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Where are we?
Collaborative professional learning teams in our school receive regular feedback about

their work.

STRONGLY AGREE AGREE NOT SURE DISAGREE STRONGLY DISAGREE

Collaborative professional learning teams in our school rarely take time to reflect on how

well their team is working.

STRONGLY AGREE AGREE NOT SURE DISAGREE STRONGLY DISAGREE

Ongoing evaluation of the work of collaborative professional learning teams occurs at

least bi-monthly.

STRONGLY AGREE AGREE NOT SURE DISAGREE STRONGLY DISAGREE

Members of collaborative professional learning teams assess the productivity and

efficiency of their team.

STRONGLY AGREE AGREE NOT SURE DISAGREE STRONGLY DISAGREE

Chapter 13

EVALUATING
COLLABORATIVE
PROFESSIONAL LEARNING
TOOLS:
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T
o improve, collaborative profes-
sional learning teams conduct reg-
ular evaluations of their work.
Evaluations can focus on three
aspects of the team’s work — their
efficiency, their effectiveness as a
team, and their results. Taking

time periodically to assess and analyze the results of
assessments in each of these areas provides valuable data
that teams can use to strengthen their work.

Teams also benefit from external evaluations and
feedback. One of the responsibilities of principals dis-
cussed in Chapter 11 is providing regular feedback to
teams about their work and processes. 

Tools in this chapter will help teams and others
provide information that will help them refine and
improve their practices. For a com-
prehensive view of evaluating profes-
sional development, Tool 13.1 is
included. 

Schools may find that they want
to begin with a less comprehensive
approach to evaluation. Tools that
follow will help them make evalua-
tion both meaningful and beneficial.

Formative and summative 
evaluation

Teams will conduct two kinds of
evaluation — formative and summa-
tive. Formative evaluation will con-
centrate on the team’s processes for

efficiency and the completion of the actions the team
planned and the outcomes of those actions. Summative
evaluation will focus on success in accomplishing the
team’s goals. These goals, stated as SMART goals, are
focused on improving student learning.

Formative evaluation
Formative evaluations will concentrate on how well

the team works, completion of its actions, and the out-
comes of its actions. Tool 13.2 offers one way to capture
a view of the team’s efficiency by focusing on the struc-
ture of team meetings and whether the typical struc-
tures of successful teams are in place.

Tool 13.3 offers a survey that individual members
can use to evaluate their own involvement in the collab-
orative professional learning team. Asking individuals to

rate their own behavior and then
aggregating the ratings into a single
mean score, identifying the range of
scores (highest score and lowest
score), and the modal response (score
that occurs most frequently for each
item) will help team members know
how the team is doing overall. 

Inviting team members to con-
tribute to a discussion about the
overall results from either or both
surveys in Tools 13.2 and 13.3 can
help the team develop a deeper
understanding of its own operations.
Team members may want to use the
protocol in Tool 13.4 to discuss the

Evaluating collaborative professional learning CHAPTER 13

Tool 13.1

Collaborative professional learning in school and beyond: A tool kit for New Jersey educators 266



Collaborative professional learning in school and beyond: A tool kit for New Jersey educators 267

results of these surveys. The protocol is general enough
to be used for both surveys or each independent of the
other.

Teams members might use the innovation configu-
rations for learning communities that appeared in Tool
5.3 as another means of evaluating the effectiveness of
their learning teams. The innovation configurations
describe the essential behaviors of teachers and princi-
pals and can be used like a rubric to assess the current
state of a learning team, and the results can be used to
assess progress over time if a baseline and subsequent
measure are compared. If team members or principals
opt to use the innovation configurations, the following
process is recommended:

Ask team members to identify where they think
their team is individually.

Compile the individual results. Alternately, if there
is strong trust among team members or if members are
willing to share their results publicly, ask each one to
share his or her results and compile the individual
results on a wall chart for all team members to see.

Use the protocol in Tool 13.4 to discuss the results.
Another form of formative assessment is to look at

the team’s actions and the outcomes they produced. For
example, if the team read a research summary, then the
result of this action would be that team members
increased their knowledge, not that the team members
read the summary. When looking at actions, determine
the outcomes the team wants from each one and meas-
ure the success of those actions rather than whether the
action has been accomplished. A tool called a logic
model drives this form of evaluation (Killion, 2002). 
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Tool 13.4

Tool 13.6Tool 13.5 Tool 13.7

Tool 13.3Tool 13.2

 



A logic model has five main components. See
Figure 13.1 above. They are:
• Inputs/resources;
• Actions;
• Initial outcomes;
• Intermediate outcomes; and
• Results.

A logic model links inputs (resources) to actions
(steps to accomplish the results) and identifies initial
outcomes (first changes expected from the actions) and
intermediate outcomes (subsequent changes that occur
after the initial outcomes) in a logical way to explain
how the actions will produce the results.

An application to collaborative professional learn-
ing teams is shown in Table 13.

If teams develop and use a logic model, they have a
sound way to do two things. One is to plan their
actions and identify what they expect to see if their
actions are successful. Secondly, they
can assess their progress toward their
goal(s). 

By looking at the outcomes of
their actions rather than the comple-
tion of their actions, they have a bet-
ter measure of the potential impact of
their actions. In addition, they have
the capacity to look at the interaction
that occurs between their work and
their students’ learning. Not all
schools will use a logic model in their
evaluation efforts. However, if they
want to be able to know if profes-
sional development impacted student
academic success, they will want

some form of formative evaluation. A blank logic model
for teams to use is included in Tool 13.5.

Summative evaluation
Determining if the team has achieved its goal(s) is

the summative evaluation. It is what is expected at the
summary or the end of the planned action. Teams
define the success of their learning by whether students
perform at the expected levels. Sometimes teams will
not be able to determine if they met their goal until
they receive results from state assessments. Because there
is substantial lag time between the administration of
some state assessments and the results, collaborative
professional learning teams may want to consider using
common assessments as one measure of student success.
While common assessments may lack the rigor of state
assessments, they offer team members some information
about their success in a more timely manner.
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Inputs/resources Actions Initial
outcomes

Intermediate
outcomes

Results

The school, district,
community, or state
resources (including
people, space, time,
equipment, or
materials) needed to
accomplish the
actions.

The sequence of
activities the team
plans to take to
accomplish its
goal(s), using the
resources identified.

The early results of
the actions, e.g. what
happens initially
when the action is
completed; initial
outcomes often
describe changes in
knowledge and skills.

The secondary results
of the actions, e.g.
what happens after
the initial outcomes
occur; intermediate
outcomes often
describe changes in
behavior or practice.

The SMART goal(s)
the team sets for its
professional learning.

Figure 13.1 Logic model components

Tool 13.9Tool 13.8

Collaborative professional learning in school and beyond: A tool kit for New Jersey educators 268

PLANNED ACTIONS INTENDED RESULTS



Collaborative professional learning in school and beyond: A tool kit for New Jersey educators 269

Evaluating collaborative professional learning CHAPTER 13

Inputs Actions Initial
outcomes

Intermediate
outcomes

Results

• Teaching
resources for unit
development
Team meeting time to
score baseline-writing
assessments, develop
units and common
assessments, analyze
student results, form
and reevaluate
flexible groupings,
etc.
• Support from
district language arts
specialist to assist
with design of units. 

• Support from the
district language arts
specialist to assist
with the development
of common writing
assessments.

• Cooperation of
science and social
studies teachers to
embed the use of
ideas, organization,
and conventions in
their writing scoring
tools.
• Support from
teachers to provide
feedback and
additional instruction
to students on ideas,
organization, and
conventions.

Analyze data from
fall writing sample.

Design three
common instructional
units for ideas and
organization to use
between October
and February.

Develop and
administer two
common benchmark
assessments of
writing one in
November and one
in February.

Develop daily
practice activities for
language
conventions. 

Provide students
ongoing feedback,
reteaching, and
additional support,
as needed, on ideas,
organization, and
conventions.

Teachers identify
students’ baseline
writing level.

Teachers use units in
their classrooms.

Teachers administer
and score common
assessments.

Students complete
daily activity to
practice language
conventions.

Students’ accurate
use of ideas,
organization, and
conventions
increases in their
classroom work.

Teachers group
students in flexible
groupings for
instruction in
conventions, ideas,
and organization.

Students practice
applying ideas and
organization in
writing assignments
in all content areas.

Teachers analyze
data from the
assessments to
determine which
students require
reteaching and
additional support.

Students demonstrate
accurate use of
language
conventions
increases in both oral
and written
language.

Students’ accurate
use of ideas,
organization, and
conventions
increases on
common benchmark
assessments.

20%

increase in

students’

scores

on the

state

writing

sample.

Table 13 Logic model example for collaborative learning team
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In addition to determining if teams collectively
attained their goals, a school’s leadership or professional
development team may want to determine if the school
culture has improved since teams are working collabora-
tively to learn as professionals. Using Tool 5.1, the
school culture survey, staff members might complete the
survey as a baseline in the fall and again near the end of
the school year. By looking at the differences, the
school’s leadership team can assess if collaborative pro-
fessional learning teams have influenced the school’s
culture. Staff members will not be able to draw conclu-
sions that collaborative professional learning has caused
the changes in culture, although it will be safe to con-
clude that collaborative professional learning has con-
tributed to the change. Such a conclusion can be
strengthened if teams have demonstrated increased effi-
ciency and effectiveness as a team and if they have used
a logic model to determine if their intended outcomes
have been achieved.

As a summative measure of team development and
success, staff members may want to use Tool 13.6, the
Learning Team Survey, to assess how the team is func-
tioning.

At the end of each school year or possibly at the
mid-point in a school year, a collaborative professional
learning team will benefit from taking time to have a

discussion guided by the Summative Reflection Protocol
that appears in Tool 13.7. 

To assess the use of collaborative teams, Tools 13.8
and 13.9 are included. These tools can be used as a pre-
and post-test measure of the team’s effectiveness.

The surveys in this chapter are examples. Teams
can draw from these examples to create their own sur-
vey rather than to use any one in its entirety. As with
assessing culture, it is advisable to start with simple sur-
veys, especially if there has not been an assessment of
team effectiveness or if the use of collaborative profes-
sional learning teams is new. For example, Tool 13.2 is
more appropriate for teams in beginning stages while
Tool 13.4 is for teams that are more advanced in work-
ing collaboratively and are ready to move to the next
level and become high-performing teams. Making
adjustments in the survey instruments or using part of
the samples included is acceptable. What is unaccept-
able is avoiding evaluation of how collaborative profes-
sional learning is influencing teacher collaboration, the
school culture, and student learning.

References
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TOOL 13.4

Protocol for discussing survey results
ABOUT TEAM EFFECTIVENESS AND/OR TEAM MEETINGS

Use the compiled data from a survey of team effectiveness or team meetings such

as in Tools 13.2 or 13.3 to discuss the survey results.

• Which item has the highest mean score? 

• What evidence did we each use to support our score in this area?

• Which item has the lowest mean score?

• What evidence did we each use to support our score in this area?

• On what item(s) did team members agree the most? Examine both the mode and

range to answer this question.

• On what item(s) did team members disagree the most? Examine both the mode and

range to answer this question.

• What conclusions can we draw about the efficiency and effectiveness of our

collaborative professional learning teams?

• What actions might we take to increase the efficiency and effectiveness of our

collaborative professional learning teams?
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TOOL 13.5

Logic model template
FOR COLLABORATIVE LEARNING TEAM PLANNING AND EVALUATION

Inputs Actions Initial
outcomes

Intermediate
outcomes

Results
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CHAPTER 13

TOOL 13.7

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 impact 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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TOOL 1.1

Assessment of current state
of professional development

This tool is a four-part process. Part 1 is on p. 13.

Parts 2-4 are on p. 14.

• Individuals complete it. 

• They discuss their ratings and their rationale within small

teams. 

• The school’s scores are compiled and the Current State Protocol

is used to discuss the schoolwide results.

TOOL 13.8

Professional learning communities:
GETTING STARTED

PRE / POST-ASSESSMENT

SCHOOL DISTRICT  

TITLE/ROLE/ASSIGNMENT  

DATE 

SCHOOL    

GRADE/SUBJECT 

PRE OR POST 

This assessment survey will provide valuable information to those coordinating
PLCs. We appreciate your honest, accurate responses. All responses are confidential
and no information will be shared about you personally as a result of your
completion of the survey.
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SECTION I: Essential elements of professional learning communities

For each of the following statements, please assess the degree of implementation in your school or school district
during the past school year by circling or marking the appropriate response.

Tool 13.8     Professional learning communities: Getting started CHAPTER 13

1. The staff of our school has embraced the idea that the primary purpose of schooling is
to ensure high levels of learning for all students.

1 2 3 4 5

2. The staff of our school has developed a shared sense of the school we are trying to
create in order to help all students achieve at high levels.

1 2 3 4 5

3. The staff of our school has clarified the commitments we are willing to make in order
to create the school described in our shared vision.

1 2 3 4 5

4. There are a few big ideas that drive the daily work of the people in our school. 1 2 3 4 5

5. The staff of our school has identified specific, measurable, attainable, results-oriented,
and time-bound goals that serve as indicators of our school's progress.

1 2 3 4 5

6. In our school, teachers responsible for the same course content and/or students work
together to clarify intended learning, develop common assessments, and identify
strategies for improving student achievement.

1 2 3 4 5

7. The staff in general and the teaching teams in particular make decisions by seeking out
best practices rather than by sharing opinions.

1 2 3 4 5

8. Our school has created processes that engage our staff in a continuous cycle of
improvement, e.g. verifying current levels of student achievement, generating strategies
for improvement, implementing the strategies, and collaboratively assessing the impact
of the various initiatives on student achievement.

1 2 3 4 5

9. The staff in our school demonstrates a willingness to consider new strategies for
achieving school and team goals.

1 2 3 4 5

10. The school and teacher teams assess the success of improvement initiatives on the basis
of the initiative’s impact on student achievement results rather than levels of adult
satisfaction.

1 2 3 4 5

DEGREE
OF IMPLEMENTATION
Beginning Full
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SECTION II: Key corollary questions

Three key corollary questions are at the heart of the work of professional learning communities. To what degree has
your school or school District implemented actions as a result of attempting to answer these questions? Mark the
most appropriate response.

11. Teachers who share the same course content and/or students work together to clarify
essential learnings for each class, course, grade level, or unit.

1 2 3 4 5

12. Teachers who share the same course content and/or students agree upon the criteria
they will use in assessing the quality of student work.

1 2 3 4 5

13. Teachers who share the same course content and/or students agree upon the criteria
they will use in assessing the quality of student work.

1 2 3 4 5

14. Teachers who share the same course content and/or students practice applying agreed-
upon criteria for assessing student work until they are consistent in their application.

1 2 3 4 5

15. Students have the opportunity to acquire agreed-upon essential learnings regardless of
who is teaching the class, course, grade level, or unit.

1 2 3 4 5

16. Our school has a consistent and systematic response when it becomes clear that
students are not learning what we expect them to learn?

1 2 3 4 5

17. Our school has systems in place to monitor each student's attainment of essential
learning on a timely basis.

1 2 3 4 5

18. Our school has consistent, schoolwide systems in place that ensure students receive
additional time and support when they experience initial difficulty learning.

1 2 3 4 5

DEGREE
OF IMPLEMENTATION
Beginning Full
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SECTION III: Existence of enabling practices

The practices listed below support the work of professional learning communities. Please assess your current level of
implementation of these practices in your school or school district by marking the appropriate response.

SECTION IV: Fundamental purpose

One of the big ideas of professional learning communities is that learning, as opposed to teaching, is the
fundamental purpose of schools.  In the space below, please describe one way that a visitor to your school might be
able to recognize that your faculty has made the shift from teaching to learning as the primary purpose of your
school.

19. Teachers who share the same course content and/or students have developed common
assessments.

1 2 3 4 5

20. There are schoolwide systems in place that monitor each student's learning on a timely
basis.

1 2 3 4 5

21. There are schoolwide systems in place to provide students who experience difficulty in
learning with additional time and support in a directive way.

1 2 3 4 5

22. Teacher teams have clarified their expectations regarding the roles, responsibilities, and
relationships of each team member in order to promote effective team practices.

1 2 3 4 5

23. Teacher teams articulate and work interdependently to achieve specific, measurable,
attainable, results-oriented, time-bound goals that are linked to school and/or school
district goals.

1 2 3 4 5

24. Teachers are provided with information regarding the achievement of their students in
meeting an agreed-upon standard on a valid test in comparison to the other students in
the school who are attempting to achieve that same standard.

1 2 3 4 5

DEGREE
OF IMPLEMENTATION
Beginning Full

 



SECTION V: Team learning expectations and results
In the space below, describe what you hope to gain / have gained from participating in PLCs.

Thank you for your input. Please complete and return before you leave. We will tabulate and send summaries for
you to use in your self-reflection and growth! 
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TOOL 1.1

Assessment of current state
of professional development

This tool is a four-part process. Part 1 is on p. 13.

Parts 2-4 are on p. 14.

• Individuals complete it. 

• They discuss their ratings and their rationale within small

teams. 

• The school’s scores are compiled and the Current State Protocol

is used to discuss the schoolwide results.

TOOL 13.9

Professional learning communities II:
A FOCUS ON COMMON ASSESSMENTS

PRE / POST-ASSESSMENT

SCHOOL DISTRICT  

TITLE/ROLE/ASSIGNMENT  

DATE 

SCHOOL    

GRADE/SUBJECT 

PRE OR POST 

This pre/post-assessment survey will help your team determine its goals and
monitor its progress. It will also provide valuable information to those coordinating
PLCs. We appreciate your honest, accurate responses. No information will be
shared about you personally as a result of your completion of the survey.
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SECTION I: High-quality assessment design

For each of the following statements, please assess the degree of implementation in your school or school district
during the past school year by marking the appropriate response.

DEGREE
OF IMPLEMENTATION
Beginning Full

1. Our team defines key standards of assessment quality in understandable terms. 1 2 3 4 5

2. We distinguish between different purposes for assessment, including assessment for
learning (diagnosing, screening, monitoring progress) and assessment of learning
(summarizing or evaluating performance).

1 2 3 4 5

3. Our team selects, modifies, or creates assessments to match learning goals. 1 2 3 4 5

4. We match our use of existing instruments and assessment data to the purpose of that
assessment (diagnostic, screening, progress monitoring, outcome / summative).

1 2 3 4 5

5. We conduct or participate in the step-by-step development of common assessments. 1 2 3 4 5

6. We select or develop high-quality assessments using the format (selected response,
constructed response, performance) that best matches the assessment purpose and type
of learning being assessed.

1 2 3 4 5

7. Our team conducts a review of assessment quality, checking for accuracy, consistency,
fairness, and administration issues.

1 2 3 4 5

8. We describe the sample of student performance and levels of proficiency that will be
sufficient to demonstrate that learning goals have been met.

1 2 3 4 5

Please provide evidence that supports your perceptions of your school’s implementation level of high-quality
assessment design:



Please provide evidence that supports your perceptions of your school’s implementation level of assessment
administration:
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SECTION II: Assessment administration

SECTION III: Data analysis

DEGREE
OF IMPLEMENTATION
Beginning Full

9. We administer assessments in such a manner as to eliminate sources of bias or
distortion that interfere with the accuracy of results, such as making appropriate
modifications and accommodations.

1 2 3 4 5

10. We provide students frequent and varied opportunities to demonstrate knowledge and
skills, creating a representative sample of student performance (body of evidence) that is
sufficient in its scope to permit confident conclusions about achievement.

1 2 3 4 5

11. We implement specific strategies to increase student involvement in assessment e.g.,
students describe learning goals, self-assess, reflect on learning with others, provide
input into assessment design.

1 2 3 4 5

12. Our team ensures that students and their parents have a clear understanding of the
criteria by which learning will be assessed.

1 2 3 4 5

13. Our team collects, records, and reports assessment information to accurately reflect
student learning.

1 2 3 4 5

14. We collaboratively analyze and interpret the results of assessments for learning. 1 2 3 4 5

15. Time and procedures are in place to enable quality review of our bodies of evidence. 1 2 3 4 5

16. We employ a deliberate system(s) or method(s) to analyze and interpret data. 1 2 3 4 5

Please provide evidence that supports your perceptions of your school’s implementation level of processes for data
analysis:

DEGREE
OF IMPLEMENTATION
Beginning Full

Collaborative professional learning in school and beyond: A tool kit for New Jersey educators 298



Please provide evidence that supports your perceptions of your school’s implementation level of collaboration as a
learning community: 
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SECTION IV: Using data to inform instruction

SECTION V: Collaboration

DEGREE
OF IMPLEMENTATION
Beginning Full

DEGREE
OF IMPLEMENTATION
Beginning Full

Please provide evidence that supports your perceptions of your school’s implementation level of using data to inform
instruction: 

17. Our team makes comprehensive assessment planning a routine part of annual
curriculum mapping, unit plan design, and lesson plans.

1 2 3 4 5

18. We use classroom assessment information to plan and adjust instruction. 1 2 3 4 5

19. We collaboratively look at student work and other assessment data to guide instruction. 1 2 3 4 5

20. Our team uses multiple data sources (a body of evidence) to determine learning goals
and plans for each student, including students with special learning needs, e.g. ELL,
ILP (Individual Literacy Plan), IEP, under-performing.

1 2 3 4 5

21. Our team ensures that both instructional plans and assessment plans clearly address
learning goals for students — content knowledge, patterns of reasoning, and the
products students are to create.

1 2 3 4 5

22. We use assessment results to involve students in setting learning goals and evaluating
their own progress. 

1 2 3 4 5

23. We use a variety of methods, e.g. report cards, portfolios, parent-teacher conferences,
student involved conferences, to provide feedback to students and their parents.

1 2 3 4 5

24. We use clear processes or protocols to have professional conversations that are efficient,
purposeful and related to student achievement.

1 2 3 4 5

25. We regularly discuss and reflect on our practice in relationship to student achievement. 1 2 3 4 5

26. We share the responsibility for the education of all students in our community. 1 2 3 4 5



SECTION VI: “What would it / does it look like?”

In the space below, please describe how a visitor to your school would know that your faculty (a) works together to
design and give common assessments, (b) collaboratively analyzes and interprets data, (c) uses that data to inform
instruction and interventions to close achievement gaps.
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SECTION VII: Team learning expectations and results (PRE)
In the space below, describe what you hope to gain from participating in PLCs.

SECTION VII: Team learning expectations and results (POST)
In the space below, describe what you have gained from participating in PLCs.


