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Professional development should not exist 
as a separate entity to performance 

management within education.

- Kat Howard, 2021



1. Professional development should have a focus on improving and evaluating pupil 
outcomes. 
2. Professional development should be underpinned by robust evidence and expertise. 
3. Professional development should include collaboration and expert challenge. 
4. Professional development programmes should be sustained over time. 
And all this is underpinned by, and requires that: 5. Professional development must be 
prioritised by school leadership.
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What problem are we trying to solve?

Teaching is multidimensional and aimed at 
much wider outcomes than exam results or 
test scores. Second, teaching involves 
team-based cooperation that is inconsistent 
with an individual PRP scheme. Third, 
teachers are professionals and do not 
require financial incentives to induce effort.
The Intricacies of the Relationship Between Pay and Performance for Teachers: Do 
teachers respond to Performance Related Pay schemes? Burgess et al., 2001



What problem are we trying to solve?

Quality of teaching cannot be measured, 
quantified or ranked in the way PRP 
demands...The Sutton Trust says that schools 
should rely on a combination of approaches to 
gain a full picture of teacher effectiveness and 
should never assess teachers on data from a 
single year.- 
https://neu.org.uk/policy/performance-related-pay-teac
hers 

http://www.suttontrust.com/researcharchive/testing-teachers/
https://neu.org.uk/policy/performance-related-pay-teachers
https://neu.org.uk/policy/performance-related-pay-teachers


What problem are we trying to solve?

As school systems have developed richer data sets that 
follow the same teachers over time, a clearer and more 
positive picture of their performance trajectories has 
emerged. It shows that teacher performance does 
improve dramatically during their first few years on the 
job and continues to improve in subsequent years, albeit 
less dramatically (Harris & Sass, 2011; Papay & Kraft, 2015). 
Like fine wines, teachers generally appear to keep getting 
better with time. That’s good news. - 

Debunking the myth of the teacher performance plateau
Bryan Goodwin and William J. Slotnik, 2019



Myth busting:

● Sustainable improvement is not cohort-specific

● PRP presents a distortion of performance 

● We carry significant misconceptions around 
teacher development and improvement as a 
result





Myth busting:

Not all teachers get better. Improvements in 
average teacher performance mask 
“substantial heterogeneity” in these data 
(Papay & Kraft, 2015, p. 118)

Debunking the myth of the teacher performance plateau
Bryan Goodwin and William J. Slotnik, 2019



Mythbusting:

You can only improve this much from this 
point...

……. Some people cannot improve.



Every teacher needs to improve, not 
because they are not good enough, but 

because they can be even better.

- Dylan Wiliam, 2012



There needs to be an adoration in the process. 



What are the barriers to development?

https://www.educationsupport.org.u
k/resources/research-reports/teach
er-wellbeing-index-2020



What are the contributing factors to developing?



What are the contributing factors to improvement?



● Can we develop teachers without a pre 
mortem of the climate?

● What are the key drivers of developmental 
discourse?

How do we know?



Are ‘how factors’ the significant levers to teacher 
development?

Forming new mental 
models that lead to 

sustained improvement 

Relational 
trust and 

psychological 
safety

Theories of 
action



Psychological safety for teacher development 

https://hbr.org/2017/08/high-performing-teams-need-
psychological-safety-heres-how-to-create-it



Forming new theories of action for teacher 
development 

http://www.curee.co.uk/files/publication/1260453707/
Robinson%20Summary%20Extended%20Version.p
df



Mental models for teacher development 

From Argyris, C., 'Overcoming Organizational 
Defenses: Facilitating Organizational Learning,' 1st 
Edition, © 1990. Printed electronically and 
reproduced by permission of Pearson Education, 
Inc., Upper Saddle River, New Jersey. and Sons, 
Inc.
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Why just identifying the ‘what’ of PD does not 
solve the problem
Teachers will not improve unless we provide:

● A controlled pace of change that feels safe
● Reframe change through an improved dialogical 

process 
● A process that feels valued and communicated as the 

priority



1. Teachers form their own goals for 
improvement. Deci and Ryan outline three basic 

psychological needs that underpin 
intrinsic motivation: 
 Competence – skills to perform 
well in one’s job 
 Autonomy – direction over one’s 
own decisions and actions
 Relatedness – connection with, 
and support from, colleagues.



2. Teachers have the opportunity to 
discuss their own goals for 
improvement.  



3. Teachers have access to a 
multi-faceted, high-quality provision of 
PD which builds criticality as well as 
knowledge.   



Clear rationale Practical strategy, specific 
to phase or subject

Underpinning theory

Tackle 
misconceptions first

Opportunity to practice with 
others

Opportunity to discuss



4. Teachers keep reflections that 
consider what they’ve found, read, 
observed, noticed, learned about 
improvement.   



5. Teachers have regular 
opportunities for low stakes 
discourse around reflections 
and mistakes made.   
https://www.ollielovell.com/errr/jimk
night/



What support does this require in order 
to be successful?
1. Professional development should have a focus on improving and 
evaluating pupil outcomes. 

2. Professional development should be underpinned by 
robust evidence and expertise. 
3. Professional development should include 

collaboration and expert challenge. 
4. Professional development programmes should be 

sustained over time. 
And all this is underpinned by, and requires that: 5. Professional 

development must be prioritised by school 
leadership.



How do we know we’re getting better? 
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The Intricacies of the Relationship Between Pay and Performance for Teachers: Do teachers respond to Performance Related Pay schemes? Burgess et al., 2001

https://neu.org.uk/policy/performance-related-pay-teachers 

https://www.tes.com/news/dylan-wiliam-teaching-not-research-based-profession

www.educationsupport.org.uk/resources/research-reports/teacher-wellbeing-index-2020

Papay, J. P., & Kraft, M. A. (2016). The Myth of the Performance Plateau.

 Educational Leadership, 73(8), 36-42.https://hbr.org/2017/08/high-performing-teams-need-psychological-safety-heres-how-to-create-it

Weston, D., Hindley, B., & Cunningham, M. A culture of improvement: reviewing the research on teacher working conditions. 

Sims, S., & Fletcher-Wood, H. (2021). Identifying the characteristics of effective teacher professional development: a critical review. School effectiveness and school improvement, 32(1), 47-63.

From Argyris, C., 'Overcoming Organizational Defenses: Facilitating Organizational Learning,' 1st Edition, © 1990. Printed electronically and reproduced by permission of Pearson Education, Inc., Upper Saddle River, New 
Jersey. and Sons, Inc.

https://hbr.org/2017/08/high-performing-teams-need-psychological-safety-heres-how-to-create-it

Cordingley P, Higgins S, Greany T et al. (2015) Developing great teaching: Lessons from the international reviews into effective professional development. 

Worth, J., & Van den Brande, J. (2020). Teacher Autonomy: How Does It Relate to Job Satisfaction and Retention?. National Foundation for Educational Research.

Deci, E. L., & Ryan, R. M. (2010). Intrinsic motivation. The corsini encyclopedia of psychology, 1-2.

Robinson, V. (2017). Reduce change to increase improvement. Corwin Press.

Guskey, T. R. (2000). Evaluating professional development. Corwin press.

https://www.johntomsett.com/2013/05/04/this-much-i-know-about-performance-related-pay-for-teachers/
https://kappanonline.org/teacher-performance-plateau-slotnik-goodwin/
https://saysmiss.wordpress.com/2020/10/11/hindrances-and-starting-points-thoughts-on-performance-management/
https://saysmiss.wordpress.com/2020/10/22/professional-development-some-thoughts-on-practical-implementation/
https://www.educationsupport.org.uk/resources/research-reports/teacher-wellbeing-index-2020
https://neu.org.uk/policy/performance-related-pay-teachers
https://www.tes.com/news/dylan-wiliam-teaching-not-research-based-profession
http://www.educationsupport.org.uk/resources/research-reports/teacher-wellbeing-index-2020
https://hbr.org/2017/08/high-performing-teams-need-psychological-safety-heres-how-to-create-it

