–40), paying particular attention to the different ways lesson  
observation occurs within high-performing systems (pp. 39–40). Consider the following questions as you  
review the text on lesson observation:

•	 What are the benefits of lesson observation for those in the teaching profession?

•	 What might be some particular benefits for you at your current career stage?

•	 What are the potential challenges of lesson observation in your school? How might they  
be overcome?

•	 What are some areas related to student learning in your classroom you’d be interested in  
having a peer observe and discuss with you?

•	 What are some areas related to teaching that you’d want to observe and discuss with a peer?

During the lesson observation planning meeting: We will, first, discuss the reading and the questions in small 
groups of approximately five. Next, we will design one or more lesson observation guides to use during lesson 
observations. You will select a partner and schedule your lesson observations. We will discuss how to debrief  
the observations and share a timeline for the lesson observations, your debriefing, and our next meeting as a 
whole group.

Tool 2.2.1	 Participant

Preparing for planning meeting  
for lesson observations

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Before observing a lesson, it is helpful to have a lesson observation guide to use for notetaking and  
conversation about the lesson after the observation. First, each observation partner will decide the topic 
on which he or she wants feedback. Next, they will work together to develop an observation template or  
note-taking guide that takes into consideration what we have discussed. The purpose of each guide is to  
inform the discussion; any notes recorded will be given to the teachers observed. 

In developing the template, consider the following questions:

•	 What are the elements of teaching and student learning that we want to observe during our  
lesson observations? 

•	 Which are most directly connected to our school and team goals? Select two to three to focus  
on during our lesson observations.

•	 How might we record notes during our observations of the elements that we selected  
so that we can share the notes and discuss them later? 

•	 How will we note both teaching and student behaviors to see the connection between them?  
It will be helpful to have as many details as possible to enhance our discussion.

•	 What special considerations do we want observers to note about our individual classrooms?

 

Tool 2.2.2	 Participant

Lesson observation guide  
development
Time: 55 minutes
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The learning for the observing partner usually occurs when discussing the lesson with the observed teacher to 
understand the teacher’s decisions and thought process. Meet with your observation partner to discuss your 
observation notes and answer any questions your colleague may have. Focus the discussion on areas within  
the lesson observation guide.

Time: Approximately 25 minutes per lesson observation

Use the following questions as an organizational structure: 

The observing teacher shares his 
or her notes with the observed 
teacher and invites discussion  
using the following prompts:

•	 What do you notice here? What do these notes suggest are strengths 
of the portion of the lesson I observed for both you and students?

•	 What questions do you have about the notes I took?

•	 What are you learning about yourself, your teaching practice,  
and your students from this experience?

The observing teacher might add 
additional comments:

•	 Strengths: 

“I observed these teacher and student practices that I  
considered strengths. My evidence is …”.  
Be specific.

•	 Clarifying questions: 

Tell me more about … Refrain from making a judgment within  
a clarifying question.

•	 Wonderings: 

I am curious about … I wonder about … Refrain from giving  
advice disguised as a wondering.

•	 Learnings: 

I learned … I am going to consider using … I want to try …

The observed teacher may also ask: •	 Clarifying questions about what the observing teacher shares and

•	 Other questions about his or her practice and students’ responses that 
do not ask the observer to pass judgment or give advice.

The observing teacher gives any notes to the observed teacher to bring to the large-group meeting (learning 
community, department meeting, whole-school faculty meeting, cross-team meeting, etc.) to use as a  
reference during the discussion of the lesson observation process.

Tool 2.2.3	 Participant

Paired lesson observation debrief 
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As you meet with the team of teachers who had the opportunity to observe each other’s professional practice, 
consider the questions below to guide your discussion.

•	 What are the key learnings we are taking away from our respective observations?  
What are we clearer about related to teaching and student learning?

•	 How will we use the learnings to strengthen our professional practice?

•	 What questions do we still have about teaching and student learning that future  
lesson observations might help us address?

•	 What do we want to remember that will enhance our lesson observation practices in  
the future?

•	 What advice would we give to teachers who have not yet observed each other’s practice?

•	 How does observing each other’s professional practice enhance the culture of professionalism 
and collaboration within our school?

Tool 2.2.4	 Participant

Large-group lesson  
observation debrief
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Beyond PD: Teacher Professional Learning in High-Performing Systems highlights the significant role of  
professional learning leaders within the high-performing school systems. These leaders are most often  
teachers who advance along a career track and assume responsibility for contributing to the professional  
learning of others. This tool helps teachers and teacher leaders in examining the roles of professional learning 
leaders within the high-performing systems, comparing them with current roles within their own systems, and 
identifying ways to focus the roles more specifically on professional learning leadership. 

Time: 85 minutes. The task described may be divided into several meetings.

Purpose To facilitate conversation about the roles and responsibilities of professional learning 
leaders within high-performing school systems and within their own school or school  
system. To consider ways to strengthen and expand the role of teacher leaders so that 
they focus more specifically on professional learning.

Materials needed •	 Tools for Learning Schools
•	 Tool 2.3.1: Professional learning leader role assessment

Best uses Within teams of teacher leaders and within school and district leadership teams.

Time 85 minutes

Directions
In preparation for the meeting: Invite participants to read the Tools for Learning Schools and review Beyond PD: 
Teacher Professional Learning in High-Performing Systems (link)

 Tool 2.3 (page 1 of 2)	 Facilitator

Professional learning leaders

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
http://learningforward.org/publications/tools-for-learning-schools#.VrPHH8f5-Gs
http://learningforward.org/publications/tools-for-learning-schools#.VrPHH8f5-Gs
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At the meeting:

Step 1 Ask participants in table groups to identify which ways teachers serve as professional 
learning leaders in the high-performing schools and to note which way currently exist 
within their schools or school systems. 

•	 Create a chart labeled with the title for each role that currently exists; list on each 
the major functions of each role and the primary audience for each role. Participants 
may want to add other information such as funding source, supervisor or persons 
responsible for the role, etc. to each chart if the information is available. 

•	 Invite participants to identify other roles not identified in the study that currently 
exist in their schools or school system that provide support for professional learning. 
Create charts for each of these additional roles. 

•	 To facilitate sharing, create electronic templates or wall charts of the criteria score 
sheet for small groups to use. 

15 minutes

Step 2 Divide group members among the roles that exist within the school or school system. 3 minutes

Step 3 Ask each small group to assess the viability and potential impact of each professional 
learning leader role for transforming teaching and student learning using the following 
criteria and assessment guide in Tool 2.3.1. Emphasize the importance of using evi-
dence when possible to support their assessment. After the assessment is completed, 
ask each group to consider the questions for strengthening the role. 

30 minutes

Step 4 Reconvene in the large group to share the results of the small group work. 15 minutes

Step 5 Determine next steps as a group to advance the recommendations. 20 minutes

Tool 2.3 (page2 of 2)
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Assess the role based on the following criteria. Feel free to adapt the criteria if desired. While it is helpful to  
have data to support assessments, teams may find that they do not have specific evidence and must rely on  
professional judgment or experience rather than specific data to support their assessment

Role: ________________________________________________________Overall effectiveness score: _________

Criteria Score range: 1–3 Score

1.	Those in this role work directly with teachers 
within the school or school system.

1 (low, less than 5% of the teachers) to 
3 (50% of the teachers or more)

2.	The majority of time of those in this role  
is focused on improving teaching and  
student learning.

1 (low, less than 20%) to  
3 (80% or more)

3.	The school system has established sustained 
funding to support this role.

1 (low, funding tied to temporary income  
or external resources) to 

3 (line item in the staffing budget)

4.	Those serving in this role have defined  
performance criteria for their evaluation.

1  (low, no criteria or currently using standards  
for another role) to 

3  (defined performance standards and appraisal 
process specific to job responsibilities)

5.	Those serving in this role are thoughtfully 
selected based on criteria that include  
performance, experience, and readiness.

1 (low, no established selection or  
advancement process defined) to 

3 (career track defined with ongoing  
opportunities to prepare for and advance  
into the role of professional learning leader)

6.	All teachers have access to professional  
learning that prepares them for this role.

1 (low, no preparation available) to 
3 (ongoing preparation programs available to  

all teachers)

7.	Professional learning leaders have coaching, 
ongoing support, and supervision to increase 
the effectiveness of their work.

1 (low, no coaching available or only  
supervision) to 

3 (regular coaching, ongoing professional  
learning, and support required for all  
serving in this role)

8.	Ongoing evaluation of the effectiveness  
of the role (not the person) in achieving  
school system, school, teacher, and student 
improvement goals.

1 (low, no evaluation of the role conducted) to 
3 (scheduled evaluation of the role using multiple 

sources of evidence including feedback from 
teachers being served)

Tool 2.3.1 (page 1 of 2)	 Participant

Professional learning leader  
role assessment
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Discussion
Based on the overall effectiveness score and the score for individual criterion, what recommendations do you 
have for strengthening the effectiveness of this professional learning leader role within your school or school 
system? Be as specific as possible with your recommendation. Be prepared to share your recommendations with 
the larger group.

Which of the recommendations are top priorities for action? What will we do to take action on these  
top-priority recommendations?

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

Tool 2.3.1 (page 2 of 2)
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Learning communities are vehicles for continuous professional learning, yet too often they spend less time  
on refining, expanding, and developing teaching practices and more time on managerial tasks or reinforcing  
current practice. The improvement cycle found in the high-performing school systems guides what learning 
communities do. This tool supports facilitators and members of learning communities to use the improvement 
cycle as a guide for their collaborative learning.

Purpose To apply the improvement cycle to guide what learning communities do.

Materials needed •	 Beyond PD: Teacher Professional Learning in High-Performing Systems, particularly  
Chapter 5: Learning Communities (pp. 33–40)

•	 Tool 2.4.1: Improvement cycle applications in learning communities
•	 Tool 2.4.2: Our current learning community practices

Best uses Teams of learning community facilitators and members of learning communities.

Time 75 minutes to study and plan a series of meetings.

Directions
In preparation: Ask participants to read Beyond PD: Teacher Professional Learning in High-Performing Systems.  
An alternative is to assign various parts of the reading to different people and ask them to come  
prepared to share what they read with others. Facilitators might use the reading assignments included  
in Tool 1.3.1: Deep dive preparation. Participants should read closely pages 33–40 on Learning Communities.

At the meeting:

Step 1 Invite teams of participants to summarize various applications of the improvement 
cycle within learning communities. Assign participants to four groups based on the 
descriptions within the report (see Part II Learning Communities, pp. 33–40): learning 
communities in Singapore; inquiry groups in British Columbia; Shanghai research and 
lesson planning; and collaborative lesson planning in Hong Kong. A possible format for 
the product of each team’s work appears in Tool 2.4.1: Improvement cycle applications in 
learning communities. 

30 minutes

Step 2 After each team summarizes its approach to the improvement cycle, invite teams to 
share them with the larger group. Plan to collect the documents and make them avail-
able as a resource for all teams to use 

20 minutes

Step 3 Assign participants to new small groups to consider their current practices in learning 
communities and to consider how to apply the improvement cycle to their work on 
current goals using Tool 2.4.2: Our current learning community practices. 

25 minutes

 Tool 2.4	 Facilitator

Improvement cycle in  
learning communities

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Learning community application for (name school system and specific process):  

____________________________________________________________________________________________

Overview 
Provide a brief overview of the application.

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

Purpose 
Identify the purpose of the process.

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

Benefits 
Identify the cognitive and socioemotional benefits for teachers and the academic benefits for students.

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

____________________________________________________________________________________________

Tool 2.4.1 (page 1 of 2)	 Participant

Improvement cycle applications in  
learning communities
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Steps 
List the steps of this process in sequence with an estimate of the time needed for each. Also indicate how each 
step is related to the improvement cycle.

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

Resources for reference 
Cite specific pages or other resources that would support implementation of this application.

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

Cautions 
Identify potential challenges to be aware of when using this application.

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

Advice 
Offer recommendations for successful implementation of this application.

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

Tool 2.4.1 (page 2 of 2)
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1.	How does our current learning community practice align with the stages of the improvement cycle  
and the applications we studied?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

2.	Which of the applications most closely aligns with our current learning community practice?  
What is similar and what is different?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

3.	Which of the applications is the most different from our current learning community practice? Under what 
conditions might we consider this application or what parts of it might we consider implementing?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

4.	Given our current learning community goal of ___________________________________________________, 
which of the applications might accelerate or enhance our efforts to achieve that goal? Explain.  
Which applications might detract from or convolute our efforts to achieve that goal? Explain.

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

Tool 2.4.2	 Participant

Our current learning  
community practices
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Section 3

Beyond PD: Teacher Professional Learning in High-Performing Systems emphasizes  
school-based professional learning for teachers that improves teaching and student 
learning. It also confirms that a significant responsibility of principals is to ensure high-
quality professional learning for every teacher within the school. This shift transfers 
responsibility from education leaders in school system offices to principals in school 
buildings and requires that principals be ready to accept this responsibility. 

This section of the facilitator’s guide focuses on the roles and responsibilities of  
principals related to professional learning for teachers within their schools. 

Principals are educators who are accountable and responsible for student and staff  
success by ensuring that teachers experience effective professional learning. They  
ensure that teachers take an active role in contributing to their own and others’  
professional learning. They work closely with teacher leaders and a school leadership 
team who share responsibility for professional learning within the school. They also 
supervise and support teacher leaders, such as coaches, mentors, grade, division, and 
department chairs, who have responsibility for leading and facilitating professional 
learning of teachers within the schools. 

Principals

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Principals are a vital link in establishing and maintaining effective professional learning for teachers within their 
schools. When principals focus effort and energy on professional learning that aligns with the school’s improve-
ment goals and high-quality teaching, they are able to support teachers in meeting professional goals for con-
tinuous improvement. Their efforts require a shift of priorities and assumptions. This tool will guide principals in 
examining how they spend their time currently and how to shift it to increase a focus on professional learning. 

Purpose To engage principals in examining their assumptions about their role in professional 
learning and to inform adjusting their priorities and time allocation.

Materials needed •	 Beyond PD: Teacher Professional Learning in High-Performing Systems,  
particularly Chapters 3–5

•	 Tool 3.1.1: Aligning principal priorities with professional learning goals 
•	 Tool 3.1.2: Principal time log reflection

Best uses In teams of principals from the same level of schools or individually.

Time 60 minutes

Directions
Before the meeting: Invite principals to keep a log of how they spend their time using Tool 3.1.1. Ask principals 
to bring a completed log to a meeting of peers to discuss in small groups.

At the meeting: Group principals into triads.

Step 1 Ask principals to meet in small groups of three or four and to share the their logs.  
As a process for sharing, ask each one to choose one day, share the allocation, and  
explain the reasons for the allocation. 

10 minutes

Step 2 Set aside five minutes to allow principals to jot some notes individually in response to 
the questions on Tool 3.1.2. Invite the small groups to discuss the questions. 

30 minutes

Step 3 Reconvene as a large group to share adjustments considered and insights generated 
from the discussion. 

20 minutes

At a subsequent meeting, participants share the effects of adjustments they enacted.

 Tool 3.1	 Facilitator

Principal’s role in effective  
professional learning

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf


www.learningforward.org 46

Principals

Facilitator Guide for Beyond PD: Teacher Professional Learning in High-Performing Systems

Principals, according to Beyond PD: Teacher Professional Learning in High-Performing Systems, share both account-
ability and responsibility for effective professional learning within their schools. They not only ensure that the 
professional learning is of the highest quality, they also create the time for teacher collaboration and supervise 
teacher leaders and teachers so that they are engaged in their own and one another’s professional growth. These 
responsibilities require principals to shift some of their priorities away from other areas to make more time for 
tasks associated with professional learning. 

Awareness of how principals allocate their time among a widely disparate range of priorities is the first step in 
realigning their priorities to achieve effective professional learning for teachers within their schools. This tool 
engages principals in studying how their time is allocated to specific tasks.

Describing the complexity of a principal’s workday and categorizing tasks is not easy. Reflecting on the purpose 
of any task and its overall relationship to the priorities of the school is helpful in understanding how assumptions 
influence actions and how actions convey meaning to others. The table below identifies five major areas of  
focus for principals’ work. Use the table on the following page to reflect on how time was allocated to each by 
estimating the percentage of each day is devoted to each area. Add any other areas that may not be reflected 
here and jot notes to contribute to the week’s end analysis. 

Area of focus Description % of time

Student focus Student behavior, student activities, meeting with individual  
students, etc.

Instruction focus Classroom visits, supervising teachers, coaching and mentoring  
focused on instruction and student learning, reviewing student learning 
data, reviewing instructional plans, planning or coordinating student 
academic interventions, etc.

Professional learning Facilitating or visiting teacher learning teams, engaging in own  
professional learning, meeting with team leaders, coordinating or  
leading schoolwide professional learning, meeting with teachers about 
their learning goals, etc.

Community focus Parent or community meetings, parent communications, individual  
parent meetings, community advocacy, etc.

Management focus Budget, facilities, organizing school noninstructional activities,  
supervising support staff, district meetings, etc.

Other

Other

Other

Tool 3.1.1 (page 1 of 2)	 Participant

Aligning principal priorities with  
professional learning goals

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf


www.learningforward.org 47

Principals

Facilitator Guide for Beyond PD: Teacher Professional Learning in High-Performing Systems

Principal Time Allocations

Day Student 
focus

Instruction 
focus

Professional 
learning

Community 
focus

Management  
focus

Other

M

Tu

W

Th

F

Mean

Ideal

Calculate the mean for each area and write in the next to the last row.

Tool 3.1.1 (page 2 of 2)
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1.	Identify your ideal time allocations. If nothing interfered with how you allocated your time, how would you 
want to allocate your time? In the last row of the table on page 47, write in your ideal time allocations. What 
criteria or factors did you consider as you identified your ideal time allocations? How would the allocations  
vary based on different criteria?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

2.	How closely aligned are the results to your ideal allocation of time? What might be contributing to the  
current alignment?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

3.	What responsibilities do the authors of Beyond PD: Teacher Professional Learning in High-Performing Systems 
suggest are essential for principals to undertake to implement the improvement cycle and leverage it to  
improve professional practice and student learning?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

4.	What do the time allocations suggest are your priorities? What messages might the current allocation convey 
to others such as teachers, students, parents, and your supervisor?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

Tool 3.1.2 (page 1 of 2)	 Participant
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5.	What beliefs or assumptions might explain the current time allocation results?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

6.	What changes are necessary to move close to your ideal allocation and to incorporate the responsibilities for 
leading effective professional learning?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

7.	What insights are you gaining as a result of this reflection?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

Tool 3.1.2 (page 2 of 2)
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Beyond PD: Teacher Professional Learning in High-Performing Systems identifies the improvement cycle as a  
common element in the high-performing school systems. This tool is designed to facilitate discussion on the 
various ways the improvement cycle is implemented within the school’s routine improvement practices and to 
identify opportunities for increasing the explicit application of the improvement cycle.

Purpose To analyze current applications of the improvement cycle and identify opportunities for 
strengthening its use.

Materials needed •	 Executive Summary in Beyond PD: Teacher Professional Learning in High-Performing 
Systems (pp. 3–8) with specific emphasis on sections related to Chapter 2:  
Developing Leaders of Professional Learning, Chapter 3: Evaluation and  
Accountability, and Chapter 4: Creating Time for Professional Learning

•	 Chapter 5: Learning Communities
•	 Tool 3.2.1: Current status of improvement cycle
•	 Tool 3.2.2: Plan of action

Best uses In school leadership teams, individually, or in teams of principals.

Time 90 minutes

Directions
Before the meeting: Invite team members to read the Executive Summary and Chapter 5: Learning  
Communities of Beyond PD: Teacher Professional Learning in High-Performing Systems to develop an  
understanding of principals’ roles in effective professional learning.

At the meeting: 

Step 1 Ask participants to use Tool 3.2.1 to discuss the key ideas they took away from the read-
ing, their current applications of the improvement cycle in their school improvement 
efforts, and ways to strengthen each component of the cycle. 

45 minutes

Step 2 Have participants use Tool 3.2.2 to create a plan of action to implement one or more of 
the recommendations for strengthening the component. Or they may use the tool to 
plan for the overall implementation of the improvement cycle. 

45 minutes

 Tool 3.2	 Facilitator

Improvement cycle and  
school improvement

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Use the table below to identify and analyze current practices related to each component of the improvement 
cycle. Look across all routine schoolwide and classroom practices for specific applications. 

Then, consider the effectiveness of current practices, describe evidence that supports your decision, and  
make recommendations for strengthening, replacing, remodeling, or transforming each practice so that the  
aggregated practices model full implementation of the improvement cycle.

Finally, prioritize recommendations in each area.

Components  
of the  
improvement  
cycle

Current practices  
evident within  
the school and/or 
classrooms

Effectiveness of 
each practice

Evidence of impact Recommendations  
for strengthening

Assess students’ 
learning to identify 
their next stage of 
learning (at either 
the individual or 
school level).

Develop the teach-
ing practices that 
will provide the next 
stage of student 
learning (and being 
clear what evidence 
supports this).

Evaluate the impact 
of new practices on 
student learning so 
that teachers can 
refine their practice.

Tool 3.2.1	 Participant

Current status of improvement cycle
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Use the template below to plan specific tactics to implement prioritized recommendations.

Recommenda-
tions to  
implement

Specific tactics Timeline for 
each tactic

Indicator of 
success

Persons  
responsible/
involved

Outcome  
desired

Tool 3.2.2 (page 1 of 2)	 Participant

Plan of action
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Resources needed to accomplish plan:

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

Challenges to overcome:

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

Progress monitoring:

Describe how and when you will monitor progress on implementation of the recommendations.

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

Tool 3.2.2 (page 2 of 2)
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Beyond PD: Teacher Professional Learning in High-Performing Systems identifies four professional learning  
programs common in the high-performing school systems studied. Those professional learning programs  
are equivalent to Learning Forward’s professional learning designs, and they include learning communities, 
mentoring and beginning teacher initiatives, use of external experts, and courses and workshops. The study also 
includes the importance of lesson observation as a means to support professional learning for teachers. This tool 
engages principals in analyzing their current professional learning practices and planning ways to improve the  
effectiveness of each using the examples of application of each practice described in the study. 

Purpose To analyze current professional learning practices within the school and identify a plan for 
improving the effectiveness of each.

Materials needed •	 Beyond PD: Teacher Professional Learning in High-Performing Systems
•	 Tool 3.3.1: Descriptions of professional learning programs
•	 Tool 3.3.2: School-based professional learning programs
•	 Tool 3.3.3: Analysis of professional learning programs
•	 Tool 3.3.4: Improvement planning
•	 Related appendices and resources in NCEE-developed toolkits  

that accompany the report

Best uses In school leadership teams, in teams of principals, or individually.

Time 180 minutes (may be divided into several meetings).

Directions
Before the meeting: Invite all participants to read the report and review online tools and appendices.

At the meeting(s): Team members work through a five-step process to study high-performing systems’  
professional learning programs and to analyze their current professional learning programs. The first step  
focuses on summarizing the study’s description of each of the professional learning programs. In the second  
step participants identify what currently exists in relationship to each of the programs identified in the study. 
The third step involves analyzing current status by comparing the current practice to the programs described in 
the study. In the fourth step participants identify and plan for strengthening each of their programs to achieve 
greater results for teachers and students. The final and continuous step is monitoring progress and results.

 Tool 3.3 (page 1 of 2)	 Facilitator

School-based professional  
learning programs

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Step 1 Summarize practices in high-performing systems. Understanding how  
high-performing systems implement the professional learning programs serves as a 
foundation for this task. The study, appendices, and toolkit provide exemplars of the 
programs in action. Divide the team into five groups to review the programs:

•	 Learning communities

•	 Mentoring and beginning teacher initiatives

•	 Use of external experts

•	 Course and workshops

•	 Lesson observation

Group members use Tool 3.3.1 to summarize insights about the practices. After the 
small groups complete their summary, invite them to share the descriptions so that 
each member of the larger group understands how the programs look in practice. If 
possible, share the notes from each small group’s summary during Step 3. 

45 minutes

Step 2 Identify current status. Use Tool 3.3.2 to collect information about each of the five 
programs within the school or school system. Invite members of the team to talk with 
teachers to gather information from outside the team or engage teachers in a meeting 
in which they contribute to the data gathering. Record data to use in the next step. 

45–60  
minutes

Step 3 Analyze current status. Use the descriptions to compare current practices in the 
school or system to the descriptions of those in high-performing systems recorded  
in Step 1. If there are discrepancies, provide explanation about what might be  
contributing to the gaps. Use Tool 3.3.3 for this analysis. 

60 minutes

Step 4 Plan improvements. Using the analysis data, identify improvements needed in the 
school’s professional learning practices to increase their effectiveness and results.  
Use Tool 3.3.4 to plan improvements. 

60 minutes

Step 5 Monitor progress and results. Use Tool 3.3.4 to regularly revisit the plan and monitor 
progress on the planned actions and results. Make adjustments as needed based  
on data. 

Ongoing

Tool 3.3 (page 2 of 2)
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Beyond PD: Teacher Professional Learning in High-Performing Systems identifies five common professional learning 
programs, or learning designs, present in the high-performing school systems studied. 

Use this tool to record data collected about the current status of those programs within your school.

Learning Communities Characteristics evident in high-performing systems 
described in the report, appendices, and toolkits 

“[L]earning communities—“are cornerstone program 
for effective professional learning.”  “These learning 
communities are not, however, simply a platform  
for exchange and coordination of teaching plans  
and materials.” 

“[W]hen well organized, learning communities help to 
initiate a cultural shift towards creating expectations 
for improvement within schools and teachers.” (p. 33).

Mentoring and Beginning Teacher Initiatives

“Effective mentoring is much more than just admin-
istrative or emotional support… Effective mentors 
encourage teachers to measure the impact of their 
teaching practices on student learning… Through 
regular classroom observation and feedback, mentors 
help teacher identify and address key areas for  
improvement.… Mentoring… is a part of of the  
professional identify, for beginning and more  
experienced teachers alike… Mentoring is a  
significant driver of professional learning… (p. 41)

External Expertise

“The engagement of consultants and external experts 
is a feature of all education systems, high-performing 
or otherwise... External expertise covers a diverse 
range of institutions and services that some systems 
engage more thoroughly and effectively than others.” 
(p. 46) (See models of external expertise in Figure 16 
on p. 46.) 

Tool 3.3.1 (page 1 of 2)	 Participant

Descriptions of professional  
learning programs
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Workshops and Courses Characteristics evident in high-performing  
systems described in the report, appendices,  
and toolkits

“Another dimension to external expertise in quality 
professional learning is … off-site teacher training 
provided by externally administered programs and 
institutions… In designing professional learning  
options, high-performing systems encourage teacher 
uptake of both in-school and external courses, work-
shops and further certifications in order to expose 
teachers to the fullest range of innovative and effec-
tive practices.” (p. 48) “But all high-performing systems 
still grappling with how to ensure the quality and 
relevance of courses and workshops is sufficiently 
high… Efforts are made to ensure it is tied into within-
school professional learning to start and end with 
student learning in the school.” (p. 49)

Lesson observation

“[S]chools operating in high-performing systems 
cultivate an open-door culture. Teachers need time to 
others to develop the deep knowledge and expertise 
required of a teaching professional. Lesson observa-
tion helps break down the expectations that teaching 
is something simply done ‘in your own classroom.’  
Being observed by peers, superiors, or in ‘walk-
through’ days for school leaders helps build a culture 
of collaborative practice… Lesson observation is used 
for a variety of purposes ranging from purely devel-
opmental (peer lesson observation and feedback 
through to teacher appraisal… A key distinguishing 
feather of effective lesson observation is that it  
focuses on the students, not just the teachers.” (p. 39)

Tool 3.3.1 (page 2 of 2)
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Use this tool to record data collected about the current status of learning programs, or learning designs, within 
your school or system. Seek input from multiple teachers. Gather specific examples and evidence of effectiveness.

Professional learning 
programs

Specific examples and descriptors 
(drawn from teacher input)

Percentage of teachers engaged

Learning  
communities

Mentoring and  
beginning teacher 
initiatives

External expertise

Courses and  
workshops

Lesson observation

Tool 3.3.2	 Participant

School-based professional  
learning programs
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Compare the existing professional learning programs, or learning designs, within your school or system to the 
descriptors from high-performing systems listed in Tool 3.3.1. Individually rate each based on the alignment of 
the descriptions using the following rating scale. Note evidence that supports your rating. Share ratings and 
reach consensus on the rating using your evidence.

0 	 = 	 no evidence of this program in our school

1 	 = 	 occasional use of this program with fewer than 50% of teachers participating on a voluntary basis;  
no evidence collected to assess its effectiveness

2 	 = 	 routine use of this approach by 50–67% of teachers on a voluntary basis; individual accountability  
for participation

3 	 = 	 routine use of this approach by more than 75% of teachers on a voluntary basis; some schoolwide  
data about effectiveness collected 

4 	 = 	 clear expectation for 100% of teachers to participate in this approach; majority of teachers  
participating; some schoolwide data about effectiveness collected and shared

5 	 = 	 100% of teachers participating routinely in this approach; regular collection of data about  
effectiveness collected, shared, and used to inform improvements

Professional learning 
programs

Individual rating Evidence to support rating Consensus  
rating

Learning  
communities

Mentoring and  
beginning teacher 
initiatives

External expertise

Workshops and courses

Lesson observation

Tool 3.3.3	 Participant

Analysis of professional  
learning programs
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Use this form to plan for improvements in the implementation of professional learning programs, or learning 
designs, in your school.

Consider the rating in Tool 3.3.3. Recommend improvements for one or more of the professional learning  
programs. Prioritize the recommendations to select three that are likely to have the greatest leverage in  
improving the implementation and effectiveness of professional learning programs.

Prioritized rec-
ommendations 
for improving 
professional 
learning  
programs

Specific tactics Timeline for 
each tactic

Indicator of 
success

Persons  
responsible/
involved

Outcome  
desired

Tool 3.3.4 (page 1 of 2)	 Participant

Improvement planning
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Resources needed to accomplish plan:

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

Challenges to overcome:

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

Progress monitoring:

Describe how and when you will monitor progress on implementation of the recommendations.

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

Tool 3.3.4 (page 2 of 2)
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Professional learning is the primary vehicle for improving teaching and student learning. One of principals’  
responsibilities is assessing the effects of professional learning and developing teachers’ expertise to assess the 
effects of professional learning on their teaching practice and on student learning. This tool guides principals and 
teachers in planning how to assess the effects of professional learning on teachers’ practice and student learning. 

Purpose To develop principal and teacher capacity to assess the effects of professional learning on 
teaching practice and student learning.

Materials needed •	 Tool 3.4.1: Simple logic model for evaluating the effects of professional learning
•	 Tool 3.4.2: Logic model template for planning to evaluate professional learning 

Best uses In principal-teacher performance appraisal and coaching meetings and with learning 
communities to develop their evaluation expertise.

Test 60 minutes to plan and ongoing to conduct the assessment.

Directions
Before planning to assess the effects of professional learning: Read the designated sections to develop  
background understanding about the importance of collecting data about the effects of professional learning 
and how and when to do so. Use the questions below to reflect on the reading: 

•	 Beyond PD: Teacher Professional Learning in High-Performing Systems discusses the importance of evaluating 
the effectiveness of professional learning and cites the roles of various leaders including teacher leaders, prin-
cipals, system leaders, and ministry or state education agency leaders in ensuring the quality and effective-
ness of professional learning. What are the primary reasons for evaluating professional learning and how do 
the high-performing systems address evaluation and accountability for effective professional learning?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

•	 Most schools and school systems do not have adequate data about the effectiveness of professional learning. 
If this is true in your school, what might be some reasons for this?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

 Tool 3.4 (page 1 of 3)	 Facilitator

Assessing the effects of  
professional learning
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•	 Who is responsible and accountable within your school for evaluating professional learning?  
How are accountability and responsibility monitored?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

•	 How is professional learning evaluated within your school?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

•	 What are some tactics described that the high-performing systems use that might facilitate stronger  
evaluation and accountability for effective professional learning within your school?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

In planning the evaluation of professional learning, the primary challenge has been focusing on the activity 
rather than on the expected outcomes. In other words, professional learning leaders are more interested in  
the logistics such as the workshop location and whether people enjoyed the learning experience than in the 
learning people acquire and their application of it. 

A logic model is a useful tool for planning and conducting an evaluation of professional learning. It requires  
that there are defined outcomes for professional learning and that there is an intention to gather evidence to 
measure achievement of the outcomes. The logic model below describes the evaluation of the professional 
learning within a teacher learning community.

Overall school improvement goal: 

•	 Increase student writing performance in the area of explanation and argumentation  
by at least 15% on district writing assessments in the next year.

Teacher professional learning goals: 

•	 Increase the frequency and variety of student writing tasks implemented in all disciplines  
and classrooms to align with new schoolwide guidelines.

•	 Develop the capacity to design, implement, and assess student writing and use data to  
adjust instruction.

•	 Collaborate with peers to calibrate writing tasks and scoring to build consistency in  
expectations across classrooms.

Tool 3.4 (page 2 of 3)



www.learningforward.org 64

Principals

Facilitator Guide for Beyond PD: Teacher Professional Learning in High-Performing Systems

Simple logic model for evaluating professional learning

Inputs 
(Resources 
needed)

Activities to achieve the 
outcomes

Outputs 
from the 
activities

Short-term 
outcome(s)

Evidence 
of achieve-
ment of 
short-term 
outcome(s)

Long-term 
outcome(s)

Evidence 
of achieve-
ment of 
outcome(s)

Time for 
faculty 
meeting; 
facilitation 
by principal

•	 Develop schoolwide  
guidelines on the  
frequency and type  
of student writing tasks

School 
guidelines

Increase the 
frequency 
and variety 
of writing 
tasks stu-
dents expe-
rience in all 
disciplines

Weekly logs 
about the 
frequency 
and variety 
of student 
writing 
tasks

Increase 
student 
writing per-
formance 
in the area 
of explana-
tion and 
argumenta-
tion by at 
least 15% 
on district 
writing as-
sessments 
in the next 
year

Student 
pre- and 
post-scores 
on bench-
mark writ-
ing assess-
ments

Literacy 
coach and 
time for 
workshop; 
learning 
community 
meeting 
time; 
coaching 
by literacy 
coach

•	 Conduct series of work-
shops on attributes of 
effective explanatory and 
argumentative writing; 
designing explanatory and 
argumentative writing tasks 
to increase the frequency of 
explanatory and argumenta-
tive writing and implement-
ing these forms of writing as 
a routine part of instruction 

•	 Engage learning communi-
ties in developing, assessing, 
and revising explanatory 
and argumentative writing 
tasks based on the content 
standards, curriculum, and 
student data

•	 Focus individual teacher 
coaching on implementing 
explanatory and argumenta-
tive writing within instruc-
tion and on using student 
data to adjust instruction

Workshop 
materials, 
attendance, 
assign-
ments 
created, 
revised 
lessons, stu-
dent data 
on writing 
tasks

Increase 
teachers’ 
ability to 
design 
and apply 
a variety 
of student 
writing 
tasks, assess 
tasks, and 
use data 
to adjust 
instruction 
and revise 
tasks

Portfolio 
of teacher 
writing 
tasks with 
at least one 
pre-pro-
fessional 
learning 
task and 
one post-
profession-
al learn-
ing task; 
teacher 
description 
of how a 
lesson was 
revised 
based on 
student 
data

Principals have multiple sources of evidence to determine if there is progress toward the schoolwide improvement 
goal and in teacher professional learning objectives. By engaging in conversations with teachers and students about 
their efforts in writing, by reviewing weekly logs about the frequency and types of writing students are experiencing 
in classrooms; by meeting with individual teachers and learning communities to examine student work samples; by 
reviewing benchmark assessment data; and by facilitating teacher revisions in lesson plans and tasks based on the 
data, principals conduct ongoing evaluation of the effectiveness of professional learning and the expectation for 
each teacher and learning team to engage in ongoing evaluation of the application of their learning.

Use the template in Tool 3.4.1 to plan a simple logic model for evaluating the effects of professional learning. 

Tool 3.4 (page 3 of 3)
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To plan a logic model, start with the long-term outcome and work backwards. This means beginning with the 
end in mind. The long-term outcome is stated in terms of student learning (see column, “Long-term outcome”). 

Next identify what changes teachers will need to make to achieve the student-learning outcome. Teacher 
changes are the short-term outcomes, what teachers do in order to achieve the student outcomes (see column, 
“Short-term outcome(s)”). These changes inform the content (knowledge, attitudes, skills, aspirations, and behav-
iors) of teacher professional learning. 

Once the long- and sort-term outcomes are identified, then activities needed to achieve them are planned  
(see column, “Outputs of activities”). Outputs are the evidence that the activity has been completed, but  
not an indicator that the outcomes have been achieved. In other words, holding the workshop, which is the  
output, will not provide evidence that teachers know how to implement practices. For that evidence, teachers 
will need to look for qualitative and quantitative data that measure the short- and long-term outcomes.  
Examples of respective outcome measures are observation logs (see column, “Evidence of achievement of  
short-term outcomes”) and student work or test scores (see column, “Evidence of achievement of outcomes”). 

Once the activities are planned, then it is possible to determine the resources necessary to accomplish the  
outcomes (see column, “Inputs [Resources needed]”).

Overall school improvement goal(s) stated in terms of student success: 

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

Teacher professional learning goals stated in terms of the changes teachers will make to  
accomplish the student goal: 

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

_ __________________________________________________________________________________________

Tool 3.4.1	 Participant

Simple logic model for evaluating the 
effects of professional learning
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Inputs 
(Resources 
needed)

Activities to 
achieve the 
outcomes

Outputs 
from the 
activities

Short-term 
outcome(s)

Evidence of 
achievement 
of short-term 
outcome(s)

Long-term 
outcome(s)

Evidence 
of achieve-
ment of 
outcome(s)

Tool 3.4.2	 Participant

Logic model template for planning to 
evaluate professional learning
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Section 4

School system leaders include those with responsibility for managing, supervising, 
leading, facilitating, coordinating, or supporting professional learning. They may 
include superintendents, executive directors, chief academic officers, local and federal 
program directors, curriculum directors, subject-area specialists, trainers, coaches, and 
others who work at the system rather than school level. 

As Beyond PD: Teacher Professional Learning in High-Performing Systems makes clear,  
their engagement in and support of effective professional learning in schools are  
paramount in ensuring continuous growth among teachers and principals.  
According to the study, accountability for effective professional learning is a core  
responsibility of all educators, but especially those in school system leadership  
roles. Such responsibilities include establishing policies and resources to support 
effective professional learning in schools; building the capacity of school leaders to 
implement effective professional learning and evaluate its impact; and embedding 
professional learning as a core element in teacher and principal evaluation and school 
accountability measures. The tools in this section are designed to facilitate review and 
revision of school system policy and procedures related to professional learning.

School System Leaders
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www.learningforward.org 68

School System
 

Leaders
Facilitator Guide for Beyond PD: Teacher Professional Learning in High-Performing Systems

Beyond PD: Teacher Professional Learning in High-Performing Systems addresses the intersection of accountability 
and evaluation. In particular, it requires school system leaders to collect and use data about the effectiveness of 
professional learning to manage accountability. Tool 4.4: Professional learning policy analysis using Standards for 
Professional Learning will help school system leaders assess the system’s accountability levers.

Purpose To assess the school system’s accountability levers for professional learning.

Materials needed Beyond PD: Teacher Professional Learning in High-Performing Systems,  
particularly pages 11–27.

Best uses In district leadership teams. 

Test 75 minutes 

Directions
Before the meeting: Request that participants review the report and read closely the designated pages.

At the meeting: Engage participants in a discussion of the questions below. Record highlights of the  
conversation to provide a summary of key points.

•	 The report states: 

The arguments for the positive impact of accountability on teacher professional learning runs 
counter to many of the debates about accountability policies, such as No Child Left Behind  
in the United States. In essence, one side of the debate focuses on the use of accountability 
incentives (with an emphasis on school and student performance measures) to bring about 
changes in schools. Opponents on the other side of the debate claim that these policies  
distort effective education and instead argue for the focus to be on professional development. 
The debate treats these as alternative and mutually exclusive policy pathways. (p. 18)

What is the district’s stance on accountability? How is that stance publicly communicated? 

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

 Tool 4.1 (page 1 of 3)	 Facilitator

Evaluation and accountability levers  
for professional learning
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•	 The report states:

However, the focus of accountability in these systems is different. It is not weaker, nor does it 
shy away from difficult decisions. There are career consequences for teachers and school leaders 
who are not effective at improving the professional learning of other educators. (p. 18) 

How do high-performing school systems leverage performance evaluation and accountability to  
achieve effective professional learning? Give specific examples from the text.

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

•	 What tools do high-performing school systems use to integrate evaluation and accountability for  
professional learning? Cite them specifically.

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

•	 The report states:

A recent U.S. study found that teachers considered professional collaboration as a separate 
activity, removed from daily teaching practice and not integral to improving student learning. In-
ternationally, the OECD found that, on average, more than 40 percent of teachers reported that 
they have never taught a class jointly, observed classes or provided feedback. (p. 4–5)

Teachers regularly report that their professional learning is of variable quality, not suited to their 
development needs and not linked to their classroom teaching. It raises the question of to what 
degree school, district, and state leaders are held accountable for the effectiveness of teacher 
professional learning. (p. 17) 

Making these changes can be difficult in schools where collaboration is low: while 70 percent 
of U.S. teachers reported that they spent time on collaborative work, only 17 percent reported 
significant cooperation among staff. (p. 38) 

In what way do high-performing systems’ school performance evaluation processes integrate professional 
learning as a criterion for performance review?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

•	 The report states:

Figure 3 identifies key reform areas that high-performing systems use to improve professional 
learning. These are: developing leaders of professional learning at both the school and district 
or system level; ensuring evaluation and accountability mechanisms recognize and reward 
effective professional learning; and creating time for teachers to pursue professional learning 
throughout the working week. (p. 11) 

Tool 4.1 (page 2 of 3)
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How do career advancement and leadership pipelines prepare, support, and evaluate professional learning 
leaders to undertake these responsibilities for effective professional learning?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

•	 The report states:

Any reforms to broaden evaluation and accountability require changes to the data collected. 
This is not a trivial matter. The choice of data collected sends a clear signal to schools about  
what is important and allows systems to reinforce effective professional learning through  
evaluation and accountability. The practical questions of what data to collect and how to  
collect it are therefore critical. (p. 24)

What types of data do high-performing school systems collect and use for evaluation and accountability? 
What types of data are collected to measure the effectiveness of professional learning and its impact on  
teaching practice and student learning within our system? How are those data used to inform decisions  
related to professional learning? What additional data are needed to strengthen evaluation and  
accountability levers about professional learning?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

•	 The report states: 

Wider evaluation and accountability mechanisms — such as school accountability and teacher 
and school leader performance management — can then be structured to ensure people take 
responsibility for the quality of professional learning. 
While there are variations across the systems analyzed in this report, broad evaluation and  
accountability policies continuously reinforce effective professional learning through a focus on:

•	 Student performance
•	 The quality of instruction
•	 The quality of professional learning

These systems hold schools accountable for professional learning. While the ultimate measure  
of the effectiveness of professional learning is its impact on students, the first measure of  
effectiveness is how much it improves instruction in classrooms. (p. 18)

Based on our discussion, what actions might the school system take to strengthen the intersection  
of evaluation and accountability to increase the effectiveness of professional learning?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

Tool 4.1 (page 3 of 3)
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School system policies establish the conditions for effective professional learning in schools. Reviewing and 
revising policies that advance and potentially interfere with effective professional learning is an ongoing respon-
sibility of school system leaders and policymakers. Tools 4.2–4.4 may be combined to conduct a comprehensive 
policy identification, assessment, and revision or replacement. This tool provides a resource for identifying school 
system policies related to professional learning and specifying the expected results of the policies.

Purpose To identify current professional learning policies and their impact on professional  
learning practices within the school system.

Materials needed •	 Beyond PD: Teacher Professional Learning in High-Performing Systems
•	 School system policies, regulations, procedures, guidance documents, manuals, etc.
•	 Tool 4.2.1: Current professional learning policies

Best uses In district leadership team meetings or professional learning policy review teams.

Time 90 minutes;  To abbreviate the time for the review, a small team can research the  existing 
policies  in advance of the meeting, present their research to the participants, and invite 
them to review the list and add others that might not be included.

Directions
Before the first meeting: Invite participants to review Beyond PD: Teacher Professional Learning in High  
Performing Systems and designated existing policies, regulations, documents, etc.

Prepare a template, using the format in Tool 4.2.1, of existing policies, regulations, or guidance documents  
related to professional learning.

At the meetings: Follow the steps outlined below.

Step 1 Review the identified policies, regulations, and guidance documents related to  
professional learning. 

Ask participants to add others that may not be included. Be certain to verify that the 
policies exist by identifying their sources. One way to accomplish the review is to divide 
the identified policies among pairs of team members, invite pairs to read the assigned 
policies and note policies that specifically support the improvement cycle, and prepare 
to report the essence of policy to others. 

30 minutes

Step 2 Invite participants to complete  Tool 4.2.1 for each existing policy, regulation,  
or guidance document. 

If any participants ask about revising policies, remind them that Tool 4.3.3 (see p. 83) 
supports a systemic process to assess, revise and implement change. 

60 minutes

 Tool 4.2 	 Facilitator

Current professional learning  
policy identification

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Use this worksheet to record and assess current professional learning policies as follows:

1. Identify existing policies in each policy area.

2. Record the name of the policy.

3. In the next column, record its identification code or statute number.

4. Note the reference location, the focus site and educators, and summary notes for each policy.

5. Identify the level (state, districts, or school) and focus audience (teacher, administrators, or other)  
for the policy.

6. Note the changes of benefits the policy intends to achieve.

7. Adapt this form (Killion, 2012, pp. 49–54) to meet the specific purpose and goals of the policy review and to 
record more information as needed.

Policy Areas Current 
Policy(ies)

Code/
Identifier
(statute num-
ber, regula-
tion number, 
etc.)

Reference
(website, 
document, 
page, etc.)

Focus site and  
educators
(S=state; D=district; 
Sc=school; T=teachers; 
A=administrators; 
O=other members of 
education workforce)

Impact
What changes 
in practice do 
we hope to 
realize from 
this policy? 
What are 
the benefits 
we expect to 
gain?

Notes

S D Sc T A O

1.  Definition of  
professional learning: 
Defines professional learning 
and positions it as a compre-
hensive system of improve-
ment, occurring continuously, 
and engaging educators in 
collaborative learning primar-
ily at their worksite with  
additional opportunities 
outside their worksite.

2.  Standards for  
professional learning: 
Delineates research-based 
standards for professional 
learning that are used to 
monitor and measure ef-
fectiveness, efficiency, and 
equity in the professional 
learning system. 

Tool 4.2.1 (page 1 of 4)	 Participant

Current professional learning policies

Open MS Word version of Tool 4.2.1

http://learningforward.org/docs/default-source/beyond-pd-resources/tool_4-2-1_word_final.doc


www.learningforward.org 73

School System
 

Leaders
Facilitator Guide for Beyond PD: Teacher Professional Learning in High-Performing Systems

Policy Areas Current 
Policy(ies)

Code/
Identifier
(statute num-
ber, regula-
tion number, 
etc.)

Reference
(website, 
document, 
page, etc.)

Focus site and  
educators
(S=state; D=district; 
Sc=school; T=teachers; 
A=administrators; 
O=other members of 
education workforce)

Impact
What changes 
in practice do 
we hope to 
realize from 
this policy? 
What are 
the benefits 
we expect to 
gain?

Notes

S D Sc T A O

3. Purposes for  
professional learning: Spec-
ifies three distinct purposes 
for professional learning 
including individual growth 
and development, team and 
school improvement, and 
program implementation, all 
linked to increasing student 
achievement.

4.  Governance for  
professional learning: 
Delineates lines of authority 
for professional learning and 
defines processes for decision  
making.

5.  Roles and responsibili-
ties for professional  
learning: Delineates the roles 
and responsibilities of key  
stakeholders and other  
contributors to effective 
professional learning.

6.  Leadership for  
professional learning:  
Requires leaders and facilita-
tors of professional learning 
to be well prepared for their 
leadership roles.

7.  Plans for professional 
learning: Requires individual, 
team, school, district, and 
state professional learning 
plans that align with indi-
vidual, team, school, system, 
and state improvement goals, 
components of the plans, and 
process for developing and 
approving plans.

Tool 4.2.1 (page 2 of 4)



www.learningforward.org 74

School System
 

Leaders
Facilitator Guide for Beyond PD: Teacher Professional Learning in High-Performing Systems

Policy Areas Current 
Policy(ies)

Code/
Identifier
(statute num-
ber, regula-
tion number, 
etc.)

Reference
(website, 
document, 
page, etc.)

Focus site and  
educators
(S=state; D=district; 
Sc=school; T=teachers; 
A=administrators; 
O=other members of 
education workforce)

Impact
What changes 
in practice do 
we hope to 
realize from 
this policy? 
What are 
the benefits 
we expect to 
gain?

Notes

S D Sc T A O

8.  Dedicated funding for 
professional learning: 
Requires set aside and/or 
adequate funding to ensure 
application of learning to 
achieve full implementation.

9. Other resources: Requires 
other resources such as staff, 
technology, and materials to 
increase access to, efficiency 
of, and effectiveness of pro-
fessional learning.

10.  Job-embedded col-
laboration: Promotes 
job-embedded collaboration 
among peers within profes-
sional learning and during 
application and refinement of 
practice.

11.  Evaluation of profes-
sional learning: Requires 
formative and summative 
evaluation of the equity, ef-
fectiveness, and efficiency of 
professional learning for both 
accountability and improve-
ment.

12.  Third-party providers: 
Establishes criteria for engag-
ing third-party partners in the 
professional learning system 
to maintain effectiveness, effi-
ciency, equity, and alignment 
with specified outcomes.

Tool 4.2.1 (page 3 of 4)
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Policy Areas Current 
Policy(ies)

Code/
Identifier
(statute num-
ber, regula-
tion number, 
etc.)

Reference
(website, 
document, 
page, etc.)

Focus site and  
educators
(S=state; D=district; 
Sc=school; T=teachers; 
A=administrators; 
O=other members of 
education workforce)

Impact
What changes 
in practice do 
we hope to 
realize from 
this policy? 
What are 
the benefits 
we expect to 
gain?

Notes

S D Sc T A O

Additional Policy Area

Additional Policy Area

Additional Policy Area

Tool 4.2.1 (page 4 of 4)

Adapted from Professional learning policy review: A workbook for states and districts by Joellen Killion, copyright 
2012 Learning Forward, pp. 49–54.
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This tool supports the assessment of the effectiveness of each policy using a policy assessment rubric. 

Purpose To review existing professional learning policies and identify and plan for  
needed revisions.

Materials needed •	 Results of policy identification using Tool 4.2.1 
•	 Tool 4.3.1: Policy effectiveness assessment rubric
•	 Tool 4.3.2: Policy effectiveness assessment recording sheet
•	 Tool 4.3.3: Planning policy revisions

Best uses In district leadership team or in policy review team.

Time 60 minutes

Directions
•	 Review the policies identified as a result of completing Tool 4.2.1. 

•	 Apply the rubric in Tool 4.3.1 to assess each policy listed in Tool 4.2.1. 

•	 Record results of policy assessment in Tool 4.3.2. 

•	 Discuss assessment results using Tool 4.3.3. Consider the following questions as a guide:

•	 Which policies are producing the results intended? What contributes to this?

•	 Which policies are not producing the results we expect? What contributes to this?

•	 Which policies require revision in order to produce the intended results?

•	 Which policies might we consider deleting?

•	 In what areas we might consider developing policies to create supporting conditions  
to strengthen professional learning?

 Tool 4.3	 Facilitator

Professional learning  
policy assessment
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This rubric (Killion, 2012, pp. 35–36) is designed to assess current professional learning policies based on  
four attributes of policy effectiveness. The purpose of this analysis is less about getting the “right” score, and 
more about understanding how the policies influence practice, effectiveness, efficiency, equity, and results  
of professional learning.

Policy Attributes 4 3 2 1

Stability

The extent to 
which the policy 
has been in place a 
long time.

This policy has 
been in place for 
five or more years 
with stable leader-
ship (state chief, 
elected officials, 
superintendents, 
principals, teacher 
leaders, etc.)  
with consistent 
support for  
implementation.

This policy has 
been in place for 
five or more years; 
however, leader-
ship (state chief, 
elected officials, 
superintendents, 
principals, teacher 
leaders, etc.) is 
changing resulting 
in uneven  
support for  
implementation.

This policy has 
been in place two-
four years and lead-
ership is new since 
the policy was in-
troduced resulting 
in less emphasis on 
implementation of 
the policy.

This policy is less 
than a year old.

Consistency

The extent to 
which the policy 
is coherent with 
other policies and 
sends a common 
message to imple-
menters.

This policy aligns 
with other related 
policies and rein-
forces and supports 
other policies to 
create a coherent, 
comprehensive 
education system.

This policy aligns 
with other related 
policies.

Aspects of this 
policy align with 
other related  
policies.

This policy is 
inconsistent with 
one or more other 
policies.

Specificity

The degree to 
which the policy is 
clear and promotes 
common under-
standing of the 
policy’s intent.

This policy pro-
vides or is accom-
panied by clear, 
detailed guidance 
or specific criteria 
for guidance about 
expected practices 
required for full 
implementation.

This policy requires 
that each individu-
al district or school 
develop guidance 
for implementation 
without explicit 
criteria for full 
implementation.

This policy re-
quires guidance for 
implementation; 
however, one does 
not yet exist.

This policy pro-
vides no or unclear 
guidance about 
expected practices 
associated with full 
implementation.

Tool 4.3.1 (page 1 of 2)	 Participant

Policy effectiveness assessment rubric
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Policy Attributes 4 3 2 1

Authority

The extent to 
which the policy is 
accepted by and 
persuasive to those 
who are required to 
implement it.

This policy is sup-
ported by diverse 
stakeholder groups 
including influen-
tial institutions, 
organizations, and 
individuals and is 
evident in profes-
sional practice  
and norms.

This policy is sup-
ported by influ-
ential institutions, 
organizations, and 
individuals and is 
evident in profes-
sional practice and 
norms.

This policy is sup-
ported by influ-
ential institutions, 
organizations, or 
individuals.

This policy lacks 
diverse stakeholder 
backing and  
support.

Power

The extent to the 
policy includes 
sanctions, conse-
quences, and/or 
rewards.

This policy includes 
consequences  
and rewards for 
compliance,  
implementation, 
and accountability.

This policy has  
increasingly  
more serious  
consequences  
over time for  
non-compliance.

This policy has 
consequences for 
non-compliance.

This policy  
has neither  
consequences  
nor rewards for  
compliance,  
implementation, 
and accountability.

	

Adapted from Professional learning policy review: A workbook for states and districts by Joellen Killion,  

copyright 2012 Learning Forward, pp. 35–36.
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Record the results of the policy assessment (Killion, 2012, pp. 57–61) below.

Policy Areas Policy
(Yes/No)
(type/where)

St
ab

ili
ty

Co
ns

is
te

nc
y

Sp
ec

ifi
ci

ty

A
ut

ho
ri

ty

Po
w

er

Evidence 
What evidence supports 
the ratings?

Impact
What are typical effects for 
educators and students that 
result from this policy?

4 = high;  1 = low Educators Students

1.  Definition of profession-
al learning: Defines profes-
sional learning and positions 
it as a comprehensive system 
of improvement, occurring 
continuously, and engaging 
educators in collaborative 
learning primarily at their 
worksite with additional 
opportunities outside their 
worksite.

2.  Standards for  
professional learning: 
Delineates research-based 
standards for professional 
learning that are used to 
monitor and measure  
effectiveness, efficiency, and 
equity in the professional 
learning system. 

3. Purposes for  
professional learning: Spec-
ifies three distinct purposes 
for professional learning 
including individual growth 
and development, team and 
school improvement, and 
program implementation, all 
linked to increasing student 
achievement.

4.  Governance for  
professional learning: 
Delineates lines of authority 
for professional learning and 
defines processes for decision  
making.

Open MS Word version of Tool 4.3.2

Tool 4.3.2 (page 1 of 3)	 Participant

Policy effectiveness assessment  
recording sheet

http://learningforward.org/docs/default-source/beyond-pd-resources/tool_4-3-2_word_final.doc
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Policy Areas Policy
(Yes/No)
(type/where)

St
ab

ili
ty

Co
ns

is
te

nc
y

Sp
ec

ifi
ci

ty

A
ut

ho
ri

ty

Po
w

er

Evidence 
What evidence supports 
the ratings?

Impact
What are typical effects for 
educators and students that 
result from this policy?

4 = high;  1 = low Educators Students

5.  Roles and responsibili-
ties for professional  
learning: Delineates the 
roles and responsibilities of 
key stakeholders and other 
contributors to effective 
professional learning.

6.  Leadership for profes-
sional learning: Requires 
leaders and facilitators of 
professional learning to be 
well prepared for their  
leadership roles.

7.  Plans for professional 
learning: Requires individual, 
team, school, district, and 
state professional learning 
plans that align with indi-
vidual, team, school, system, 
and state improvement goals, 
components of the plans, and 
process for developing and 
approving plans.

8.  Dedicated funding for 
professional learning: 
Requires set aside and/or 
adequate funding to ensure 
application of learning to 
achieve full implementation.

9. Other resources: Requires 
other resources such as staff, 
technology, and materials to 
increase access to, efficiency 
of, and effectiveness of pro-
fessional learning.

Tool 4.3.2 (page 2 of 3)
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Policy Areas Policy
(Yes/No)
(type/where)

St
ab

ili
ty

Co
ns

is
te

nc
y

Sp
ec

ifi
ci

ty

A
ut

ho
ri

ty

Po
w

er

Evidence 
What evidence supports 
the ratings?

Impact
What are typical effects for 
educators and students that 
result from this policy?

4 = high;  1 = low Educators Students

10.  Job-embedded  
collaboration: Promotes 
job-embedded collaboration 
among peers within profes-
sional learning and during 
application and refinement  
of practice.

11.  Evaluation of profes-
sional learning: Requires 
formative and summative 
evaluation of the equity,  
effectiveness, and efficiency 
of professional learning for 
both accountability and 
improvement.

12.  Third-party providers: 
Create criteria for engaging  
third-party professional 
learning providers to ensure 
their effectiveness, efficiency, 
equity, and alignment with 
specified outcomes.

Additional Policy Area

Additional Policy Area

Adapted from Professional learning policy review: A workbook for states and districts by Joellen Killion, copyright 
2012 Learning Forward, pp. 57–61. 
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Complete the following steps to propose and enact policy changes based on the analysis.

Step 1 Based on the assessment, review the policies that you identified to revise, delete, or 
create. Propose a timeline for completing the work on the policies and identify who will 
have responsibility for facilitating or leading the work. 

20 minutes

Step 2 Reconvene the team to review and modify the revised or new professional learning 
policies and consider their potential for strengthening the effectiveness of professional 
learning. 

60 minutes

Step 3 Plan and implement a dissemination of the policy changes and the policy implementa-
tion procedures.

60 minutes

Step 4 Complete the process of policy revision, adoption or deletion through authorized  
channels (based on school system requirements).

Based on 
school  
system  
require-
ments

Step 5 Revisit the policy changes in one year by applying the rubric from Tool 4.3.1 to the 
revised policy to assess the contribution to effective professional learning and identify 
adjustments need in implementation procedures. 

60 minutes

Tool 4.3.3	 Participant

Planning policy revisions



www.learningforward.org 83

School System
 

Leaders
Facilitator Guide for Beyond PD: Teacher Professional Learning in High-Performing Systems

Many school systems have adopted standards for professional learning. Analyzing policies in light of the  
standards is a useful way to examine critically current policies and practices in professional learning. Tool 4.4.1  
(Killion, 2012, pp. 62–65) uses Standards for Professional Learning (Learning Forward, 2011) as a framework for 
examining current policies to determine if those policies address essential research-based attributes of effective 
professional learning. Reviewers might use this policy analysis tool in place of or in addition to Tool 4.3. It uses 
the same framework as Tool 4.3, although it uses, as criteria, the seven standards of effective professional  
learning, which are drawn from research. Each standard has three core components.

Purpose To assess the effectiveness of professional learning policies based on  
Standards for Professional Learning.

Materials needed •	 Tools 4.2.1 and 4.3.2, if completed
•	 Tools 4.4.1: Current professional learning policy assessment
•	 Standards for Professional Learning

Best uses In district leadership teams or in policy review teams as an alternative or in addition  
to Tool 4.3.

Time 60 minutes

Directions
•	 Review the policies identified as a result of completing Tool 4.2.1 and Tool 4.3.2, if completed. 

•	 Complete the analysis of current professional learning policies based on standards of professional learning 
using Tool 4.4.1 

•	 Discuss assessment results using the following questions as a guide:

•	 Which standards do our current policies address? How effectively do they address those policies?  
What adjustments might be needed to strengthen them?

•	 Which standards do our current policies not address? What do we want to do to ensure that these  
standards are addressed in our policies?

 Tool 4.4	 Facilitator

Professional learning policy  
analysis using Standards for  
Professional Learning
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Tool 4.4.1 (page 1 of 4)	 Participant

Current professional learning  
policy assessment

Policy Areas Policy
(Yes/No)
(type/where)

St
ab

ili
ty

Co
ns

is
te

nc
y

Sp
ec

ifi
ci

ty

A
ut

ho
ri

ty

Po
w

er

Evidence 
What evidence supports the ratings?

4 = high;  1 = low

Learning Communities
Continuous improvement
•	Use of defined cycle for improvement ef-

forts; cycle repeats over time and includes 
using data, ongoing goal setting, learning, 
application to practice, evaluation of results, 
and reflection;

•	Ongoing individual, team, school, system, 
and state improvement process that  
includes professional learning for  
continuous improvement

Collective responsibility
•	All responsible for student success— 

educators, students, policymakers, families; 
peer support and accountability

Alignment and accountability
•	Professional learning is aligned with indi-

vidual, school, system, and state goals;
•	System alignment;
•	Individual, peer and system accountability

Leadership
Capacity for learning and leading
•	Define high expectations;
•	Develop and/or provide for widespread 

knowledge and skills to facilitate/lead  
professional learning

Advocacy for professional learning
•	Link professional learning and student  

success;
•	Engage with stakeholders in and out of 

school;
•	Participate in professional learning  

internally and externally

Create support systems and structures
•	Engage with policy and decision makers;
•	Create policies about professional learning;
•	Provide guidelines for effective professional 

learning;
•	Articulate expectations for professional 

learning

Open MS Word version of Tool 4.4.1.

http://learningforward.org/docs/default-source/beyond-pd-resources/tool_4-4-1_word_final.doc
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Policy Areas Policy
(Yes/No)
(type/where)

St
ab

ili
ty

Co
ns

is
te

nc
y

Sp
ec

ifi
ci

ty

A
ut

ho
ri

ty

Po
w

er

Evidence 
What evidence supports the ratings?

4 = high;  1 = low

Resources
Prioritize human, fiscal, material,  
technology, and time resources
•	Provide resources for professional learning;
•	Require a reasonable amount of time for 

professional learning;
•	Provide for stability in resources for  

professional learning 

Monitor resources
•	Identify and analyze investments in  

professional learning;
•	Assess effectiveness of resources;
•	Focus resources on greatest area of need

Coordinate resources
•	Maximize use of resources;
•	Engage stakeholders in decisions about 

resources;
•	Assess the investment of resources to 

achieve intended results

Data
Analyze student, educator, and  
system data
•	Use multiple sources about student 

achievement, educator performance, and 
system performance to determine learning 
needs for students and educators;

•	Include demographic, achievement,  
process, and perception data;

•	Include analysis of inputs, outputs,  
and outcomes

Assess progress toward goals
•	Use data in ongoing manner;
•	Inform continued improvement;
•	Sustain momentum;
•	Measure progress

Evaluate professional learning
•	Measure professional learning against  

standards;
•	Conduct internal and external evaluation;
•	Use evaluation results to inform decisions 

about professional learning

Tool 4.4.1 (page 2 of 4)
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Policy Areas Policy
(Yes/No)
(type/where)
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Evidence 
What evidence supports the ratings?

4 = high;  1 = low

Learning Designs
Apply learning theories, research, and 
models
•	Include theories of change and logic models;
•	Consider job-embedded designs;
•	Use face-to-face, hybrid, and online designs 

appropriately

Select learning designs
•	Use multiple designs (formal and informal);
•	Align designs to intended outcomes;
•	Promote educator engagement in selecting 

and constructing learning design

Active engagement
•	Engage educators to exhibit voice and 

choice in learning processes and products/ 
evidence of learning;

•	Support collaboration during learning;
•	Provide motivation to learn and change

Implementation
Apply change research
•	Integrate change research to initiate and 

sustain implementation;
•	Identify implementation challenges  

and make appropriate refinements to 
increase results;

•	Understand how individuals and  
organizations respond to change

Sustain implementation
•	Ensure that formal and informal  

professional learning develops and  
expands knowledge and skills;

•	Provide opportunities to deepen under-
standing and address problems of practice;

•	Support ongoing individual or collaborative 
learning through coaching, reflection, and 
reviewing results

Provide constructive feedback
•	Provide feedback from multiple sources for 

educators to refine practices;
•	Define behaviors; acknowledge progress 

toward expectations, and guidance toward 
implementation;

•	Facilitate two-way communication that is 
respectful and nonjudgmental;

•	Generate feedback to support continuous 
improvement
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Policy Areas Policy
(Yes/No)
(type/where)
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Evidence 
What evidence supports the ratings?

4 = high;  1 = low

Outcomes
Meet performance standards
•	Use standards that delineate expectations 

for preparation, assessment, licensure,  
professional learning, practice, and  
evaluation

Address learning outcomes
•	Focus professional learning for educators  

on student learning;
•	Use learning outcomes as the core content 

for educator professional learning

Build coherence
•	Align professional learning to student  

content standards;
•	Sustain professional learning over time;
•	Provide for cumulative growth over time

Adapted from Professional learning policy review: A workbook for states and districts by Joellen Killion, copyright 
2012 Learning Forward, pp. 62–65.
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Section 5

State and provincial education leaders have significant responsibility for establishing 
the conditions and policies for professional learning. Their engagement in and  
support of effective professional learning in school systems and schools are paramount 
to ensuring continuous growth among teachers and principals. Beyond PD: Teacher  
Professional Learning in High-Performing Systems emphasizes the role of state and 
provincial education agencies in establishing policies that govern accountability and 
evaluation and that create conditions such as time and other resources for effective 
professional learning. 

Like school system leaders, those at the state and provincial education agencies are 
responsible for defining professional learning in terms of the improvement cycle,  
establishing policies and resources to support effective professional learning in 
schools; building the capacity of school and school system leaders to implement  
effective professional learning and evaluate its impact; and embedding professional 
learning as a core element in teacher, leader, and school performance measures.  
The tools in this section are designed to engage leaders in reviewing policy and  
procedures related to professional learning. In addition, state and provincial leaders 
also may use Tools 4.2 and 4.3 to identify and assess the effectiveness of policies that 
affect professional learning.

http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
http://www.ncee.org/wp-content/uploads/2015/08/BeyondPDWeb.pdf
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Education laws and regulations at the state and provincial levels vary. Understanding those laws and regulations 
and the role of education agencies in professional learning is the first step before making any adjustments. The 
questions in Tool 5.1 provide an opportunity to unpack the role of education agency staff in professional learning.

Purpose To understand the current state and provincial policies about and the agency’s role in 
professional learning.

Materials needed •	 Beyond PD: Teacher Professional Learning in High-Performing Systems,  
particularly Chapter 3: Evaluation and Accountability (pp. 17–27)

•	 Tool 5.1.1: Responsibilities for professional learning

Best uses In leadership teams, with professional learning department or office staff, or among  
leaders of departments engaged in professional learning.

Time 75 minutes

Directions
Before the meeting: Invite participants to read the selected text and to review the discussion  
questions in advance.

At the meeting: Engage participants in discussion using the following questions as a guide.

Step 1 Invite participants to list individually what they consider to be the education agency’s current top 
three to five beliefs about the role of professional learning in school, educator, and student success. 
Ask them to think about what drives the agency’s actions and evidence from practice that supports 
the beliefs are drivers. After giving members time to work individually, invite them to join a triad to 
share their thoughts and the evidence that supports it.

Step 2 The report states, 

Teachers regularly report that their professional learning is of variable quality, not suited to 
their development needs and not linked to their classroom teaching. It raises the question 
of to what degree school, district and state leaders are held accountable for the effective-
ness of teacher professional learning.

Evaluation and accountability mechanisms that ensure people throughout the system are 
held responsible for the quality of professional learning can in part redress these issues. 
These mechanisms range from quality-control measures for external courses and work-
shops. (p. 17)

Use Tool 5.1.1 to delineate the person, office, department, etc. who has accountability and  
responsibility for various aspects of professional learning within your state or province.

 Tool 5.1 (page 1 of 3)	 Facilitator

Role of state and provincial education 
leaders in professional learning
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Step 3 The passage below from the report describes the role of school and school system performance  
measures and how both are held accountable for success. 

Incorporating professional learning into evaluation and accountability policies has im-
portant implications for the sorts of data collected (discussed below), particularly for the 
reliance on professional judgment. Accountability systems that rely exclusively on school 
performance measures normally rely on student test score data. Incorporating a focus on 
professional learning requires a reliance on perception data and professional judgment 
(e.g., inspectors and district officials making a judgment on the quality of professional 
learning in a school). This is a profound shift for many systems given the efforts to develop 
precise school performance measures over the past few years. It requires faith and trust  
in the people making professional judgments. Two elements illustrate how this can  
operate effectively.

The first is the extent and level of accountability that is applied at all levels of the  
system. For example, a state policymaker may feel concerned about the consequences  
of professional judgments made by a district or regional/cluster leader. This level of  
anxiety might be exacerbated if that district leader is not held accountable for those  
professional judgments. This engenders a low level of trust within the system.

In contrast, in Shanghai, evaluation and accountability regularly relies on the profes-
sional judgments of district leaders. The leaders are expected to know their schools, their 
strengths and weaknesses, and the quality of professional learning. The leaders are there-
fore expected to exercise their professional judgment on a regular basis and have been 
promoted to that position because they are good at doing so. The district leader is held  
accountable for both the performance of their district and the quality of professional 
learning in the district. Among other things, their 360-degree performance evaluation 
stretches across different levels of the system. So, the system builds in a relationship of 
trust that supports accountability between levels of the system.

Second, professional judgments are not replacing student and school performance 
measures. They complement performance measures to emphasize both student learning 
outcomes and the key drivers of improved teaching and learning.

Overall, the system sends a clear message to schools: student learning is what matters 
most, effective professional learning is the best way to improve student learning, and 
evaluation and accountability will help embed the professional learning in schools and 
ensure its quality. (pp. 18–19)

How does the education agency hold school systems and schools accountable for student and  
educator success? What role does professional learning play in the school and school leader  
accountability process? Cite specific examples or references to support your response.
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Step 4 How do government education agencies in the high-performing school systems studied leverage  
performance appraisal and preparation and career advancement systems to support effective  
professional learning? How do current systems in your state or province compare to those in systems 
studied? What is the same and what is different? Based on this comparison, what changes might  
you consider to the current system?

Step 5 Chapter 3 describes the school accountability, across-school accountability, and performance  
management systems used in high-performing school systems and systems for dealing with  
under-performing schools. What procedures, requirements, or programs exist in your state or  
province that compare to these systems? How effective are these systems in improving school  
performance? What evidence exists that supports your assessment? What aspects of the systems  
in high-performing systems might be worth considering for your system?

Step 6 Based on our discussion, what are potential improvements needed in our professional  
learning system?

Tool 5.1 (page 2 of 3)
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Consider some common areas related to professional learning. Identify who holds authority and  
responsibility for each area. Use the chart on the next page to add other relevant areas as needed.  
Consider these key stakeholders as you identify levels of responsibility and authority:

•	 Teachers;

•	 Principals;

•	 School system leaders;

•	 School system policymakers (school boards/trustees);

•	 Universities and colleges;

•	 State/provincial education agencies;

•	 State school board/ministry officials;

•	 External partners;

•	 Teacher associations; and

•	 Principal associations.

Tool 5.1.1 (page 1 of 2)	 Participant

Responsibilities for  
professional learning
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Areas Responsibility/Authority (NOTE: They may differ.)

Quality of professional learning

Amount of professional learning

Content of professional learning

Function of professional learning

Time for professional learning

Funding for professional learning

Assessment of the quality of  
professional learning

Results of professional learning

Assessment of the results of  
professional learning

Rewards/incentives or recognition for  
professional learning

Management of professional  
learning records

Professional learning planning

Implementation of professional  
learning plans

Governance of professional learning

Requirements for professional learning in 
specific areas

Learning designs for professional learning

Managing and monitoring services of  
external partners

Others
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Beyond PD: Teacher Professional Learning in High-Performing Systems delineates an improvement cycle as a core 
process for effective professional learning that improves the quality of teaching and student learning. This cycle, 
according to the report, serves as a fundamental theory of change and a practical process. This tool engages 
state or provincial education agency staff in examining how they apply the improvement cycle in their work and 
to identify possible areas for strengthening the effects of their efforts.

Purpose To examine how the state or provincial education agency implements the improvement 
cycle in its routine practices.

Materials needed •	 Executive Summary in Beyond PD: Teacher Professional Learning in High-Performing 
Systems (pp. 3–8) 

•	 Chapter 3: Evaluation and Accountability in Beyond PD: Teacher Professional Learning in 
High-Performing Systems (pp. 17–27)

•	 Tool 5.2.1: Improvement framework in state or provincial education agencies

Best uses In leadership teams or in department teams.

Time 60 minutes

Directions
Before the meeting: Invite participants to read report or at least the Executive Summary and Chapter 3.

At the meeting:

Step 1 Divide the participants into small groups to complete Tool 5.2.1. 20 minutes

Step 2 Share the work from each team. 20 minutes 
(or longer 
depending 
on the num-
ber of teams)

Step 3 Reconvene to identify possible actions to take to strengthen the application of the 
improvement cycle in the state’s or province’s efforts to improve schools, the quality of 
teaching, and student learning through professional learning. 

20 minutes

 Tool 5.2	 Facilitator

Improvement cycle in state or  
provincial education agencies
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Review the three components of the improvement cycle. As a small group discuss how the state or provincial 
education agency currently applies the improvement cycle. Cite as many examples as possible. Be ready to share 
several of your examples with other groups.

Improvement cycle components Specific examples from our practice. Determine if these practices are 
widespread throughout the agency or limited to a particular department 
or group within the agency. Identify which department has primary  
responsibility for the examples noted.

Assess students’ learning to  
identify their next stage of  
learning (at either the individual 
or school level)

Develop the teaching practices 
that will provide the next stage 
of student learning (and clearly 
identifying what evidence would 
support this)

Evaluate the impact of new  
practices on student learning  
so that teachers can refine  
their practice

Tool 5.2.1 (page 1 of 2)	 Participant
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As a whole group, consider the following questions:

1.	What patterns are evident in our examples? Which departments, divisions, offices, etc. within the agency  
have greater fidelity to the improvement cycle? How does this fidelity reflect in the department’s ability to 
conduct its work?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

2.	What might account for the differences in application of the improvement cycle across the agency?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

3.	In which components is our application of the improvement cycle strongest? What evidence supports  
this assessment?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

4.	Where is there opportunity for improvement? 

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

5.	Given the opportunities for improvement, what changes are needed and might be some ways to bring  
about those improvements?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

6.	What conclusions can we draw from the examples cited by the small groups of the application of the  
improvement cycle in our education agency?

_ ________________________________________________________________________________________

_ ________________________________________________________________________________________

Tool 5.2.1 (page 2 of 2)
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Beyond PD: Teacher Professional Learning in High-Performing Systems identifies common professional learning 
programs in the high-performing systems. This tool engages state or province leaders in examining how they 
currently leverage each of the programs to support effective professional learning, teacher practice, and student 
learning and in proposing tactics for strengthening their application of the programs.

Purpose To examine how state and provincial education agencies currently leverage various 
professional learning programs to support teacher practice and student learning and to 
propose tactics for strengthening application of the programs.

Materials needed •	 Beyond PD: Teacher Professional Learning in High-Performing Systems  
Part II: Chapters 5–7

•	 Tool 5.3.1: Professional learning programs in high-performing systems
•	 Tool 5.3.2: Team preparation guide for reporting on professional learning programs

Best uses In leadership teams or in department teams.

Time Approximately 90–120 minutes

Directions
Before the meeting: Assign participants to one of the three teams, each focused on one common program of 
professional learning across the high-performing systems. Ask them to use Tool 5.3.1 to prepare for the meeting. 

At the meeting: Use Tool 5.3.2 to guide teams in their work.

Step 1 Invite each team to describe how high-performing systems enact their assigned  
program to improve professional practice and student learning; to identify current 
practices with specific examples related to their assigned program area; and to prepare 
a short presentation (approximately 8–10 minutes with an additional 5 minutes for 
clarifying questions) about their findings and the practices within the high-performing 
systems with other teams. After the presentations, the whole group will generate  
suggestions for strengthening current practices related to each program. 

35 minutes

Step 2 Invite each team share its findings and encourage other team members to ask  
clarifying questions.

45 minutes

Step 3 Work together as a large group to generate ideas for strengthening current practices 
with each program. As an alternative, use a carousel brainstorm process to invite  
participants to suggest ways to strengthen current practices. Subsequent to this 
meeting, participants might want to prioritize suggestions and consider which they 
want to undertake collectively or individually to advance the quality of professional 
learning. This process might be formalized by using a weighted voting process  
to identify the top suggestions and by creating action plans to implement the  
suggestions and monitor, and evaluate implementation.

20 minutes

 Tool 5.3	 Facilitator

Professional learning programs in  
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At our next meeting, we will discuss the three professional learning programs, or learning designs, common  
in the high-performing systems that are the focus of the report, Beyond PD: Teacher Professional Learning in  
High-Performing Systems. 

You will serve on the __________________________________________________________________________ 
(Learning Communities; Mentoring and Beginning Teacher Initiatives; or External Expertise) team. 

In preparation for the meeting: Please read the entire report, especially the Executive Summary (pp. 3–8)  
and the chapter that corresponds to your assigned team (Chapters 5–7). 

During the meeting: Your team will have time to work together to complete the following:

•	 Describe how high-performing systems use your assigned program to improve professional practice  
and student learning; 

•	 Identify current practices related to your assigned program area; 

•	 Prepare a short presentation about your findings and the practices within the high-performing systems  
with other teams; and 

•	 Generate tactics for strengthening current practices in your own system within the three program areas to 
increase the effectiveness of professional learning and its results.

Be prepared by reviewing the report and the chapter related to your assigned program. Jot notes about specific 
examples of the programs in our state/province to share with your team. Bring as many specifics as possible 
about each example. 

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

Tool 5.3.1	 Participants

Professional learning programs in  
high-performing systems
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Time: You will have approximately 25 minutes to prepare for your presentation.

Use the template below to organize your discussion and to prepare the presentation. Your presentation will 
be no more than 10 minutes. Following it, other team members may ask clarifying questions related to your 
assigned program. After all presentations are completed, all participants will be able to offer suggestions for 
improving current practices in all three program areas.

Professional learning program: _________________________________________________________________

Describe this program.

Describe specific examples of 
this program in high-performing 
systems and how they use it to 
improve professional practice 
and student learning.

Cite specific examples of  
how this program is currently 
implemented within the state/
province. If possible, identify the 
known effects of this program 
using evidence whenever it  
is available.

Identify possible ways to 
strengthen current applications 
of this program to increase its 
overall effectiveness and results.

Tool 5.3.2	 Participants
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Beyond PD: Teacher Professional Learning in High-Performing Systems indicates that professional learning is the 
responsibility of everyone. It specifies that policies that support effective professional learning “operate across 
different levels of the system so district and government officials are held accountable for the quality of profes-
sional learning across the system” (p. 18). The report also describes how career advancement tracks support 
educator career growth and leadership development. This tool explores how the state or provincial agency  
positions professional learning for its employees as a lever for leadership development, agency improvement, 
career advancement, and performance measurement.

Purpose To analyze how the education agency employs professional learning for leadership devel-
opment, agency improvement, career advancement, and performance measurement.

Materials needed •	 Beyond PD: Teacher Professional Learning in High-Performing Systems
•	 Tool 5.4.1: Identifying types of professional learning within the education agency
•	 Tool 5.4.2: Recommendations for professional learning within the education agency
•	 Tool 5.4.3: Summarized list of professional learning priorities

Best uses In leadership team, cross-department teams, or improvement committees.

Time 60–75 minutes

Directions
Before the meeting: Invite participants to read the report. 

At the meeting:

Step 1 Engage the participants in examining how the education agency employs  
professional learning for its own staff to develop leadership, improve the agency,  
advance careers, and measure performance. Use Tool 5.4.1 to record examples of  
current practice. 

30 minutes

Step 2 Using the discussion of specific examples in place, generate possible additions  
or revisions for consideration and further study. Use Tool 5.4.2 to prioritize  
recommended ideas. 

30 minutes

Step 3 Use Tool 5.4.3 to summarize prioritized recommendations. 10 minutes

 Tool 5.4	 Facilitator
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Use this tool to identify how the education agency uses professional learning for each purpose.  
Cite specific examples and use names of programs when appropriate.

Leadership  
development

Career  
advancement

Agency  
improvement

Performance  
measurement

In what other ways does the education agency leverage professional learning for its staff? 

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

	  
What are some examples?

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

Based on what we have identified, what are possible recommendations for strengthening how professional 
learning contributes to the agency’s success. Prioritize the list using Tool 5.4.2.

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

Tool 5.4.1	 Participant
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Discuss the list of recommendations generated in Tool 5.4.1. Reduce the list to distinct ideas that are clear and 
understood by all participants. List them in the table below. 

Establish a set of criteria to use for prioritizing the ideas. Some possible criteria might include: 

•	 Potential for the greatest impact on educators; 

•	 Potential for the greatest impact on student learning; 

•	 Can be established/accomplished without additional cost; 

•	 Will require substantial change in policy;

•	 Can be established/accomplished within the current policy landscape; etc. 

Use the criteria table to assess each recommendation for its fit with each criterion and to prioritize the  
recommendations. Record the prioritized list of recommendations and additional explanation and information  
in Tool 5.4.3.

Recommendations Criterion 
#1

Criterion 
#2

Criterion 
#3

Criterion 
#4

Criterion 
#5

Criterion 
#6

Etc.

Tool 5.4.2	 Participant
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Priority Recommendation Details

Tool 5.4.3	 Participant

Summarized list of professional  
learning priorities
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