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Where did we start?

But…

Teachers improved their facilitation skills, and 
students improved their discourse skills



Hiring external professional learning providers to 
lead intensive PL programs is costly. We (          
&            ) wondered…
What would it look like to support a district to build its own capacity to 
implement an effective model of professional learning using teacher 
leaders, and guided by district needs and priorities?

Hire or DIY?



Teachers improved their 
facilitation skills, and 
students improved their 
discourse skills

SCUSD worked with the 
Lawrence and several Bay 
Area districts to develop 
plans for improvement in 
science instruction

Where did we start?



A brief video

http://www.youtube.com/watch?v=OesxpSlcqqE


Adapt PL model 
to district 
context

PL for Teacher 
Leaders at 

district level

TLs implement 
adapted PL 

program

Shifts in teacher 
practice (non-

TLs)

Improved 
competency in 

students

Collaborative design 
of intervention within 
partnership.

Building capacity to 
implement model 
locally as an adapted 
PL program.

TLs supporting 
ongoing PL for district 
teachers.

Teachers facilitating 
student science 
practices (NGSS).

Students engaging in 
science practices 
(NGSS).

IPT Theory of Change



A Process of Co-construction

Designed, 
implemented, studied, 

and revised teacher 
leadership capacity 
building experiences 

in ways that were 
responsive to shifting 

district needs and 
priorities

Created tools, conducted research and evaluation to provide 
real-time formative feedback and summative feedback;
Identified research questions and created and utilized 
protocols that addressed the research needs associated with 
an iterative approach

Research 
& 
Evaluation 
Team

Identified and implemented appropriate tools and 
methods for supporting specific teacher 
leadership roles

Identified needs and potential roles for teacher leaders as 
district priorities and structures shifted

External Professional 
Learning Team 

School District



Skills required of teacher leaders Resulting goals of teacher leadership PL

Skills to Results



Teacher Leadership Development Framework



Phase 2: 
Initial Adaptation
& Implementation

Summer 2018
Summer Institute for 

TLs

AY 2018-19
Follow-up sessions for 

TLs

Iterative cycles of adaptation of the PL program by Design Team informed by formative 
feedback from Research & Evaluation Team 

Phase 3: 
Collaborative 
Adaptation

& Implementation

Summer 2019
Leadership 

Development Inst. 
(for TLs)

Summer Institute (for 
Cohort 2, by TLs and 

PL leaders)

AY 2019-20
Follow-up sessions 

(for Cohort 2, by TLs 
and PL leaders)

Phase 5: 
Collaborative 
Adaptation

& Implementation

AY 2020-21
NEW Follow-up 

sessions (for TLs)

Summer 2021
To be determined

AY 2021-22 (post-
project)

To be determined

Phase 1: 
Initial Adaptation     
& Development

AY 2017-18
Adapt the PL model 
and co-design PL 

activities

IPT Project Flowchart
New SCUSD Leadership

Summer 2020
CANCELED Summer 

Institute (for Cohort 3, 
by TLs)

NEW Leadership Dev. 
Inst. (for TLs) to 

adapt to changes

Phase 4: 
Collaborative 
Adaptation
to changes



Original Research Questions

RQ1: Adaptation and Development: 1a) What 
modifications and adaptations to the PRACTISE PL 
model and resources are required for implementation 
by a school district? 1b) What tools and resources 
are needed to prepare and support TLs to implement 
the PL program independently?

RQ2: Implementation: 2a) How is the adapted PL 
program implemented by TLs in the Summer 
Institute and follow-up sessions during the year? 2b) 
What role do the PRACTISE activities and 
resources, and district contextual features play in 
TLs’ implementation of the program with district 
teachers?

RQ3: Outcomes: 3a) How does the adapted PL program 
impact classroom discourse practices? 3b) What is 
the impact of teachers’ participation in the PL 
program on their students’ competence with 
scientific argumentation from evidence?

Modified Research Questions
RQ1: Adaptation and Development
1a) What modifications and adaptations to the PRACTISE PL model and 
resources are required for implementation by a school district?
1b) How does The Lawrence adapt activities, tools, resources and supports 
in order to prepare teacher leaders to implement the PL program during the 
COVID-19 induced shelter-in-place in the third year of the project?
RQ2: Implementation of the evolving PL program
2a) How has the adapted PL program evolved over time?
2b) What role do the activities, tools, resources, and supports to prepare 
teacher leaders play in the implementation of the program each year? How 
does this change over time?
RQ3: Outcomes of PL and Leadership Development for teacher 
thinking and practice
3a) How do classroom discourse practices of TLs and teachers change over 
time? How are these changes related to their participation in the PL 
program?
3b) How do TLs’ and teachers' conceptions of how to teach science change 
over time? How are these changes related to their participation in the PL 
program?
RQ4: Partnership
4a) How does the partnership negotiate goals and roles, and how do 
partners balance priorities and commitments over time?
4b) How does the design-based approach/research-practice partnership 
support change in teachers’ and teacher leaders’ practices around 
argumentation and discourse?

Iteration Over Time



Supporting and Maintaining 
the Partnership 
● A commitment to the value and 

importance of the work.

Tools and Processes



● A commitment to the value and 
importance of the work.

● Good communication between all 
partners 
○ Group interviews on the successes 

and opportunities for growth in 
terms of collaboration and 
communication

The Online Note-taking Tool was 
designed to document professional 
learning activities and identify 
potential next steps, with the intent of 
providing timely, actionable feedback 
to facilitators.

Tools and Processes

Supporting and Maintaining 
the Partnership 



1. Identify each PL 
activity’s intended 
learning outcome

2. Collect data and 
thoughts related to 
the PL outcome in 
the same document

3. Quickly summarize 
feedback to PL 
facilitators during their 
daily debrief

Tools and Processes

4. Brief email summary 
from R&E to PL team



● A commitment to the value and 
importance of the work.

● Good communication between all 
partners 
○ Group interviews on the successes 

and opportunities for growth in 
terms of collaboration and 
communication

● An infrastructure for ongoing partner 
meetings

Tools and Processes

Supporting and Maintaining 
the Partnership 



● A commitment to the value and 
importance of the work.

● Good communication between all 
partners 
○ Group interviews on the successes 

and opportunities for growth in 
terms of collaboration and 
communication

● An infrastructure for ongoing partner 
meetings

● Liaison(s) whose role is to communicate 
within and across all teams (boundary 
crosser) 

Tools and Processes

Supporting and Maintaining 
the Partnership 



Learnings about Partnerships

Wisdom of Practice

The context in which a partnership is established is likely to change, and projects will need to be ready to 
learn how to adapt in a flexible manner that sustains the value of the work in a changed or changing 
context. 

● It is not uncommon for school district leadership to change, and for there to be an associated 
change in district priorities.

● For our project, like many others working with schools, the pandemic forced a re-evaluation of 
teacher and leader needs, what could be done in terms of data collection and professional learning 
and which aspects of the work might be most valued.

● It is important to be nimble and willing to redefine overall project goals and refocus activities.

Remember, partnerships involve humans, and people are complicated. We’re also working with people 
who exist in a context different from our own–different pressures, priorities, needs, concerns, and 
timelines.



Thank You!
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