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TOOLS

Tool 7.1 Time use flows from school culture. 5 pages
Tool 7.2 Analysis of current time usage with time use log. 2 pages
Tool 7.3 Think outside the clock. 7 pages
Tool 7.4 Time enough for teaching and learning. 11 pages
Tool 7.5 Making time for adult learning. 4 pages
Tool 7.6 Comparison of strategies for making time for collaborative professional learning. 1 page
Tool 7.7 Forming a recommendation. 3 pages

Where are we?
Professional development in this school includes time during teachers’ contract day for
teachers to work together in teams whose members share common goals (school, grade
level, department, team, etc.) for student learning.

STRONGLY AGREE AGREE NOT SURE DISAGREE STRONGLY DISAGREE

Professional development in this school occurs after school hours.

STRONGLY AGREE AGREE NOT SURE DISAGREE STRONGLY DISAGREE

Professional development in this school occurs in the summer.

STRONGLY AGREE AGREE NOT SURE DISAGREE STRONGLY DISAGREE

The leadership team (including principal and teacher leaders) in this school ensures that
time available for collaborative professional learning is used in a way that impacts teach-
ing and learning.

STRONGLY AGREE AGREE NOT SURE DISAGREE STRONGLY DISAGREE

Chapter 7

MAKING
TIME



T
he number one barrier educators
cite regarding implementation of
collaborative professional learning
is time. There is no doubt that
most schools have not yet adjusted
their schedules to accommodate
teacher collaborative learning;

however, more and more are doing so. The schools that
are making time usually do so in one of three ways.
One way is to use available time; another way is to buy
time; a third way is to create time. With each of these
options, advises Joan Richardson, director of publica-
tions for the National Staff Development Council, it is
necessary to be creative, to be willing to make trade-
offs, be clear about the connection between teacher
learning and student learning, and to be willing to
experiment with multiple approaches (2002). Perhaps
the biggest challenge is the perception of who owns
time within the school day and who has control over
what occurs during that time.

The National Staff Development Council advo-
cates that 25% of an educator’s work time is invested in
professional learning and about 10% of a school dis-
trict’s budget. While those numbers seem astronomical,
they are not, especially if the form of professional learn-
ing is the type of daily collaboration recommended in
this tool kit. Most people view professional develop-
ment as learning that occurs outside of the regular work
of schools when guest speakers or external consultants
come into the school or district, on days when students
are not present, or in the summer or after school hours.
In these cases, the costs that include substitutes, con-

sultant fees, and travel, can be very high. To imagine
spending even more, up to 10% of a district’s budget,
on this form of professional development is inconceiv-
able. However, if the form of professional learning
involves collaborative teams meeting together during
the work day and the cost is the portion of teachers’
salaries devoted to that form of learning, the resources
they might want, and the portion of the principal’s time
devoted to supporting the team, these costs are not so
unreasonable.

The same is true for the recommendation regarding
time. If professional development is exclusively viewed
as occurring when students are not present in school,
after school hours, or in the summer, it is unlikely that
the recommendation of 25% of educators’ work time
would ever be reached. However, if we consider the
daily interactions that teachers have with colleagues in
collaborative professional learning teams during plan-
ning times and designated team time, then it is more
likely that the recommended level of time would be
possible. In fact, opportunities for learning occur virtu-
ally every minute. Experiences or incidents of the work
day can be transformed into learning when  teachers
engage in reflective collaborative practice, sharing their
experiences with others, analyzing the results of their
actions, planning with their colleagues, and making
their practice transparent to themselves and others.

In districts and schools where teachers work in a
supportive culture, they meet in collaborative teams for
the purpose of professional learning about teaching and
student learning because they experience first-hand the
benefits. In districts and schools where relationships are
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less collegial and a culture of isolation and competition
exists, teachers may be unwilling to work collaboratively
during their planning time and might participate reluc-
tantly if additional time is provided. Past experience
with professional development, the school’s culture,
trust, and relationships influence teachers’ willingness to
work actively to make time for professional learning.

This chapter explores a variety of ways to arrange
time for teacher collaboration. It also raises some chal-
lenges about the basic assumptions held about time.
How willing a school staff is to find time for collabora-
tion is an indication of their commitment to collabora-
tive professional learning. 

Form a task force
To address the issue of making time for collabora-

tive professional learning, schools might form a task
force to study the possibilities and generate recommen-
dations for others to review. Because some options for
time will affect students and parents, these task forces
might include parents and student representatives, as
appropriate. School task force members will also want
to examine district and state policy regarding the length
of the school day, district, and state policy about time
for professional development, and use of current profes-
sional development time. 

When the principal charters the task force, it is
helpful for him or her to clarify the level of authority
and expectations. Will the task force make a single rec-
ommendation to the principal? Is the task force expect-
ed to bring multiple recommendations for the staff to
consider? Will the task force make the decision after
sharing its recommendations, gathering input, and
revising based on the input?

Explore current beliefs about time
A beginning point for the discussion about making

time is to consider how personal beliefs and culture

influence beliefs about time. One way to explore these
issues is to read Kent Peterson’s article, “Time use flows
from school culture.” The task force or the whole staff
can surface their assumptions about use of time within
their school. The article and discussion protocol are
included in Tool 7.1.

Analyze current time use
Tool 7.2 includes a protocol to use to examine how

time is currently used. One of the easiest ways to make
time for collaborative professional learning is to use
existing time differently. Once current time usage is
explored, the task force can form recommendations
about how to use current time differently for collabora-
tive professional learning. For example, remodeling fac-
ulty meetings is one way to make time for professional
collaboration. In some schools, one day is designated
for meetings — on that weekday, once a month princi-
pals hold faculty meetings, and in all the other weeks
that month teachers meet in their collaborative teams.
Another version of this model is to save faculty meeting
time and use the banked time in a longer block, either
bi-weekly or monthly.

Establish criteria
Making decisions about adjusting the schedule is a

significant one and it may have a broad impact.
Establishing criteria for the decision is helpful. Some
school staff agree to adjust their schedule if it means
instructional time for students is not reduced. Others
agree to a change in their schedule if they retain a mini-
mum amount of individual planning time. Others want
time during the school day or teachers’ contract day.
Whatever the criteria, it is essential to identify them
early. Sometimes not every criterion can be met so pri-
oritizing criteria is important as well. The task force
may decide to create a weighted criteria matrix to aid in
their decision making, such as the one in Figure 7.1.

Criteria Weight Notes

Weighted criteria matrix

Figure 7.1
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Study other schools’ and districts’
solutions

One way to determine how to
make time for additional collabora-
tion is to study what other schools
and districts have done. Three
resources are included to assist school
task forces to study possibilities for
time. Not all ideas suggested in the
three resources are feasible in every
school or without some adaptation,
however the ideas have been tested
and are currently in use in schools.
The resources are intended to offer
ideas and possibilities to help schools
get started. 

Tool 7.3 is an issue of Tools for
Schools, a newsletter of the National Staff Development
Council, that includes articles on how schools and dis-
tricts around the country have made time for profes-
sional development. 

Tool 7.4 is another resource, Working Toward
Excellence, Spring 2001, a newsletter of the Alabama
Best Practices Center. This newsletter includes articles
about how schools across Alabama have created time for
professional learning. 

A third resource, Tool 7.5, an article from the
Journal of Staff Development shows how schools and dis-
tricts built time into the daily schedule for teacher
learning. Tool 7.6 is a matrix to help readers summarize
how various schools and districts create time for profes-
sional learning, how much time they created, and

whether each strategy meets the cri-
teria established by the task force.

Form recommendations
After studying possibilities, the

task force forms recommendations
for the school. These recommenda-
tions can include short-term changes,
long-term changes, or both. For
example, some schools begin with
using existing time differently for a
year before moving to a schedule
change that permits more frequent
time for professional learning. Once
the recommendations are developed,
each is reviewed by the principal,
central office staff, teacher union

leaders, parent group leaders, community leaders, and
other key leaders to ensure that the recommendations
fall within regulations, contracts, etc. It is essential that
final recommendations presented to the staff and com-
munity for consideration meet most of the criteria the
task force established and comply with regulatory crite-
ria, or are permissible through variances. Tool 7.7 can
help a task force include the most essential information
in its recommendations to make time for professional
development.

Present recommendations for input 
Once the recommendations have been reviewed,

they are presented to the school community at large.
The task force members take an active role in explain-

Tool 7.3

Tool 7.4

Tool 7.1 Tool 7.2

 



ing the recommendations. Task force members receive
feedback from staff and community members regarding
each recommendation. This feedback is captured and
taken back to the task force for consideration in the
refinement process.

Revise recommendations
The task force considers all the input received and

makes revisions to the recommendations. At this time,
some recommendations may be deleted, combined, sig-
nificantly revised, or moderately revised to reflect the
input received. The final recommendation(s) are pre-
pared for presentation to the entire school community.
The task force may want to archive all recommenda-
tions to revisit other options later. Depending on how
the task force was chartered, it may make a single rec-
ommendation to another body for approval, make the
decision, or present multiple recommendations for
approval by one or more persons.

Determine action
Using the appropriate process within the school or

district for making decisions such as this one, the final
recommendation(s) is (are) considered and accepted or
rejected. Depending on the outcome, the task force cre-
ates a plan of action to implement the decision.

Finding time is only part of the story. Once time is
made available for teacher collaborative learning, it is
necessary to help teachers make the best use of this
time. In some school districts across the country where
time was made available, school boards have rescinded
the time because it was not being used to improve
teaching and learning and no evidence was available
about its value. Chapters 6, 8, and 9 are designed to
help teachers determine the best use of their time for
collaborative professional learning.
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TOOL 7.1

Time use flows from school culture
DISCUSSION QUESTIONS

• What is the author’s key point about how time and school culture are

connected?

• What evidence or arguments does Peterson provide to support his point?

• What are your beliefs about the connection between time and school

culture?

• How does the culture of our school influence how time is used here?

• What evidence is available to demonstrate that connection?

• What are some ways we might want to consider helping others in our school

and community understand how our school’s culture influences how we use

time?

CHAPTER 7

 



Collaborative professional learning in school and beyond: A tool kit for New Jersey educators 113

Tool 7.1     Time use flows from school culture CHAPTER 7



Collaborative professional learning in school and beyond: A tool kit for New Jersey educators 114

Tool 7.1     Time use flows from school culture CHAPTER 7

 



Collaborative professional learning in school and beyond: A tool kit for New Jersey educators 115

Tool 7.1     Time use flows from school culture CHAPTER 7

 



Collaborative professional learning in school and beyond: A tool kit for New Jersey educators 116

Tool 7.1     Time use flows from school culture CHAPTER 7

 



Collaborative professional learning in school and beyond: A tool kit for New Jersey educators 117

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 7.2

Analysis of current time usage
with time use log
1. How much time in minutes do staff members have for planning?

2. How much time in minutes are staff members expected to attend staff meet-

ings per week/month?

3. How many professional development days are planned into the current

school year? When do those days occur? Add the number of minutes avail-

able in professional development days. Remember to subtract lunchtime.

4. For one week, log how planning time is used using the Time Use Log on the

next page.

5. As a team, graph how all members of the team or schoolwide used time col-

lectively by adding the total amount of time used in each category across all

members’ logs.

6. Identify how much of the available time was spent in school-based team

learning.

7. Complete the Time Use Log on the next page. Identify how much of the

total available time was invested in work related to the areas in the first col-

umn.

8. 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?

9. Identify the norms/agreements/expectations about time in the school.

10. 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.

CHAPTER 7
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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

AREAS #
min.

A/C #
min.

A/C #
min.

A/C #
min.

A/C #
min.

A/C Total
min.

Management/clerical (attendance,
non-academic reports, business
transaction, copying, getting
supplies, etc.)

Assessment (analyzing student work,
grading student work, designing
assessments, etc.)

School-focused work (committee
work, etc.)

District-focused work (committee
work, etc.)

Non-school related (personal phone
calls, errands, etc.)

Other

Other

Other

Total daily time

Total alone 

Total collaborative

Tool 7.2     Analysis of current time usage with time use log CHAPTER 7

MONDAY TUESDAY WEDNESDAY THURSDAY FRIDAY
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Reprinted with permission of the National Staff Development Council, 2006. All rights reserved.
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Reprinted with permission of the Alabama Best Practices Center. All rights reserved.
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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 7.6

Comparison of strategies
for making time for collaborative
professional learning

As you read the newsletters and study the schedules provided, determine the

strategy each school used for making time, how much time they created, and

whether this approach meets your criteria. Write in your criteria at the top and

place a check if the strategy meets the criteria established.

CHAPTER 7
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As you read the newsletters and study the schedules provided, determine the strategy each school
used for making time, how much time they created, and whether this approach meets your criteria. Write
in your criteria at the top and place a check if the strategy meets the criteria established.

District Strategy How
much
time?

Check if
#1 is met

Check if
#2 is met

Check if
#3 is met

Check if
#4 is met

Check if
#5 is met

Check if
#6 is met

My
criterion
#1:

My
criterion
#2:

My
criterion
#3:

My
criterion
#4:

My
criterion
#5:

My
criterion
#6:

TOOL 7.6

Comparison of strategies for making time
for collaborative professional learning

Tool 7.6    Comparison of strategies CHAPTER 7
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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 7.7

Forming a recommendation

• From the ideas generated, decide on two or three that would work for this

school and its community. 

• Develop a proposal that includes consideration of how each

recommendation would impact various aspects of the school community. 

• Identify how you plan to use the extra time. 

• Identify the goals you want to accomplish with the additional time and

relate those goals to student learning.

CHAPTER 7
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Recommendation Other
schools

Budget Transportation Parents Before- and
after-school

care
programs

Other

1

2

3

R E C O M M E N D A T I O N ’ S  E F F E C T  O N :
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THIS IS HOW MY SCHOOL WILL USE THE EXTRA TIME:

Goals to accomplish with the extra time Relationship of goal to student learning

1

2

3

4


