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MARYLAND TEACHER PROFESSIONAL DEVELOPMENT PLANNING GUIDE

Introduction

The Maryland Teacher Professional Development Planning Guide is a resource for planning professional development that: 

· Meets teachers’ professional learning needs and improves student learning

· Addresses priorities in district master plans and school improvement plans 

· Addresses Maryland’s Voluntary State Curriculum (VSC) 

· Meets the Maryland Teacher Professional Development Standards
The complete guide is available at www.marylandpublicschools.org and click on Maryland Teacher Professional Development link under the Highlights section.
The guide describes the elements of an effective plan for teacher professional development and presents a six-step planning process.  Planning teams should use the Maryland Teacher Professional Development Planning Form, available at www.marylandpublicschools.org and click on Maryland Teacher Professional Development link under the Highlights section, to prepare their plans. Be sure to have a copy of the planning form as a separate file.  As plans are completed, planning teams should use the Teacher Professional Development Planning Checklist to make sure that their plans are complete. 

Planning teams can begin by reviewing the planning guide and then completing the planning form.  Alternatively, experienced planning teams and those who are familiar with the Maryland Teacher Professional Development Standards, available at www.marylandpublicschools.org and click on Maryland Teacher Professional Development link under the Highlights section, may decide to work directly on the planning form, using the planning guide as a reference.
Professional development coordinators, principals, curriculum supervisors, federal program managers, and others responsible for supporting professional development planning efforts should consult Introducing the Maryland Teacher Professional Development Planning Guide: Tips and Talking Points, available at www.marylandpublicschools.org and click on Maryland Teacher Professional Development link under the Highlights section.  This handbook provides suggestions for introducing the planning guide to potential users.
Planning Guidance
Six Elements of an Effective Plan for Teacher Professional Development

The purpose of all teacher professional development is to help teachers develop and apply the knowledge and skills necessary to help students learn.  It follows that planning high-quality professional development begins by examining student learning needs and identifying the teacher knowledge and skills required to address those learning needs.  The intended outcomes of teacher professional development 
are defined in terms of improved professional practice, but the long-term goals should always focus on improved student outcomes.

As the planning team addresses each of the questions in the planning framework, it will be important to keep in mind the following key elements of an effective plan for teacher professional development.  The plan should be internally consistent and should:
· Build on a clear, data-based statement of student and teacher learning needs
· Specify which teachers are most likely to benefit from participating in the professional development

· Specify the intended professional learning outcomes and related indicators that (1) explicitly address the need for the activity and (2) are observable and measurable 
· Specify the professional learning activities and follow-up and explain clearly  how they will help participants achieve the intended outcomes
· Specify how the professional development will be evaluated to determine whether (1) the activity took place as planned and (2) it achieved the intended outcomes

· Specify the resources necessary to support the professional learning activities, follow-up, and evaluation included in the plan 
Teacher Professional Development Planning Framework

The first step in the planning process is to identify a need for professional development through an analysis of student learning outcomes.  This analysis will help pinpoint the gaps between what

students know and are able to do and what they are expected to know and be able to do.  This analysis can also help identify the reasons for the gaps, including (1) disconnects between teacher content knowledge and/or instructional strategies and the desired student learning outcomes and (2) factors in school and classroom environments that impede learning.  
The planning team can review at least three kinds of data on student learning outcomes, including:
· Results from the Maryland School Assessment or the High School Assessment
· Results from end-of-course assessments and formative or benchmark assessments. Effective use of these data requires that the assessments be explicitly aligned with the learning outcomes and indicators specified in the VSC.  If these assessments are not aligned with the VSC, they will be of limited value for this review.   
· Samples of student work (e.g., completed assignments, projects).  Looking at student work complements the review of assessment data and provides insights about instructional practices that may require improvement.  Reviewing student work is especially useful in content areas that are not included in state or local assessments.
In addition to data on learning outcomes, the review of student data may focus on attendance data, disciplinary referrals, and data on other factors that contribute to or impede student learning.  These data should be disaggregated by race or ethnicity, gender, age or grade level, English language learner status, and special education status.  Ideally, the data should cover several years. 

Once the planning team has identified the student learning needs that represent the long-term focus of the professional development, the team should identify what teachers need to know and be able to do to address these student learning needs.  In some cases, a school improvement plan or district master plan may have already addressed this issue by specifying specific content or strategies that teachers will be expected to master or by selecting a program or practices that will be implemented to address gaps in student knowledge and skills.  In other cases, the planning group will identify the knowledge and skills that teachers need.  The professional knowledge and skills that the planning team identifies, along with the specific professional learning outcomes and indicators to be identified in a later section of the plan, define the content or focus of the professional development.  

An important criterion to guide decisions about the knowledge and skills that teachers need is that they be based on research and experience from successful practice.  When participants understand the basis for new ideas and practices, they are better able to judge how these ideas and practices will work in their schools and classrooms.  At a minimum, the planning team should anticipate providing some background materials or an annotated bibliography of print and electronic sources that participants can consult if they would like additional information.  Ideally, these materials will contain 
(1) information about the theoretical or research base for the content, 
(2) the conditions under which the new knowledge and skills are most likely to be effective (e.g., with particular kinds of students, with specific allocations of instructional time), and (3) concrete examples of applications of the knowledge and skills.
	Use Section 1 of the Maryland Teacher Professional Development Planning Form to briefly describe (1) the student learning needs that were identified, (2) the professional knowledge and skills that teachers need to master to effectively address the student learning needs, and (3) the research base and/or evidence from successful practice that indicates that the professional knowledge and skills are appropriate.  Be sure to describe the data reviewed to identify the student learning needs.    


2. Who is expected to participate in the professional 
development?

A common teacher complaint about professional development is
that it is a “one-size-fits-all activity.” Therefore, it is important to
think carefully about which teachers should participate in the

activity being planned as well as which ones are unlikely to benefit from it.  Alternatively, as the planning team begins to think about specific professional learning activities, it makes sense to think about how these activities can be tailored to address the learning needs of teachers with different amounts of experience and different knowledge and skills.  It will also be important to remember that targeting professional development to a group of teachers or tailoring individual components of the professional development to meet the professional learning needs of diverse groups of participants greatly increases the overall effectiveness of the activities.  
	Use Section 2 of the Maryland Teacher Professional Development Planning Form to indicate who is expected to participate in the professional development.


3.  What are the intended outcomes of the professional development?
In this section of the plan, the planning team should translate the professional learning needs identified earlier into specific outcomes and indicators and, in doing so, should further clarify the content and focus of the professional development.  As the team identifies the outcomes and observable and measurable indicators, the group should also begin thinking about when the outcomes will be achieved and about how the activity will be evaluated to determine whether the participants achieved the intended outcomes.  
In general, teacher participation in high-quality professional development can yield three types of professional learning outcomes:

· Mastery of new professional knowledge
· Mastery of new professional skills 

· Application and use of new professional knowledge and skills.  
Indicators associated with the professional learning outcomes specify levels of mastery and/or expected patterns of application and use of new knowledge and skills.  To be useful in gauging the success or effectiveness of professional development, the indicators should be measurable and/or observable.  Here are examples of the three types of professional learning outcomes and related indicators:  

1.
Outcomes and indicators related to the mastery of new professional knowledge

Teachers will demonstrate mastery/understanding of the standards, indicators, and objectives for high school algebra in the VSC. 


Teachers will score 80 percent or higher on a written test of their understanding of the standards, indicators, and objectives for high school algebra in the VSC.

Teachers will demonstrate understanding of the key components of reading proficiency in children in grades K-3 as they are defined in the VSC.

Teachers will provide (either in writing or orally) accurate and complete definitions of the key components of reading proficiency in children in grades K-3 as they are defined in the VSC.

2.
Outcomes and indicators related to the mastery of new skills


Teachers will demonstrate mastery of instructional strategies necessary to teach algebraic operations.

Teachers will demonstrate appropriate use of instructional strategies necessary to teach algebraic operations in front of a group of peers.

Teachers will be able to use formative assessment tools to accurately assess reading proficiency among children in grades K-3.

Teachers will demonstrate appropriate use of the DIBELS to accurately assess reading fluency among 5-7 children in grades K-3.
3.
Outcomes and indicators related to the application and use of new knowledge and 
skills

Teachers will apply appropriate instructional strategies to help their middle-grade students understand and master algebraic operations. 

Teachers will use appropriate instructional strategies to help middle-grade students with diverse learning needs master algebraic operations, with student mastery reflected in improved scores on quarterly assessments (or end-of-year assessments or the Maryland School Assessment).

Teachers will use formative assessment tools to accurately assess reading proficiency among students in their classes.

Teachers will use the DIBELS to accurately assess reading fluency among students in their classes.

Note that each of these professional learning outcomes and the related indicators specifies a content area and a grade level, and that by doing so, it helps to sharpen the focus of the professional development.  Note also that both the outcomes and the indicators set expectations or standards for proficiency (e.g., a score of 80 percent or higher, apply appropriate instructional strategies, use formative assessment tools to accurately assess reading proficiency).  The specific expectations and standards are important for a number of reasons.  They announce what the planning group considers to be evidence of success and therefore help participants understand in advance what is expected of them.  Second, they help focus the next step in the planning process by helping the planning group to think carefully about the content, learning activities, and follow-up necessary to help participants achieve the intended outcomes.  Third, they guide the evaluation plan by helping to identify the kinds of data that will need to be collected and by providing criteria by which to judge the success of the activity.
There are no hard and fast rules for the number of outcomes and indicators to be included in the plan.  As the examples above illustrate, it may make sense to think in terms of several outcomes that are nested together such as outcomes related to (1) understanding curricula in a particular subject area and at particular grade level, (2) understanding and mastering instructional strategies appropriate to the curriculum area and possibly to specific groups or subgroups of students, and 
(3) applying the strategies in actual classroom settings.  Defining multiple outcomes that are not nested or defining too many outcomes can result in professional development that is unfocused and likely to be ineffective.  Defining outcomes and indicators related to classroom application and use necessarily expands the timeframe for the professional development and probably requires extra attention to the follow-up component of the professional development being planned.   

A final consideration in determining the intended outcomes and indicators is their relationship to priorities in school improvement plans, district master plans, and state priorities:  Which improvement priorities, goals, and objectives do the outcomes and indicators address?  Activities that do not address the priorities and goals of the various improvement efforts can be serious distractions to teachers.  Therefore, the professional development plan should clearly indicate which improvement priorities and goals it will address.  This information will help those who review the plan determine whether it is on track and should be supported.  
	Use Section 3 of the Maryland Teacher Professional Development Planning Form to list the intended outcomes and related indicators of the professional development.  For each outcome and indicator(s), the plan should (1) explain how the outcome and indicator(s) address the need for the activity, (2) explain how the outcome and indicator(s) address school, district, or state improvement goals or priorities and (3) include an estimate of when the outcome and indicator(s) will be achieved and/or observable.   


4.  What learning activities and follow-up will be included in the professional development?

This section of the plan should describe the two core components of the professional development: the professional learning activities and appropriate follow-up.  In addition, the planning team should consider (1) the critical roles that principals and other school leaders play in supporting teacher participation and engagement in professional development and (2) how the professional development being planned supports or extends other professional development in which the intended participants are involved.   
The key to this step in the planning process is to ensure that these components are consistent with the intended outcomes and indicators set for the activity.  If the intended outcomes include implementation of a new reading program to improve reading comprehension among elementary school students, the professional development could begin with a presentation of the key features of the new program and opportunities for participants to see and understand actual classroom applications.  In addition, the initial learning opportunities could include practicing the applications in simulated classroom situations.  Subsequent follow-up could include additional information about the new program or strategies and ongoing opportunities for practice and feedback on mastery. 

Effective professional development typically includes a variety of opportunities for participants to learn and master new knowledge and skills.  The most effective professional learning activities are those that engage teachers as active learners and problem solvers.  These activities are likely to include opportunities for teachers to observe the applications of new skills in the classroom as well as opportunities for them to apply the new knowledge and skills in their own classrooms, ideally with guidance and support from a coach or peer.  In addition, effective professional development extends over relatively long periods of time, ranging from several weeks to several months—perhaps even longer.  These extended periods of time afford opportunities to apply new knowledge and skills, to reflect on the initial experiences, and to make adjustments to meet the needs of individual classrooms and individual students. 

Follow-up to initial learning activities increases the likelihood that professional development will result in changes in classroom instruction and other school activities and programs.  As these changes occur, the likelihood of improved student outcomes increases.  Effective follow-up can take many forms, including additional presentations and communication of new content, ongoing opportunities to observe effective practice, and opportunities to be observed and to receive feedback.  Follow-up may also include opportunities to practice new techniques and strategies and to discuss the results with colleagues. 

Principals and other school leaders have key roles in teacher professional development.  As members of planning teams, principals contribute to the design of the activities by (1) helping to identify the need for the activity, 
(2) helping to identify which teachers should participate, 
(3) helping to ensure that the activities are focused on school needs and derived from solid research and experience from successful practice.  Subsequently, principals should facilitate teacher participation and ensure that there are adequate resources, including time for the learning activities and follow-up.  Principals can also enhance follow-up by observing in classrooms and providing purposeful feedback as teachers practice new strategies and reflect on the impact of these practices on student learning.  (For a more detailed description of the expectations for principals’ role in teacher professional development, especially school-based professional development, see the Maryland Instructional Leadership Framework.  The leadership framework is available at http://www.marylandpublicschools.org/NR/rdonlyres/BABBCCE8-07F0-4C82-AB4E-FB8549E67474/9383/InstructionalLeadershipFrameworkFeb2006.pdf.
To ensure principals’ active involvement, the planning team should think about principals’ learning experiences.  For example, principals may join teachers in sessions that explain new  instructional strategies and demonstrate their application in classrooms.  However, when teachers spend time practicing these applications, principals could be learning to look for indicators of successful application or to identify problems that may require additional help.  Principals can also be learning about the kinds of resources and support that teachers will need to fully implement new practices.  

Individual professional development activities and programs will almost certainly have greater impact if they are connected to and reinforce other professional development.  A series of workshops and follow-up that is intended to support implementation of a new reading program can be followed by a second series that focuses on more complex or challenging implementation tasks.  The advantage of these back-to-back series is that they can greatly extend teacher engagement in the implementation effort and provide ongoing support for their work.  In addition, this longer period of support often reflects the realities of how long full implementation takes. 

A second way to think about connections between activities is to think about activities that may parallel each other, while also addressing different professional learning needs.  Continuing with the example of introducing a new reading program, it is possible that new and inexperienced teachers will require different kinds of professional development and support than will more experienced teachers.  Therefore, parallel programs can address these differences while helping to maintain the overall schedule for implementation of the new program.  In the end, professional development that complements other professional development is likely to have a greater impact than activities that are not connected. 

	Use Section 4 of the Maryland Teacher Professional Development Planning Form to describe the learning activities and follow-up that will be included in the professional development and how they are expected to result in participants achieving the intended outcomes.  This section of the plan should also describe (1) the strategies to ensure full participation, (2) the role that school principals and other school leaders will play and how they will be prepared for this role, and (3) how the professional development is related to other professional development in which the intended participants may be involved.






5.  How will the professional development be evaluated?

A good evaluation will explain whether the plan was implemented successfully.  If the professional development did not follow the plan, a good evaluation can help identify the reasons why and perhaps even yield insights about what could have been done differently.  A good evaluation can also explain whether the professional development achieved the intended outcomes.  Evaluation results can pinpoint areas where additional professional development and support may be necessary, and, because professional development is a critical component of school improvement, these results can help determine if these efforts are on track or if mid-course corrections are necessary. 

Ideally, the evaluation will focus first on implementation of the professional development and second on the outcomes.  In looking at implementation, the evaluation will indicate whether (1) the activity included the intended participants, (2) the various learning activities and follow-up took place as planned, and (3) all of the participants participated in all of the components of the activity, including follow-up.  If the activity did not take place as planned, it will be important to explain why and to suggest options for modifications.  If the evaluation suggests that implementation was very far off the mark, those responsible for the activity may decide that additional evaluation is unnecessary because it is unlikely that any of the intended outcomes will have been achieved. 
By setting outcomes and indicators that are observable and measurable, the planning process effectively creates a framework for the second part of the evaluation.  At the risk of considerable oversimplification, addressing the question of whether the professional development achieved the intended outcomes requires tracking the various indicators and reporting the results.  For example, if one of the intended outcomes of the professional development was for teachers to demonstrate mastery of the high school algebra standards at a certain level of proficiency as measured by a particular assessment instrument, the evaluation task is to collect and report the assessment results.  For outcomes and indicators related to mastery and application of new skills, the evaluation task becomes somewhat more complicated because it requires collecting data that may not be readily available.  Nevertheless, establishing standards for mastery of the outcomes and indicators provides the framework for data collection and analysis.  
	Use Section 5 of the Maryland Teacher Professional Development Planning Form to describe the evaluation plan, including the key evaluation questions to be addressed and plans for collecting data on each of the outcomes and indicators included in the plan.  Be sure to indicate who will conduct the evaluation, when the evaluation report will be completed, and who will receive the report.



6. What resources are necessary to support the professional 

learning activities, follow-up, and evaluation included in the plan? 

Effective professional development requires adequate resources, including time, people, facilities and equipment, and money. Careful planning can identify what resources are needed and ensure that they are available when they are needed.  When these resources are not available of if they are not available when they are needed, the effectiveness of the activity and its impact on participants will be diminished.  
	Use the template included in Section 6 of the Maryland Teacher Professional Development Planning Form to prepare the budget.  


Maryland Teacher Professional Development Planning Form

Planning Prompts Only
The planning form is available at www.marylandpublicschools.org and click on Maryland Teacher Professional Development link under the Highlights section.
	Cover Page

Title of the activity or program:  

Beginning and end dates:  
Estimated costs (as they appear in the budget included in Section 6 of the plan)


Direct Costs:


In-Kind Costs:


Total Costs:

Budget source of code (for Direct Costs only)
Contact person(s):  

Position/Title:  

Telephone:  




Email: 

Fax: 

Mailing address: 

Members of the planning team (list with contact information):


	Plan Summary

Use this space to provide a brief (not to exceed 200 words) description of the professional development.  Note the intended outcomes of the professional development, who will participate (by grade level and subject area), and the kinds of professional learning activities that will take place.


	Section 1:  Need 

Briefly describe (1) the student learning needs that were identified, (2) the professional knowledge and skills that teachers need to master to effectively address the student learning needs, and (3) the research base and/or evidence from successful practice that indicates that the professional knowledge and skills are appropriate.  Be sure to describe the data reviewed to identify the student learning needs.  


	Section 2:  Participants 

Use the following matrix to indicate who will participate in the professional development.  
(Check all that apply.) 

Grade level:
 FORMCHECKBOX 
  PreK-2
 FORMCHECKBOX 
  Gr. 3-5
 FORMCHECKBOX 
  Gr. 6-8
 FORMCHECKBOX 
  Gr. 9-12

Subject area
 FORMCHECKBOX 

English

 FORMCHECKBOX 

Math
 FORMCHECKBOX 

Science


 FORMCHECKBOX 

Social Studies

 FORMCHECKBOX 

Foreign Language
 FORMCHECKBOX 

Fine Arts/Humanities


 FORMCHECKBOX 

Special Education
 FORMCHECKBOX 

English Language Learners


 FORMCHECKBOX 

Health/P.E.


 FORMCHECKBOX 
Career Prep



 FORMCHECKBOX 

Other

Which of the following are also expected to participate in the professional development?

 FORMCHECKBOX 
 Principals/other school leaders

 FORMCHECKBOX 
  Resource teachers, mentors, coaches

 FORMCHECKBOX 
 Paraprofessionals


 FORMCHECKBOX 
 Other 

Will the participants work as members of a group or team?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No

Estimated number of participants:       
Estimated number of participant groups or teams:       
What strategies will be used to ensure that teachers and others who are the intended participants do, in fact, participate?       


	Section 3:  Professional Development Outcomes and Indicators

Use this space to list the intended professional development outcomes and related indicators. There should be at least one indicator for each outcome, and the indicators should be observable and/or measurable.  For each outcome and indicator(s), the plan should (1) explain how the outcome and indicator(s) address the need for the activity, (2) explain how the outcome and indicator(s) address school, district, or state improvement goals or priorities and (3) include an estimate of when the outcome and indicator(s) will be achieved and/or observable.   


	Section 4:  Professional Learning Activities and Follow-Up  

Use this space to describe the learning activities and follow-up that will be included in the professional development and how they are expected to result in participants achieving the intended outcomes.  This section of the plan should also describe (1) the strategies to ensure full participation in all of the activities, (2) the role that school principals and other school leaders will play and how they will be prepared for this role, and (3) how the professional development is related to other professional development in which the intended participants may be involved.


	Section 5:  Evaluation Plan

Use this space to describe the evaluation plan, including the key evaluation questions to be addressed and plans for collecting data on each of the outcomes and indicators included the plan.  Be sure to indicate who will conduct the evaluation, when the evaluation report will be completed, and who will receive the report.


	Section 6:  Budget

Use the template in the planning form to prepare the budget necessary to support the learning activities, follow-up, and evaluation.  Direct Costs are those costs for which you are requesting funding.  In-Kind Costs are those which are available from other sources or which you are requesting funding.  In-Kind Costs are those which are available from other sources or which may be included as part of matching requirement.  Not every budget will include line items in each of the six categories and some budgets may not include In-Kind Costs.  A sample budget is available at www.marylandpublicschools.org and click on Maryland Teacher Professional Development link under the Highlights section.
Budget Category
Direct Costs
In-Kind Costs

I.
Personnel


A.
Staff (e.g., PD coordinator, principal, curriculum resource teacher)

B.
Consultants (e.g., presenters, facilitators, evaluator)

II.
Stipends/substitutes (for participants)
III.
Travel
A. Personnel Travel
B. Consultant Travel

IV. Facilities, Equipment, Materials

V. Communications

VI. Other Costs

Total Costs


Teacher Professional Development Planning Checklist
1.
Need for the professional development

	 FORMCHECKBOX 

Careful analysis of student data and identification of student learning needs
 FORMCHECKBOX 

Clear statement of what teachers need to know and be able to do to address the student learning needs

 FORMCHECKBOX 

Description of teacher knowledge and skills necessary to address student learning needs is explicitly grounded in research and/or evidence from successful practice.




2.
Participants 

	 FORMCHECKBOX 

Description of who will participate in the professional development




3.
Professional learning outcomes and related indicators which address the need for the 

activity  

	 FORMCHECKBOX 

One or more outcomes defined in terms of participants’ mastery of new professional knowledge and skills

 FORMCHECKBOX 

Each outcome explicitly addresses the need for the activity and is accompanied by at least one indicator that is measurable and observable

 FORMCHECKBOX 

Expectations for when each of the outcomes (and related indicators) will be achieved

 FORMCHECKBOX 

Clear indication of which school, district, or state goals, objectives, and priorities are addressed by each of the outcomes




4.
Learning activities, follow-up, role of principals and other school leaders, and relationship 
to other professional development 

	 FORMCHECKBOX 

Description of the professional learning activities and follow up  that will ensure that participants achieve the intended outcomes on the projected timeline

 FORMCHECKBOX 

Description of strategies to ensure full participation in all of the professional learning activities

 FORMCHECKBOX 

Clear expectations for how principals and other school leaders support teacher participation

 FORMCHECKBOX 

Description of the links between the professional development and other professional development 




5.
Evaluation Plan

	 FORMCHECKBOX 

Explanation of how each evaluation question will be addressed and how the evaluation will focus on each of the intended outcomes and related indicators
 FORMCHECKBOX 

Timeline and assignment for conducting the evaluation and reporting the results.




6.
Budget
	 FORMCHECKBOX 

Budget is complete
 FORMCHECKBOX 
          Resources are sufficient to ensure that the professional learning activities, related follow-up, and evaluation will take place as planned





Planning Tip:  Consider developing a logic model to guide the planning process.  The W.K. Kellogg Foundation has prepared the Logic Model Development Guide, which is an excellent resource for program planning and evaluation.  A logic model for professional development lists the student outcomes as well as the outcomes for teachers and other participants. The logic model specifies the kinds of learning activities necessary to ensure that teachers and other participants achieve the intended outcomes. The logic model also helps clarify assumptions about the sequence of the professional learning activities and about the time and other resources necessary to ensure that the activities result in the intended outcomes.





The Kellogg guide is available at no charge on the foundation’s website: � HYPERLINK "http://www.wkkf.org" ��http://www.wkkf.org�. 
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1.  What is the need for the professional development?








Planning Tip:  Planning state and/or regional professional development should include a review of local student data.  One of the challenges in planning a professional development activity that will include teachers from across Maryland or from a number of different districts is to identify specific student and teacher learning needs.  One way of addressing this challenge is to ensure that the planning group includes individuals who can bring a variety of data from districts and/or schools to the planning process.  














Planning Tip:  Learn what the data say, but don’t take on too much.  A thorough analysis of a variety of disaggregated student data may result in the identification of a wide range of needs that could be addressed through teacher professional development programs and initiatives.  At this point, planners may be tempted to try to address all of the needs at once. Doing so could result in frustration as planners tackle too much. More importantly, it could result in designing professional development activities that are too broad in focus and too limited in depth to have an impact on practice.  




















Planning Tip: Think ahead but map backward to ensure that professional development is of the highest quality.  Think carefully about the student outcomes but think just as carefully about what teachers need to know and be able to do to help students achieve those outcomes. As goals and objectives for improving student learning become more ambitious, so, too, should the goals and strategies for teacher learning.  If the planning team expects significant changes in teacher performance to result from the professional development, the plan must be realistic about the kinds of learning activities and follow-up that will foster these changes.  The plan must also be realistic about time: How much time will the professional learning really require? How much time will be necessary to ensure adequate opportunities for practice and feedback? When is it reasonable to expect changes in student learning? 
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Planning Tip:  Be specific about which teachers will benefit from support in developing new knowledge and skills.  Once the planning group has identified the professional knowledge and skills necessary to improve student learning, it will be important to think carefully about which teachers actually need help in developing the knowledge and skills.  In the case of the introduction of a new comprehensive approach to instruction in reading or math, especially if the approach represents a significant departure from current practice, it is reasonable to assume that most or even all teachers who teach reading or math will benefit from some assistance in developing the knowledge and skills necessary to use the approach in their classrooms.  Alternatively, the review of student data may suggest that gaps in student learning are concentrated at only one or two grade levels or that students of some teachers are not as successful as students of other teachers.  In these cases, the planning group may decide to target participation in the professional development to a select group of teachers.














Planning Tip:  Consider creating rubrics, protocols, or similar tools to determine whether the expected outcomes have been achieved.  These instruments, which define expected levels of mastery of new knowledge or “appropriate” use of particular instructional strategies can be used by participants to rate their own learning or they can be used by others, including peers, to inform observations and feedback.  As a general rule, the research base and lessons from successful practice that informed the planning team’s choices about the knowledge and skills teachers need to address student learning needs included in Section 1 of the plan will serve as good sources for developing the necessary rubrics and protocols.
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Indicator:





Outcome:
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Indicator:








Planning Tip: For long-term professional development,. consider setting some interim benchmarks to determine if the professional development is on track.  It may be a good idea to set some benchmarks for teacher learning or for practicing new skills that will occur before full implementation and use.  Later, if these benchmarks are not met or if they are not met on schedule, mid-course corrections can be made.  Setting benchmarks and gauging progress in meeting them makes it possible to celebrate early successes and facilitates communications with sponsors and funders. 











Planning Tip:  Follow-up that helps teachers apply new knowledge and skills in their classrooms is especially important when the initial learning activities are not explicitly linked to the school context or when they do not include  hands-on practice.  Traditional workshops and training activities, graduate courses, and participation in professional meetings and conferences are three examples of activities for which carefully planned, school-based follow-up is essential.  Plans for these activities should include follow-up options and a strategy for identifying specific learning needs and follow-up activities after the initial sessions are over.














Planning Tip: Think about group process and be sure that everyone gets into the action.  If the professional development involves collaborative learning or group activities, it will be important to ensure that the groups are able to function effectively.  Therefore, the plan should include activities that build collaboration skills and foster collegiality. 





In addition to strategies for ensuring effective collaboration, the plan should include strategies to ensure that all participants are able to participate in all of the learning activities and follow-up.  Thus, if the plan calls for opportunities to practice a new strategy, these opportunities should be available to everyone. Similarly, if the plan calls for feedback on this practice or feedback on materials developed by the participants, all participants should receive feedback.











Planning Tip:  If the plan focuses on school-based professional learning activities (e.g., study groups, action research, peer coaching, mentoring), follow-up may be less of a concern because the activities are ongoing and long-term. Indeed, in these activities there may be little or no difference between the initial learning activities and follow-up. Again, the primary criterion for deciding what kinds of follow-up are appropriate should be the extent to which the planned follow-up can be reasonably expected to contribute to achieving the desired outcomes.








Planning Tip: Look for opportunities to share responsibility for follow- up.   In considering follow-up options, think about who can or should provide the follow-up. If the plan includes a series of workshops or training sessions that will take place at a central location or a location that is some distance from school sites, it may not be feasible or practical for presenters and facilitators to provide school-based follow-up to individual teachers or groups of teachers. In many cases, principals, other school leaders, school-based professional development staff, or district professional development staff and specialists may be in a better position to provide the necessary follow-up. 





If these staff are be included in the follow-up activities, communicate with them about what they are expected to do and provide them with concrete guidance and other resources that they will need to be effective. It will be a good idea to provide information (perhaps in the form of a rubric) about what the new strategies and practices that teachers learned in the initial learning activities look like in practice. It may also be helpful to provide information about the resources that teachers need to practice and implement the strategies. In the end, strategic sharing of responsibilities means leaving nothing to chance and letting everyone know what is expected of them.














Planning Tip: Consider developing a management plan to guide implementation of the professional development.  A well-conceived management plan will spell out the tasks necessary to implement the professional development that you are planning, the timeline, and who will be responsible for carrying out the tasks. Developing this plan can clarify thinking about key details of scheduling, resource needs, and communications with prospective participants and consultants and others who will help with the activity. Developing a management plan can also sharpen the focus on the outcomes, indicators, and benchmarks that are included in the plan. The management plan can be as simple as a checklist or it can be more elaborate.  
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Planning Tip: Consider working with an evaluator.  The planning team may find it useful to consult with an evaluator on the evaluation plan even if the plan does not include external evaluation. An evaluator can help identify appropriate data sources for gauging progress in meeting outcomes and indicators for teachers and students.  An evaluator can also suggest ways of collecting and analyzing these data.  In addition, an evaluator can help determine whether it is appropriate to concentrate on a sample of participants in ways that will generate valid results and that may also reduce the overall cost of the evaluation. If the planning team does decide to seek assistance from an evaluator, it is advisable to include this person in the initial planning activities, particularly the decisions about intended outcomes and the appropriate indicators. In the end, it is important for team members to think of themselves as clients and the audience for the evaluation. 





The planning team may find it useful to review Evaluating Professional Development (2000) by Thomas R. Guskey (available from Corwin Press, Inc.). Guskey provides detailed suggestions and numerous concrete examples of how to plan and conduct evaluations of professional development activities.














Planning Tip: Evaluations that focus solely on participant satisfaction and ratings of quality have limited value in assessing the impact of professional development on participants’ knowledge, skills, and performance or the impact on student learning.  These evaluation strategies can, however, contribute to your assessment of whether the activity took place as planned and whether teachers “think” that the activity will lead to changes in practice and student outcomes.  If the plan does include these kinds of evaluation strategies, it is better to administer surveys or conduct interviews about these topics at least to 6-8 weeks after the end of the activities.  It is also advisable to seek these ratings by asking respondents to compare the activity that is being evaluated with other kinds of activities.














Planning Tip:  Think about the possible evaluation results and who will use them.  Principals and other school leaders will want to know the extent to which the professional development appears to have paid off in terms of improved instruction and student outcomes. Central office staff and others will be interested in progress on improvement initiatives and the results for students. Finally, don’t forget that evaluation results can be helpful in meeting reporting requirements and garnering support for professional development from external sources.














Planning Tip: Consider using products and artifacts from learning activities and follow-up as evaluation data.  Feedback to participants on their mastery of new knowledge and skills can be aggregated to provide an overall sense of how effective the activity was.  Similarly, if either the initial learning activities or follow-up include observations of teachers, using rubrics for those observations and feedback to the teachers can generate quality data to gauge the impact of the activities. If the activity includes “homework,” systematic ratings of these assignments are yet another source of data on program effectiveness. Collecting these kinds of data is inexpensive, and, because they are readily available, they can help generate evaluation results quickly—often in time for making mid-course corrections.
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