Student Achievement Through Staff Development 


Geoff Petty: author of ‘Teaching Today’ and ‘Evidence Based Teaching’ www.geoffpetty.com
This paper is a summary and discussion of the seminal text on improving student achievement: Joyce and Showers (2002) ‘Student Achievement through Staff Development’ 3rd ed. ASCD  www.ascd.org
Overview

Teaching has at least three times the effect on student achievement as any other factor, and teaching in every type of educational institution can be improved, regardless of its present performance.  But it is not enough to run staff development sessions on learning and teaching.  Research shows that change in classroom practice requires teachers to experiment with new methods, and to discuss resulting difficulties with colleagues, along with other improvement issues.  Otherwise most teachers try ideas suggested in training only once or twice at best, and then revert to their usual practice.  

So managers must encourage experimentation, and provide opportunities for teachers to meet in teaching teams.

The result is a continuous improvement model based on collaborative Action Research – ‘the teacher as researcher’.

The research

The Joyce and Shower’s book cited above is a review of research on attempts to improve student achievement by staff training on learning and teaching.  It finds that only one broad approach works, but that it works very well indeed.  Huge improvements in achievement have been created using this model, improving pass rates and grades greatly even in high performing institutions.  Expensive national initiatives not using this model have failed to make any improvements.

The model is collaborate action research, structured in this way:

1. Training needs are identified.

This is done democratically.  The team of teachers asks itself:


‘What do we feel are our most pressing needs’?


‘What do our results tell us?’

A list of ideas for improvement is drawn up, 10 to 20 items probably.  These are combined, compromised and prioritised down to one common goal to change curriculum, teaching methodology, or student culture etc so as to raise attainment.

(The common goal needs to focus on a process, designed to produce better outcomes etc.  It must affect the student experience if it is going to have an effect)  so ‘raising achievement’ won’t do.  Neither will ‘improve course record keeping’

2. Staff Training is devised 

This is on the process designed to achieve the common goal.  Training outcomes are agreed for knowledge, attitudes, skills, and (the hardest part!) transfer to the classroom.


3. Training is delivered on the following pattern.  It is extensive, e.g. a dozen days:

Knowledge: explaining theory and rationale etc using lectures, reading, video etc

Demonstration and modelling: showing how, giving examples, seeing it done on video or live, watching simulations etc.

Practice this is mainly simulated practice usually

‘Peer Coaching’:  This is collaborative work by teachers and managers to solve the problems or questions that arise during implementation and to plan responses.  It is not lesson observation with expert feedback.  The ‘coaching’ teams are formed at the training event.  All the teaching and management staff agrees to take part in a peer coaching team.  Coaching skills may be taught in training. If lessons are observed the teacher is the coach, the observer the learner.  During training the team agree when and how to meet for this collaborative work.

Organisational support is vital for Peer Coaching to take place.  The organisation and the individuals in it, must value this collaborative planning and learning, and make time for it.

Summary table on research on hundreds of INSET initiatives:

	Percentage of participants achieving the training outcomes at different stages through the training

	
	Outcomes

	
	Knowledge (thorough)
	Skill (strong)
	Transfer (executive implementation)

	Study the theory
	10%
	5%
	0%

	Demonstration/modelling
	30%
	20%
	0%

	Practice (usually simulated during training)
	60%
	60%
	5%

	Peer Coaching during and after training)
	95%
	95%
	95%


What do these findings tell us about how we should work?




I will now look at what Joyce and Showers had to say about the role of the teacher, the manager and senior managers, and the leader of teaching teams if teaching is to improve.  

What must teachers do to improve? -  Supported Experiments

Research summaries* all stress that teachers have more effect on student achievement than any other factor, including school management, resources etc.  To improve achievement we must improve teaching, and only teachers can do this.  So we must get teachers to experiment.

Joyce and Showers have found that teachers must practise with a new method 20-25 times to learn to use it as effectively as their usual methods.  The first few attempts with a new method may fail, and the teacher may then be tempted to abandon further experiments – this is where the support provided by peer coaching is so vital.  Teachers are very capable learners, but all learning requires time, practice and support, and the time for change has been greatly underestimated.

Over time teachers can adapt the methods to their context, and learn to use them appropriately and successfully, and embed there use into their usual practice, and in to schemes of work.  But this takes time and support.  

Students also need to learn how to respond to the new methods, effective methods are always more demanding of students than conventional teaching.  They need to know why these new methods are being used, what it demands of them, and how to respond.

The teacher’s responsibility

It really helps the above learning process if teachers:

· Practice the use of the new methods repeatedly in a relatively short period of time, say five times a month.  At first experiments should probably be short but frequent.

· Monitor the effects of the new method on the learners –  Did they learn? Could they cope?  What did they find most difficult? Etc  What would help them cope better?

· Ask students for their support during these experiments, for example ask for their opinions of the methods, and for their suggestions.

· Bring issues and difficulties to their peer coaching team for discussion

· Help and support the experimentation of other teachers in their team.

Experimentation has been shown to significantly benefit the ‘ethos’ or ‘culture’ in a college or school.  As teachers experiment more, both their problem solving skills  and their morale improves, and their team becomes more cohesive and responsive to difficulties of all kinds.

If a teacher experiments successfully with an unfamiliar and highly effective method, but only uses this one method once a term students will hardly benefit.  It is possible for improvements in teaching to have very substantial effects on students’ achievements however.  Joyce and Showers quote effect sizes of 2.0 or more!  But this was achieved by well-designed training, which included Peer Coaching, and the monitoring of the degree of implementation of the new methods.

What must middle managers do? Monitoring implementation

The aim of monitoring is not to control teachers but to find what prevents effective use of the new methods, and to address these difficulties.  It is an integral part of Peer Coaching, ideally teachers and their managers are all involved in monitoring, in a weak team the manager might need to take most of the responsibility though.  Key questions are: ‘How are the experiments going?’ and  ‘How can I help?’  

Some managers set a target for how often their teachers should use the new methods, say at least once or twice a week.  Some managers ask their teachers to give a brief account of each experiment in a log, others just rely on memory and discussion in Peer Coaching meetings, and create a log themselves.  Questions that need answering include:

· Which methods are being experimented with, why, how, a by whom?

· How often are they being tried?

· Do teachers know how to use the method well, that is:

· Do they set appropriate and challenging goals directed at important conceptual ideas, 

· Do all students participate?

· Do learners and the teacher get highly informative feedback?

· Has the use of the method been low or high quality?  That is:

Low quality: The teacher just imitates an example shown during training, and goes through the motions without much understanding of why the method works.

High Quality: the teacher has developed a sophisticated understanding of the method and why it works, and implements it effectively with imagination 

It is practice followed by Peer Coaching rather than teacher talent that makes the difference.  It might take twenty or more trials to get from low to high implementation of the method, only high quality implementation is likely to get the maximum effect size for the methods.

· How do students respond?

· What are the obstacles – what have teachers found most difficult?

· What help do we/they need?

It takes time to adapt methods and students’ responses so don’t be disheartened if the process takes some time, terms or years rather than weeks.  Indeed, if change happens easily, expect low quality implementation!  In the meantime it is crucial to encourage risk-taking, and to adopt a no-blame policy.  Early on, and where difficulties are encountered, experiments should be short (say ten minute activities maximum), and frequent.

You might also look to data such as student achievement, student satisfaction, retention, improved behaviour, less complaints etc as measures of success.  These are likely to be your goals, so check they improve over time.

Effective methods are demanding of students, who may initially resist – “can’t we just copy off the board?”  -  “I wasn’t taught like this at school, do we have to?”

However, once students get used to the new methods, and develop the skills to respond to them, they nearly always prefer them to more conventional methods.

Senior Managers’ and leaders’ responsibilities
Joyce and Showers have found that leadership which supports the improvement of teaching must avoid a ‘maintenance’ style, and move towards an ‘improvement and renewal’ style.  See also Maynard and Martinez (2002) “Pride or Prejudice” for a brilliant empirical study, which verifies this in FE.  A leader is someone who inspires others towards positive change, so an enthusiastic novice can be a better leader than their manager!  We perhaps all have a leadership role.  But  designated leaders need to adopt the ‘improvement and renewal’ approach to effect positive change.

Maintenance style:  acceptance of present standards.  E.g. student achievement is as good as can be expected.  This attitude is often associated with a strong tendency to believe that the factors that affect student achievement are not in teachers’ or managers’ control.  E.g. achievement depends only on family background, social class, innate talent and intelligence etc.

Improvement and renewal style: An emphatic belief that it is always possible to improve.  Also that the factors that affect student achievement are mostly in the students’ and teacher’s control: good teaching, effort, practice, support, time etc.

Realisation that factors which can’t be controlled such as underperformance due to low socio-economic backgrounds or family or ethic background etc is best addressed by high quality teaching methods.  (See Joyce and Showers for strong evidence on this.)

Leaders can help the improvement of teaching and learning by:

· Acknowledging and promoting the need for collaborative work, e.g. Peer Coaching in meetings.

· Ensuring that meetings are frequent and long enough and sufficiently well attended.

· Expecting a high standard of Peer Coaching

· Expecting that trials of new methods are sufficiently informed by evidence, and sufficiently self-critical to learn from.

· Monitoring the middle manager’s role described above.  Are they being effective in maximising the degree of implementation of strategies for example?

· And throughout being positive, and inspiring, by promoting the view that improving teaching is both vital for the learners, and possible. This is ‘culture management’, see chapter 25 of ‘Evidence Based Teaching’ by Geoff Petty.

Who is likely to implement and who not?  Joyce and Showers have researched this thoroughly and find some surprising negative findings and one positive one:

· Enthusiastic teachers who are ‘buzzing’ after a staff development session may not implement the ideas, those who are critical and unconvinced may do so with enthusiasm!  It is not the training, but the teacher’s own implementation that convinces them, this points again to the crucial role of Peer Coaching.  If their own implementation works they persuade themselves, and may even surprise themselves!

· Younger teachers are not more likely to implement ideas presented in staff training.

The authors found that if teachers are active in their personal lives, actively reaching out for experiences such as entertainment, hobbies, and social activity then they are also active in their professional lives.  In terms of Maslow’s hierarchy of needs these people are ‘self-actualising’ and they are much more likely to implement new ideas.  

In a fascinating research study Joyce and Showers found teacher’s personal ‘Growth States’ using a questionnaire, and found this variable best predicted whether teachers implemented or not, accounting for about three quarters of the variance!  However people with high growth states encourage and inspire more passive members of their team to implement. The great majority of teachers  are more passive, they are amiable, conforming dependent, and seldom initiate the implementation of new teaching methods.  However they will if they are encouraged by those with higher ‘growth states’. We need to ensure most teams have a self-actualising member! 

A very small proportion of teachers have a very low growth state, and actively push away opportunities in their personal and professional lives, this may be a way of rationalising their fear, they often see change as a conspiracy against them.  These may never change, or will be the last to do so.


Sharing and Embedding

Joyce and Showers do not make the following suggestions but they might be worth considering, I have certainly seen them help in many colleges.  The aim of these methods is to ensure that successful experiments are available to the whole team and to other teams in the college.

· Sharing good practice:  Teams meet to describe their experiments to teach other, each teacher gives a very short presentation of what they have done along with evidence that it has worked.  You could make this a ‘bring and buy’ session, where every teacher brings an experiment, but ever teacher must ‘buy’ one, that is try it out a few times themselves until they have decided whether it works for them or not.  This is useful when experiments have been going for a year or so.

· ‘Active Scheme of Work’.  The creation of an Active Scheme of Work can be the focus for Supported Experiments.   An Active Scheme of Work has a highly effective student activity for every topic or subtopic on the scheme of work.  The teaching team meets to discuss each topic in turn and to share the active methods they use for each one.  The best activities are agreed and go on the scheme and resources required for them are shared.  Teachers are not dictated to by the scheme, alternatives are allowed if they are agreed to be effective. This takes at least four terms, but has been remarkably popular with staff in my experience.   See Evidence Based Teaching chapter 25 and www.geoffpetty.com

Why Teachers must experiment to improve.

Joyce and Showers do not consider this but Research Reviews** on the development of excellence in every field of human endeavour show that skill is not dependent on innate talent, but on the total time spent on ‘deliberate practice’ to improve the skill.  Charles Desforges, Professor of Education at Exeter University has stressed the relevance of this finding to the improvement of teaching.

Ericsson found that the most able scientists, engineers, musicians, chess players, athletes, etc, make use of  “deliberate practice” of about four hours a day.   This is not just “doing it again”.  Deliberate practice involves deliberately getting out of your ‘comfort zone’ to do things differently, and better.  It means learning about what works and then trying it, it means improving weaknesses.  It’s personal research and development.  During ‘deliberate practice’ skill levels drop for a short time as that skill is learned, but rise thereafter because of the benefit of the new skill.  E.g. a two finger typist becoming a touch typist  will be slower - at first.

Those who achieve excellence continually experiment like this, pushing themselves to learn and to improve.  Researchers regard deliberate practice as by far the main cause of excellence in every domain.  Incredibly, ‘talent’ or IQ has hardly any measurable effect, even in areas like music or academia – (unless it is a talent for deliberate practice!)  World-class performers in every domain have behind them a total of about 10 years of deliberate practice at about four hours per day.  No exceptions have been found.  

Deliberate practice is hard work, four hours a day is about as much as anyone can manage.  I suggest up to one hour a week for teachers.






Those who only achieve low standards at work use deliberate practice only during initial training, and probation.  Then they settle into a fixed mode of working.  They stop practising, and as a consequence their skills ‘plateau’.  This is because: “If you always do what you’ve always done, you’ll always get what you’ve always got”!
To improve, we must change.  And only teachers can change their teaching.  So how can we encourage teachers to carry out at least some ‘deliberate practice’ to improve their teaching?  How can we get them to experiment with new approaches for a short time every week, practice these until they work well, and then embed them in their normal practice? ----  By ‘Supported Experiments’ --- but experimenting is not enough.  Peer Coaching is vital.

Why use supported experiments? 

· They model and develop a culture of continuous improvement without resorting to a deficit model.  Teachers are experimenting to further their professional development, not because their teaching has been pronounced weak.  There should be an expectation that every teacher is experimenting, not just those considered weak.

· They include all teachers in continuous improvement, including very able staff. Able staff have a great deal to offer, they can experiment with courageous and innovative approaches, debug them, and so make them available to the whole team, or whole college.  They can be inspiring leaders, but deficit minded colleges leave them alone, saying they are ‘not  a problem’.

· They provide the blame-free culture needed to encourage and support risk-taking and development.

· They prevent teaching skills from ‘plateauing’ and becoming stale.

· They provide the blame-free support needed to really change classroom practice

· They encourage the development of teaching strategies that respond to known difficulties

· They are inspiring for staff and can even reinvigorate quite jaded teachers


Notes and Further Reading:

Joyce and Showers (2002) ‘Student Achievement through Staff Development’ 3rd ed. ASCD  www.ascd.org
Maynard and Martinez (2002) “Pride or Prejudice?  College Teachers’ Views on Course Performance” London LSDA.   Free download from www.lsneducation.org.uk/pubs/pages/021296.aspx
Petty (2006) ‘Evidence Based Teaching’ Nelson Thornes.  This describes hundreds of exceptionally effective methods, chapter 25 deals with Supported Experiments and leadership.

**Ericsson K. A. (1993) The role of Deliberate Practice in the Acquisition of Expert Performance.  Psychological Review Vol 100 No 3 pp363 – 406.  This is a highly influential review of research on expert performance.  Download ‘Ericcson’ from ‘chapter 2 downloads’ from: www.geoffpetty.com/evidence_based_downloads.htm
Notes (top of page 2 under ‘What must teachers do to improve?’)

*such as reviews of research on school improvement, school effectiveness and effect size reviews such as those by Professor John Hattie or Professor Robert Marzano

Geoff Petty 2007

How can you make best use of Technology in the classroom? The use of of technology does not guarantee learning. Here is a paper showing how to get strategic about the use of ILT or ICT. Download Evidence Based ICT from the link below:

http://www.geoffpetty.com/evidence_based.htm
“However beautiful the strategy, you should occasionally look at the results."

--Winston Churchill, 

“Leadership: The art of getting someone else to do something you want done, because he wants to do it." (And she!)

--Dwight D. Eisenhower, 34th US president

Making it Happen: five steps to improve teaching….   Explore -> Experiment -> Improve -> Share & celebrate -> Embed


 
























































































I looked up paranoid in the dictionary and it said ‘why do you want to know?’











(Initial drop in skill due to an experiment)
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The important thing is this: To be able at any moment to sacrifice what we are for what we could become." 


--Charles DuBois, artist and painter








Embed practice


New and improved strategies are agreed, and then put into schemes of work, assignments, worksheets, lesson plans etc.  The whole team now has access to the improvements.








Share and celebrate success


Teachers report on their experiments and share their strategies. Sharing is both within and between teams.








Improve and ‘coach-in’ strategies


Teachers develop strategies for themselves and for the team, while receiving support and Peer Coaching from the team and from others.


In other words teachers carry out ‘Supported Experiments’ for the team.





Monitoring.  Implementation is monitored to ensure the changes are supported and are sufficient to make a difference to students.


  








Plan Experimentation and implementation


Decide as a team and as individuals ways to  teach better


  








Teaching has more effect on achievement than any other factor


To raise achievement we must change how we teach


Only teachers can change teaching


Changing teaching is itself a learning process


Learning requires support, practice, and feedback


This is hard, we need to do it together, and learn from each other.





Start here





Explore the pedagogy


What other learning and teaching strategies could we use to teach better? 





Explore present practice


How do we teach at present?  








Explore the context


Given our course and our students etc, what are the key issues and problems in ensuring success for all?
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