
How to Plan for and Optimize 
Professional Learning
Webinar will start at 4:00 Eastern



● Over 20 years of experience in special education

● Served in classrooms and administration 

● Supervised special education  programs and staff

● Monitored compliance and organized district PD

● Served as implementation specialist— trained teachers 

and administrators on products

Roland Espericueta
Director of Professional Development
n2y



● Knowledge can provide a higher level of competence in one’s profession.

● Keeping pace with prevailing industry standards in education is key in 

implementing best practices in schools and classrooms.

● Knowledge can provide the confidence for school leaders and teachers to impact 

and lead their staff and students to achieve high standards.

● Professional Development can help learners build their expertise and knowledge 

base in order to meet career goals and objectives.

● Professional Development is an investment.

Knowledge Is Power
Why Is Professional Development Important?



● The Why:  Evaluate PD needs based on analysis 
of data and information.

● The Who:  Determine the group of learners who 
will best meet your needs. 

● The What:  Select PD that is focused  and 
relevant to your learners.

● The How:  Teach content value and importance 
and consider adult learners.

● The When & Where:  Consider time, logistics and 
environment for PD delivery and the 
importance of following up.

Knowledge Is Power
What to Consider When Planning Professional 
Development (PD)



● Assess the needs of your organization with respect to staff and 
student learning based on data and relevant information to determine 
the learning goal(s) (i.e.,  curriculum, assessment, etc.).

● Identify the learning competencies necessary for your learners to 
achieve the organization’s learning goal(s).

● Assess the strengths and needs of  your learners to determine if a variety of 
Professional Development is required; learners may vary in competencies.

● Determine how the Professional Development will be delivered in order to 
best meet their needs (study groups, education software, observation and 
instruction, etc.).

Set Your Course
Evaluating Your Professional Development (PD)  Needs 
(The Why)



Set Your Course
Evaluating Your Professional Development (PD)  Needs 
(The Why) – How to Assess Needs in Schools

● Analyze data addressing student performance (state assessments, 
formal assessments, IEP progress for all academic, behavioral, 
physical areas).

● Survey pertinent staff to get firsthand perception of essential areas of needs 
and focus.

● Fill skills gaps within your staff.

● Determine needs based on the organization’s goals:  

— For example, if the goal is to raise the level of student achievement, 
graduation rates, adult transition, etc., then the PD should map the 
path for teachers to help students achieve these goals.



● Identify which learners in your organization will need  the 
specific PD to meet the learning goal(s). 

— Prioritize your target group.  Avoid including learners 
for whom you think the PD would merely be a good 
idea.

● All learners should be able to execute the outcomes of the 
PD once they have completed the course/content 
requirements.

— Once completed, all learners should be expected to 
implement the PD.

Select Your Stakeholders
Determining Your Professional Development Learners 
(The Who)



● Determine whether all learners will need the same or varied 
types of Professional Development.

— Include auxiliary and administrative staff who will assist in 
supporting  and evaluating the implementation of the PD

● Establish clear goals, guidelines and expectations for the 
learners on the purpose, use and implementation of 
the PD.

— Designate staff members who will be responsible for 
evaluating the progress and success for the PD and its 
projected outcome(s).

Select Your Stakeholders
Determining Your Professional Development Learners 
(The Who)



 “Tell me and I forget. Teach me and I 
remember. Involve me and I learn.”

 –Benjamin Franklin



● Select Professional Development best suited to meet the needs and 
goals for your organization based on the “Why” above:

— Justify to stakeholders why the PD is important and relevant to 
their current position.

— Whenever possible, involve and consult with the learners in 
planning relevant content that is meaningful to them.

— Engage learners  by having them share their experiences and 
best practices relative to the PD.

State the Purpose
Selecting Relevant and Focused Professional 
Development (The What)



● In order to obtain learner “buy-in,” the learner will need to know how 
the PD will be valuable to them and the outcomes meaningful for 
them and their students.

— The value and relevance should be stated from the start and 
demonstrated throughout the PD to assist with engaging the 
learners from the get go.

— Identify specific skills that will be acquired by the PD.

— Answer the question:  “Why is this important to me or 
my students?”

State the Purpose
Selecting Relevant and Focused Professional 
Development (The What)



● Research the PD content for relevancy, validity, reliability; ask for 
references, research, white paper(s). 

— Provide proof and validity for what the PD is accomplishing.

● The PD should be able to be applied soon after the completion of the 
course(s)/session(s) since that is the time when momentum is high.

— The sooner the PD is implemented, the more likely the learners 
are to retain the content and benefit from its relevance.

— Elicit the endorsement of the organization’s leadership for the 
PD and have them express it to the learners so they understand 
how they will be contributing to the organization.

State the Purpose
Selecting Relevant and Focused Professional 
Development (The What)



● Determine if there are any prerequisite skills needed prior to 
launching the PD or as part of the PD Plan.

— Do the learners need technical skills, content background, 
specific skill training, other PD?

● The learners will be better engaged if:

— PD expectations are clearly set by leadership.

— PD expectations are realistic to implement in a reasonable 
amount of time.

— Learners are told how they will be held accountable for the PD.

State the Purpose
Selecting Relevant and Focused Professional 
Development (The What)



The delivery of Professional Development (PD) should take 
into account adult learning and learners:

Determine the Means
The Delivery of Learning (The How)

Andragogy Pedagogy

Learner Centric Teacher Centric

Informal Formal

Mutually Respectful Authority Oriented

Collaborative Competitive

Internal Motivation External Motivation

Learner Comes with Experience Learner Has No Experience



● The delivery of Professional Development (PD) should be inspiring and 
applicable.  The content may be relevant, but how the learner receives 
the information should be well thought out:

— Whenever possible, involve the staff in the planning and execution of 
the PD.  This will assist in “buy-in.”

— Avoid “sit and get” sessions for PD courses  lasting over an hour.

— Consider a coaching approach, where the instructor is building on the 
present skills of the staff and taking them to new heights.

— Encourage the learners to explore beyond the initial PD and expand 
their knowledge base via research and trial.

Determine the Means
The Delivery of Learning (The How)



● More Delivery Practices:

— When possible, include Real-Life Case examples, videos, or live feed 
of environments where attendees can see what they are learning in 
action (hear it, see it, feel it).

— Consider Mini PD Sessions, where a lesson/content is taught in 10- 
to 30-minute sessions designated by your organization to fit 
learners’ schedules.  For example:

→ Lunch and Learn, Conference Period PD, After School Sessions

— Assign Research Teams that do research and plan activities on 
topics for professional growth and share w/ large group; these can 
be rotational with different groups covering different topics.

Determine the Means
The Delivery of Learning (The How)



● More Delivery Practices:

— Coaching and Observing sessions allow learners to schedule time in 
another school or classroom to see effective modeling and 
implementation in their domain.

— Book Clubs allow learners to read a book and meet periodically to 
discuss the content, main ideas and next steps; they can meet in 
person or online as their schedule permits.

— Podcast Club,  similar to the Book Club, allows learners to listen to a 
podcast and meet with colleagues to discuss content, main ideas, 
and next steps.

Determine the Means
The Delivery of Learning (The How)



● Online Delivery Practices:
— Online Self-Paced learning sessions help you meet scheduling needs 

and times for staff members, who can log in and learn, and their 
sessions can be  bookmarked.

— Live Webinars enable learners to attend live sessions conducted by 
experts in the field (local or national). This forum allows the attendees 
to ask questions and dialogue.

—  Recorded Webinars are an opportunity for learners who cannot 
attend live webinars to view/listen to the content and discuss at a 
later time that is convenient.

— Online Professional Learning Community (PLC) consists of forming 
groups of learners who present pertinent PD content to one another 
via virtual meetings/chats. 

Determine the Means
The Delivery of Learning (The How)



“Anything that is worth teaching can be presented in many 
different ways. These multiple ways can make use of our 
multiple intelligences.”    

-Howard Gardner

There are a multitude of ways to deliver Professional Development;  
the key is to know your learners, meet their needs, respect their time 
and involve them as much as possible.

Determine the Means
The Delivery of Learning (The How)



● Scheduling the time for Professional Development is an important 
factor in the learner’s experience.  Map out a plan of the content that 
will need to be presented and determine how much time it will take to 
do so.

● Don’t plan “drive by” PD that inundates learners with information that 
is too much to absorb and leaves little chance of being implemented; 
unfortunately this happens often in order to get as many people as 
possible trained at one time. 

This type of PD frustrates learners and isn’t conducive to “buy-in” or value 
in learning.  

Time and Place Matter
Learning Time (The When and Where)



• Compose and share an agenda with specific start/end times, lunch and 
breaks.

• Professional Development when time is limited:
― Reading Articles, Blogs, Content Websites
― Podcast Sessions
― Lunch/Breakfast and Learn Sessions
― Tips and Tools Huddle
― Single Topic Webinars

These examples of PD activities are effective when the goal is to teach 
single skills or content, not for comprehensive learning per se.

These activities lend themselves to learners picking their learning 
time schedule.

Time and Place Matter
Learning Time (The When and Where)



● Professional Development (PD) when there is moderate to significant 
content and skill building that requires hours/days:

― Select the optimum time of year to deliver the PD to give the staff adequate 
time to learn, implement and evaluate.

― When learning a new software program, it may be ideal to to implement the 
new program immediately;  this type of training  at the end of a school year 
with a time  lag over the summer would not be a best practice.

― For teachers/admins consider times that would limit time out of their 
class/office whenever possible; but...

― Don’t compromise the time it takes to get full quality instruction; this will 
diminish the learning and implementation of the Professional Development.

Time and Place Matter
Learning Time (The When and Where)



• Additional time considerations for Professional Development:

ー Avoid long learning sessions after work hours; the learners will 
likely be tired and less stimulated.

ー Consider providing sessions broken into blocks of time, at various 
times, instead of as extended long sessions. 

ー Provide adequate break time and active break activities to 
rejuvenate the learner’s brain and body.

Time and Place Matter
Learning Time (The When and Where)



● Where to hold your Professional Development event can set the tone 
for the day and assist the quality of learning:

ー Calculate the number of learners who will attend and select a space 
that is adequate to fit them and materials/technology devices.

ー If possible and necessary, select a centralized location with adequate 
parking for convenience.

ー Specify the exact address, building and room location for the event.

ー If technology is required, provide adequate space for learners and their 
devices, as well as plug-in stations.

ー Determine the need for the presenter’s space and technology (laptop, 
projector, display area, room to walk).

Time and Place Matter
Location..Location! (The When and Where)



● Additional location considerations:

ー Let the learners know ahead of time of any room guidelines 
(drinks/food allowed; restrooms, etc.).

ー Provide a list of restaurants nearby for time and convenience.

ー If using a computer lab, prepare log-in credentials and access.

ー If possible, work with a technology representative at the PD location 
to ensure the necessary equipment is available, functioning and 
tested.

ー Have chairs, tables and materials set up in the PD room to minimize 
unstructured time (poster boards, easels, etc.).

Time and Place Matter
Location..Location! (The When and Where)



● Professional Development should not be a single event that is set aside 
once it’s over until the a new or subsequent PD event.  Just as teachers 
check for content grasp and retention from their students, leadership staff 
should check for understanding and implementation of their PD efforts.

● Provide learners with the opportunity to review and revisit key points and 
concepts they’ve learned.

● Determine which learners are ready for an Advanced or Next Level 
training.

● Consider a Train the Trainer model to build local expertise in your 
organization, which gives you the flexibility to provide PD for new staff in 
the future.

Professional Development Follow-Up
Reaping the Benefits of Well-Planned PD



● Consider the following supports:

ー Access to a Knowledge Base of the PD for quick reference

ー Support Tools (How-to videos, documents, tech support, etc.)

ー Guidance Groups that meet periodically to discuss questions, concerns 
and receive guidance in executing their PD plan

ー Observations and brief 1 on 1 conferences to get and give feedback on the 
progress of their learning

Professional Development Follow-Up
Reaping the Benefits of Well-Planned PD



● Other follow-up activities and considerations:

ー Reinforce the learners when you witness them implementing the 
PD so they know they are on the right track. 

ー Provide time for struggling learners to observe best practices in action.

ー Consider a review session for learners needing assistance.

ー Collect data on outcomes as a result of the PD and implementation in order 
to analyze and compare with the original organization goal(s) to see if there’s 
been progress made and/or mastery achieved.

ー Report progress to the organization’s leadership group.

ー Monitor and adjust the PD and implementation based on the data results and 
progress (more PD, support, next level?).

Professional Development Follow-Up
Reaping the Benefits of Well-Planned PD



● Planning and executing a successful Professional Development 
depends on formulating an effective PD Plan.  

● By addressing the Why, Who, What, How, When and Where, you 
will cover your bases for a successful PD experience.

Professional Development Summary

It All Starts with The Plan



Takeaways:

● Assess your learning needs and set learning goals.

● Determine who your learners are and what to expect of them.

● Select Professional Development that meets your needs and that is 

relevant and valuable for your staff; it makes “buy-in” easy.

● Utilize effective practices to deliver PD for adult learners. 

● Select optimal times, convenient locations, and spaces suited for learning; 

it can greatly enhance the PD experience.

● Finally, plan, plan, plan.

Professional Development Summary

It All Starts with The Plan



Questions?
ASK THE EXPERT



CONNECT 
with us online

Follow @n2yinc
EVERYONE Can Learn®

  800.697.6575   •   n2y.com


