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Introduction

“

The first thing to understand is that schedules are not sacred. Unfortunately, most school
administrators believe they are sacred to the point of being married to them. As a former principal,
I understand that factors such as our stomachs and yellow buses sometimes dictate the schedule.
All too often, however, schedules are geared to what is best for the bus drivers and cafeteria workers’ schedules—especially if they do both—rather than being geared to what is best for students
and teachers. My point is that a schedule is not what enables or disables collaborative professional
learning. It is the top-down commitment to professional learning, or lack thereof, that promotes
or hinders collaborative professional learning. A schedule is a ‘thing’ that can be—and should
be—manipulated in ways that are best for student learning. Collaborative professional learning
does not begin with plans for a schedule change, but with commitment to a cultural change.

		

”

Jack Linton

	Assistant Superintendent
Petal School District
Petal, MS

T

eachers in Martin School District had attended a number of the statesponsored summer institutes on Common Core State Standards as
well as served on the state’s model curriculum writing team. Now

they are turning their attention to moving the standards into routine
practice in their classrooms. Because the standards required the teachers
to make several significant shifts in their familiar content and instructional
strategies, they have struggled to keep up with the necessary planning.
They wonder if their decisions about classroom curriculum, formative
assessments, and instruction align with those of their peers. They express
this concern frequently at monthly faculty and grade-level, team, and
department meetings.
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The district’s Common Core State Standards implementation team meets
each month to consider challenges and issues related to implementation
of Common Core standards. Members repeatedly talk about the need for
teachers to have more time for professional learning, collaborative planning, reflection, analysis of student work, and refinement of content and
pedagogy. The district’s chief academic officer and superintendent met
with principals to understand how much time was currently available and
what options were possible for increasing time for teacher collaboration
without either reducing time for student instruction or causing a financial
burden for the district.
To examine the questions, the district created a Time Study team and
invited representatives of key stakeholder groups, including teachers,
school administrators, parents, community members, central office staff,
and students. The superintendent charged the team with studying the
issue of time within established parameters. Within six months the team
offered its recommendation to the superintendent who carried it to the
school board. Upon the school board’s approval, the district applied for
and received a waiver of 15 minutes from the state’s required amount
of daily instructional time. As a result, in the new school year, teachers
in Martin School District will have 120 minutes of time each week over
three days for collaborative professional learning and planning to make
the curricular and instructional shifts designated by the new standards.
Principals, with support from central office staff and their own staff,
acknowledge that they are responsible for creating the daily schedule
within their schools to allocate the 120 minutes for collaboration, and for
monitoring and supporting effective use of that new time. With the new
school-day schedule, teachers accept collective responsibility to use the
time effectively to ensure each student’s needs are met so that achievement increases.
This additional time within the school day for teacher collaborative
learning was insufficient to promote the deeper learning the district’s
curriculum and instruction team knew teachers needed for full implementation of the new standards and assessments. They requested that the
district consider increasing the number of professional learning days in
the school-year calendar from four to eight to allow for content-specific,
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cross-school, and even districtwide professional learning focused on the
district’s new curriculum and instructional framework. Their desire was
to establish a firm foundation of knowledge and skills in the instructional
strategies for Common Core standards. District leaders also wanted to
prepare teacher leaders, including all grade-level, team, and department
chairs, on facilitating collaborative professional learning and work.
The first year of implementation of the revised school-day schedule was
a learning experience for everyone. Teachers valued the time with their
colleagues for learning and planning and acknowledged that they needed strategies and processes to be more efficient and effective. Principals
asked for more guidance on how to support and coach teams and teacher
leaders who facilitated the teams. Central office staff struggled with letting teachers determine the focus of a large portion of their professional
learning. At the end of year one, teachers and principals reported that,
despite the challenges of learning to work collaboratively, the time was
well used. Teachers felt more confident in implementing the district’s new
curriculum aligned with Common Core standards, had a greater respect
for their peers’ contribution to their success, and valued the time to learn
and work with their colleagues. They reported that they had a stronger
sense of community within the school. Most importantly, student achievement was steadily increasing, and principals reported that teachers were
supporting each other’s professional growth.
Overall, teachers, principals, and district leaders know that educator learning is as crucial as student learning. They feel confident they are addressing the challenge of creating some of the time they request for educator
learning; however they know that they need to demonstrate the investment in educator professional learning is paying dividends for students
before they are able to achieve the goal of 3-4 hours per week and 10 days
per year.

6
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A

sk any educator what the major challenge is in providing the
effective professional learning needed to implement Common Core
State Standards, and the answer is the same—TIME.

In fact, finding time for job-embedded professional learning is one of the
most frequently cited challenges with implementing change in education
(ASCD, 2013; MetLife, 2012, 2013; Scholastic Press & Bill & Melinda Gates
Foundation, 2011). Teachers, principals, district leaders, state and national
education leaders, local, state, and federal policy makers, and others recognize that professional learning is an important component of any plan
to implement Common Core State Standards. Yet, they simultaneously
acknowledge that time isn’t available for the job-embedded, collaborative
professional learning that teachers want and research supports. During
the last several years, budget reductions have eliminated or significantly
reduced opportunities for professional learning.
Many schools and districts, nevertheless, regularly find ways to create
school-day schedules that provide regular, frequent opportunities for
teacher collaboration. Implementing Common Core standards, new
assessments, and other reforms requires focused time for collaboration
among educators for professional learning and collaborative work.
Innovation in any industry requires time for retooling existing practices,
equipment, procedures, and facilities. Implementation of innovation in
education also requires retooling, not once, but continuously. Change is
dependent on learning—acquisition of knowledge, skills, practices, procedures, and dispositions. This type of acquisition is not an instantaneous
process. It requires building from awareness to expert use. Some suggest
that process requires 10,000 hours of practice to achieve expertise (Colvin,
2010; Ericsson, Prietula, & Cockley, 2007; Gladwell, 2008) regardless of the
field. Educators and education agencies are willing and eager to invest in
continuous improvement to improve student success. They are fully aware
that education is fundamental to any society’s economic, social, physical,
and mental well being. Yet, in the midst of rapid change with significant
ramifications and consequences for students and educators, they are
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grappling with how to plan, manage, monitor, and execute implementation in a way that will increase the likelihood of success among multiple
complex initiatives.
Implementation science suggests that dissemination and diffusion depend on a constellation of interrelated factors related to the innovation
itself, the context in which it is implemented, the resources allocated to it,
political will, personnel, and many others (Schillinger, 2010). Essentially, it
is both the quality of the innovation and the methodology used for implementation that influence the transfer of research into practice. Across the
nation, policymakers, business leaders, parents, community leaders, and
educators agree that college- and career-ready standards that require
deeper learning for all students are long overdue.
In an analysis of schools with extended learning time, among the eight
common factors contributing to student academic achievement are two
related to teacher learning and collaboration. The authors point out that
“More than one third of the schools in this study reported scheduling 15
or more days of professional development and planning—days when
teachers are in school but students are not (Kaplan & Chan, p. 63).“
While the number of such teacher days varied from district to district in
the study, the total rarely exceeded five or six in districts with conventional schedules. Along with the additional teacher days, many schools
arranged schedules and staffing when school was in session to ensure
regular opportunities for teachers “to meet with one another and with
coaches and administrators as well (Kaplan & Chan, p. 63).” Schools in the
study managed to create time for teacher collaboration in multiple ways.
The authors summarize their findings about the nature of time invested in
teacher collaboration:
In fact, building teacher skills takes time: the hard work of refining lesson plans, analyzing student data to identify areas for
improvement, and sharing instructional strategies requires that
teachers and administrators have sufficient time to meet and
work together. An expanded school schedule affords the time
needed for this type of collaboration (p. 63).

8
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In other nations that outperform the U.S., students have less instructional
time and teachers have substantially more time for collaborative professional learning (Wei, Darling-Hammond, Richardson, Andree, & Orphanos,
2009). Schools, school systems, and states face intense education reform
driven by the need to ensure that all students are college- and careerready when they graduate. To put that reform into action, school leaders
must commit to investing the time needed to achieve full implementation
and results for students.
The assumption behind this workbook is simple, namely any change worth
doing is worth doing well. The new standards will not lead to changes in
students’ daily learning experiences unless educators are retooling learning for students. To engage in the retooling of learning requires an investment in educators to support them in collaborative learning, planning,
analysis, and redesign. As decades of research in professional learning
conclude, deep practice requires intensive, standards-based, collaborative
professional learning, sometimes extending across multiple years, that
incorporates opportunities to practice without risk, coaching with feedback, and ongoing learning to refine and extend executive control of new
practices. Foremost among the investments needed, according to educators, is time.

Overview
The major challenge with time is finding it. Current school-day schedules
and school-year calendars are leaner now than ever because of budget
reduction. States and districts have implemented furlough days to balance lean-and-mean budgets that show no sign of improving. Few are
willing to take the leap toward reducing instructional time to improve
learning because of the illogical nature of that proposition. Yet across the
nation and around the globe, instances exist where increasing time for
educator collaborative professional learning that incorporates developing and analyzing assessment data, instructional planning, designing and
implementing interventions, giving and receiving feedback, and reflecting
on practice has positively influenced student achievement. The logic is
simple—better instruction leads to better learning.

9
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Purpose
The purpose of this workbook is to guide districts and schools as they
develop, vet, and implement recommendations for increasing collaborative learning time for educators, and then evaluate the effectiveness of the
change. Implementing new standards and other innovations related to
improving student achievement requires time for teachers to plan, analyze,
and revamp instruction. It demands opportunities for teachers to engage in
professional learning, receive feedback and coaching, and use the feedback to continuously refine their practices. Coupling effective professional
learning that includes school- and classroom-based support with time for
collaboration with peers and experts is one strategy available to districts
and schools implementing Common Core standards.

Organization of the Workbook
Establishing Time for Professional Learning is organized into seven sections,
each associated with one step of a process for studying, designing, and
implementing time for educator collaboration, and then evaluating its success. Practitioners and education leaders may use the tools in this workbook
to identify current allocations of time for professional learning, analyze how
that time is being used and what results are associated with it, and increase
the effectiveness of the existing time before seeking additional time.

10
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The process for establishing time within the school day for professional learning
involves seven steps:

STEP 1: Forming a Time Study team addresses engaging representatives from
various parts of the school or school system community to participate in
the time study process and determining who will develop recommendations for the decision makers.
STEP 2: Examining assumptions about time describes processes for assessing
current perceptions held about time for education. Understanding personal assumptions about time early in the process will provide fundamental information for the Time Study team as they engage in their work.
STEP 3: Understanding existing time includes strategies for conducting an analysis of how time is currently used to inform the work of the Time Study
team. In some cases, repurposing existing time is the first way to increase
time for collaborative professional learning.
STEP 4: Studying time options provides resources and guides the Time Study
team as members examine models from other schools and school systems
to inform their work.
STEP 5: Forming and adopting recommendations about time launches a public
discussion about how to fulfill the need within the given parameters. After
developing concrete recommendations, members of the Time Study team
should decide how to vet them for consideration and modification before
they make final recommendations.
STEP 6: Establishing a plan to implement and evaluate accepted recommendations is an essential part of the work. Ongoing monitoring and assessment
can generate information about the efficiency and effectiveness of the
time investment.
STEP 7: Reviewing time use and results provides ongoing data to make adjustments and improvements in the use of time to achieve the maximum
benefits for both educators and students.

11
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Introduction
This workbook guides teams of educators, parents, and community
members working together to examine the issue of time for educator collaborative professional learning. Schools, districts, and states are likely to
be at various stages of implementation with providing frequent, routine
time for educator collaboration. The processes and tools included in this
workbook will provide educators, parents, and community leaders with
resources to create time for educator collaboration, increase the amount
of time for collaboration, or refine the use of collaborative time to achieve
the district’s and school’s goals related to implementing Common Core
standards, new assessments, and other reforms.
This workbook will provide guidance to teams that are working together
to create time for educator collaboration. Other resources are available
from Learning Forward to prepare educators for collaborative professional
learning and work. The products and deliverables produced under the
auspices of the initiative Transforming Professional Learning to Prepare
College- and Career-Ready Students: Implementing the Common Core will
help states and districts with the process for developing comprehensive
professional learning plans. Additional resources and tools are available at
www.learningforward.org/publications/implementing-common-core.

Scope of the Work
Not all schools and districts will need to complete each step. Leaders in
schools that already have established time for professional learning might
be interested only in evaluating their use of time. They might want to
recommend strategies for increasing the efficiency and effectiveness of
available time, or perhaps recommend ways of increasing the amount of
time for professional learning.
There are two ideas to note about this process. First, this is not a process
to increase time that is available for professional learning. Rather, it is to
increase time in which educators are actually engaged in professional learning. Secondly, this is not about creating time for individual planning or professional learning. It is about creating time for collaboration among teams
of educators who share common professional learning needs based on
identified student learning needs. If such shared work is the work a school or
district wants to undertake, then this workbook will be a useful tool.

12
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STEP

Forming a Time Study Team
Initiating the study of time for professional learning begins with defining the purpose and goal for
the work. Most districts engage in time studies to create options that provide additional time for the
collaborative professional learning needed to increase educator effectiveness and student achievement.
Typical goals for this work include forming recommendations to present to a decision-making body
for consideration.
To officially launch the work, senior district or school leaders develop a charge statement that describes the
work to be accomplished, parameters for the work, the team responsible for the work, and other expectations for the process and outcomes of the work. Tool 1.1: Time Study team charge statement outlines the
expectations for the Time Study team including required membership, the line of authority, timeline for the
team’s work, and parameters for the recommendations the team offers. Finding time for professional learning will require agreement among stakeholders with differing perspectives; therefore, membership of the
Time Study team is an important consideration. Tool 1.2: Recommendations for membership of the Time Study
team provides a list of potential representatives who would bring a wide range of perspectives to a Time
Study team. The context, climate, and culture within of a school or district influences membership for work
groups such as the Time Study team. When perspectives are more diverse, membership should include a
broader membership. In some cases, district or school leaders might decide to have a small work group
conduct the research and analysis and form recommendations, and then share the recommendations with
a broad group of representatives for feedback. If a smaller team is formed to conduct the research and
analysis and provide recommendations, gathering feedback from a broad range of stakeholders is advised.

Tools for Forming a Time Study Team
Tool

Tool Title

Description

1.1

Time Study team
charge statement

A sample charge statement outlines the responsibilities, membership, level of authority, and parameters of
Time Study work.

1.2

Recommended
membership of Time
Study team

This list includes recommendations for membership of
the Time Study team.
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2

Examining Assumptions about Time
Before the team begins its work, it is helpful to understand members’, and perhaps their constituents’,
beliefs about time. Perception of time influences how people approach it. The culture within a school or
district also affects how educators perceive time (Peterson, 1999). Culture includes, among other aspects,
whether there is a shared vision of teaching and learning and shared goals, trust among staff within a
school and district, and collective responsibility for student success. By taking time to unpack people’s
perspectives, examining them in collaboration with others, and interacting with research to inform their
positions, the members of a Time Study team can develop a deeper understanding about how their views
of time influence their thoughts and actions relative to time for professional learning.
Tool 2.1: Exploring assumptions about time is designed to present some contradictory positions about time.
Tool 2.2: Time use flows from school culture and Tool 2.3: Staff perceptions about collaborative time provide
alternative perceptions about time. Because state contexts vary, the process of gathering and analyzing
information may not happen in a consistent linear sequence. For that reason, different teams of representatives who have come together to study time for educator collaborative professional learning may opt to
use these tools in various ways. For example, a team might first use Tool 2.3 to gather perceptions from an
entire staff. Then, they might use Tool 2.1 and Tool 2.2 to engage the school leadership team in a deeper
analysis of their perceptions about time. Beginning with one of the tools offered for this step will help the
representatives to clarify their own understanding of, assess their context for, and discover perspectives
held by others related to time for professional learning.

Tools for Examining Assumptions about Time
Tool

Tool Title

Description

2.1

Exploring assumptions
about time

This survey presents opposing views about time to
engage members of the Time Study team in reflecting
on their personal views about time for collaboration.

2.2

Time use flows from
school culture

This article accompanied by discussion questions engages members of the Time Study team in exploring
perceptions about how time is used within schools.

2.3

Staff perceptions about
collaborative time

The brief survey collects staff’s perceptions about
time.
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3

Examining Existing Time
In addition to understanding state and district requirements for student instructional time, it is important
for anyone examining time to determine how time is currently used. Sometimes repurposing the time
that exists is the easiest way to generate time for collaborative professional learning and planning among
educators, a practice associated with increases in student learning (Saunders, Goldenberg, & Gallimore,
2009; Gallimore, Ermeling, & Saunders, 2009; Gallimore, 2012; Vescio, Ross, & Adams, 2008). Increasing time
for teacher professional learning is advocated as a necessity in improving learning for every student, yet it is
also cited as the most common problem plaguing schools and school systems across the nation.
One misconception must be acknowledged, namely, that more time for student learning equates with
greater learning. Numerous studies of time suggest that it is not how much time is allocated that influences
student learning, but how the time is used. For example, Julie Aronson, Joy Zimmerman, and Lisa Carlos
(2005) reported that there is no relationship between allocated time (i.e. the total amount of time students
are expected to be in attendance including academic and non-academic aspects of the school day) and
student achievement. They also report that there is a weak relationship between the engaged time (i.e.
time students are actually involved in learning activities) and student achievement. Where the strongest
relationship occurs, they continue, is between academic learning time and student achievement. Academic
learning time is the unique intersection of an instructional activity and a student’s readiness to learn during
which learning occurs. Given this research and other, often conflicting, studies of student learning time, it
might be fair to conclude that (1) not all learning time is the same, (2) better use of available learning time
would improve learning, and (3) there is more time allocated to learning than is used effectively to promote
student learning.
Would it be possible, then, to acknowledge that not all allocated student time is actually academic learning
time, and carefully repurpose that time to increase professional learning and collaboration? With such an
adjustment teachers could develop their expertise in designing academic learning time and planning how
to create lessons that find the sweet spot between a student’s readiness to learn and the instructional process. It makes sense to use time as effectively as possible. It is also sensible to require that educators who
are skillful, well prepared, and committed to continuous professional learning, be able to link their own
learning to their students’ learning.
The easiest way to find time for professional learning is to repurpose existing time. Yet, it is hard to repurpose what has not been studied and analyzed. This process requires some data gathering and analysis by
a team of representatives who are committed to studying policies about and patterns of time usage that
exist. Team members can use Tool 3.1: Policy parameters regarding time to examine district and school-based
policies and regulations related to time in schools. They can use Tool 3.2: Analysis of current time usage to
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3

analyze how such time is used in schools. It is best to have a cross-section of representatives and to include
those who have various levels of understanding about time usage within the school or district. The process
might take anywhere from a week to several weeks depending on how much engagement occurs and how
data are gathered.

Tools for Examining Existing Time
Tool

Tool Title

Description

3.1

Policy parameters
regarding time

This series of questions guides investigation into the
existing regulations regarding time in schools.

3.2

Analysis of current
time usage

This process gathers information and analyzes how
time is currently used in school for planning, professional learning, meetings, etc.

16
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4

Studying Time Options
Studying how other schools and districts create time for collaborative professional learning allows the Time
Study team to gain insight into ways to repurpose existing time or create time through other means. There
are four parts of this step: (1) Setting criteria; (2) Gathering model schedules; (3) Studying model schedules;
and (4) Summarizing lessons from the study and review process.

Setting criteria
The process to review models starts with having clear criteria defined for the review process. Having established criteria will ensure the team uses a common lens in reviewing and discussing sample schedules.
The criteria delineate the features that are most important for a particular school or district and that meet
the specific needs. For example, what a large school is able to do with time might not be appropriate for
a smaller school. That does not suggest that the model will not yield important information if the team
knows how to study the models and what to look for in the process. Typical criteria would include budget
impact, amount of time, interruption of student learning time, etc. Tool 4.1: Establishing criteria for analyzing
time options provides guidance to the Time Study team in creating its criteria for studying schedules from
other schools and districts. Criteria should be tailored to the needs of the school or district and match the
context. The Time Study team will also want to determine if any criteria receive added weight because of
their significance. Accordingly, Tool 4.1 also describes a way to weight criteria.
The criteria established for reviewing sample schedules should also be the criteria against which recommendations will be analyzed. During Step Four, the Time Study team seeks to find examples of schedules
that meet their criteria to inform their recommendations. In Step Five, the Time Study team will use the
same criteria to form and review their recommendations.

Gathering models
Model schedules can come from a variety of places. Tool 4.2: Model schedules contains sample schedules
from schools across the country at all levels. While these are just a few models of the many available, they
provide examples to consider. Each district and state differs in their requirements related to instructional
time, and because school factors such as size, number of staff, and funding vary, no one example is easily
adaptable to all contexts.
In addition to studying the models provided, the Time Study team might seek examples of school-day
schedules from schools and districts within its own state to add to the examples provided. To seek alternative examples, the team might compose a common message that can convey what they want and how it
will be used. For example, the message should include the following information:
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<Name of school or district> is conducting a study of time to examine options for increasing student achievement by increasing the amount of time for collaborative professional
learning and work. Your <school/district> has been identified as a potential model for
providing time for collaborative professional learning minimally weekly or preferably more
than one time per week. The Time Study team requests a copy of your school-day schedule
to examine as a model. Please send the schedule to <contact name, email, etc.> Please add
any additional information that will help the Time Study team understand how time is created for collaborative professional learning.
Not only can the Time Study team members examine models of how time is used, they might also conduct
research about time use for collaborative professional learning. A great source is Learning Forward’s Professional Learning News that features local news stories about schools and districts engaging in collaborative
professional learning to increase student achievement. Professional Learning News appears each Monday
and archives are available at www.multibriefs.com/briefs/lf/. Another option is Learning Forward’s Evidence
Database at www.learningforward.org/publications/evidence-database. This searchable database
allows users to enter information related to their specifications.

Reviewing model schedules
Once a sufficient number of sample schedules is assembled, the Time Study team will use Tool 4.3: Scoring
models using weighted criteria to review them. The purpose of this process is to determine how schools are
arranging the school day to create time for professional collaboration. Team members will want to examine
each model to understand how time is arranged, what kind of time is available for professional collaboration, how teams are organized (i.e. by subject, grades, course), and how often the particular time arrangement occurs. By studying sample schedules the Time Study team will be able to consider possible ways to
create time for collaboration within their own schools and districts. A sample criteria matrix in Tool 4.3 is an
example of how to score models studied.

Summarizing review
After studying all the model schedules, the Time Study team summarizes what they learned from the review process. They can use Tool 4.4: Summarizing findings from model study to record the collected summary
statements for use in the next step. The conclusions might include benefits of particular models, disadvantages of other models, considerations for further study, and questions to answer. The summary process
gives all Time Study team members an opportunity to express their perceptions based on the criteria, to
identify strengths and challenges in the models examined, and specific considerations for the next step,
forming recommendations about time.
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Tools for Studying Time Options
Tool

Tool Title

Description

4.1

Establishing criteria
for analyzing time
options

This rubric guides teams in developing criteria for
studying sample schedules and analyzing recommendations.

4.2

Model schedules

This collection shows sample schedules currently in
use in multiple levels of schools that provide time for
teacher collaboration.

4.3

Scoring models using
weighted criteria

Teams use this matrix for scoring sample schedules
based on established criteria that have been weighted
for importance.

4.4

Summarizing findings
from study of model
schedules

Teams use this summary table for recording findings
that emerged during the study of model schedules.
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Once the team has examined how time is used in general and studied model schedules, members are ready
to form recommendations about how to create time for regular, frequent job-embedded collaborative professional learning to increase educator effectiveness and student learning. The recommendations should
meet the criteria generated in Step Four. Moreover, they should be described in a way that makes evident
how the time will be created, what the benefits and disadvantages are for each option, and that leaves no
doubt that adding time for collaboration is a recognized strategy for increasing student learning.
Depending on the results of Step Four, the Time Study team might choose to propose a single or multiple
recommendations for adjusting time. Multiple recommendations are advantageous when there are several
possible options and no clear preference among Time Study team members, or when conditions in different schools might make it necessary to structure time in multiple ways. For example, elementary schools
might create time for collaborative professional learning differently than high schools do because of how
the school day is structured for the respective student groups. When multiple options are offered, the reasons for recommending more than one should be clearly delineated.
The recommendations phase might also include developing initial recommendations and vetting those
recommendations with stakeholders, including staff, students, parents, community members, and others
affected by the recommendation, such as after-school providers. Team members can use Tool 5.1: Forming recommendations and Tool 5.2: Narrowing recommendations to frame and choose recommendations
for review. Afterward, the team can use Tool 5.3: Seeking input on recommendations and then revise the
recommendations based on input. When gathering feedback, the Time Study team will need to be ready
for controversy and clarity. If the recommendations include decreasing or disrupting the existing student
instructional day, concern might arise that student learning will suffer. Recommendations should describe
as clearly as possible how they will be implemented and affect daily schedules. Not every option recommended, however, will decrease student instructional time or result in controversy. As the team considers
options, it must frequently review its goals for increasing time for collaborative learning and be willing to
take bold action to achieve those goals.
In essence, multiple audiences exist for the recommendations. Depending on how the charge to the Time
Study team is presented, the recommendations might go directly to the decision-making authority within
the district for their study, review, and disposition. The charge statement might call for developing recommendations, vetting them with staff, parents, community members, and others affected by the recommendations such as after-school providers before they are finalized and presented to the decision maker.
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Tool 5.4: Summary of recommendations offers a way to summarize the recommendations before submitting
them to the decision-making authority.
Recommendations for increasing time for collaborative professional learning might include ways other
schools and districts have successfully added time over the years. In a 1993 article, Gary Watts and Shari
Castle identified strategies for increasing time for collaborative professional learning. Over the last two
decades their strategies have been adapted, adjusted, and added to. The list below provides a framework
for thinking about how time for collaborative professional learning might be created.
Although not a comprehensive list, these suggestions might be useful for generating recommendations:
1.		Lengthen the school day and bank the time to create larger blocks of time for collaborative professional learning each week.
2.		 Hire additional staff to expand non-instructional time for staff.
3.		 Hire substitutes who provide released time for teams of teachers.
4.		 Use existing planning time for collaborative rather than individual planning and professional learning.
5.		 Organize the schedule for collaboration among teams of teachers by creating blocks for specialized
teachers such as art, music, etc.
6.		Link blocks of planning time to other non-instructional times to create flexibility for teams to make
decisions regarding the use of time.
7.		Engage guest instructors such as teams of administrators, external experts, community members, or
other guest instructors.
8.		 Plan special programs for students supervised by administrators.
9.		 Use staff meetings for collaborative professional learning.
10. Repurpose resource staff who work primarily with individual or small groups of students to work
collaboratively within co-teaching situations with colleagues.
11. Use technology to increase opportunities for collaboration within and beyond the school and district.
12. Focus on providing time initially in schools, content areas, or grade levels with greatest academic
needs rather than for everyone.
13. Use block schedules to create longer periods of time for collaborative professional learning.

(Raywid, 1993; Richardson, J. 1997; Kaplan & Chan, R. (n.d.); Pardini, 1999; National Education Commission on Time and
Learning, 2005; Purnell, 1992).
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Tools for Forming/Approving Recommendations
Tool

Tool Title

Description

5.1

Forming
recommendations

Teams may use this process for developing specific
recommendations for establishing time for collaborative professional learning.

5.2

Narrowing
recommendations

This process reduces the proposed recommendations
to identify those to share for feedback.

5.3

Seeking input on
recommendations

Teams may use this process to collect feedback on the
proposed recommendations from stakeholders.

5.4

Summarizing
recommendations

Teams use this form to summarize recommendations
to present to the decision-making authority.
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Establishing a Plan to Implement and
Evaluate Accepted Recommendations
Once the recommendations have been vetted, narrowed, revised, and approved, the Time Study team or
a separate team will develop a plan for implementation. Usually, schools and districts spend considerable
time focusing on creating time for collaborative professional learning. They neglect, however, to devote
adequate time to planning the implementation of a different use of time because they assume that those
benefiting from additional time for professional learning will have the tools and skills to succeed.
This workbook is not designed to guide the development of the skills for collaboration; however, Learning
Forward does offer additional resources to address skill development, ongoing support, and evaluation of
the effectiveness and efficiency of collaborative professional learning. See the resources in box.

Learning Forward Resources for Developing Collaborative Learning Teams
Easton, L. (2011). Professional learning communities by design: Putting the learning back into PLCs. Oxford,
OH: Learning Forward and Thousand Oaks, CA: Corwin Press.
Jolly, A. (2008). Team to teach: A facilitator’s guide to professional learning teams. Oxford, OH: National
Staff Development Council.
Killion, J., & Roy, P. (2009). Becoming a learning school. Oxford, OH: National Staff Development Council.
Troen, V. & Boles K. (2012). The power of teacher teams: With Cases, analyses, and strategies for success.
Oxford, OH: Learning Forward & Thousand Oaks, CA: Corwin Press.
Members can also access current and past publications for other resources at www.learningforward.org
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An implementation plan typically includes the following components:

Goal(s)/Objectives/SMART goals:
Because the return on the investment of time is improved student learning, it is crucial to establish clear
goals that make this result evident. Unless the focus of time for educator collaboration is improvement of
teaching and learning, the time might be quickly co-opted for management and housekeeping tasks that
are frequently easy to accomplish and check off, yet have little impact on classroom practice and student
learning. Being vigilant about maintaining a focus on student learning and articulating goals that are
specific, measurable, achievable, results-focused, and time-bound (SMART) will help educators realize the
intended results.
Sample goal: Increase student achievement through improved personalization and rigor in classroom
learning experiences.
Sample objectives (for sample goal above):
• Develop teachers’ understanding of and increase the frequency and fidelity of use of strategies for
personalizing instructional tasks and assignments.
• Develop teachers’ understanding of and increase teachers’ frequency and fidelity of application of
three strategies for adding increased rigor to classroom tasks and assignments.
• Increase the effectiveness of principal and coach feedback to teachers related to personalizing instruction and adding rigor to assignments and tasks.
Sample SMART goal: Increase the percentage of students who achieve proficiency on benchmark and
end-of-year assessments by 15% overall within the next academic year and the percent of males and economically disadvantaged students by 20% overall within the next academic year.
Actions: Actions define what needs to happen to achieve the goals. Often the completion of actions is considered success. In reality, the only success is increased achievement for every student. The actions, when
accomplished, should produce improved achievement for each student, not just some or the majority of
students. Actions must be deliberate and significant, clearly defined, and closely monitored.
Indicators of success: Indicators of success identify the visible artifacts, behaviors, or organizational structures that demonstrate how the actions have achieved their intended result. For example, some schools
might suggest that blocks of shared planning time in the school-day schedule is an indicator of success.
While that schedule is an indicator of the success of the Time study team’s efforts to create time for collaboration, it is not an indicator that the time is contributing to increased collaboration, teaching effectiveness,
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and student learning. Other indicators will be needed to demonstrate success in these areas.Typical indicators of success are closely aligned to the goals and objectives proposed. Some might include:
• Teaching and collaboration
• Increased collaboration among staff as evident in pre- and post-test survey on school culture
that asks about engagement with peers to solve problems of practice, engage in peer-based
professional learning, observe in peers’ classrooms, provide and receive feedback, develop and
score common assessments, refine instruction to meet needs of diverse learners, etc.
• Increased sense of support and satisfaction
• Increased efficacy and efficiency
• Peer observation with reflective analysis
• New instructional practices implemented
• Overall improvement in practice
• Student performance
• Increased student performance on formative assessments
• Increased learning among underperforming students
• Increased engagement in classroom
• Increased personalization of learning tasks, assignments, assessments, etc.
Persons responsible: Defining who is responsible for each aspect of the plan helps ensure that the plan
will be enacted. Frequently, the school’s leadership team will take responsibility as an oversight team to
monitor the plan, its action, the timeline, and results. Some actions are likely to be the responsibility of
teams, the principal or other administrators, and individual teachers.
Timeline: The timeline delineates when actions happen. It is an important part of any implementation
plan. The oversight team is responsible for monitoring that all actions occur as scheduled.
Resources needed: This section details the resources (e.g. materials, money, time) required to accomplish
the actions described in the plan and to achieve the results. Thoughtful attention to resources is an important part of a planning process.
Measures of success: Measures of success describe the instruments (e.g. assessments, interviews, surveys)
that those overseeing, assessing, and evaluating the effectiveness of the implementation will use to collect
the evidence delineated in the indicators of success. Some typical measures of success include surveys of
staff engagement in collaborative professional learning and school culture, as well as student formative,
benchmark, and end-of-year assessments.
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There are multiple ways to review the effectiveness and efficiency of educator collaboration. Most implementation plans will specify various methods to assess the use and results of collaborative time. Some
areas for examining the effectiveness and efficiency of dedicated time for educator collaboration include:
• Educator engagement: Frequency and quality of contributions to the team’s work and learning
• Educator learning: What is learned and how it is applied in practice
• Educator performance: How the learning is applied in practice
• Educator satisfaction: Educator perceptions of the value and benefits of collaborative time use
• Educator work products: Assignments, assessments, lessons, etc., that represent the collaborative
work of the team
• Student achievement: Student performance on classroom tasks, formative and summative assessments, assignments, etc.
• Student engagement: Frequency and quality of student contributions in class
• Student satisfaction: Student perceptions of their learning experiences
• School culture: Staff perceptions about the attributes of a collaborative culture, for example the
amount of support available, encouragement to learn and take risks, consistency in priorities; leadership; positive communication; sense of being appreciated or valued; sense of contributing, etc.
Tool 6.1: Sample section of an implementation plan shows the components of such a plan. Tool 6.2: Blank
planning template guides the Time Study team or others in developing an implementation plan.

Tools for Implementation Planning
Tool

Tool Title

Description

6.1

Sample section of an
implementation plan

This excerpt is a section of a plan for implementing a
recommendation for creating time for collaborative
professional learning.

6.2

Planning template

This is a template teams can use to plan for the
implementation of an accepted recommendation.
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The implementation plan designed in Step Six will typically include ongoing monitoring and review of the
effectiveness and efficiency of collaborative professional learning. By gathering and analyzing data regularly, team members, the oversight committee, and supervisors can identify and showcase successes; they can
also identify and intervene when potential challenges are evident. Early in the implementation of time arrangements for collaborative professional learning, the oversight team is encouraged to engage in frequent
review, perhaps monthly, to identify and address early challenges or needs that arise. As practice within
teams becomes more routine and efficient, periodic assessment and review can help identify areas for
continued development to increase the efficiency and effectiveness of teams and members. At any point
in the implementation process, oversight team members or site facilitators can use Tool 7.1: Learning team
survey, Tool 7.2: Rate yourself as a team player, Tool 7.3: Summative reflection protocol, and Tool 7.4: Individual
contribution protocol to guide individual educators, teams, and whole school staffs in assessing individual
attitudes and dispositions toward collaborative team learning.
Principals and coaches play particularly important roles in preparing and coaching team facilitators and
providing feedback to teams. Principals and coaches might meet with team facilitators individually or in
teams to help them prepare for their meetings. They can use Tool 7.5: Collaborative professional learning
team walk-through guide to visit team meetings to provide feedback to the team about the effectiveness of
their meetings, and participate as members of teams to model their commitment to continuous improvement. Principals, coaches, and facilitators can use Tool 7.6: Learning School Innovation Configuration Map
to help teams and whole staffs understand the continuum of behaviors and practices that are required to
implement effective, collaborative professional learning.
The tools included for this section provide a variety of resources team members, principals, and coaches
can use to assess the effectiveness of teams. Of course, the best tools for assessing the effectiveness of
teams are student results on classroom tasks, assignments, and formative and summative assessments.
Combining evidence about team functioning, teaching practices, and student results paints a full picture of
how time for collaborative professional learning contributes to educator effectiveness and student results.
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Tools for Reviewing Time Use and Results
Tool

Tool Title

Description

7.1

Learning team
survey

Teams may use this survey to assess the success of
learning teams within a school.

7.2

Rate yourself as a
team player

Individual team members may use this survey to
assess their effectiveness as team members.

7.3

Summative
reflection protocol

Teams may apply these guidelines in engaging team
members in a discussion of the team’s effectiveness.

7.4

Individual
contribution
protocol

Teams may apply these guidelines in discussing the
effectiveness of individual member contributions to a
learning team.

7.5

Collaborative professional learning team
walk-through guide

Teams may use this observation guide for collecting
and providing feedback to learning teams.

7.6

Learning School
Innovation
Configuration map

These resources provide teams with assessment and
guidance for improving the functioning of a learning
team and the school conditions that support its
success.
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Forming a Time Study Team
TOOL 1.1 Back to Tools for Forming a Time Study Team Chart

Time Study team charge statement
Use this template to develop a charge statement for the Time Study team that will engage in the process of
crafting recommendations for creating time for collaborative professional learning teams.

Sample Charge Statement
This tool provides a format and sample of a task force charge statement.
1. Purpose/Objectives
Describes the reason the Time Study team is forming, what the team expects to accomplish.
EXAMPLES:

• To recommend a school schedule that would support frequent use of job-embedded professional
learning strategies.
• To study what other schools and districts have done to craft time for job-embedded professional learning.
• To become expert in how to provide time to support job-embedded professional learning.
2. Level of Authority
Defines the extent to which those charged with the Time Study task can make and/or implement decisions
without others’ approval.
EXAMPLES:

• The Time Study team has the authority to act only with the prior approval of the principal, superintendent, or school board.
• The team has the authority to make a recommendation to the school’s stakeholders and make adjustments/refinements based on that feedback.
• The team has complete authority to decide and implement the recommendations but must inform
the principal.
3. Communication Linkages
States who must be informed, in what format, and how often.
EXAMPLES:

• The Time Study team holds feedback sessions with stakeholders (teachers, parents, central office staff,
community members) when a recommendation has been formed.
• The Time Study team provides monthly updates at staff meetings.
• The School Improvement Team receives written updates each month.
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Forming a Time Study Team
TOOL 1.1, cont.
4. Time Requirement
Defines expectations for amount of meeting time.
EXAMPLES:

• The Time Study team meets weekly for two hours until task is completed.
• The team meets 2.5 hours each month on a schedule of members’ choice.
5. Resources Available
Describes amount of money, time, and materials for the Time Study team to use with or without
prior approval.
EXAMPLES:

• Each team member receives an hourly stipend for time spent outside the regular workday.
• Funds needed for printing and meeting refreshments come from the professional
development budget.
• The professional development office administrative assistant provides office support for creating
monthly updates, recommendations, and compiling stakeholder feedback.
6. Membership Requirements
Defines who needs to participate, how membership in teams will be decided.
EXAMPLES:

• Time Study team members will include representatives from each grade level or department.
• At least one parent representative will serve on the team.
• One representative from central office will serve on the team.
• An administrator from the school will serve as a member of the team.
• Student representatives, if age appropriate, will serve on the team.
7. Accountability/Expectations
Outlines results, impact, accomplishments.
EXAMPLES:

• The Time Study team will provide a recommendation for a daily schedule that both supports jobembedded professional learning and meets the parameters identified.
• The team will prepare a report for the school board that includes recommendations, rationale,
feedback, adjustments made, and a plan for collecting information concerning the effectiveness of
a new schedule.
• The team will present to the faculty three possible schedules with the benefits and challenges
identified for each proposal.
Adapted from Becoming a Learning School by Joellen Killion & Pat Roy, Tool 5.1. Copyright 2009 by National Staff
Development Council. Adapted with permission.
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Forming a Time Study Team
TOOL 1.1, cont.
Worksheet for charge statement — Time Study team
1. Purpose/Objectives
The reason the team is forming, what the team expects to accomplish.

2. Level of authority
The extent to which the Time Study team can make and/or implement decisions without others’ approval.

3. Communications linkages
Who will need to be kept informed, in what form, and how often.

4. Time requirement
The expectations for the amount of meeting time.

5. Resources available
Money, time, and materials for the Time Study team to use with or without prior approval.

6. Membership requirements
Who needs to participate and how membership in Time Study teams will be decided.

7. Accountability/expectations
Results, impact, accomplishments.
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Forming a Time Study Team
TOOL 1.2 Back to Tools for Forming a Time Study Team Chart

Recommended membership of Time Study team
Use the list below to identify membership of the Time Study team.
Local school system or school Time Study team
Representatives from
• District administrative team
• Local school board
• School system central office staff who lead, facilitate, provide, oversee, monitor, or support
professional learning policy
• Local teacher and principal/supervisor associations
• Teachers at multiple levels and disciplines
• Principals from schools with diverse locations, size, and student demographics
• Resource staff with diverse responsibilities
• Support or classified staff with diverse responsibilities
• Age-appropriate students
• Institutions of higher education in partnership with the school system
• Parent advocacy groups
• Local education foundation
• Community foundations
• Community organizations or advocacy groups with interest in education
• Business and industry in local community
• Regional education agency
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Examining Assumptions about Time
TOOL 2.1 Back to Tools for Examining Assumptions about Time Chart

Exploring assumptions about time
Use the statements below to explore your personal assumptions about time and time for collaboration
among educators in schools.
Each row contains two statements that represent different perspectives on one aspect of time. Indicate
which perspective more closely aligns with your personal view by placing an X in one of the five boxes.
For example, in row 1, if you agree more with the statement on the left, yet not fully with it, you might place an
X in box b. If you do not have an opinion related to the statements in row 1, you might place your X in box c.
One perspective about
time

Range of Agreement
a

Another perspective
about time

b

c

d

e

1

Time is a fixed commodity that cannot be
adapted.

Time is a resource to
adapt to our needs.

2

Time constrains our
efforts.

Time enhances our
efforts.

3

Determining how time
is allocated and used
during the workday is
an individual decision.

Determining how time
is allocated and used
within a school day is a
collaborative decision.

4

Decision makers or
policymakers outside
the school determine
the amount of time
available for collaborative professional learning and work.

The amount of time
available for professional learning is
determined inside
the school through a
collaborative process
that engages all
stakeholders.
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Examining Assumptions about Time
TOOL 2.1, cont.
One perspective
about time

Range of Agreement
a

Another perspective
about time

b

c

d

e

5

Time controls us.

We control time.

6

Leaders in our school
and district do not
support teacher collaboration as a means
of increasing teaching
effectiveness and student achievement.

Leaders in our school
and district support
teacher collaboration
as a means of increasing teaching effectiveness and student
achievement.

7

Parents and community members believe
that factors other than
collaboration among
teachers and ongoing
professional learning
lead to increased student achievement.
The district expects
educator professional
learning to occur
outside educators’
workdays.

Parents and community members believe
that collaboration
among teachers and
ongoing professional learning lead
to increased student
achievement.
The district expects
educator professional
learning to occur
routinely as a part of
educators’ workdays.

The more time allocated to student learning,
the more they learn.

It is not the amount of
time allocated that affects student learning,
but rather how time is
used.

10 Increasing time for
collaborative professional learning among
educators decreases
the amount of time for
student learning.

Increasing time for
collaborative professional learning among
educators can be
accomplished without
decreasing significantly the amount of time
for student learning.

8

9
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Examining Assumptions about Time
TOOL 2.2 Back to Tools for Examining Assumptions about Time Chart

Time use flows from school culture
Purpose

To explore educators’ beliefs about the use of time within their school
and district.

Team size

3 to 4 people

Time

45 to 60 minutes if article is assigned as a pre-reading

Materials

Article and discussion questions

Directions

1. Use the article and discussion questions with the Time Study team,
school leadership team, or school or district leaders to explore perceptions about time for collaborative professional learning teams.
2. Distribute article and request that staff read before the meeting and
highlight significant portions.
3. Form groups of 3 to 4 people.
4. Appoint one person to serve as the moderator. The moderator focuses
the group on the discussion questions and ensures that everyone has
an opportunity to share his/her opinion.
5. A second person should record the group’s responses to the questions.
This person will share some of the group’s opinions with the whole
faculty. The group should identify critical points to be shared with the
whole faculty.
6. The staff reconvenes as a large group. Critical points from the small
groups are requested and written on large poster paper as a record of
staff responses to the article.
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Examining Assumptions about Time
TOOL 2.2, cont.
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Examining Assumptions about Time
TOOL 2.2, cont.
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Examining Assumptions about Time
TOOL 2.2, cont.
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Adapted from Becoming a Learning School by Joellen Killion & Pat Roy, Tool 5.2. Copyright 2009 by National Staff Development Council. Adapted with permission.
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Examining Assumptions about Time
TOOL 2.3 Back to Tools for Examining Assumptions about Time Chart

Staff perceptions about collaborative time
Use this tool to conduct a quick check on staff perceptions about collaborative professional learning and
work. The survey might be added to an online survey tool to make it easier to use and compile results.
Gather responses from as many staff members as possible and compile the results and share mean scores
with staff.

Where are we now?
1. Our school includes time during the contract day for teachers to learn and work together in teams
whose members share common goals (school, grade level, department, etc.) for student learning.
Strongly Agree

Agree

Neutral

Disagree

Strongly Disagree

2. In our school, professional learning occurs primarily during the school day.
Strongly Agree

Agree

Neutral

Disagree

Strongly Disagree

3. In our school, teams of teachers have scheduled time several times per week for professional learning.
Strongly Agree

Agree

Neutral

Disagree

Strongly Disagree

Disagree

Strongly Disagree

4. Our principal uses staff meetings for professional learning.
Strongly Agree

Agree

Neutral

5. Teachers in our school are hesitant about asking for help from their peers.
Strongly Agree

Agree

Neutral

Disagree

Strongly Disagree

6. Teachers in our school use all available time for collaborative professional learning and work.
Strongly Agree

Agree

Neutral

Disagree

Strongly Disagree

Disagree

Strongly Disagree

7. In our school, teachers value individual planning time.
Strongly Agree

Agree

Neutral
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8. Teachers in our school believe that collaborative professional learning and work improves their individual effectiveness.
Strongly Agree

Agree

Neutral

Disagree

Strongly Disagree

9. Teachers in our school prefer to plan individually rather than collaboratively.
Strongly Agree

Agree

Neutral

Disagree

Strongly Disagree

10. Teachers in our school are hesitant about asking for help from their peers.
Strongly Agree

Agree

Neutral

Disagree

Strongly Disagree

11. The benefits I receive from having time for collaborative professional learning with my peers are:

12. The challenges I have with having time for collaborative professional learning and work with my peers are:

Use the questions below with the staff or the Time Study team to analyze the results.
1. What trends or patterns exist in the responses?
2. What surprises us?
3. Which will support our efforts to create additional time for collaborative professional learning?
4. Which are potential barriers to creating additional time for collaborative professional learning?
5. What do these results suggest we need to pay attention to as a school as we study time for
professional learning?
6. If we were able to create more time for collaborative professional learning and work, how would we
expect these results to change in a year or two?

Adapted from Becoming a Learning School by Joellen Killion & Pat Roy, Tool 5.1. Copyright 2009 by National Staff Development
Council. Adapted with permission.
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Policy parameters regarding time
Use the questions below to guide initial investigation about the requirements related to the use of time in
the district or state.
Policy Requirements
What requirements exist in state and district policy regarding the length of the school day? _____________
________________________________________________________________________________________
________________________________________________________________________________________
Week? ___________________________________________________________________________________
________________________________________________________________________________________
Year? ____________________________________________________________________________________
________________________________________________________________________________________
Other Factors
What other factors influence the length of the school day and year?_________________________________
________________________________________________________________________________________
________________________________________________________________________________________
Special program requirements, etc.?___________________________________________________________
________________________________________________________________________________________
________________________________________________________________________________________
Before and after school care?_________________________________________________________________
________________________________________________________________________________________
________________________________________________________________________________________
Student transportation?_____________________________________________________________________
________________________________________________________________________________________
________________________________________________________________________________________

43

www.learningforward.org • 800-727-7288

ESTABLISHING TIME FOR PROFESSIONAL LEARNING
TOOLS

3
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Current Compliance
How well does your current school day and calendar meet the requirements?_________________________
________________________________________________________________________________________
________________________________________________________________________________________
________________________________________________________________________________________
Waivers
Are waivers available within your district or state to requirements about the school day or year?__________
________________________________________________________________________________________
________________________________________________________________________________________
________________________________________________________________________________________
What are the criteria for applying for waivers, if they are available?__________________________________
________________________________________________________________________________________
________________________________________________________________________________________
________________________________________________________________________________________
Does your school or district currently have a waiver for time for student learning?_____________________
________________________________________________________________________________________
________________________________________________________________________________________
________________________________________________________________________________________
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Analysis of current time usage
Use this process to guide a study of current time use within schools.
• How much time in minutes do staff members have for planning?

________________________________

• How much time in minutes are staff members expected to attend
staff meetings per week/month?
________________________________
• How many professional learning days are planned into the
current school year?

________________________________

• When do those days occur?

________________________________

• Add the number of minutes available in professional learning
days. Remember to subtract lunchtime.

________________________________

1. For one week, record uses of planning time in the Time Use Log on page 46.
2. As a team, graph how all members of the team or schoolwide used time collectively by adding the
total amount of time used in each category across all members’ logs.
3. Identify how much of the available time was spent in school-based team learning.
4. Refer to and complete the Time Use Log. Identify how much of the total available time was
invested in work related to all areas in the first column.
5. Use the graph and personal perceptions to consider the impact of various ways time is used by
considering these questions:
a. What is the difference between the amounts of time spent in individual work versus time spent in
collaborative work?
b. What kind of time usage is the most satisfying to you?
c. What kind of time usage is the least satisfying to you?
d. What type of time usage has the greatest impact on achievement of your students?
e. What kind of time usage has the greatest impact on your practice as a teacher?
6. Identify the norms/agreements/expectations about time in the school.
7. Consider how to increase the kind of time usage that is most satisfying to you and that has the
greatest impact on achievement of your students.
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Time use log
Use the log to identify how non-instructional time is spent on various tasks and indicate if that time is spent
alone or in collaboration with one or more colleagues.
A = alone / C = collaboration with one or more colleagues
Monday
#
Areas
min.
Instructional planning
(lesson design, curriculum
development, materials and
resource development, etc.)
Assessment (analyzing student work, grading student
work, designing assessments,
data analysis, etc.)
Professional learning
(formal or informal learning
that occurs during the
workday)
Management/clerical (attendance, non-academic reports,
business transactions, copying,
getting supplies, etc.)
School-focused work
(committee work, etc.)

A/C

Tuesday

Wednesday Thursday

Friday

#
min.

#
min.

#
min.

A/C

A/C

#
min.

A/C

A/C

Total
min.

District-focused work
(committee work, etc.)
Personal tasks (phone calls,
errands, etc.)
Other

Total daily time
Total alone
Total collaborative
Adapted from Collaborative professional learning in school and beyond: A tool kit for New Jersey educators, by Joellen Killion.
Oxford, OH: New Jersey Department of Education and National Staff Development Council, 2006. Page 117.
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Establishing criteria for analyzing time options
Use this tool to guide the development of criteria for reviewing model schedules that have been collected.
The developed criteria should match as much as possible the conditions, needs, and goals of the school
or district striving to create time for collaborative learning among educators. When the Time Study team
establishes criteria in advance of reviewing models and generating recommendations, they will remain
focused on their charge, the parameters of their work, and the goals they strive to achieve.

Some sample criteria might include:
• Enables all teachers in a grade level or department or with common students to meet together
at least three times per week for a total of three to four hours
• Ensures that student learning time falls within state and district regulations or within
permissible variances
• Ensures that educator workdays and years fall within the parameters of existing agreements
or contracts
• Works within the existing budget
• Does not adversely impact a single group of teachers such as those in singleton or special areas
• Is compatible with student transportation needs
• Is compatible with family after-school care needs and community after-school providers

Once the Time Study team has considered all possible criteria, they may wish to rank or weight criteria
to signify importance. For example, adhering to existing state regulations or district agreements with
employees may be ranked as more significant than other criteria.

Adapted from Becoming a Learning School by Joellen Killion & Pat Roy, Tool 5.1. Copyright 2009 by National Staff Development
Council. Adapted with permission.

47

www.learningforward.org • 800-727-7288

ESTABLISHING TIME FOR PROFESSIONAL LEARNING
TOOLS

4

Studying Time Options
TOOL 4.2 Back to Tools for Studying Time Options Chart

Model schedules
Use the included sample schedules and others that the Time Study team has gathered to identify how time
was established for professional learning.
School schedules are complex to create and sometimes even more difficult to display and interpret, so it is
important that the models, if used as examples, are carefully studied so that all members of the Time Study
team understand how they are constructed.
Because the models might include examples from all school levels, the Time Study team might choose to
begin with those that align exactly with their own level (i.e. high school examples for high school Time
Study teams). It might also be helpful to examine one or two other models for insights into how time was
created to promote “out-of-the-box” thinking about time schedules.
Sample schedules appear on pages 49 – 58.
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Country Meadows Elementary School: Collaborative Teams Work During Student
Special Learning Times
At Country Meadows Elementary School, a 400-student elementary school in a seven-school K-8 school district in Illinois, teachers meet at least three times per week in collaborative teams in formal meetings with
agenda and minutes. They meet twice during the school day and one day a week after school during
faculty-meeting time. Special education teachers are included in team meetings as well. In many cases
teachers also meet informally almost every day to touch base about students and instruction. When teachers are not in their collaborative teams, they use the time for individual planning. Regular grade-level teachers meet during students’ special learning times. To increase time for collaborative learning, a new special
student learning center was formed called Information Communication Technology Center. During this
time, students focus on navigating informational text, most often in science and frequently using technology. First- and second-grade students receive extra instruction in reading and writing, respectively, in Team
Reading and Team Writing, which are taught by a reading specialist and two instructional aides. Time dedicated to these sessions provides additional opportunities for teacher collaboration.
Country Meadows Elementary School • 6360 Gilmer Road • Long Grove, IL 60047 • Phone: (847) 353-8600
7:45 – 8:25
8:25 – 8:30
8:30 – 8:45
8:45 – 9:00
9:00 – 9:15
9:15 – 9:30
9:30 – 9:45
9:45 – 10:00
10:00 – 10:15
10:15 – 10:30
10:30 – 10:45
10:45 – 11:00
11:00 – 11:15
11:15 – 11:30
11:30 – 11:45
11:45 – 12:00
12:00 – 12:15
12:15 – 12:30
12:30 – 12:45
12:45 – 1:00
1:00 – 1:15
1:15 – 1:30
1:30 – 1:45
1:45 – 2:00
2:00 – 2:15
2:15 – 2:30
2:30 – 2:45
2:45 – 3:00
3:00 – 3:15

Grade 1

Grade 2

Grade 3

MATH
8:30–9:30

SPECIALS/
COLLABORATION
TIME

SPECIALS/
COLLABORATION
TIME
INTER.
11:05–11:35
RECESS
11:40–12:20
EAT

MATH
10:00–11:00

Grade 4

INTER.
8:30–9:00
MATH
9:00–10:00
INTER.
10:00–10:30
SPECIALS/
COLLABORATION
TIME

RECESS
11:00–11:40
EAT
MATH
11:45–12:45

RECESS
12:00–12:40
EAT

INTER.
12:45–1:15
SPECIALS/
COLLABORATION
TIME

INTER.
2:15–2:45
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Grade 5

RECESS
12:20–1:00
EAT

RECESS
11:20–12:00
EAT
SPECIALS/
COLLABORATION
TIME

MATH
1:45–2:45
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Deer Park Elementary School: Special Learning Periods “Connect” Teachers with One
Another for Collaboration
The approach to creating time for teacher collaboration at Deer Park Elementary School models the principle that time is a vehicle for improving instruction rather than a rigid parameter that limits or restricts
learning for students and teachers. “Collaboration among teachers results in tremendous consistency in
routines, expectations, communication with families, and academic rigor,” acknowledges Principal Cindy
Galloway. By using special learning periods called Connect, students experience weekly learning that combines physical education, music, library, Spanish, and computers, while regular classroom teachers gain jobembedded time for collaboration. In addition, the school takes advantage of special district and university
programs, which offer students extended opportunities to engage in art discovery and Chinese, to provide
additional time for teacher planning and collaboration.
Deer Park Elementary • 4959 New Hartford Road • Owensboro, KY 42303 • Phone: (270) 852-7270
8:00

|

K

HR
15 min
7:40–7:50

HR
1st
10 min
Grade
7:40–7:50
HR
2nd
10 min
Grade
7:40–7:50
HR
3rd
10 min
Grade
7:40–7:50
HR
4th
10 min
Grade
7:40–7:50
HR
5th
10 min
Grade
7:40–7:50
HR
Connect 10 min
7:40–7:50

|

|

|

|

|

9:00

|

|

ELA
95 min
7:55–9:30

|

ELA/Math
95 min
7:40–9:25

|

ELA/Math
85 min
7:40–9:15

|

Connect
50 min
7:50–8:40

|

|

|

ELA
95 min
8:40–9:15

|

ELA/Math/Science
70 min
7:50–9:00

|

|

|

|

|

10:00

|

Math
80 min
9:30–10:50

|
Connect
50 min
9:15–10:05

|

|
ELA/Math/Science
70 min
9:00–10:10

|

|

ELA/Math
95 min
9:25–11:00

|

|

|

|

|

|

|

|

|

|

|

|

|

|

|

50

|

|

|

Lunch
30 min
11:00–11:30

|

|

Connect
50 min
12:25–1:15

|

|

|

Lunch
30 min
11:40–12:10

1:00

|

|

Science/SS Recess
HR
30 min 20 min 10 min
1:15–1:50 1:50–2:10 2:10–2:20

|

|

|

|

|

|

|

|

|

Recess
Science/SS/Writing
20 min 95 min (35 SC / 25 SS / 35 W)
12:15–12:35
12:35–2:10

|

|

Science/Flex
40 min
11:50–12:30

|

2:00

Science/SS/Writing
110 min (40 SC / 30 SS / 40 W)
12:20–2:10

|

Lunch Recess
30 min 20 min
12:10-12:40 12:40–1:00

Connect - 1st
50 min
1:20–12:10

|

|

Science/SS
Recess Writing
HR
60 min (30 SC / 30 SS) 20 min 30 min 10 min
12:20–1:20
1:20–1:40 1:40–2:10 2:10–2:20

Lunch
Recess
30 min
20 min
11:30–12:00 12:00–12:20

ELA/Math/Science
70 min
11:00–12:10

|

|

Connect
50 min
11:30–12:20

ELA/Math/Social Studies
80 min
10:30–11:50

Connect - 4th
50 min
10:10-11:00

|

Science/SS
65 min
11:20–12:25

|

|

|

|

Connect - 2nd
50 min
9:15–10:05

|

|

Lunch
30 min
11:00–11:30

ELA/Math
85 min
10:05–11:30

Connect
50 min
10:10–11:00

Connect - 3rd
50 min
7:50–8:40

Planning
35 min
8:40–9:15

|

|

12:00

|

Lunch
30 min
10:50–11:20

Math
85 min
9:15–11:40

ELA/Math/Social Studies
80 min
9:10–10:30

|

|

|

|

ELA/Math/Social Studies
80 min
7:50–9:10

|

11:00

|

|

|

|

Lunch Recess
30 min 20 min
12:30-1:00 1:00–1:20

|

Connect - K
50 min
12:25-1:15

|

SS/Writing
70 min (30 SS / 40 W)
1:00–2:10

|

|

|

HR
10 min
2:10–2:20

|

HR
10 min
2:10–2:20

|

HR
10 min
2:10–2:20

|

Connect
50 min
1:20–2:10

HR
10 min
2:10–2:20

Connect - 5th
50 min
1:20-2:10

HR
10 min
1:10-2:20

|

|

|
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Goldsmith-Schiffman Elementary School: Phys Ed Teachers Help Create Collaborative
Planning Time for Colleagues
Goldsmith-Schiffman is located east of Huntsville, Alabama, in Huntsville City Schools. The daily schedule at
Goldsmith-Schiffman is the work of a staff member described as someone who is a “puzzle-piece thinker”
and was designed to make the best use of instructional time to meet student needs. The current schedule
is made possible because physical education teachers agreed to take a longer combined class by grade
level on Fridays so teachers can meet to analyze and learn from Response to Intervention data and other
data from the week. Teachers also have small professional development groups during other collaboration
time in which they engage in other types of professional learning such as a book study, writing common
assessments, designing lessons, and learning how to develop student skills in informational text. Both the
principal and school’s instructional partner (coach) facilitate learning among teachers.
Goldsmith-Schiffman Elementary • 1210 Taylor Road • Big Cove, Alabama 35763 • Phone: (256) 428-7150
Reading
Block

Reading
Intervention

Art Days Music Days
1,2,3,4,5,6 6,7,8,9,10

Library
Days 1–10

Guidance
Days 1–10

Collaborative
Planning
Time (CPT)

Teacher A

8:15–9:45

Teacher B

8:15–9:45

Teacher C

8:15–9:45

Teacher D

8:15–9:45

FOURTH

Reading

Teacher E

8:30–10:00

Teacher F

8:30–10:00

Teacher G

8:30–10:00

Teacher H

8:30–10:00

Teacher I

8:30–10:00

8:20–8:50
9:45–10:15 10:15–11:15 11:16–11:41 9:45–10:15 11:45–12:45
Day 4
Day 9
12:35–1:25
9:10–9:40
9:45–10:15 10:15–11:15 11:20–11:45 10:15–10:45
Day 4
Day 9
8:15–9:05
9:40–10:10
9:45–10:15 10:15–11:15 11:24–11:29 10:15–10:45
Day 4
Day 9
10:30–10:50
9:45–10:15 10:15–11:15 11:27–11:54 9:45–10:15 1:25–2:15
Day 9
Intervention
Math
Lunch
P.E.
Art
Music
9:20–9:50
10:00–10:30 10:30–11:30 11:30–11:55 8:45–9:15 8:10–9:00
Day 5
Day 8
9:50–10:40
9:50–10:20
10:00–10:30 10:30–11:30 11:35–12:00 8:45–9:15
Day 5
Day 8
10:40–11:30
8:45–9:15
10:00–10:30 10:30–11:30 11:39–12:04 9:15–9:45
Day 5
Day 8
12:05–12:55 10:50–11:30
10:00–10:30 10:30–11:30 11:44–12:09 9:15–9:45
Day 5
Day 8
12:55–1:50
8:15–8:45
10:00–10:30 10:30–11:30 11:49–12:14 9:15–9:45
Day 5
Day 8

10:20–10:50
Day 4 & 9
9:40–10:10
Day 4 & 9
10:50–11:20
Day 4 & 9
12:00–12:30
Day 4 & 9
Library
8:15–8:45
Day 3 & 8
9:20–9:50
Day 3 & 8
9:50–10:20
Day 3 & 8
8:50–9:20
Day 3 & 8
1:55–2:25
Day 3 & 8

9:15–9:45
Day 4
10:45–11:25
Day 4
10:10–10:40
Day 4
10:15–10:45
Day 4
Guidance
9:20–9:50
Day 3
9:50–10:20
Day 8
8:15–8:45
Day 8
11:05–11:35
Day 3
8:50–9:10
Day 8

9:45–10:45 9:45–10:30
Day 9
9:45–10:45 9:45–10:30
Day 9
9:45–10:45 9:45–10:30
Day 9
9:45–10:45 9:45–10:30
Day 9
CPT
Alt PE Friday
8:45–9:45 9:00–9:45
Day 8
8:45–9:45 9:00–9:45
Day 8
8:45–9:45 9:00–9:45
Day 8
8:45–9:45
9:00–9:45
Day 8
8:45–9:45 9:00–9:45
Day 8

Library

Guidance

Math

Lunch

P.E.

Alt. PE
Fridays

THIRD

FIFTH

Reading

Intervention

Math

Lunch

P.E.

Teacher J

8:45–10:10

8:15–8:45

10:15–11:45 11:55–12:20

1:20–1:50

Teacher K

8:45–10:10

8:15–8:45

10:15–11:45 12:00–12:25

1:50–2:20

Teacher L

8:45–10:10

8:15–8:45

10:15–11:45 12:05–12:28

1:20–1:50

Teacher M

8:45–10:10

8:15–8:45

10:15–11:45 12:10–12:35

1:50–2:20

Art

Music

10:35–11:25 8:20–8:50 1:55–2:25 8:20–8:50
Day 6
Day 6
Day 1 & 6
Day 1
12:20–1:10 11:15–11:45 1:20–1:50 12:50–1:20
Day 6
Day 6
Day 1 & 6
Day 1
10:50–11:40 1:55–2:25 8:20–8:50 12:20–12:50
Day 1
Day 6
Day 1 & 6
Day 6
12:55–1:45 1:10–1:50 12:30–1:00 8:20–8:50
Day 1
Day 6
Day 1 & 6
Day 6

51

CPT

Alt PE Friday

1:20–2:20

1:15–2:00

1:20–2:20

1:15–2:00

1:20–2:20

1:15–2:00

1:20–2:20

1:15–2:00
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Harriette W. Gwin Elementary School: Making”Team Time” for Grade-Level Teachers
Gwin Elementary School in Hoover City Schools, Alabama, is a Title I school with 600 students. The school
has carved out what they call “Team Time” for job-embedded common planning, professional development, and time for the Response to Instruction Problem-Solving Team discussions. Students at Gwin benefit
from teachers’ professional learning because it is focused on addressing the learning needs of the large
population of English language learners and disadvantaged students. Positive results for student learning
include greater consistency in instruction, full implementation of Response to Intervention, and improved
classroom behavior and schoolwide discipline.
Harriette W. Gwin Elementary • 1580 Patton Chapel Road • Hoover, Alabama 35226 • Phone: (205) 439-2600
Grade
4

5

3

K

1

2

Team
Time

12:07
12:10
12:13
12:16

2 min.
after
lunch

Tues.
7:50–
8:50

12:00
12:03
12:06
12:09
12:12

12:25
12:28
12:31
12:34
12:37

2 min.
after
lunch

Thurs.
8:50–
9:50

T-10:20-10:50
F-10:20-10:50
T-9:50-10:20
F-9:50-10:20

11:26
11:29
11:32
11:35

11:51
11:54
11:57
12:00

2 min.
after
lunch

Thurs.
9:50–
10:50

F-11:50-12:20
F-11:20-11:50
W-11:50-12:20
W-11:50-12:20
W-11:20-11:50
F-11:20-11:50

W-11:50-12:20
W-12:20-12:50
F-1:20-1:50
F-11:50-12:20
W-11:20-11:50
F-11:20-11:50

10:25
10:40
10:28
10:31
10:34
10:37

10:50
11:05
10:53
10:56
10:59
11:02

9:30-9:45
9:45-10:00
9:30-9:45
9:30-9:45
9:45-10:00
9:45-10:00

Thurs.
11:20–
12:20

TH-12:50-1:20
TH-12:20-12:50
M-12:20-12:50
M-12:50-1:20
TH-12:50-1:20
TH-12:20-12:50

M-11:50-12:20
M-12:20-12:50
TH-12:20-12:50
TH-12:50-1:20
M-12:50-1:20
M-1:20-1:50

10:43
10:52
10:55
10:46
10:49
10:58

11:08
11:17
11:20
11:11
11:14
11:23

10:05-10:20
10:25-10:40
10:25-10:40
10:05-10:20
10:05-10:20
10:25-10:40

Wed.
12:20–
1:20

TH-1:50-2:20
T-12:50-1:20 11:03
T-1:50-2:20
TH-1:50-2:20 11:06
TH-1:50-2:20
T-1:50-2:20
11:09
TH1:20-1:50
T-1:20-1:50
11:12
T-1:20-1:50
TH-1:20-1:50 11:15
3rd – M, W, Th
4th – T, Th, F

11:28
11:31
11:34
11:37
11:40

2 min.
after
lunch

Wed.
1:20–
2:20

Computer Lab

TH-8:20-8:50
F-8:20-8:50
F-7:50-8:20
T-7:50-8:20

W-8:20-8:50
M-8:20-8:50
M-7:50-8:20
W-7:50-8:20

F-9:20-9:50
T-9:20-9:50
TH-9:20-9:50
F-8:50-9:20
TH-8:50-9:20

TH-9:20-9:50
F-9:20-9:50
T-9:20-9:50
TH-8:50-9:20
T-8:50-9:20

M-10:20-10:50
W-10:20-10:50
M-9:50-10:20
W-9:50-10:20

TH-10:20-10:50
M-10:20-10:50
TH-9:50-10:20
M-9:50-10:20

11:20-11:50
11:50-12:20
11:20-11:50
11:20-11:50
11:50-12:20
11:50-12:20

M-11:50-12:20
TH-11:20-11:50
T-11:50-12:20
TH-11:50-12:20
M-11:20-11:50
T-11:20-11:50

12:20-12:50
12:50-1:20
12:50-1:20
12:20-12:50
12:20-12:50
12:50-1:20

T-12:50 – 1:20
T-12:20 – 12:50
W-12:20-12:50
W-12:50-1:20
F-12:50-1:20
F-12:20-12:50

PE
(Daily)

Art
(Weekly)

Teacher A
Teacher B
Teacher C
Teacher D

7:50-8:20
7:50-8:20
8:20-8:50
8:20-8:50

T- 8:20-8:50
TH-8:20-8:50
T-7:50-8:20
TH-7:50-8:20

F-8:20-8:50
T-8:20-8:50
TH-7:50-8:20
F-7:50-8:20

Teacher E
Teacher F
TeacherG
Teacher H
Teacher I

8:50-9:20
8:50-9:20
8:50-9:20
9:20-9:50
9:20-9:50

T-9:20-9:50
TH-9:20-9:50
F-9:20-9:50
T-8:50 – 9:20
F-8:50-9:20

Teacher J
Teacher K
Teacher L
Teacher M

9:50-10:20
9:50-10:20
10:20-10:50
10:20-10:50

Teacher N
Teacher O
Teacher P
Teacher R
Teacher S
Teacher T
Teacher U
Teacher V
Teacher W
Teacher X
Teacher Y
Teacher Z

Teacher AA
1:20-1:50
M-1:50-2:20
Teacher BB
1:20-1:50
W-1:50-2:20
Teacher CC
1:20-1:50
F-1:50-2:20
Teacher DD
1:50-2:20
M-1:20-1:50
Teacher EE
1:50-2:20
F-1:20 – 1:50
Grade-Level Common Times:
K – M, T, TH

Music (Weekly) Library (Weekly)

Lunch

Recess

Guidance
(Bi-Weekly)

Teacher

IN

OUT

M-8:20-8:50
W-8:20-8:50
W-7:50-8:20
M-7:50-8:20

11:42
11:45
11:48
11:51

W-9:20-9:50
M-9:20-9:50
M-9:20-9:50
W-8:50-9:20
M-8:50-9:20

M-9:20-9:50
W-9:20-9:50
W-9:50-10:20
M-8:50-9:20
F-8:50-9:20

W-10:20-10:50
TH-10:20-10:50
W-9:50-10:20
TH 9:50-10:20

F-10:20-10:50
T-10:20-10:50
F-9:50-10:20
T-9:50-10:20

TH-11:50-12:20
T-11:20-11:50
M-11:50-12:20
T-11:50-12:20
TH-11:20-11:50
M-11:20-11:50

T-11:50-12:20
M-11:20-11:50
TH-11:50-12:20
M-11:50-12:20
T-11:20-11:50
TH-11:20-11:50

F-12:50-1:20
F-12:20-12:50
T-12:20-12:50
T-12:50-1:20
W-12:50-1:20
W-12:20-12:50

W-12:50-1:20
W-12:20-12:50
F-12:20-12:50
F-12:50-1:20
T-12:50-1:20
T-12:20-12:50

F-1:50-2:20
M-1:50-2:20
W-1:50-2:20
F-1:20-1:50
W-1:20-1:50
1st – T, W, F

W-1:50-2:20
F-1:50-2:20
M-1:50-2:20
W-1:20-1:50
M-1:20-1:50
2nd – M, W, F

52

5th – T, Th, F

www.learningforward.org • 800-727-7288

ESTABLISHING TIME FOR PROFESSIONAL LEARNING
TOOLS

4

Studying Time Options
TOOL 4.2, cont.
Henry Middle School: Daily Planning Time Available for Teacher Teams
The only middle school in Denver Public Schools to offer the International Baccalaureate World program,
Henry Middle School provides teachers time for daily collaboration with peers within the school-day schedule as well as during monthly late-start days. In addition to daily collaboration time, teachers also have daily
time for personal planning. Sixth-grade teachers work on two-person teams teaching either math and science or language arts and social studies. Seventh- and eighth-grade teachers work on four-person teams.
Each teacher has four periods of academic instruction and one period of intensive intervention for students
in either math or language arts each day.
Henry Middle School • 3005 S. Golden Way  • Denver, CO 80227  • Phone: (720) 423-9560
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Henry Middle School
Subject
6th Lang.
6th Math
6th Lang
6th Math
6th Lang.
6th Math
6th Lang.
6th Math
6th Lang.
6th Math
7th Lang.
7th Math
7th S.S.
7th
7th Lang.
7th Math
7th S.S.
7th Sci.
7th
CSR Sci
CSR Hum
8th Lang.
8th Math
8th S.S.
8th Sci.
8th Lang.
8th Math
8th S.S.
8th Sci.
8th
ELA / L.A.
L.B. / ELA
L.B.
L.B.
L.B.
Inst. Music
Voc. Music
Arts
P.E.
P.E.
P.E.
Tech
Tech

Teacher
Teacher A
Teacher B
Teacher C
Teacher D
Teacher E
Teacher F
Teacher G
Teacher H
Teacher I
Teacher J
Teacher K
Teacher L
Teacher M
Teacher N
Teacher O
Teacher P
Teacher R
Teacher S
Teacher T
Teacher U
Teacher V
Teacher W
Teacher X
Teacher Y
Teacher Z
Teacher AA
Teacher BB
Teacher BB
Teacher CC
Teacher DD
Teacher EE
Teacher FF
Teacher GG
Teacher HH
Teacher II
Teacher JJ
Teacher KK
Teacher LL
Teacher MM
Teacher NN
Teacher OO
Teacher PP
Teacher RR

SPED
SPED
SPED
SPED
SPED
AN
Math Int.
Lit. Int.
Lit. Int.
Media
Gear Up

Teacher SS
Teacher TT
Teacher UU
Teacher VV
Teacher WW
Teacher XX
Teacher YY
Teacher ZZ
Teacher AAA
Teacher BBB
Teacher CCC

Period 1
Lang A.
Sci.
Lang A
Sci
Lang A
Sci.
Lang A
Sci
Lang. A
Sci.
Collab./Plan
Collab./Plan
Collab./Plan
Collab./Plan
Lang A (Inc.)
Math
Hum
Sci
Collab./Plan
(8) WC
(7) HC
Lang A
Math
Hum
Sci
Lang A
Math
Hum
Sci
Math
Collab./Plan
Collab./Plan
Collab./Plan
(7) Fr. 1A
(7) Span 1A
(7) Inter Band
(7) Choir
(7) Art
Collab./Plan
Collab./Plan
Collab./Plan
Collab./Plan
(7) Tech
60
Inclusion
Inc.
Inc.
Inc.
Plan A

Period 2
Hum
Math
Hum.
Math
Hum
Math
Hum
Math
Hum
Math
Lang A
Math
Hum
Sci
Collab./Plan
Collab./Plan
Collab./Plan
Collab./Plan
Math
(8) EC
Collab./Plan
Lang A
Math
Hum
Sci
Lang A
Math
Hum
Sci
Math (Inc.)
ELD (7)(8) 3& 4
(6/7/8) ELD 1&2
(7) Fr. 1B
Collab./Plan
(7) Span 1B
Collab./Plan
Collab./Plan
Collab./Plan
(7) PE
(7) PE
(7) Fitness
(7) Woodshop
Collab./Plan
60
(7) Read
Collab./Plan
Collab./Plan
Collab./Plan
Inc.

Period 3
Intervention
Collab./Plan
Interven.
Collab./Plan
Interven.
Collab./Plan
Interven.
Collab./Plan
Interven.
Collab./Plan
Lunch
Lunch
Lunch
Lunch
Lunch
Lunch
Lunch
Lunch
Lunch
Data/Coach
Lunch/Coach
Interven.
Collab./Plan
Interven.
Collab./Plan
Interven.
Collab./Plan
Interven.
Collab./Plan
Collab./Plan

Period 4
Lunch
Lunch
Lunch
Lunch
Lunch
Lunch
Lunch
Lunch
Lunch
Lunch
Collab./Plan
Interven.
Collab./Plan
(8) AVID
Collab./Plan
Interven.
Collab./Plan
Interven.
Interven.
Collab./Plan
Collab./Plan
Collab./Plan
Interven.
Collab./Plan
Interven.
Collab./Plan
Interven.
Collab./Plan
Interven.
Interven.
Lunch
Lunch
(6) Fr. 1A
(7/8) Fr. 1B
(8) Span 1B
(7/8) Span 1B
(8) Span 2
Lunch
(7/8)Adv. Strings (7/8)Adv.Band
(8) Choir
7/8 Adv. Choir
(6) Art
leadershp
(8) Fitness
Lunch
(6) PE
(7) PE
Lunch
(8) Fitness Aux
(6/8)Yearbook Lunch
Lunch
(7) Tech
45
45
(6) Enr. Rdg.
Lunch
(8) Enr. Rdg.
Lunch
(8) Read
Lunch
(8) Enr. Math
(8)Enr. Math
(7) Enr. Math

Period 5
Collab./Plan
Interven.
Collab./Plan
Interven.
Collab./Plan
Interven.
Collab./Plan
Interven.
Collab./Plan
Interven.
Interven.
Collab./Plan
Interven.
Collab./Plan
Interven.
Collab./Plan
Interven.
Collab./Plan
Collab./Plan
Lunch/Coach
Data/Coach
Lunch
Lunch
Lunch
Lunch
Lunch
Lunch
Lunch
Lunch
Lunch
(7) ELD 4&5
(6) ELD 4
(6) Fr. 1A
(7) Span 1B
(7) Span 1B
(6) Beg. Band
(6) Choir
Lunch
(7) PE
Lunch
(6) Fitness Aux
(7) Woodshop
(6) Tech
45
(7) Enr.Rdg.
(7) Enr.Rdg.
Lunch
(6) Read
Lunch

Data/Coach
Data/Coach
Collab./Plan

Plan A/Coach
Collab./Plan
Data/Coach
AVID

(8) 030
(6) Int.lang.
(6) Int.Lang.

Lunch/Coach
( 6) Int. lang.
Lunch/Coach

(8) 060
Lunch/Coach
(7) Int.
(8) 030
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Period 6
Lang A (Inc.)
Sci.
(6) ELD 5
Sci.
Collab./Plan
Collab./Plan
Lang. A
Sci.
Collab./Plan
Collab./Plan
Lang. A
Math
Hum
Sci
Lang A
Math (Inc.)
Hum
Sci
Math (Inc.)
Collab./Plan
(7) PC
Collab./Plan
Collab./Plan
Collab./Plan
Collab./Plan
Lang A
Math
Hum
Sci
Math
(8) Fr. 2
(6) Span 1A
Plan A
Lunch
Lunch
(8) Art
Collab./Plan
(8) PE
(6) PE
(8) Woodshop
(6) Tech
60
Inc.
(8) Enr.Rdg.
Inc.
Inc.
(8) Interven.
Data/Coach
Collab./Plan
(8) 060

Period 7
Collab./Plan
Collab./Plan
Collab./Plan
Collab./Plan
Lang. A
Sci
Collab./Plan
Collab./Plan
Lang. A
Sci.
lang A
Math
Hum
Sci
lang A
Math
Hum
Sci
Math
(7) HC
(8) EC
Lang A
Math
Hum
Sci
Lang A
Math
Hum
Sci
Math (inc.)
(8) ELD
(6) Span 1B
Collab./Plan
Collab./Plan
(6) Span 1A
(6) Beg.Orch.
(6) Choir
Collab./Plan
(6) PE
(6) PE
Collab./Plan
Collab./Plan
Collab./Plan
60
Collab./Plan
Collab./Plan
Collab./Plan
Collab./Plan
Collab./Plan

Period 8
Hum
Math (Inc.)
Hum
Math
Hum
Math
Hum
Math
Hum
Math
Lang A
Math
Hum
Sci
Lang A (Inc.)
Math
Hum
Sci
Math Inc.
(7) PC
(8) WC
Lang A (Inc.)
Math (Inc.)
Hum
Sci
Collab./Plan
Collab./Plan
Collab./Plan
Collab./Plan
Collab./Plan
Collab./Plan
Collab./Plan
(8) French
(8) Span 2
Collab./Plan
Collab./Plan
Collab./Plan
(8) Art
(8) PE
Collab./Plan
(8) PE
(8) Woodshop
(8) Tech
60
Collab./Plan
Inc.
Inc.
Inc.
Inc.

Collab./Plan
Plan A/Coach
Plan A/Coach

Data/Coach
Data/Coach
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Liberty Middle School: Dividing Block Schedules for Planning and Collaborative
Professional Learning
Liberty Middle School uses a block schedule in its daily schedule to provide intensive time for student
learning and job-embedded teacher collaborative professional learning, data analysis, and planning.
Core-class teachers teach three 94-minute blocks each day and have 94 minutes for planning and collaboration daily. Elective teachers teach six 45-minute periods each day and have two 45-minute periods for
planning and collaboration.
The school schedules core teachers’ 94-minute block time in the following way:
• Tuesday: One-half of the planning period for data meeting
• Wednesday: One-half of the planning period for professional learning
• Thursday: One-half of planning period for pupil-support team meeting
• Monday and Friday: planning for parent meetings and ongoing collaboration with colleagues.
When teachers are not engaged in collaborative learning and work with their peers, they have personal
planning time.
In addition to the job-embedded time each week, teachers have two professional learning sessions on
Wednesdays after school.
Liberty Middle School • 281 Dock Murphy Drive • Madison, AL 35758  • Phone: (256) 430-0001
Blocks

1st Block

2nd Block
3rd Block
4th Block

LMS Bell Schedule

Periods

8:00

Warning Bell

8:05-8:50

First Period

8:54-9:39

Second Period

9:39-9:48

Break

9:45

Warning Bell

9:48

Tardy Bell

9:48-10:33

Third Period

10:37-11:22

Fourth Period

11:27-12:40

Fifth Period

12:44-1:29

Sixth Period

1:34-2:19

Seventh Period

2:23-3:08

Eighth Period
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Robbinsdale Cooper High School: Eight-Period Schedule Provides Time for Professional
Learning Teams in 9th- and 10th-Grade Core Academic Areas
To create the opportunity for increased job-embedded collaboration among teachers, Robbinsdale Cooper
High School, an International Baccalaureate World school northwest of Minneapolis, implemented an eightperiod school day, shifted some resources, and decided to provide time for teachers of 9th- and 10th-grade
core academic courses. Each full-time student enrolls in seven classes and has one lunch period. Each fulltime teacher has the following schedule: one lunch period, one preparation period, one duty period, and
five instructional sections.
Teachers who teach in the four core academic areas of English, math, science, and social studies in 9th- or
10th-grade meet daily in professional learning teams in lieu of their duty. Teachers who have 9th- and 10thgrade courses, most in the four academic areas, meet in collaborative teams. English, social studies, and
science teachers meet four days a week in interdisciplinary teams; one day they meet in course-alike teams.
Math teachers meet in course-alike teams each day. Teachers of upper-level courses meet after school
or with the professional learning team facilitator individually if they are singleton teachers. Teachers in
upper-level classes and non-core subjects meet at least monthly, prior to conferences, and during quarterly
full-day professional learning community days built into the schedule, and after school. School leaders
acknowledge the desire to provide more equitable time allocation for job-embedded collaboration; they
have not yet altered the schedule to accommodate this desire.
Robbinsdale Cooper High School • 8230 47th Avenue  • North New Hope, MN 55428
Phone: (763) 504-8500 • http://chs.rdale.org
Daily Schedule
Tuesday, Wednesday and Friday

Advisory Schedule
Monday and Thursday

Activity Schedule
Coronation, Events and Pep Fests

1

7:20 – 8:07

47 min.

1

7:20 – 8:03

43 min

1

7:20 – 8:00

40 min.

2

8:12 – 8:59

47 min.

2

8:08 – 8:51

43 min

2

8:05 – 8:45

40 min.

3

9:04 – 9:51

47 min.

Advisory

8:56 – 9:21

25 min

3

8:50 – 9:35

45 min.

4

9:56 – 10:43

47 min.

3

9:26 – 10:09

43 min

4

9:40 – 10:20

40 min.

5

10:48 – 11:35

47 min.

4

10:14 –10:57

43 min

5

10:25 – 11:05

40 min.

6

11:40 – 12:27

47 min.

5

11:02 –11:45

43 min

6

11:10 – 11:50

40 min.

7

12:32 – 1:19

47 min.

6

11:50 –12:33

43 min

7

11:55 – 12:35

40 min.

8

1:24 – 2:10

46 min.

7

12:38 – 1:21

43 min

8

12:40 – 1:20

40 min.

8

1:26 – 2:10

44 min

Activity

1:20 – 2:10

50 min.
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Tilden Career Community Academy: Scheduling Departmental Planning
and Collaboration
Tilden Career Community Academy is a four-year, public high school in Chicago Public Schools.
The school-day schedule provides teachers with 180 minutes per week for collaboration with their
department colleagues.
The school uses an A/B block schedule. Teachers meet for 90 minutes twice a week on either Monday and
Thursday or Tuesday and Friday. Teachers teach five out of seven classes. Academic department chairs
(ADCs) teach four out of seven classes. The ADCs use their additional open period for observing their
department teachers and providing feedback. On days when teachers are not meeting in collaborative
learning teams with their peers, they have directed/individual planning time.
Tilden Career Community Academy • 4747 S. Union Ave.  • Chicago, IL 60609  • Office: (773) 535-1625 •
Main: (773) 535-1646 • www.tildencca.org
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Tilden Career Community Academy
Dept

1st

2nd

3rd

4th

5AB

6AB

7th

8th

English
Teacher A
Teacher B
Teacher C
Teacher D
Teacher E
Teacher F
Teacher G
Teacher H
Math
Teacher I
Teacher J
Teacher K
Teacher L
Teacher M
Teacher N
Teacher O
Science
Teacher P
Teacher Q
Teacher R
Teacher S
Teacher T
Soc St
Teacher U
Teacher V
Teacher W
Teacher X
Teacher Y
Teacher Z
Teacher AA
Teacher BB
Teacher CC
PE
Teacher DD
Teacher EE
Teacher FF
Teacher GG
ESL
Teacher HH
Culinary
Teacher II
Art & Music
Teacher JJ
Teacher KK
Wld Lang
Teacher LL

English II CTT
English III
Writing
English II
English IV CTT
English II CTT
US History
Prep
1st
Prep
Prep
Prep
Prep
Prep
Prep
Prep
1st
Bio CTT
ADC
Physics
Bio CTT
Prep
1st
US Hist
ADC
Economics
Chicago Hist
Prep
Counseling
English IV CTT
US Hist
Re WKSH II
1st
PE I
Prep
JROTC I
APEX
1st
Prep
1st
Culinary II
1st
AP Studio
Gen Music
1st
Spanish II

APEX
ADC
Capstone
Prep
Eng I
English II
Office
English II
2nd
Trig CTT
Trig CTT
APEX
ADC
College Alg
Trig CTT
Trig CTT
2nd
Prep
Prep
Prep
Prep
Prep
2nd
US Hist
Prep
Junior Seminar
Post 2nd
US Hist
Counseling
Eng I
Prep
English I
2nd
PE I
JROTC II
Prep
JROTC III
2nd
ESL II & 1
2nd
Culinary II
2nd
Art 1
Gen Music
2nd
Spanish II

English IV
Prep
Writing
English III CTT
Eng Ext
English III CTT
One-to-One
Prep
3rd
Trig Ext CTT
Trig Ext CTT
Trig J
Trig
College Alg
Trig Ext CTT
Trig Ext CTT
3rd
Chem CTT
Physics
Chemistry
Chem CTT
Physics
3rd
Prep
Lunch
Junior Seminar
Post 2nd
World Hist
Counseling
Prep
World Hist
Read 180
3rd
Prep
Prep
APEX
Prep
3rd
ESL I, II,III,Sh
3rd
Prep
3rd
Art 1
Prep
3rd
Prep

English II
Englsih IV
Capstone
English III
Eng I CTT
Prep
Chem
Eng I CTT
4th
Lunch
Lunch
Trig J
Trig Ext
Lunch
Trig J
College Alg
4th
Prep
Bio
Physics CTT
Chem
Physics CTT
4th
US Hist
Chicago Hist
Junior Seminar
Model UN
World Hist
Counseling
Eng I Ext
Lunch
ADC
4th
APEX
JROTC II
Prep
APEX
4th
Spanish I
4th
Culinary I
4th
Act Dir
Gen Music
4th
Lunch

Prep
English IV
Writing
English III
Lunch
Eng III &IV
Eng III
Lunch
5AB
College Alg
Trig J CTT
Lunch
Lunch
APEX
Lunch
Lunch
5AB
Lunch
Lunch
Lunch
Lunch
Trig CTT
5AB
Lunch
Junior Seminar
Economics
Prep
Lunch
Counseling
Prep
Prep
Prep
5AB
Lunch
Lunch
Lunch
Lunch
5AB
Prep
5AB
Lunch
5AB
Lunch
Lunch
5AB
Spanish II

Lunch
Lunch
Lunch
Lunch
Eng Ext CTT
Lunch
One-to-One
Eng I CTT
6AB
Prep
Prep
Prep
Prep
Prep
Prep
Prep
6AB
Chemistry
Bio
Prep
Bio
Lunch
6AB
US Hist CTT
Chicago Hist
Lunch
Lunch
World Hist CTT
Counseling
World Hist CTT
US Hist CTT
Lunch
6AB
PE II
JROTC II
JROTC I
Prep
6AB
Lunch
6AB
Prep
6AB
Prep
Prep
6AB
Prep

Prep
Prep
Prep
Prep
Prep
Prep
Lunch/Office
Trig
7th
Trig
Trig J
Alg 1
Alg 1 Ext CTT
Alg 1
Alg I (I)
Trig
7th
Chemistry CTT
Physics
Physics
Chemistry CTT
Env. Sci
7th
US Hist
Junior Seminar
Prep
Post 2nd
APEX
Counseling
Economics CTT
Alg 1 CTT
Read III
7th
Prep
JROTC II
APEX
Prep
7th
Spanish I
7th
Culinary III
7th
Prep
Gen Music
7th
Spanish II

English IV
English III
Prep
English II CTT
Prep
English II CTT
Lunch/Office
Trig EXT
8th
Trig Ext
Trig J
Alg 1 Ext
Alg 1 CTT
Alg 1 Ext
Alg I Ext (I)
Trig Ext
8th
Chemistry
Prep
Physics CTT
Prep
Physics CTT
8th
Prep
Prep
Prep
Prep
Prep
Post 2nd
Prep
Alg 1 CTT
Prep
8th
PE II
Prep
APEX
JROTC IV
8th
Spanish I
8th
Culinary III
8th
Act Dir
Gen Music
8th
Spanish II
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Scoring models using weighted criteria
Use the sample weighted criteria matrix to study and score model schedules for alignment with
established criteria.

Weighted Criteria Matrix
Each criterion identified is assigned a weight. Weights can cover a wide range of numbers to indicate
degree of significance. This example uses a weight of 3 as the highest weight. Members of the Time Study
team review each model and score it on each criterion.

Scoring a model
3 = Meets criterion
2 = Moderately meets criterion
1 = Does not meet criterion
Scores for each model for each criterion are then multiplied by the weight of the criterion. Total scores then
provide a way to distinguish among the models those that are more likely to be successful in meeting the
established criteria.
Criteria

Meets
existing
state and
district
regulations
x3

Works
within the
existing
budget x 3

Meets existing agreements about
educator
workday
and year x 3

Compatible with
student
transportation needs
x2

Provides
3 hours of
collaboration time
each week
x3

Provides
multiple
times per
week for
collaboration x 2

Models

Score x
weight

Score x
weight

Score x
weight

Score x
weight

Score x
weight

Score x
weight

3x3

2x3

3x3

2x2

2x3

1x3

A

Total

37

B
C
D
E
F
G
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Summarizing findings from study of model schedules
Use this tool to record summary findings from the study of sample schedules.
Finding
What do we want to remember
from this study?

Source
Where is this evident in the
schedules we studied?

60
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Forming recommendations
Use this tool to record proposed recommendations for creating time for collaborative professional learning. Recommendations for creating time for collaboration among educators should meet the established
criteria as closely as possible. A process for forming recommendations is below.
1. Form pairs or triads among the members of the Time Study team.
2.	Invite each pair or triad to form one or more recommendations for establishing time for collaborative
professional learning and describe it using the table below.
3.	Allow each pair or triad to present its recommendation(s).
4. Rotate each recommendation to another pair or triad to review, analyze, and question.
5.	Send the recommendations back to their developers with the notes from the reviewers for further
clarification and revision. If any recommendation is duplicative of another one, invite the developer
teams to come together into a single team to address the clarifications or revisions requested.
6.	Invite the developers to add clarifications, revise, expand, or modify their recommendation(s).
7. Repeat steps 3-6 after the revisions have been made. This provides for two revisions and reviews for
each recommendation.
8.	Eliminate recommendations that are less viable based on the established criteria or revise them so
that they meet the criteria.
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Recommendations Summary Table
Recommendation
Benefits of this
Description (Explain in approach
rich detail how to establish time for collaborative
professional learning, i.e.
what will change, how it
will happen, etc.)

Challenges with this
approach
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Narrowing recommendations
Use this process for narrowing the recommendations to determine which are most viable based on
established criteria.
1. Create a Weighted Criteria Matrix table like the one used in Tool 4.2 to score sample schedules.
2. Engage the entire Time Study team in reviewing the recommendations and scoring each one with the
weighted criteria.
3. Finalize the list of recommendations about which to seek input from a larger group of stakeholders.
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Seeking input on recommendations
Use the processes recommended below to seek input from a broader range of stakeholders on the
proposed recommendations or adapt this process so that it is more appropriate for the stakeholders.
1.		Invite representatives of stakeholder groups to participate in a review of the proposed recommendations.
2.		Identify a neutral facilitator to lead the meeting.
3.		 Use the guide below to facilitate the meeting.

Guide for the Review of Proposed Recommendations
Purpose

To collect feedback on the proposed recommendations from invited
stakeholder representatives

Non-purpose

To vote on or approve policy revision recommendations

Time

60 minutes

Required

Facilitator, recorder, and notetaker

1. Establish norms.
• Share honest and constructive input.
• Speak for yourself, not others.
• Listen with respect to all ideas.
• Be specific with feedback.
• Limit repetition of ideas.
• Speak succinctly.
2. Review parameters included in the charge statement.
3. Review criteria established by the Time Study team.
4. Discuss each recommendation using the questions below
•
•
•
•
•
•

What is the strength of this recommendation?
How well does it meet the established criteria?
What are potential challenges that this recommendation creates?
How can those challenges be mitigated?
What suggestions or modifications do you want to make regarding this recommendation?
How likely is this recommendation to meet the identified goals for creating time for collaborative
professional learning that leads to more effective teaching and increased student learning?

5. Prioritize the recommendations based on the discussion.
6. Summarize the discussion regarding each recommendation to present to the Time Study team
for further consideration or to the decision-making authority.
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Summarizing recommendations
Use this template to summarize the recommendations to advance to the decision-making authority for
final consideration.

Summary of Recommendations
Time Study team members can use this template for summarizing the proposed recommendations to
present to the decision-making authority.
Proposed
recommendations
with detail

Priority by
Time Study team
(1=high; 2=moderate;
3=low)

Summary of input
received about this
recommendation
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Implication
(budgetary, practice,
impact on other policies,
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Sample section of an implementation plan
Use this section of an implementation plan to develop a plan for implementing and evaluating the
accepted recommendation.

NOTE
This tool represents only a section of a more complete plan needed to implement established time.
In some cases all aspects of the implementation plan might be included as components of the school’s
improvement plan.

Goal
By 2015, 85% of all students will achieve proficiency or above on both benchmark and annual assessments
in core content areas (ELA, math, and science) by increasing the effectiveness of instruction through
collaborative professional learning.

Objectives
• Develop a communication and monitoring plan for assessing and reporting monthly to stakeholders
about how teams use time and the impact on student learning.
• Increase the effectiveness and efficiency of collaborative professional learning teams by providing
teams with modeling, skill development, coaching, and facilitation support based on their level
of need.
• Increase educators’ understanding and use of common criteria for developing and implementing rigorous classroom learning tasks that integrate critical and creative thinking by supporting collaborative
professional learning and planning.
• Increase the consistency in classroom curriculum through collaborative planning and calibration of
expected performance results on common classroom performance tasks by increasing the amount of
time for collaborative professional learning, planning, and analysis of student work.
• Increase amount of academic time in classrooms by developing differentiated lessons, assignments,
and performance tasks, which meet individual student needs, through engagement in collaborative
planning, peer observation, and revision of lessons.
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Sample Implementation Plan
Objective: Develop a communication and monitoring plan for assessing and reporting monthly to
stakeholders how time is being used by teams and resulting impact on student learning
Actions

Indicators of
success

• Develop a
• Schedule
school-day
schedule that
incorporates the
approved recommendation
for collaborative
professional
learning time

Person(s)
responsible

Timeline

• Principal, school • June
leadership team,
grade-level,
department, or
team leaders
with district
approval

Measures of
success

Resources
needed

• Consensus
on published
schedule

• Time for development, review,
and approval
by schedule by
stakeholders

• Principal, school • June and
• Develop and dis- • Multiple
leadership team, monthly
seminate parent
communicadistrict commuthrough
tion channels
and community
school year
nication specialappropriate to
communication
ist, and leaders
stakeholder
regarding new
of parent and
schedule
• Consistency in
community
core messages
groups
• Number of
inquiries regarding the schedule
changes

• Stakeholder
surveys
• Analysis of the
reach of the
communications
• Logs of calls with
questions or
requests for technical assistance
• Number of inquiries regarding the
schedule changes

• Develop criteria
and tools for
monthly assessment of
collaborative
learning teams’
effectiveness
and efficiency

• Increased
efficiency and
effectiveness
over time as
measured by
survey of teacher perceptions
of established
criteria for effective collaborative professional
learning teams

• Common criteria • Principal and
• Monthly
of effective
coach
September
collaborative
• External support through May
professional
from district
learning teams
curriculum
• Assessment
and profestools for
sional learning
monthly
specialists when
check-ins
needed
with teams
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• Criteria of effective collaborative
professional
learning teams
• Assessment tools
• Time to development tools for use
in the school
• Models used by
other schools and
districts
• Time for collecting, analyzing,
reporting on,
and making and
implementing
recommendations
based on data
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Objective: Increase the effectiveness and efficiency of collaborative professional learning teams by providing
teams with modeling, skills development, coaching, and facilitation support based on their level of need.
Actions

Indicators of
success

• Develop
• Statement of
schoolwide
expectations
expectations
• Operational
for collaboraguidelines
tive professional
for team
learning teams,
meetings
operational
•
Agenda and
guidelines,
report forms
and tools for
for team
reporting
communication

Person(s) responsible

Timeline

• Principal, school • August–
leadership team, September
and whole staff

• Provide profes• Team members • Principal and
• Septembersional learning
implement
coach
October with
on collaboration
effective com• External support ongoing supand facilitation
munication,
port provided
from district
skills
problem solving, curriculum
throughout the
conflict resoluyear
and profestion, and team
sional learning
building skills.
specialists when
• Facilitators demneeded
onstrate skills
for engaging
members, effective communication, respecting individual
preferences, task
management,
reflection,
problem solving,
conflict resolution, and meeting management skills.
• Develop teamspecific norms;
time schedule;
meeting review
and summary;
and ongoing
professional
learning for
facilitators

Measures of
success

Resources
needed

• Published
statement

• Meeting time

• Team efficiency
surveys
• Individual
self-reflection
• Team facilitator
feedback
• Principal
and coach
observations

• Criteria for
observing team
meetings
• Surveys for
collecting data

• Individual team
norms
• Schedule of
team meetings
for school year
• Schedule
for meeting
of team
facilitators
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Objective: Increase educators’ understanding and use of common criteria for developing and implementing rigorous classroom learning tasks that integrate critical and creative thinking by supporting collaborative
professional learning and planning
Actions

Indicators of
success

Person(s) responsible

Timeline

Measures of
success

Resources
needed

• Provide multiple • Classroom tasks
forms of ongoing professional
learning to
develop knowledge and skills
and to support
implementation
of common
criteria for rigorous classroom
tasks with critical and creative
thinking

• Teams with
• Ongoing with
coach and
quarterly check
principal
ins and reviews
support
of tasks
• External support
from district
curriculum
and professional learning
specialists when
needed

• Quarterly assessment of
classroom tasks
using a common rubric that
includes rigor,
alignment
with standards,
critical thinking,
creative thinking, differentiation, and
assessments

• Rubric for
assessing tasks
• Staff meeting time each
quarter for
whole-school,
cross-level
review of tasks

• Develop, review, • Classroom tasks
pilot, and revise
and student
a minimum of
work
two classroom
• Principal
tasks per quarter and coach
that address
observation
ELA, math,
and science
standards

• Teams with
• Quarterly
coach and
schoolwide,
principal
cross-level
support
review of
• External support tasks with
accompanying
from district
student work
curriculum
and professional learning
specialists when
needed

• Quarterly
assessment of
classroom tasks
using a common rubric that
includes rigor,
alignment
with standards,
critical thinking,
creative thinking, differentiation, and
assessments

• Rubric for
assessing tasks
• Staff meeting time each
quarter for
whole-school,
cross-level
review of tasks
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Planning template
Use this template to guide the development of a plan to implement the accepted recommendation.
Goal:
Objectives

Actions

Indicators of success

Person(s) responsible

Timeline

Measures of success

Resources needed
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Learning team survey
Use this survey to collect data about the effectiveness of learning teams within a school. Analysis of the
data will identify areas to address that will improve the effectiveness of learning teams.
School_______________________________________________________ Subject/grade level ________
1. How many times have you met with your learning team?
1–3 ____________

4–6 ____________

7+ _____________

Have not met ____________

2. What rating best describes your feelings about these meetings?
Scale: 1 (most negative) to 10 (most positive).
Most negative (-)

1

2

3

4

5

6

7

8

9

10 Most positive (+)

Unproductive

Productive

Non-task oriented

Task oriented

Not well facilitated

Well facilitated

Incompatible group members

Compatible group members

Less than honest communications

Honest communications

3. What, if any, are the positive impacts of these meetings on you personally?
_______________________________________________________________________________________
_______________________________________________________________________________________
_______________________________________________________________________________________

4. What, if any, are the negative impacts or concerns you have with the learning team meetings?
_______________________________________________________________________________________
_______________________________________________________________________________________
_______________________________________________________________________________________
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TOOL 7.1, cont.
5. Rate the benefit of participating on a learning team.
Scale: 1 (not much benefit) to 5 (a great deal of benefit).
To what extent have you gained...

Circle choice

New knowledge about teaching and learning?

1

2

3

4

5

New insights about how to reach certain students?

1

2

3

4

5

New ideas about how to improve the way you teach?

1

2

3

4

5

New perspectives on your strengths and weaknesses in teaching?

1

2

3

4

5

A new outlet for expressing and sharing frustrations, concerns, problems with teaching?

1

2

3

4

5

Greater confidence in using a wider range of instructional and assessment methods?

1

2

3

4

5

A stronger sense of connection or support from other teachers?

1

2

3

4

5

A greater sense of yourself as a professional?

1

2

3

4

5

6. With regard to your selected team focus, how successful has your group been with each activity listed here?
Scale: 1 (not at all successful) to 5 (extremely successful).
How successful has your learning team been with...

Circle choice

Analyzing and discussing student needs?

1

2

3

4

5

Reading research and studying successful strategies for addressing student
needs, and discussing applications of what you have read/studied?

1

2

3

4

5

Discussing similarities and differences in teachers’ approaches and beliefs
about teaching?

1

2

3

4

5

Investigating programs, strategies, and materials that might help motivate students?

1

2

3

4

5

Designing new materials, lessons, or assessments for students?

1

2

3

4

5

Trying out new techniques, materials, approaches in teaching and assessing students?

1

2

3

4

5

Sharing successful strategies you currently use?

1

2

3

4

5

Assessing and sharing results of new approaches to teaching with the learning team?

1

2

3

4

5

7. Of the teachers on your learning team, how many do you think believe the learning team approach has
significant potential to help teachers improve students’ motivation and performance? ________ (give number/
total team members)
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8. Below is a list of activities that support teacher growth and development. Assess the activities in terms of
whether they were practiced effectively at the school before the learning teams began.
Scale: 1 (not very effectively practiced) to 5 (very effectively practiced) before the learning teams began.
Circle choice
Teachers talked to each other about how they taught and the results they got.

1

2

3

4

5

Teachers learned from each other by watching each other teach.

1

2

3

4

5

Teachers designed lessons, assessments, or units together.

1

2

3

4

5

Teachers critiqued lessons, assessments, or units for each other.

1

2

3

4

5

Teachers reviewed the curriculum across grade levels in a particular subject.

1

2

3

4

5

Teachers developed interdisciplinary strategies to increase student interest and
learning.

1

2

3

4

5

Teachers shared articles and other professional resources and read and
discussed books.

1

2

3

4

5

Teachers asked each other for advice and help with particular students and topics.

1

2

3

4

5

Teachers visited other schools to examine instructional approaches in other settings.

1

2

3

4

5

Teachers worked together to examine student classroom tests and other student
work samples to better understand student strengths and weaknesses.

1

2

3

4

5

Teachers provided moral support and encouragement to each other in trying
new ideas.

1

2

3

4

5

Teachers helped each other implement ideas from workshops they attended.

1

2

3

4

5

9. In your opinion, what percent of your students have benefited from your learning team participation?
Less than 25% ___________

26–50% ___________

51–75% ___________

76%+ ___________

10. Indicate your level of agreement with each of the following statements based on your experiences so
far with the learning team.
Scale: 1 (not at all) to 5 (a great deal).
I think my participation on the learning team will...

Circle choice

Improve my overall teaching effectiveness.

1

2

3

4

5

Improve my skills in helping students learn.

1

2

3

4

5

Change my perceptions about some students’ learning abilities.

1

2

3

4

5

Increase my understanding of how to motivate students to work harder.

1

2

3

4

5

Significantly change how I teach.

1

2

3

4

5

Significantly change how I work with other teachers.

1

2

3

4

5
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11. Indicate your level of agreement with each of the following statements.
Scale: 1 (not at all) to 5 (a great deal).
Circle choice
I am enthusiastic about my participation on a learning team.

1

2

3

4

5

I feel a lot of stress during the workday.

1

2

3

4

5

I need more time for learning team participation.

1

2

3

4

5

I am satisfied with my work environment here.

1

2

3

4

5

I am excited by my students’ accomplishments this year.

1

2

3

4

5

Student motivation is a major problem here.

1

2

3

4

5

Teachers here tend to do their own thing in the classroom with little coordination.

1

2

3

4

5

I often feel unsure of my teaching.

1

2

3

4

5

Teachers here get along well.

1

2

3

4

5

Learning Team Survey, prepared by Pam Finney, SERVE, Atlanta, GA. From Becoming a Learning School by Joellen Killion &
Pat Roy, Tool 14.7. Copyright 2009 by National Staff Development Council.
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Rate yourself as a team player
Use this survey to assess individual contributions to a team. Team members can respond individually
and anonymously to the survey. The school’s principal or coach can compile and share with the team.
Team members can discuss the results and identify ways to strengthen their individual and collective
effectiveness.
1. I offer facts, opinions, ideas, suggestions, and relevant information during my team’s discussions.
Never

1

2

3

4

5

6

7

Always

2. I express my willingness to cooperate with other group members and my expectation that they will
also be cooperative.
Never

1

2

3

4

5

6

7

Always

5

6

7

Always

3. I am open and candid in my dealings with the entire group.
Never

1

2

3

4

4. I support team members who are on the spot and struggling to express themselves intellectually
or emotionally.
Never

1

2

3

4

5

6

7

Always

7

Always

5. I take risks in expressing new ideas and current feelings during a team discussion.
Never

1

2

3

4

5

6

6. I communicate to other team members that I am aware of and appreciate their abilities, talents,
capabilities, skills, and resources.
Never

1

2

3

4

5

6

7

Always

7.	I offer help and assistance to anyone on the team in order to improve the team’s performance.
Never

1

2

3

4

5

6

7

Always

8. I accept and support the openness of other team members, supporting them for taking risks and
encouraging individuality.
Never

1

2

3

4

5

6

7

Always

9. I share materials, books, sources of information, and other resources with team members in order to
promote the success of all members and the team as a whole.
Never

1

2

3

4

75

5

6

7

Always

www.learningforward.org • 800-727-7288

ESTABLISHING TIME FOR PROFESSIONAL LEARNING
TOOLS

7

Reviewing Time Use and Results
TOOL 7.2, cont.
10. Three things I might do to increase the effectiveness of our team include:
1. _________________________________________________________________________________
2. _________________________________________________________________________________
3. _________________________________________________________________________________

Comments to facilitator
• The facilitator should prepare individual sheets ahead of the team meeting and distribute to
team members. Before distributing, tell them when results will be available and how results will
be used.
• Ensure anonymity for respondents by having team member fold their surveys and drop them
into a box.
• Calculate survey results privately and share the total results with the entire group publicly
during the next team meeting.
• Lead a discussion about possible implications of the responses. In what area is there already
substantial agreement that the team is performing well together? What area(s) does this team
need to work on? What are some strategies for improvement in that area?

Adapted with permission of the South Carolina State Department of Education. Published in Becoming a Learning School
by Joellen Killion & Pat Roy, Tool 14.3. Copyright 2009 by National Staff Development Council. Adapted with permission.
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Summative reflection protocol
As a team, take a minimum of 30 minutes to answer the questions in this protocol. It is not necessary to
reach consensus. What is most important is that each team member has an opportunity to share his or her
point of view.
• Based on the evidence we have now, have we achieved our goal?
• What has contributed to our results?
• How did working as a team affect the results?
• Which of our actions as a team contributed most to the results we achieved?
• Which of our actions as a team contributed the least to the results we achieved?
• How did our actions as individuals contribute to the results we achieved?
• What have we learned as a team this year that has strengthened our instruction and
content knowledge?
• What have we learned as a team that will help us improve collaboration with other colleagues?
• Of all that we learned this year, what are the headlines that we want to share with other
staff members?
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Individual contribution protocol
Use this protocol to engage in a collaborative discussion about how individual members contribute to the
success of a collaborative professional learning team.
Purpose

To strengthen the team’s functioning by having members reflect on their
own contributions and role within the team.

Time

10 minutes per member

Materials

Prepared responses

Before the meeting each member prepares:
• A list of his or her three to five top strengths related to participation in and contribution to the team
and examples of how each was demonstrated in recent meetings.
Example: “I ask questions to stimulate our thinking as a team, such as when I asked us to consider

what might happen if we were able to reach every student.”
• One behavior that he or she wants to change related to participation in and/or contribution to the
team and why he or she wants to change that behavior.
Example: “I want to be more thoughtful when I speak in our meetings. Sometimes I just blurt out

what I am thinking. When I do that, I interfere with others’ thinking and sometimes don’t give
others a chance to speak.”
At the meeting each team member takes 10 minutes to:
1.	Share the list of strengths and the examples. (3 minutes)
2.	Ask other team members to add their own examples of the speaker’s strengths. (3 minutes)
3.	Share the one behavior he or she wants to change and why. (1 minute)
4.	Ask other team members to offer ideas about how to make the change and ways to monitor this
behavior. (2 minutes)
5. 	Identify one or two of the ways colleagues suggested to change and monitor that change that the
speaker feels are appropriate. (1 minute)
Repeat the process until each team member has completed the protocol.
Debrief:
• What did we learn about our team using this protocol?
• What did we learn about ourselves?
• In what way will this discussion help us become stronger as a team?
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Collaborative professional learning team walk-through guide
Use this guide to collect and share feedback on learning teams. Principals, coaches, and team members can
use this tool together or individually.

Walk-Through Checklist
Use this checklist as a reference when conducting monthly walk-throughs of collaborative professional
learning team meetings. Place a check next to any behaviors noted. For future reference in reporting data,
add notes as reminders of what you specifically saw.
Date:___________________________________________ Time:___________________________________________
Team:___________________________________________ Duration:_______________________________________
Check any behaviors evident. Make special notes as desired.
4

Team/Individual behaviors

Notes

Team organization
All members are present.
The team facilitator has the agenda.
Teams have their norms visible.
Teams have their plan visible.
Teams have their professional learning goals visible.
Teams have their student learning goals visible.
Team engagement
All members are actively engaged.
Teams use positive communication strategies.
The facilitator helps the team accomplish its work without
being directive unless the work the team is doing requires it.
Team members contribute equitably to the work.
Team members treat one another with professional
courtesy and respect.
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4

Team/Individual behaviors

Notes

Team’s work
Teams are focusing on an identifiable curricular area.
Teams are focusing on instruction.
Teams are focusing on data.
Teams are focusing on assessments.
Teams are focusing on meeting the needs of specific students.
Teams refer to the curriculum.
Teams consult external resources.
Teams discuss the purpose of the meeting.
Team members assess their team’s work, their own learning,
and student learning.
Team members set an agenda for the next meeting.
Team members complete the meeting summary.
Adapted from Becoming a Learning School by Joellen Killion & Pat Roy, Tool 7.3. Copyright 2009 by National Staff Development
Council. Adapted with permission.

Notes:
__________________________________________________________________________________________________
__________________________________________________________________________________________________
__________________________________________________________________________________________________
__________________________________________________________________________________________________
__________________________________________________________________________________________________
__________________________________________________________________________________________________
__________________________________________________________________________________________________
__________________________________________________________________________________________________
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Learning School Innovation Configuration map
Use this tool to both assess effectiveness of and plan improvements to collaborative professional
learning teams.
The Learning School Innovation Configuration Map is a planning and assessment tool for use by school
leadership teams and collaborative professional learning teams to ensure full implementation of Learning
Forward’s definition of professional development and the system structures needed to support collaborative professional learning. Learning schools work to achieve Level 1 in each component area over time.
An Innovation Configuration (IC) map describes in behavioral terms what key stakeholders do in a learning school. It also describes variations of the ideal or best practices in a learning school along a continuum
that describes the progression schools make over time along the road to become a learning school. As a
planning tool, the IC map guides a school’s leadership team and teams of teachers in the identification
of specific actions to progress toward the desired outcome. As an assessment tool, the IC map serves as a
guide to determine the current state of the school’s implementation of the definition. The planning and
assessment functions of the IC map work hand-in-hand to guide school leadership teams and collaborative
professional learning teams to establish the context and processes of effective learning schools.

Author’s note: With special appreciation to Shirley Hord, Learning Forward’s scholar laureate, and Stephanie Hirsh, Learning
Forward’s executive director, for their counsel, review, and guidance in the development of these IC maps.
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Comprehensive, sustained, intensive professional learning
Outcome 1: In a learning school, the school leadership team, teacher leaders (coaches), teams of teachers, and
individual teachers engage in effective professional learning.
Effectiveness

1.1: The school leadership team, teacher leaders (coaches), teams of teachers, and individual teachers engage in
comprehensive, sustained, and intensive professional learning to improve teachers’ and principals’ effectiveness in
raising student achievement.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Engage in intentional, comprehensive, sustained, and
intensive professional learning
focused on raising
student achievement by improving
teaching quality.

Engage in intentional, comprehensive, sustained, and
intensive professional learning
focused on raising
student achievement by improving
teaching quality.

Engage in shortterm, intentional
professional
learning focused
on raising student
achievement by
improving teaching
quality and leadership.

Engage in shortterm, intentional
professional
learning focused
on raising student
achievement by
improving teaching
quality.

Engage in professional learning
focused on multiple
topics.

Engage in occasional, professional
learning.

Collective responsibility
1.2: The school leadership team, teacher leaders (coaches), teams of teachers, and individual teachers share
collective responsibility for student learning.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Work and learn
together sharing
collective responsibility so that each
individual and
team contributes to
the success of ALL
students within the
school.

Work and learn
together sharing
collective responsibility so that each
team contributes
to the success of its
students.

Work and learn
together so that
each individual
team member can
improve the success of his or her
students.

Acknowledge that
they have limited
responsibility for
student learning.

Hold nonschool
factors responsible
for student performance.

Disregard factors
that influence
student academic
success.
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Team configuration
1.3: The school leadership team, teacher leaders (coaches), teams of teachers, and individual teachers meet in a
variety of team configurations over time addressing specific goals for teacher and student learning.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Meet in a variety of
team configurations
over time, addressing specific goals
for teacher and
student learning,
including vertical
and whole-school
problem or topicfocused school
improvement teams
and grade-level,
department, or
course teams with
members who
share common
curriculum and/or
students.

Meet in a variety of
team configurations
over time, addressing specific goals
for teacher and
student learning,
including gradelevel, department,
or course teams
with members who
share common curriculum or students,
or project teams
for school improvement.

Meet in a variety of
team configurations
over time, addressing specific goals
for teacher and
student learning,
including gradelevel, department,
or course teams.

Meet over time
in a single team,
addressing specific
goals for teacher
and student learning, school improvement, and student
results.

Work independently addressing
specific goals for
teacher and student
learning.

Work independently without focus on
specific goals for
teacher and student
learning.

Frequency
1.4: The school leadership team, teacher leaders (coaches), teams of teachers, and individual teachers make
time for professional learning several times per week.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Meet several times
per week within
the school day for
teacher collaborative team meetings
and periodic
whole-school
collaboration.

Meet each week
within the school
day for teacher
collaborative team
meetings and periodic whole-school
collaboration.

Meet biweekly
within the school
day for teacher
collaborative team
meetings and periodic whole-school
collaboration.

Meet each month
within the school
day for teacher
collaborative team
meetings and periodic whole-school
collaboration.

Meet each month
within the school
day for teacher
collaborative team
meetings and periodic whole-school
collaboration.

Meet outside the
school day for
teacher collaborative meetings and
whole-school
collaboration.
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Continuous cycle of improvement

Outcome 2: Learning teams use a cycle of continuous improvement to refine teaching quality and improve student
learning.
Data analysis
2.1: Learning teams engage in ongoing data analysis of teacher and student performance to determine school,
educator, and student learning goals.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Analyze multiple types of data
(achievement, process, demographic,
and perception) at
the school, team,
and classroom
levels throughout
the school year to
identify student
strengths and weaknesses to set annual
goals for student
growth and teacher
learning; analyze
multiple types of
data at the school,
team, and classroom levels several
times throughout
the school year to
measure progress
toward annual goals
for student and
teacher learning,
to set benchmark
goals for teacher
and student learning, and to make
ongoing adjustments in both goals
and strategies for
attaining the goals.

Analyze student
achievement and
demographic data
at the school, team,
and classroom levels throughout the
school year to
identify student
strengths and
weaknesses to set
annual goals for
student growth and
teacher learning;
analyze student
achievement and
demographic
data at the school,
team, and classroom levels several
times throughout
the school year to
measure progress
toward annual goals
for student and
teacher learning,
to set benchmark
goals for teacher
and student learning, and to make
ongoing adjustments in both goals
and strategies for
attaining the goals.

Analyze student
achievement data
at the school, team,
and classroom levels throughout the
school year to
identify student
strengths and
weaknesses to set
annual goals for
student growth and
teacher learning;
analyze student
achievement data
at the school, team,
and classroom
levels several
times throughout
the school year to
measure progress
toward annual goals
for student and
teacher learning,
to set benchmark
goals for teacher
and student learning, and to make
ongoing adjustments in both goals
and strategies for
attaining the goals.

Analyze student
achievement data
at the school level
throughout the
school year to
identify student
strengths and
weaknesses to set
annual goals for
student growth and
teacher learning;
analyze student
achievement data
at the school, team,
and classroom
levels several
times throughout
the school year to
measure progress
toward annual goals
for student and
teacher learning,
and to set benchmark goals for
teacher and student
learning.

Analyze student
achievement data
at the school level
throughout the
school year to
identify student
strengths and
weaknesses to set
annual goals for
student growth and
teacher learning;
analyze student
achievement data
at the school, team,
and classroom
levels several
times throughout
the school year to
measure progress
toward annual goals
for student and
teacher learning.

Analyze student
achievement data
at the school level
throughout the
school year to
identify student
strengths and weaknesses to set annual
goals for student
growth.
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Student learning goals
2.2: Learning teams set goals for student learning.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Write annual and
benchmark SMART
(specific, measurable, attainable,
results-oriented,
time-bound) goals
for student achievement based on
school, team, and
classroom data to
guide planning
and improvement efforts and
revise those goals
throughout the
school year.

Write annual and
benchmark SMART
(specific, measurable, attainable,
results-oriented,
time-bound) goals
for student achievement based on
school, team, and
classroom data to
guide planning
and improvement efforts and
revise those goals
throughout the
school year.

Write annual SMART
(specific, measurable, attainable,
results-oriented,
time-bound) goals
for student achievement based on
school, team, and
classroom data to
guide planning
and improvement
efforts.

Receive annual
SMART (specific,
measurable, attainable, results-oriented, time-bound)
goals for student
achievement based
on schoolwide data
to guide planning
and improvement
efforts.

Receive annual
SMART (specific,
measurable, attainable, results-oriented, time-bound)
goals for student
achievement based
on districtwide data
to guide planning
and improvement
efforts.

Receive annual
goals for student
achievement based
on districtwide data
to guide planning
and improvement
efforts.

Educator learning goals
2.3: Learning teams write goals for educator learning aligned with student learning goals to guide professional
learning.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Write annual and
benchmark professional learning
goals for the school
and teams aligned
with student
learning goals and
revise those goals
throughout the
school year.

Write annual and
benchmark professional learning
goals for the school
and teams aligned
with student learning goals.

Write annual
professional learning goals for the
school aligned with
student learning
goals.

Use district professional learning
goals to guide adult
learning within the
school and team.

Use district professional learning
goals to guide adult
learning within the
school.

Use topics rather
than goals to
guide professional
learning within the
school.
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Multiple designs
2.4: Learning teams select and implement multiple designs for professional learning aligned with Learning
Forward’s Standards for Professional Learning to develop knowledge, attitudes, skills, aspirations, and behaviors
necessary to support advanced levels of student learning.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Select, with broadbased input from
teacher leaders
and teachers, and
implement multiple
selected designs for
team and wholeschool professional
learning that align
with educator and
student learning
goals and support
and encourage collaborative inquiry,
problem solving,
and learning among
educators.

Select, with broadbased input from
teacher leaders
and teachers, and
implement two
selected designs for
team and wholeschool professional
learning that align
with educator and
student learning
goals and support
and encourage collaborative inquiry,
problem solving,
and learning among
educators.

Select, with broadbased input from
teacher leaders and
teachers, and implement a single
design for team
and whole-school
professional learning that aligns
with educator and
student learning
goals and supports
and encourages collaborative inquiry,
problem solving,
and learning among
educators.

Implement multiple
selected designs for
team and wholeschool professional
learning aligned
with student
learning goals with
limited input from
teacher leaders and
teachers.

Implement a single
design for team
and whole-school
professional learning aligned with
student learning
goals with limited
input from teacher
leaders and
teachers.

Implement designs
for team- and
whole-school
professional learning selected by
someone outside
the school without
input from teacher
leaders and
teachers.

Interventions for student learning
2.5: Learning teams select or develop research-based, coherent, classroom-centered interventions for student
learning.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Select and/or
develop researchbased, coherent,
classroom-centered
interventions for
student learning
that align with team
and student learning goals, focus on
the school’s instructional framework
for teaching quality, and emphasize
changes in teacher
practice to promote
student learning.

Select and/or
develop researchbased, coherent,
classroom-centered
interventions for
student learning
that align with team
and student learning goals and focus
on the school’s
instructional framework for teaching
quality.

Select and/or
develop researchbased, coherent,
classroom-centered
interventions for
student learning
that align with team
and student learning goals.

Select and/or
develop classroomcentered interventions for student
learning that align
with team and
student learning
goals.

Select and/or develop school-centered interventions
for student learning
that align with team
and student learning goals.

Select and/or
develop nonclassroom- and
nonschool-centered
interventions for
student learning.
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Job-embedded support
2.6: The school leadership team, teacher leaders (coaches), and team members provide ongoing support at the
classroom level to implement educator learning to increase student achievement.
Level 1

Level 2

Level 3

Level 4

Level 5

Provide continuous job-embedded
coaching and other
forms of classroombased support
(e.g. peer observation, instructional
walk-throughs,
demonstration
lessons) to transfer
educator learning
to classroom and
schoolwide practice
to increase student
achievement.

Provide periodic
job-embedded
coaching and other
forms of classroombased support
(e.g. peer observation, instructional
walk-throughs,
demonstration
lessons) to transfer
educator learning
to classroom and
schoolwide practice
to increase student
achievement.

Provide occasional
job-embedded
coaching and other
forms of classroombased support
(e.g. peer observation, instructional
walk-throughs,
demonstration
lessons) to transfer
educator learning
to classroom and
schoolwide practice
to increase student
achievement.

Provide one
opportunity for
job-embedded
coaching and other
forms of classroombased support
(e.g. peer observation, instructional
walk-throughs,
demonstration
lessons) to transfer
educator learning
to classroom and
schoolwide practice
to increase student
achievement.

Provide no
job-embedded
coaching or other
forms of classroombased support
(e.g. peer observation, instructional
walk-throughs,
demonstration
lessons) to transfer
educator learning
to classroom and
schoolwide practice
to increase student
achievement.

Level 6

Ongoing evaluation
2.7: Learning teams evaluate the effectiveness of professional learning.
Level 1

Level 2

Level 3

Level 4

Level 5

Assess regularly
(multiple times per
year) the effectiveness of professional learning in
achieving identified educator and
student learning
goals, improving
teaching, and assisting all students in
meeting academic
standards.

Assess semiannually
the effectiveness of
professional learning in achieving
identified educator and student
learning goals,
improving teaching, and assisting all
students in meeting
academic standards.

Assess annually the
effectiveness of professional learning in
achieving identified educator and
student learning
goals, improving
teaching, and assisting all students in
meeting academic
standards.

Assess over multiple
years the effectiveness of professional learning in
achieving identified educator and
student learning
goals, improving
teaching, and assisting all students in
meeting academic
standards.

Conduct no assessment of the
effectiveness of professional learning in
achieving identified educator and
student learning
goals, improving
teaching, and assisting all students in
meeting academic
standards.
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Expanded opportunities for professional learning

Outcome 3: In a learning school, the school leadership team, teacher leaders (coaches), and teacher teams access
external assistance to provide teams with expanded opportunities for professional learning, additional resources,
and expert guidance to support team learning and goal attainment.
External assistance
3.1: Learning teams, school leadership teams, and teacher leaders (coaches) access external assistance to extend
educator and student learning goals.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Access external
assistance providers
within and outside
the school system
to support the
implementation of
collaborative professional learning
and help the team
reach its professional learning
goals and student
learning goals by
expanding opportunities within the
school for professional learning,
sharing resources,
offering guidance,
and assessing
effectiveness and
impact.

Access external
assistance providers
within and outside
the school system
to support the
implementation of
collaborative professional learning
and help the team
reach its professional learning
goals and student
learning goals by
expanding opportunities outside the
school for professional learning,
sharing resources,
offering guidance,
and assessing
effectiveness and
impact.

Access external
assistance providers
within and outside
the school system
to support the
implementation of
collaborative professional learning
and help the team
reach its professional learning
goals and student
learning goals by
expanding opportunities outside the
school for professional learning.

Access external
assistance providers
within and outside
the school system
to support the
implementation of
collaborative professional learning
and help the team
reach its student
learning goals.

Access external
assistance providers
within and outside
the school system
to support the
implementation of
collaborative professional learning
and help the team
reach its professional learning goals.

Access no external assistance
to support the
implementation of
collaborative professional learning,
team learning goals,
individual learning
goals, or student
learning goals.
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Learning outside the school

3.2: The school leadership team, teacher leaders (coaches), teams of teachers, and individual teachers participate in
learning outside the school.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Participate in
professional learning offered by the
central office or organizations outside
the school district
when there is clear
evidence that the
learning aligns with
a team or school
learning goal and
there is a commitment to apply the
learning schoolwide, in teams, or
in classrooms as
appropriate, and to
assess the impact of
such actions.

Participate in
professional learning offered by the
central office or organizations outside
the school district
when there is clear
evidence that the
learning aligns with
a team or school
learning goal and
there is a commitment to apply the
learning schoolwide, in teams,
or classrooms as
appropriate.

Participate in
professional learning offered by the
central office or organizations outside
the school district
when there is clear
evidence that the
learning aligns with
a team or school
learning goal.

May participate
in learning events
offered by the
central office and/
or organizations
outside the school
district.

May participate in
learning events offered by the central
office.

Participate in no
learning events outside the school.

Evaluation of collaborative professional learning
Outcome 4: In learning schools, the school leadership team, teacher leaders (coaches), and teacher teams evaluate
the collaborative professional learning to make improvements.
Ongoing Evaluation
4.1: The school leadership team, teacher leaders (coaches), teams of teachers, and individual teachers evaluate collaborative professional learning on an ongoing basis.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Engage in ongoing
evaluation using
multiple sources of
data to assess team
results, operations,
and individual
members’ contribution to teams and to
adjust their efforts.

Engage in ongoing
evaluation using
a single source of
data to assess team
results, operations,
and individual
members’ contribution to teams and to
adjust their efforts.

Engage in ongoing
evaluation using
multiple sources of
data to assess team
results and operations and to adjust
their efforts.

Engage in ongoing
evaluation using
multiple sources of
data to assess team
results and operations.

Engage in intermittent evaluation to
assess team results,
operations, and
individual members’
contribution to
teams.

Engage in intermittent evaluation to
assess team results
and operations.
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School support for collaborative professional learning
Outcome 5: In learning schools, principals, teacher leaders (coaches), and teachers support staff collaboration.
Principal support
5.1: Principals set expectations for, support, monitor, and evaluate collaborative professional learning.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Set expectations
for whole staff to
engage in collaborative professional
learning; provide
support for teams;
ensure that teams
have professional
learning on effective team functioning; monitor team
plans, goals, and
progress; meet periodically with teams
to assess their
operation; meet
regularly with team
leaders to discuss
teams’ work and
progress; review
team logs; and hold
regular cross-team
meetings to share
what teams are
learning for the
benefit of the whole
faculty.

Set expectations
for whole staff to
engage in collaborative professional
learning; ensure
that teams have
professional learning on effective
team functioning;
monitor team plans,
goals, and progress
by participating in
team meetings and
meeting with team
leaders to discuss
team processes and
outcomes.

Set expectations
for whole staff to
engage in collaborative professional
learning; ensure
that teams have
professional learning on effective
team functioning;
monitor team plans,
goals, and progress
by meeting periodically with teams to
assess their operation and by reviewing team logs.

Set expectations
for whole staff to
engage in collaborative professional
learning; ensure
that teams have
professional learning on effective
team functioning;
monitor team plans,
goals, and progress
by reviewing team
logs.

Set expectations
for whole staff to
engage in collaborative professional
learning; monitor
team plans, goals,
and progress by reviewing team logs.

Set expectations
for whole staff to
engage in collaborative professional
learning.
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Teacher leader support
5.2: In learning schools, teacher leaders (coaches) support collaborative professional learning.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Facilitate team data
analysis, planning,
learning, work, and
evaluation to model
and teach the team
how to learn and
work independently
over time; gradually
release team leadership to teams over
time; provide learning opportunities
for team members
and faculty on the
collaborative professional learning
process; provide
learning opportunities for team leaders
to learn effective
facilitation and
learning designs;
coach team leaders
to become skillful
in leading collaborative professional
learning; facilitate
meetings of team
leaders to problem
solve and develop
new strategies to
support team learning and work.

Facilitate team data
analysis, planning,
learning, work, and
evaluation to model
and teach the team
how to learn and
work independently
over time; provide
learning opportunities for team members and faculty on
the collaborative
professional learning process; provide
learning opportunities for team leaders
to learn effective
facilitation and
learning designs;
coach team leaders
to become skillful
in leading collaborative professional
learning; facilitate
meetings of team
leaders to problem
solve and develop
new strategies to
support team learning and work.

Facilitate team data
analysis, planning,
learning, work, and
evaluation to model
and teach the team
how to learn and
work independently
over time; provide
learning opportunities for team members and faculty on
the collaborative
professional learning process; provide
learning opportunities for team leaders
to learn effective
facilitation and
learning designs;
facilitate meetings
of team leaders to
problem solve and
develop new strategies to support
team learning and
work.

Facilitate team data
analysis, planning,
learning, work, and
evaluation to model
and teach the team
how to learn and
work independently
over time; provide
learning opportunities for team members and faculty on
the collaborative
professional learning process; provide
learning opportunities for team leaders
to learn effective
facilitation and
learning designs.

Provide learning
opportunities for
team members
and faculty on the
collaborative professional learning
process; provide
learning opportunities for team leaders
to learn effective
facilitation and
learning designs.

Provide learning
opportunities for
team members
and faculty on the
collaborative professional learning
process.
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Teacher support
5.3: In learning schools, teachers actively participate in multiple learning teams.
Level 1

Level 2

Level 3

Level 4

Level 5

Participate in
multiple teams,
including a gradelevel, department,
or course-focused
learning team, to
accomplish educator and student
learning goals,
whole-school learning team focused
on student and
educator schoolwide learning
goals, or gradelevel, contentarea, and course
teams focused on
vertical alignment
of curriculum,
assessment, and
instruction; meet
the expectations
for full participation
as a team member;
contribute to the
team’s learning and
work; reflect as a
team on individual
and team progress
toward professional
learning goals and
student learning
goals.

Participate in
multiple teams,
including a gradelevel, department,
or course-focused
learning team, to
accomplish educator and student
learning goals,
whole-school learning team focused
on student and
educator schoolwide learning goals
or cross gradelevel, content-area,
and course teams
focused on vertical
alignment of curriculum, assessment,
and instruction;
contribute to the
team’s learning and
work; reflect as a
team on individual
and team progress
toward professional
learning goals and
student learning
goals.

Participate in
multiple teams,
including a gradelevel, department,
or course-focused
learning team, to
accomplish educator and student
learning goals,
whole-school learning team focused
on student and
educator schoolwide learning goals,
or cross gradelevel, content-area,
and course teams
focused on vertical
alignment of curriculum, assessment,
and instruction.

Participate in a
single team, including a grade-level,
department, or
course-focused
learning team, to
accomplish educator and student
learning goals,
whole-school learning team focused
on student and
educator schoolwide learning goals,
or content-area and
course teams.

Participate in a
single team, including a grade-level,
department, or
course-focused
learning team.
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Classroom implementation
5.4: In learning schools, teachers implement and reflect on their learning in their classrooms.
Level 1

Level 2

Level 3

Level 4

Level 5

Implement learning
from collaborative
professional learning teams in the
classroom; gather
data from the classroom to share with
the team to assess
effectiveness of the
intervention; report
to team members
the effect of interventions on student
learning; adapt instruction and classroom curriculum to
align with student
learning needs and
goals; reflect on
individual progress
toward professional
learning goals and
student learning
goals.

Implement learning
from collaborative
professional learning teams in the
classroom; gather
data from the classroom to share with
the team to assess
effectiveness of the
intervention; report
to team members
the effect of interventions on student
learning; adapt instruction and classroom curriculum to
align with student
learning needs and
goals; reflect on
individual progress
toward professional
learning goals and
student learning
goals.

Implement learning
from collaborative
professional learning teams in the
classroom; adapt instruction and classroom curriculum to
align with student
learning needs and
goals; reflect on
individual progress
toward professional
learning.

Implement learning
from collaborative
professional learning teams in the
classroom; adapt
instruction and
classroom curriculum to align with
student learning
needs and goals.

Implement learning
from collaborative
professional learning teams in the
classroom.
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District support for collaborative professional learning

Outcome 6: Learning schools receive support for collaborative professional learning from district leaders through
policy, resources, expectations, professional learning, and ongoing support.
District leader support
5.1: District leaders support learning schools.
Level 1

Level 2

Level 3

Level 4

Level 5

Level 6

Advocate school
board policies,
guidance documents, and district
structures to support
collaborative professional learning and
embed collaborative
learning teams in
both principal and
teacher performance
standards; communicate the importance
of collaborative
professional learning
to the community;
allocate resources
to support collaborative professional
learning; engage district and school leaders in collaborative
professional learning
teams; provide
professional learning
and ongoing support for principals
and teacher leaders
(coaches) on leading,
facilitating, supporting, and monitoring collaborative
professional learning
teams; develop and
support teacher
leaders (coaches) to
facilitate learning
teams; coordinate
ongoing cross-school
collaboration to
share successes and
address challenges.

Allocate resources
to support collaborative professional
learning; engage
district and school
leaders in collaborative professional
learning teams; provide professional
learning and ongoing support for principals and teacher
leaders (coaches)
on leading, facilitating, supporting, and
monitoring collaborative professional
learning teams;
develop and support teacher leaders
(coaches) to facilitate learning teams;
coordinate ongoing
cross-school collaboration to share
successes and address challenges.

Allocate resources
to support collaborative professional
learning; provide
professional learning and ongoing
support for principals and teacher
leaders (coaches)
on leading, facilitating, supporting, and
monitoring collaborative professional
learning teams;
develop and support teacher leaders
(coaches) to facilitate learning teams;
coordinate ongoing
cross-school collaboration to share
successes and address challenges.

Allocate resources
to support collaborative professional
learning; provide
professional learning and ongoing
support for principals and teacher
leaders (coaches)
on leading, facilitating, supporting,
and monitoring
collaborative professional learning
teams; develop and
support teacher
leaders (coaches) to
facilitate learning
teams.

Provide professional
learning and ongoing support for principals and teacher
leaders (coaches)
on leading, facilitating, supporting, and
monitoring collaborative professional
learning teams,
and develop and
support teacher
leaders (coaches) to
facilitate learning
teams.

Endorse collaborative professional
learning without
providing specific
support to schools.
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