V IEWPOINT

Evidence-Informed
CPD

Developing teachers’ classroom skills is the most direct way to
raise the standard of education. What does the evidence say
works best? And how can we improve on the past? A report on
the strengths of different approaches to CPD in providing the
necessary precision to advance teachers’ practical knowhow.
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EVIDENCE-INFORMED CPD

“When learning something new, we are all visual learners.”
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— CLARK, R., 2011, EVIDENCE-BASED TRAINING METHODS, ASTD

The Importance of
Professional Learning
Education counts like never before. It can determine the
prosperity of a nation. But a highly educated workforce can
only come about by highly skilled teachers. Developing those
teachers, therefore, is the key to future success.

THE 2007 MCKINSEY REPORT

RESEARCH ON IN-SERVICE TRAINING

RESEARCH ON WORKFORCE LEARNING

This global study of education systems concluded that
the quality of an education system cannot exceed the
quality of its teachers. And that the best way to
improve outcomes is to improve the quality of
teaching.
But… “Reforms that expose teachers to best practices
through workshops or written materials but that do so
without making this knowledge precise enough for
teachers to understand how to apply it in their own
classroom also fail.” Precision in communicating best
practice seems to be the weak spot in professional
learning.

The conclusion of Helen Timperley —the foremost
authority in this area — is that…”There is no straight
line between professional learning opportunities,
changes to practice and changes to student outcomes.”
At every stage, it appears, the teacher may
misunderstand, or ignore, the messages from their
in-service training. This human ‘black box’, we learn, is
prone to misinterpreting what is communicated. And
the more the messages lack precision, the more the
problems magnify.

Workforce learning refers to the in-service training of
those other than teachers. At its heart is an
understanding that in-service means more than just
learning facts about your profession (a knowing that).
It must involve learning new skills (a knowing how).
The research on the best ways to teach new skills is
well established. Visual explanations trump verbal
ones. Words are both imprecise and too numerous.
The lack of precision results in misinterpretation and
confusion, while the volume of words results in
overload.
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“It can’t be acceptable for a teacher to ignore proven best practice.”
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— MORRIS, E., 2012, THE GUARDIAN, 28 FEBRUARY

Towards an Evidence-Informed
Profession
Education is changing. Local knowledge and custom
is no longer viewed as being sufficient to fuel the drive
to improvement.

A FOCUS ON THE PROVEN

A DIRECTION BUT NO PRECISION

CLOSING THE COMMUNICATION GAP

The McKinsey report’s focus on improving instruction
highlights the need to identify the best teaching
methods.
For well over a decade, teachers have been able to ask a
far more effective question: ‘what works best?’ And get
answers. With the publication of collections of
meta-analyses, educators can see, at a glance, which
strategies yield the best results in terms of student
learning.
Such knowledge can trump prejudice, custom and
belief. It can protect teachers from political
interference as much as it can challenge their practice.

On first reading the reports on the meta-analyses, one
is struck by the precision of the effect sizes. But, as one
later discovers, this is rather misleading because it is at
odds with the lack of identification of the techniques
themselves.
What is measured are strategies — a grouping of a
collection of specific techniques. Not the actual
techniques themselves. We never learn which, or how
many, of these classroom methods were used in the
experiments. Nor, most importantly, how they were
executed. Such a lack of specificity and precision does
not help teachers learn new techniques.

The work of researchers is indispensible to raising
standards but on its own isn’t reaching teachers in
ways that make a difference. There remains a
frustrating gap between what the researchers want to
say and how teachers need to receive it. However
detailed it is described in books, research remains
remote and abstract. It needs to be transformed into a
more effective form of communication. Fortunately,
this too is an area subject to intense research.
The field of workforce learning has established,
again through meta-studies, the indisputable
advantage of communicating professional knowledge
in visual format.
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“Teaching is about to embark on a revolution and, like medicine…become evidence-based.”
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— PETTY, G., 2009, EVIDENCE-BASED TEACHING, NELSON THORNES

Know What
Knowledge

Know How
Knowledge

Verbal
Explanation

Tell me

Tell me

Visual
Explanation

Show me

Show me

Precision:
the Missing Component
Education has developed rapidly over the past decade.
Nearly every component is now in place. But knowledge of
what outstanding teaching looks like has not been depicted
with the necessary precision.

THE RIGHT SORT OF KNOWLEDGE

NOT SUSTAINABLE

Knowledge comes in two types: Declarative (a know
what) and Procedural (a know how). Teaching is a very
active profession and, unsurprisingly, teachers want to
receive practical knowledge — the know-how to
improve.
But what they overwhelmingly get instead is the
abstract content of declarative knowledge. Their
experience is that they are told what to do, but not
shown how to execute and achieve.
Practical know-how transforms tacit knowledge —
what was previously thought to be indescribable —
and codifies it and makes it available to every member
of a profession.

The question of whether or not one is a visual learner
is now a redundant one. Neuroscience has pointed out
that over 80% of our mental activity is devoted to
processing visual information. The significance of this
lies in the fact that words, whether read or heard, are
open to interpretation.
Attempts at more verbal precision mostly end in a
dry and formal style that neither attracts nor
illuminates. Images, by contrast, provide a shared
understanding to all those who view them. Their
explicit depiction of who is doing what provides
teachers with what they want: immediate practical
knowledge.

WHAT

WHAT

HOW

HOW
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“Adults enter into a learning experience with a task-centred orientation.”
— KNOWLES, M., 1996, THE ASTD TRAINING AND DEVELOPMENT HANDBOOK, MCGRAW HILL

The New Rules of
Professional Learning
If professional learning is to improve the quality of teaching,
then routine practices and cherished beliefs will have to make
way for smart, convenient and just-in-time learning that is
geared to adults and worthy of modern professionals.

ADULT-FRIENDLY LEARNING

WEB-BASED SOLUTIONS

Applying the learning theories of pedagogy to adults is
a mistake. Teachers arrive with a great deal of prior
experience, are self-directed learners and want to
develop competency. But most importantly, they learn
as a result of a pressing need. What they want is easy
and convenient access to practical knowledge: precise
and concise, not hidden in endless theory or written in
policy-speak.
Modern professionals want to be able to learn only
what they need and when they need it. Not for them
the course curriculum of which 70% is irrelevant.
Theirs is the just-in-time and just-for-me generation of
time and target-pressed professionals.

The web meets the needs of a modern, professional
workforce. Because it transcends the limitations of
place, it can take coaching beyond the constraints of
time and expense.
Professional knowledge, codified and easy to access,
is always available to everybody. This changes
attitudes to learning. Instead of being a set, infrequent
event, it stays always-on. Colleagues take part in a
give-and-take of professonal knowledge. The
always-available knowledge sees teachers use it as
virtual coach in their self-directed development.
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“Unique, innovative, clear and straightforward, the HOW2s provide a step change for learning professionals.”
9

Clear space
n No visual clutter to
distract attention
n Speedy safe access
to learners

— HARTLEY, T., CEO THE CAMPAIGN FOR LEARNING, 2011

Interact regulary about
learning
n Learners acclimatise to
this attention
n Ensure interventions
support learning

5

2
Desks in rows
n Rows may not be
necessary as long as
you have easy access
to all the group

HOW

8
Use blindspots
n Know what’s going on

3
Be unpredictable
n Vary your routes

The HOW2 Solution

4
Move from the front
n Make it normal
practice
n Show interest and
attention at desks
n If you need to address
discipline, it makes it
conversation private

7
Reinforce positively
& non–verbally
Follow up checking
on work with
n a smile, or
n a nod

5
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HOW2s unlock teachers’potential by providing them with
precise and easy-to-understand information on what
outstanding teaching looks like. And it links them together in
a network of shared learning. Simple, streamlined and
scalable — the perfect match for the modern professional.
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Move in close
n Stand next to off–task
learners
n Your proximity may
avoid need for any
intervention
n If intervention it will
be private

Move early
n Show you own the
room by walking
around it
n Show your
confidence
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THE HOW2S

THE HOW2 TOOLS

THE HOW2 BENEFITS

HOW2s provide the missing precision noted in the
McKinsey report. Clear, step-by-step visuals capture
the components of outstanding teaching, eradicating
any ambiguity or confusion.
All evidence-based, the HOW2 techniques are the
biggest such collection. The compendium of 125+
HOW2s meets the development needs of every teacher
from the newly qualified to the experienced teacher.
A flexibly organised library allows teachers to search
by series, digital technology links, Ofsted, or
personalised collections of HOW2s bespoke to an
organisation.

The HOW2 tools help teachers personalise their
learning, collaborate with colleagues and share their
successes.
• Set: Teachers, coaches and managers group together
• specific HOW2s into a Set.
• Group: Teachers form their own group to collaborate
• on shared teaching plans.
• To-Do: Teachers and managers can set others or
• themselves tasks related to HOW2s.
• Skills Exchange: Teachers’ skills with specific
• HOW2s are listed for colleagues to request support
• for peer learning.

• Immediate Solutions: Lesson observations are
• followed up with rapid and practical solutions to
• development needs.
• Extending Repertoires: Everyone extends their
• knowhow.
• Collaboration: Social learning culture is boosted.
• Sharing Best Practice: Precise and easy sharing.
• Coherence : The HOW2 hub for CPD consistency.
• Convenience: HOW2s are designed for the busy
• teacher in mind, offering the just-in-time and
• just-for-me knowhow.
• Precision: No ambiguity, just step-by-step clarity.
• Scalable: The same content and tools work if
• launched across regions, countries, or continents.
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HOW2s take the guesswork out of evidence-based teaching.”

6

— BARRETT, V., VICE-PRINCIPAL, EAST BERKSHIRE COLLEGE, 2013

THE BENEFITS OF ADDING VISUALS

The assumption that dialogue is successful in the
accurate exchange of information and ideas is
dangerous. It comes with the assumption that teacher
conversation will be precise and accurate concerning
the step-by-step details of the methods under question.
Leading authority on teacher development, Dylan
Wiliam, has noted this decreasing accuracy as teachers
make personal adaptations to prescribed techniques.
He has termed it lethal mutation where effective
methods are distorted by teachers’ serial adaptations.
Most worryingly, he seems resigned to this occuring.

Designed for understanding, HOW2s prompt
conversations that are action-oriented. Having a
HOW2 viewed by both participants, makes
conversation more productive as they are
information-driven and task-based. This means that
the focus is firmly on the teaching and not the teacher.
Such objectivity removes personal defensiveness and
encourages a mature level of critique. It is particularly
effective at inviting checks on the other person’s
understanding. Nothing is left to assumption;
everything gets clarified.
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Dialogue is at the heart of professional learning. But not as
thoroughly as commonly believed. Conversation is imprecise,
especially when attempting to establish a shared understanding
of the detailed process of a teaching technique.
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Optimising CPD with
Better Conversations

EVIDENCE-INFORMED CPD

“Learning is not a one-off event, but rather a process of learning and change over time.”
— TIMPERLEY, H., 2011, REALIZING THE POWER OF PROFESSIONAL LEARNING, OUP

Visual Models enable both
Consistency and Variation
The lack of explicit and sharply defined
descriptions of teaching techniques leaves
the education profession without the
platform necessary for consolidated
progress.

THE HOW2S
Models are simplified representations of the world,
created in order to better understand the world by
removing the unnecessary complexity that clouds
identification of what’s important.
HOW2s are models of the most effective teaching
methods. They remove the classroom context in order
to highlight the specific actions teachers need to take
to execute the skill.
The teacher’s role is to add their own particular
classroom context. However varied these adaptations ,
they retain a high level of fidelity to the original HOW2
sequence.

TEACHINGHOW2S.COM
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“Words divide, images unite.”
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— NEURATH, O., 2010, FROM HIEROGLYPHICS TO ISOTYPES

HOW2s are Flexible Models
not Straight Jackets

Models are not the same as templates which have to be applied in exactly
the same way, irrespective of subject, student age, ability, or culture. With
HOW2s, teachers start with a common understanding of the model. Then,
they personalise the technique to suit their particular classroom context.
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“Before we had the HOW2s, all we relied on were words.”
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— DOUGLAS, R., 2014, HEAD OF CPD, MIDKENT COLLEGE

Visible Coaching Yields
Visible Results

The trainer
sets the task.

On your own…

1

Individuals work on
the task and write
their answers on their
mini whiteboards.

And here
you can
see…

I think the
answer is…

2

OK everyone, hold
up your boards.
The trainer asks everyone
to hold up their boards at
the same time.

3

And then checks
what is on them.

In education, the life-coaching model has prevailed over the
earlier instructional sports model. Skill development has lost
out to an internal, psychological focus.

Chris, how did you
arrive at that answer?

The trainer asks individuals
about their answers.

OR

Why do you think that?

4

I thought that…

ITS CONTRIBUTION

ITS LIMITATIONS

ITS HOW2 ENHANCEMENT

Coaching is, above all, personalised development. Its
focus on potential rather than performance liberates
people from their past.
The trust invested in the coach allows for a more
intrusive and assertive probing of personal barriers.
Coaching puts the emphasis squarely on the learning
of the coachee and not on the teaching of the coach.
The end result is learning that is sharply focused on
the individual teacher’s needs. It is collaborative and
within this relationship, contains the necessary
feedback to accelerate further learning.

The emphasis, due to its life-coaching origins, means
that much time is devoted to exploring psychological
states. And, perhaps more significantly, there is a
debilitating belief that solutions can only come from
the teacher in question.
This strategy —straight from solution-centred
therapy — slows down and limits professional
development. Such an indirect approach is
compounded by the emphasis on words alone.
Imprecise, open to multiple interpretations, and
lengthy, words are insufficient to communicate the
specific and technical details of teaching methods.

When coaches have access to the full compendium of
HOW2s, they instantly expand the range of their
expertise. This tool kit transcends their personal levels
of expertise and grants them knowledge beyond one
person’s experiences.
Significantly, it gives coaches the means to greatly
increase the accuracy of their communication. Such
precision eradicates the mistakes born from
misunderstandings. And because of this accurate
understanding, teacher and coach experience a series
of quick-wins.
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“Words fail to leverage one of the most powerful tools proven to boost learning: graphics!”
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— CLARK, R., 20104, EVIDENCE-BASED TRAINING METHODS, ASTD

Supported Experiments with
Added Precision
Supported experiments give responsibility and power back to
the teacher. But these experiments can only be as fruitful as
their methods of communication allow. Word-based accounts
are too imprecise for consolidated learning.

ITS CONTRIBUTION

ITS LIMITATIONS

ITS HOW2 ENHANCEMENT

Supported experiments are based on the rationale that
experimentation causes changed behaviour, which
causes learning. And the best way to accelerate,
deepen and expand this learning is to do it
collaboratively with colleagues.
This embodies the best of adult learning:
• Deliberate Practice: Constant effort creates excellence
• No Blame Culture: Learning without fear of judgement
• Corrected Practice: Learning grows from feedback
• Growth Mindset: Learning from errors
• Iterative Process: Continuous improvement from
• feedback.

Supported experiments, like their equivalent Teacher
Learning Communities, rely on words alone to capture
and communicate accurately the lessons learned. And,
as we have repeatedly found, words are too imprecise
to describe the sequenced details of new teaching
methods.
Practitioner-led experimentation needs the stimulus
of new, evidence-based methods to avoid the
decreasing insights of re-cycling one’s own ideas. We
have discovered, on too many occasions, reports of
teachers’ too-narrow source of ideas — of simply
adopting the examples given at training events.

HOW2s give teachers the biggest possible source of
evidence- based ideas on which to base their
experiments. This compendium of teaching ideas is
not limited to mere titles of the highest-ranking
methods. Instead, teachers receive precise, step-by-step
information on each specific technique.
This ensures, at the very beginning, each teacher in
the project, has an accurate and shared understanding
of the method to be assessed. Anything less than this,
starts the experiment off on shaky grounds.
Experimentation then takes the form of adaptations to
the proven technique.
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“My research revealed that the prioritization of the performance management agenda over the developmental
led to the nullification of observation as a tool for CPD in many institutions.”
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— O’LEARY, M., 2014, CLASSROOM OBSERVATION, ROUTLEDGE

Lesson Observations with
Immediate Solutions
The trainer
sets the task.

Quality assurance is more than just measuring. It entails
putting into place solutions to attain the desired quality.
Ofsted requires more than managers’ numbers of their
evaluations of staff performance.

On your own…

1

Individuals work on
the task and write
their answers on their
mini whiteboards.

I think the
answer is…

2

OK everyone, hold
up your boards.
The trainer asks everyone
to hold up their boards at
the same time.

3

And then checks
what is on them.

Chris, how did you
arrive at that answer?

The trainer asks individuals
about their answers.

OR

Why do you think that?

4

I thought that…

ITS CONTRIBUTION

ITS LIMITATIONS

ITS HOW2 ENHANCEMENT

Commonly known standards are the mechanism by
which professions improve. However imprecise they
are, definitions of outstanding teaching create
essential feedback to teachers.
In most educational institutions, armies of managers
have received training in lesson observations and, as a
result, become familiar with aspects of outstanding
teaching. This has produced a hitherto unprecedented
switch of managers’ attention away from administration to what should always have been their main focus:
teaching, learning and assessment.

Lesson observations, based on the Ofsted formula, do
not generate the degree or speed of improvement as first
intended. They do generate data however. And it is this
data that can dupe managers into thinking that they are
making a difference.
That difference — improving the quality of teaching
— happens through a different dynamic. Stating that
teachers should develop certain skills is a world away
from showing them how. Teachers would accept more
readily the grades of the observers if their solutions
were of an equal quality.

HOW2s give lesson observers a compendium of
immediate and practical solutions. They instantly
transform their utility and usefulness in the eyes of the
teachers.
HOW2s match the rigours of the Ofsted evaluation
with their precision and range of applications. Such an
accurate and rich match of solutions to targets changes
the nature and perception of lesson observations. Seen
in this light, they are seen by teachers as perhaps hard
but, nonetheless, invaluable tools to professional
development.
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“The expert teacher had very different understandings of the event they were watching than did the novice teachers.”
— BRANSFORD, J., 2000, HOW PEOPLE LEARN, NATIONAL ACADEMY PRESS

Seeing Better Observations
Teachers like to learn from each other. No gradings — just the
teaching. However, we don’t all see the same things, even if
viewed from the same vantage point. Experts see more than
novices.

ITS CONTRIBUTION

ITS LIMITATIONS

ITS HOW2 ENHANCEMENT

Peer observations maximise learning. Both the teacher
observer and the teacher being observed gain from the
experience. Within an atmosphere of trust and
equality, both partners recognise the reciprocity of the
arrangement. While one teacher may be the observer
this time, next time she will be observed.
Such a partnership moves the emphasis away from
concealing one’s errors — as is the nature of the
evaluation game —to revealing one’s errors. The
mutual respect of participating teachers, opens up an
ease with feedback and advice that accelerates
learning.

Perception is not equal. Experts learn more accurately
than do non-experts. More so even than experienced
teachers.Observation tends to reinforce what the
observer already knows. Non-experts in observation
have a tendency to notice the surface details of the
situation —not to be able to see deeper to the patterns
of behaviour that make up an effective teaching
technique.
That is why the most effective observations are
carried out in the company of a coach. They mediate
the observation for the teacher. But such
arrangements are very expensive and a dwindling
number of organisations are able to fund.

HOW2s rapidly develop teachers’ perception of
outstanding teaching. By studying a HOW2 before
observing it in action, teachers’ vision is shaped by the
visual explanation and alerted where to place their
attention.
This is particularly productive when the teacher to be
observed explains the HOW2 to her partner. By
explaining what the observing teacher will witness, the
teacher reinforces her own learning.
Such a level of precision greatly elevates the quality
of learning. After the observation, feedback is
objective, specific and highly practical.
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“The involvement of external experts was more related to success than within- school initiatives.”
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— HATTIE, J., 2009, VISIBLE LEARNING, ROUTLEDGE

Make Training Count
The trainer
sets the task.

On your own…

1

Individuals work on
the task and write
their answers on their
mini whiteboards.

I think the
answer is…

2

OK everyone, hold
up your boards.
The trainer asks everyone
to hold up their boards at
the same time.

Once the mainstay of professional learning, the day training
course has been much devalued. The passive response of
teachers to uninvited, inappropriate and impractical
knowledge has been well documented by research.

3

And then checks
what is on them.

Chris, how did you
arrive at that answer?

The trainer asks individuals
about their answers.

OR

Why do you think that?

The trainer
sets the task.

On your own…

4

I thought that…

1

Individuals work on
the task and write
their answers on their
mini whiteboards.

I think the
answer is…

2

OK everyone, hold
up your boards.
The trainer asks everyone
to hold up their boards at
the same time.

3

And then checks
what is on them.

Chris, how did you
arrive at that answer?

The trainer asks individuals
about their answers.

OR

Why do you think that?

4

I thought that…

ITS CONTRIBUTION

ITS LIMITATIONS

ITS HOW2 ENHANCEMENT

Visting experts leading training days bring with them
new up-to-the-minute ideas. The best of visiting
trainers also design activities so teachers experience,
first-hand, what the teaching ideas feel like for
learners. This mix of theory and practice has been
identified as the most powerful combination both to
inform and change mindsets.
We musn’t forget either the impact on learning of
having a dedicated period of time that signals a break
away from everyday pressures for a period of
reflection. In such a context, a skilled trainer can do
much to inspire and challenge teachers’ assumptions.

One-off training days represent what has been termed
one-pass learning — catch it while you can. The danger
of information overload is well researched and
presents a continual threat to effective training. Even
well-received training is not well remembered.
But perhaps the greatest fault of training is the
untargeted, univited nature of its content. Adult
learning is very strongly based on problem-solving.
And so unless the content of the training day has been
assembled in response to teachers’ needs, it will fail to
make a mark. The result of such default training
routines is a passive attitude by teachers.

HOW2s can radically change the impact of training
days.
The in-house trainer with access to the HOW2 library
of evidence-based teaching techniques has a richer
source of pedagogical knowledge than any visiting
expert.
Before the training day itself, the trainer can send
them to each teacher as a form of advance organiser to
prime their receptivity on the day itself.
And then on the same training day HOW2s can be
reviewed later by the teachers, at their convenience.
They also serve as the basis for the training day
follow-through project that ensures accurate transfer
to the teachers’ classrooms.
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“Visual work focuses a group, because everyone is looking at one display,
not the very many different versions inside their own imaginations.”
— SIBBERT, D., 2011, VISUAL TEAMS, WILEY

Check you can
all understand.
I’m going to
nominate one
person from
each group.

1

2

3

4
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Now number
yourselves.

Blah

Blah

Blah

1

3

So, number 3…
what do you think?

2

Meetings That Matter

Well...

1
TEACHER
QUESTIONS
AND ALERTS
The teacher sets up
the task.

Too often a quicksand of administrative details, meetings
swallow up enthusiasm and purpose. Meetings seem to have
little relevance to teachers’ over-riding concern: the craft of
teaching.

GROUP 1
DISCUSS
QUESTION
Groups discuss the
question and agree
an answer they can
all explain.

INDIVIDUALS
NUMBER
THEMSELVES
The individuals
quickly number
themselves 1 to 3.

3

2

TRAINER
SELECTS
NUMBER
The teacher selects
one member from
each group at
random.

ITS CONTRIBUTION

ITS LIMITATIONS

ITS HOW2 ENHANCEMENT

Teachers lead quite isolated lives from one another.
Meetings offer teachers the opportunity to meet and
discuss the pressing concerns of their job. A
well-managed meeting is prepared so teachers arrive
informed and primed to participate. Participation is
ordered, following known protocols so no one person
dominates. Every contribution is valued.
Decision-making is effective and consensus is reached
rapidly.
Teachers leave with a sense of unity, mutual support,
and agreement reached by rigorous and rational
means. They leave empowered to raise the quality of
their teaching.

With no vision, energy and purpose wither. Add to
that arid culture, an overload of seemingly irrelevant
administrative details, and it’s no surprise that
teachers view meetings as a waste of time and energy.
The omission of the craft of teaching in meetings
sends a very negative message to teachers — that
managers are involved in more important tasks. The
new Ofsted framework has punctured such delusions.
There is no one who now doesn’t know that teaching is
the central activity of an organisation. Meetings, run
by managers, should reflect this by making the main
thing, the main thing.

HOW2s give managers an immediate access to
pedagogical expertise, way beyond whatever skill set
they once had. The comprehesive range of techniques
covered give managers unprecedented confidence in
their ability to resource solutions to classroom issues.
Lists of targeted HOW2s are sent before the meeting,
as preparation for discussion. Agreements on
reporting back are finalised and made public. Teachers
know the next meeting will be the public forum in
which they report back to their colleagues. Sharing of
successes and problems take place in the meeting.

TEACHINGHOW2S.COM

EVIDENCE-INFORMED CPD

“When tools, processes and information are grounded in what people need, execution is easier, faster and smarter.”
— JENSEN, B., 2000, SIMPLICITY, HARPER COLLINS
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