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By Anthony Armstrong

Adlai E. Stevenson High School, which serves 
around 4,000 students in the northern sub-
urbs of Chicago (Ill.), had been working on 
a formative assessment initiative for several 
years, making slow progress. “Sometimes 

we were going too fast for some teachers and too slow for 
others,” explained District Superintendent Eric Twadell. 
“We began to realize that we were taking a one-size-fits-
all model to professional development and it just wasn’t 
working. We had 300 teachers and 150 curriculum teams 
and it was a little naïve to think that we could offer one 
model of professional development to all of those teams 
and teachers.”  

Twadell knew he needed to differentiate professional 
development for his teachers and their teams. So when 

he brought in Mark Onuscheck as director of curriculum, 
instruction, and assessment, and Tony Reibel as director of 
assessment, evaluation, and research, he set out to redefine 
how his system’s leadership looked at professional learning. 
“We wanted to approach professional learning in a way that 
we could differentiate and also capture the conversations 
with our teachers so that we were working with them in a 
more individualized way,” said Twadell. 

The team started with reading the book Creativity: Flow 
and the Psychology of Discovery and Invention by psycholo-
gist Mihaly Csikszentmihalyi, which looks at improving 
life experiences by understanding how consciousness works 
and how it is controlled. “This is research Csikszentmihalyi 
had been doing at the University of Chicago for over 30 
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years, and it’s pretty well-established learning theory,” said 
Twadell. 

Twadell’s team borrowed Csikszentmihalyi’s process for 
creativity and built it into a learning map for developing 
professional learning for teachers. “We started with the map 
as the skeleton of what we were doing with our forma-
tive assessment initiative. We wanted to walk through that 
process with our teachers first, and then try it with other 
initiatives we needed to implement.”  

Five stages of creativity as a learning map

Preparation
“Become immersed in problematic issues that are 

interesting and arouse curiosity” (Stevenson).
The five-stage process starts with preparation, which 

can happen at varying degrees of depth. Educators in this 
stage are exploring introductory concepts and seeking basic 
understanding, such as background and vocabulary. 

“This stage prepares them for the professional learning 
that’s going to happen. This could be individually or as a 
team to clarify what the professional learning is exactly and 
what they need to know,” explained Onuscheck. “Some of 
that might be just the basics, or it could be the theory and 
ideas behind the new concept to prepare them to take on 
new decision making.”

Incubation
“Let ideas churn below the threshold of 

consciousness. Unexpected combinations form, leading 
to domain-changing breakthroughs” (Stevenson).

During the incubation stage, the team 
is working with manipulating the new 
information, asking questions, and think-
ing about how to tailor the new concepts 
to their own work. For example, when 
the teams at Stevenson were working on 
formative assessments, the curriculum 
teams looked at how to make a common 
formative assessment for English and how 
it would be different from an assessment 
for science or social studies. 

“In the incubation phase, we are thinking about the 
variability of the conversations that our teams are having,” 
said Onuscheck. “This is a phase where we are generating 
ideas and thinking differently about the work that we are 
doing.” 

Insight
“The ‘Aha!’ moment when a problem comes together 

in the scientist’s mind to form an insight or resolution. This 
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Continued from p. 1 can be a complex and lengthy process” (Stevenson).
The insight stage tries to capture the moments when 

ideas surface. It often happens while making connections 
from old to new practices or addressing any conflicts that 
may arise. Some decision making by the team must happen 
during this stage to determine which ideas to develop for 
the next phase. 

“The third phase bubbles out of the incubation phase,” 
said Onuscheck. “This is when the teams light up and have 
those ‘aha’ moments and say, ‘oh this is what we want to 
do,’ ‘this is something we can get behind and believe in,’ 
or ‘this is how we would try to build it into our classroom 
work.’ ”

Evaluation
“Decide if the insight or resolution is valuable and 

worth pursuing. Individuals must decide if their ideas 
make sense, and the hard work of turning the creation 
into reality begins” (Stevenson).

Once an idea has surfaced, barriers have been broken 
down and educators can begin experimenting and prototyp-
ing. “We implement the new idea or the change so we can 
spend time evaluating the cause and effect relationships,” 
said Onuscheck. “We then debrief and reflect on whether or 
not we can make improvements to that effort.” 

Elaboration
“Translate the insights into its final work. Here, it is the 

act of creating that drives the process forward, melding 
hard work and the enjoyment of the creative process” 
(Stevenson).

After the evaluation process, the last phase is one of 
continuous improvement, where the team 
continues to measure results and think 
of ways to make nuanced changes and 
improvements.  

“At this stage, we also ask ourselves 
if there is something else that we need 
to know or learn to become stronger in 
the work that we are doing for students,” 
said Onuscheck. “The idea behind this 
entire process is that we are entering into 
professional conversations that are always 

leading continuous change.” 
Twadell notes the process’s alignment with the Learn-

ing Communities standard. “All of these things are done in 
collaboration within our professional learning communities 
framework. When people are working in teams, they get 
support, mentoring, and guidance from one another. This 
process just helps us identify what support they need more 
than anything else.”
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DIFFErEnTIATIon 
The opportunity for differentiation within this five-step 

process begins with the flexible and recursive nature of the 
stages. “Some people within the teams are moving along 
and they are ready to go through advanced stages while 
others may need to go back to early stages and spend more 
time with preparation or incubation,” said Onuscheck. “We 
found that this process is really effective when working with 
individual teachers because it gives them a common founda-
tion for their team’s decision making and evaluating. There 
is an equitable commitment and understanding in and 
among the team members so that their discussions are much 
more fruitful and effective for student learning.”

Reibel’s frequent interactions with the teachers allowed 
him opportunities to use the learning map to differentiate 
individual teacher learning. “Learning indicators for the 
map became evident through conversations with teachers. 
I would place the teacher on the learning map, not tell-
ing them directly where they were at, but my questioning 
strategies would change based on the conversation. While 
listening to their responses, I could make changes as I led 
that teacher or team of teachers through the learning map. 
So the map can help customize the learning on a granular 
level with the individual teachers or the teams of teachers.”

Reibel met weekly with teachers during prep periods 
or lunch, individually or as teams, and would review the 
learning map. According to Reibel, teachers preferred short 
bursts of conversation, often with one teacher represent-
ing a group and meeting to review ideas and prototypes of 
solutions. “On a daily basis, I am working with three or 

four teachers, groups, or teams,” said Reibel. “They always 
come with a very specific goal in mind, and then that goal 
indicates where they are at in the learning map, and then we 
move them through.” 

According to Twadell, teachers also practice frequent 
self-reporting to their teams on where they are within the 
learning map. Questions such as “Where do you think you 
are?” and “Where do you think your team is?” help orient 
team members within their learning process and provide 
an entry point for working through their 
stages and contributing to the team’s over-
all discussions. 

“I do track a lot of the data from 
everything the teachers and I discuss,” 
said Reibel. “I can actually see the teach-
ers and teams change in front of me as a 
result of the implementation of this map. 
Our conversations about student learning 
and growth are fundamentally different 
than they were six years ago.”

Since using the new learning maps, 
the leadership team at Stevenson has 
seen successful results, especially with the 
progression of teacher learning. “We now 
have learning maps for all of our different 
initiatives,” said Twadell. “We are using 
the process for common formative assessments, standards-
based grading, and instructional technology. We have seen 
more progression in teacher learning in the last two years 
than we had in the past 10. More importantly, though, the 
data show that our kids are improving not only each year, 
but also in comparison to the students of teachers who 
are not working through the same process. So the data are 
pretty revealing.”  

“For us, this process is about effective professional 
development every day,” said Twadell. ”It’s not about profes-
sional development on PD day, which comes around once 
every few months. We are doing this work every day, day 
in and day out, before class, after class, during the class. 
It’s just becoming the integrated way in which teachers are 
working with us.” 

rEFErEncES
Csikszentmihalyi, M. (2008). Flow. New York, NY: 

Harper Perennial.
Stevenson High School Office of Curriculum, In-

struction and Assessment. (n.d.). Professional development 
learning map. Handout.
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Anthony Armstrong (anthony.armstrong@

learningforward.org) is Learning Forward’s associate 
director of publications. 

For more on understanding stages of learning 
and implementation:
	
“Learning	builds	the	bridge	between	research	and	
practice”
By	gene	e.	hall	&	shirley	M.	hord
JSD,	august	2011
available	at	www.learningforward.org/publications/jsd.

Implementing Change Through 
Learning: Concerns-Based 
Concepts, Tools, and Strategies 
for Guiding Change 
shirley	hord	&	James	roussin
Product	code:	B558
available	at	https://store.
learningforward.org.
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Professional learning as a creative process: 
Framing the conversations

The purpose of this learning map is to help shape a variety of conversations around 

professional growth opportunities for individuals, teams, or academic divisions. This 

map builds upon the work of the professional learning team at Adlai E. Stevenson 

High School and psychologist Mihaly Csikszentmihalyi to differentiate five phases of learning, 

recognizing that individuals and teams enter into professional development with and from a 

variety of viewpoints, commitment levels, and understandings.

While the following five phases are interconnected, they are not meant to be strictly linear 

or to label teams or teachers. Instead, they help frame conversations around professional 

development within ongoing cycles of continuous improvement. 

Use this tool to help build appropriate professional learning opportunities for individuals 

and teams. 

PrEPArATion

During this phase, professional learning focuses on becoming immersed in new learning, asking questions, and 

understanding how theory and practice are interconnected.

in this stage, teams or teachers may be working with new ideas around an issue, feeling frustrated with new initiatives, or 

curious about new or different viewpoints surrounding the issue at hand.  These teams have not arrived at consensus on key 

points for moving forward. 

The central questions might be: is there a shared understanding? How does the new learning connect to better 

curriculum and instruction?

Possible team or teacher indicators 

• Cannot define key terms. 

• Present little or no evidence of usage of initiative or ideas in practice.

• Some aspects of new initiative may be a taboo topic for discussion. 

• no evidence of understanding how changes will affect practice. 

Professional learning may need to focus on 

• Defining key terms and concepts

• Developing common understanding

• Creating measurable targets

• Researching
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inCubATion

During this phase, professional learning focuses on brainstorming, discussing and analyzing possibilities, thinking 

about better approaches, and reflection that leads to insights. 

Teams in this stage may need to brainstorm and consider how they can best use new ideas and design them 

for student success. The intention of this stage is for educators to think through an entire process and usage of new 

concepts or practices and explore a variety of best practices for implementation. 

The central question might be: What better ideas and practices can be generated?

Possible team or teacher indicators 

• Can define key terms, but may need clarification at times. 

• Presents minimal evidence of usage in practice.

• Discussions of new initiative may exist but are unstructured and informal. 

• Some evidence of exploring and discussing how changes will affect practice, but no changes are made. 

Professional learning may need to focus on 

• Comparing various understandings of topic

• Developing common understanding

• Analyzing measurable targets

• Research and discussion

inSigHT

During this phase, professional learning focuses on working with emergent ideas and building towards 

implementation. 

individuals and teams are developing insights into making effective use of the new initiative for their students. 

Data are starting to become a useful resource for teams and an essential component of their discussions. They have 

not entirely made the jump to fully using the new practices, but have implemented elements of them. 

The central question might be: How might implementation of the idea be supported?

Possible team or teacher indicators 

• Can define key terms when given a discussion frame. 

• Presents evidence of usage in practice, but only within certain areas. 

• Data-based discussions of new initiative are structured, but with no strong purpose. 

• opportunities to reflect on changes in practice are frequent and formal, but no changes are made.

Professional learning may need to focus on 

• Analyzing various aspects of topic

• Deploying the new initiative or changes

• Collecting data and exploring how to read it 

• Starting to use new practices
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ELAborATion

During this phase, professional learning focuses on furthering an idea or how to take an idea to the next step. 

Teams are working together to apply the ideas and learning beyond the initial prototypes and trials. Action 

research projects may be evident. in this phase, teachers may use something that helps them with analytical 

software to identify areas of growth. Elements in this stage include heavy reflection, collective team research, and 

changes in practice.

The central questions might be: How might the idea connect to other applications?  Can it be used in different 

capacities?

Possible team or teacher indicators 

• Can define key terms in impromptu situations and create new questions. 

• Presents strong evidence of usage in practice and tracking of results to look for patterns of growth or regression. 

• Structured and purposeful data-based discussions exist. 

• opportunities to reflect on practice are frequent and formal, and changes are made all of the time. 

Professional learning may need to focus on 

• Predictive and reactive data analysis

• Feedback loops

• Using technology at a mastery level 

EvALuATion

During this phase, professional learning focuses on evaluating how well an insight is connected to successful 

outcomes. 

At this stage, teams are exploring and using data collection and analysis tools. The team asks how well the new 

change is working. Teams can start exploring scaling the changes and analyzing data for mastery of understanding. 

These teams are ready to use data to inform their instruction and identify levels of performance. 

The central questions might be: How well did that work? Why?

Possible team or teacher indicators 

• Can define key terms in impromptu situations. 

• Presents strong evidence of usage in practice. 

• Data-based discussions of new initiative are structured and with a strong purpose. 

• opportunities to reflect on changes in practice are frequent and formal, and changes are made most of the time. 

Professional learning may need to focus on 

• Analyzing various stages of the new initiative or changes

• Collecting data and exploring how to analyze it and use it to change practice 

• Using new practices

• Creating feedback loops to analyze implementation, measure targets, and make changes to fit individual needs

Adapted from: reibel, A. & onuscheck, M. (n.d.) Formative Assessment Learning Map. Session handout.
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Learning Forward resources for managing change 

LEArn ABouT ThE STAnDArDS
visit Learning Forward’s free online resource, Standards for Professional Learning, to learn more about the Data 

and implementation standards. Here you’ll find in-depth valuable readings, videos, and practitioner stories: www.
learningforward.org/standard

SEArch LEArnIng ForWArD’S PuBLIcATIonS ArchIvE
Search each of the above terms — data, stages of concern, and innovation Configurations — in the publications 

archive to find valuable readings: www.learningforward.org/search

DoWnLoAD A FrEE rESourcE 
Download Learning Forward’s workbook on managing change, School-Based Professional Learning For Implementing 

the Common Core Unit 1: Managing Change: www.learningforward.org/docs/default-source/commoncore/
tplchange.pdf 

This workbook addresses each of the above tips and will help you 

1. Describe the three phases of the change process.

2. Explain how to apply six strategies for managing change within your schools or districts.

3. use the Stages of Concern to plan for and provide differentiated support to those implementing new initiatives.

4. Identify and explain strategies for addressing resistance to change.

BroWSE AvAILABLE BookS 
Learning Forward’s bookstore offers the latest acclaimed works in implementing systemic change: https://store.

learningforward.org

uSE InnovATIon conFIgurATIon MAPS For STAnDArDS-BASED chAngE
Applying major change in schools requires deep study and commitment to a shared vision of what that change 

will look like once implemented. innovation Configuration maps identify and describe the major components of 

the standards in operation, helping those in various roles understand the actions they take as part of systemwide 

implementation.  A free sample set is available for teacher-level leaders: www.learningforward.org/standards/
innovation-configurations

When introducing a new change in your school, scholar laureate Shirley Hord offers these tips. 

• Use data to establish a need and create a sense of urgency. Be sure to first celebrate where students and 

teachers are doing well before scrutinizing where the results need improvement.

• Use the stages of concern at the beginning of and throughout the change effort to read people’s feelings on 

change and to provide support and assistance to help them address those feelings.

• Use Innovation Configurations to illustrate what the change will look like. Principals, administrators, coaches, 

and teachers can use these to determine what the change will look like once it is put in place.

Here are some tips for using Learning Forward’s resources to learn more about each of these important elements. 

http://learningforward.org/docs/default-source/commoncore/tplchange.pdf
http://learningforward.org/docs/default-source/commoncore/tplchange.pdf
www.learningforward.org/standards/innovation-configurations
www.learningforward.org/standards/innovation-configurations
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Join cutting-edge conversations 
in professional learning 

Learning Forward’s thought leaders keep you 
current, informed, and inspired through our 

blog, “Learning Forward’s PD Watch.”  
Some of our recent posts include:

•	 Heart-healthy educator evaluation systems

•	 Top publications that connect leadership to 
learning

•	 More of this and less of that: How do you 
score?

•	 Focus on team member strengths for learning 
to flourish

Stay up to date with the latest in effective 
professional learning for student success. Join 
the conversation at www.learningforward.org/
pdwatch. 

“I have shared this with others and hope they 

will help spread the message!” 

— Consultant


