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Implementing change 
overview 
The change process through which schools and 
clusters are supported and work to improve 
their learning and teaching (represented 
diagrammatically on page 44) is the sequence 
of events and actions taken by teachers, working 
as a team, to improve learning and teaching in 
the school. The Principles are central to this; they 
provide the focus and are a reference point for 
talking about learning and teaching and clarifying 
goals and school-based initiatives. The change 
process is designed to facilitate locally based 
decisions about learning and teaching. The action 
plan is an agreed position generated at the school 
level about actions related to pedagogy that the 
school will undertake to bring about change. 
These decisions are determined by the particular 
and individual conditions and goals of each 
school, decisions that only the school can make. 
The action plan includes monitoring processes that 
help teachers refine their teaching approaches and 
evaluate whether the changes lead to improved 
student outcomes. 

For clusters undertaking this program, the school 
action plan sits within a broader cluster plan. 
The relationship between the cluster and school 
planning and organisation will be different for 
each cluster, depending on local conditions. 

Supporting actions: These are actions that are 
essential for the planning and implementation of 
change initiatives to be successful. For example, 
experience has shown that organisational 
arrangements such as time-tabling and room 
allocation must be attended to. Strategic reporting 
within and beyond the immediate school/cluster 
community can significantly enhance support for 
the program and the commitment of the team. 

Infrastructure support: Implementing the 
change process assumes and depends upon a set 
of interlocking structures to support schools and 
clusters. These include:
• support from DE&T and critical friends who 

work with the school, supplemented by cluster 
and regional network arrangements including 
workshops

• access to local expertise, including the Cluster 
Coordinator

• the resources provided in this manual
• the Resources page at http://www.sofweb.vic.

edu.au/blueprint/fs1/polt/resources.asp
• tools such as interviews and questionnaires for 

evaluation
• professional development through training 

workshops for PoLT and Cluster Coordinators, the 
PoLT modular and online Professional Learning 
resources, and other professional development 
support provided by the PoLT and/or Cluster 
Coordinator. 

Linking with other initiatives at the  
school level 
Planning to implement change in a context of 
reform such as that outlined in the Blueprint for 
Government Schools can appear daunting when 
schools are asked to implement several initiatives 
concurrently. In such a context it is critically 
important to identify the relationships between the 
various initiatives and show how they complement 
and support each other to achieve a whole school 
focus on improved student learning.

For FS1 Student Learning there is a coherent 
suite of policies and tools that have been 
developed to support schools in their central 
task of meeting the learning needs of all students 
and ensuring high quality outcomes for all. 
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The Victorian Essential Learning Standards, the 
Principles of Learning and Teaching, Curriculum 
Planning Guidelines, Assessment Advice and 
the New Student Report Card provide an 
integrated policy for Student Learning. Changes  
in teachers’ pedagogy should be considered 
at the same time as teachers are developing their 
understanding of the Victorian Essential Learning 
Standards and the Assessment Advice. 

Similarly, there are clear links between PoLT and 
FS4, Creating and Supporting a Performance 
Development Culture. A sustainable performance 
and development system in schools improves 
student outcomes by:
• identifying areas for the improvement of 

individual teacher’s professional practice, and 
• providing targeted professional development to 

do so. 

Creating an effective Performance and Development 
Culture in schools entails the development of a 
more enriching and supportive environment for staff 
which in turn leads to better outcomes for students. 
At the end of this Section you will find a series of 
diagrams which demonstrate the strong relationship 
between PoLT and the accreditation process for a 
Performance and Development Culture.

PoLT implementation could also inform a school’s 
Annual Implementation Plan. An example of what 
this might look like can be found on p.22 of the 
Guidelines for Annual Implementation Planning in 
Schools.

Developing an action plan
The planning phase is critical to the success of the 
project in the school. Developing an action plan 
requires considerable thought and attention, and 
will probably take a full term in the school year to 
complete. 

The main steps in developing the action plan are:

• auditing learning and teaching practices 
in the school 

 A range of information is collected from student 
surveys, teacher interviews, analyses of the 
school curriculum and resources, PoLT team 
processes and relevant policies and initiatives in 
the school. This information will focus discussion 
on appropriate directions to take.

• reviewing and prioritising 
 The key issues are analysed and initiatives and 

goals are identified. 

• developing and writing the action plan 
The PoLT action plan should specify a range of 
actions to be taken by the PoLT Coordinator 
and teachers at various times during the 
implementation process to answer these 
questions and improve learning and teaching. 
PoLT action planning will be an integral part of 
the School Strategic Planning process.

Within the School Accountability and Improvement 
Framework, (see PoLT resources page) schools are 
encouraged to reflect on their current organisational 
sustainability, along with their current operations 
and practices, to identify and develop the key 
strategies required to achieve the desired student 
outcomes. At the heart of the new framework is 
a set of questions that will assist schools to focus 
evaluation and planning processes on improved 
outcomes for all students:

1. What outcomes are we trying to achieve for 
our students?

2. Where are we now?
3. What do we have to do to achieve the 

outcomes we want?
4. How will we manage our resources to achieve 

these outcomes?
5. How will we know whether we are achieving 

these outcomes?

The PoLT team in larger schools 
In larger schools the PoLT team will not be a single 
entity – its composition will change, depending  
on the task at hand. In the action planning process, 
thought will need to be given to how the process 
of planning can involve and be supported by all 
teachers, gain the support of the school leadership 
and not be too onerous in time involvement. During 
this process the PoLT team might be constituted in 
various ways. For example, it may comprise:
• all teachers involved in Years P–4, 5–6, 7–9  

or 10–12. These groupings may become 
unwieldy for planning and close attention to 
auditing, but ultimately the action plan and 
initiatives need to be understood and agreed to 
by all teachers

• year-level teams, which may focus on particular 
issues

• teachers particularly interested in pursuing 
pedagogical change, conceived of as 
developmental teams that generate ideas and 
practices that are then incorporated in the wider 
setting

• teachers in particular learning areas, who might 
explore forms of curriculum integration

• a core team of teachers who are nominated and 
recognised for their interest and experience, who 
drive the planning process and the involvement 
of teachers in general. 

There are many ways of composing professional 
learning teams, but ultimately all teachers involved 
with the PoLT program must achieve a degree of 
understanding and commitment to the initiatives 
and to development in their classroom pedagogy. 
It is important that this dissemination of innovation 
be explicitly embedded in action plans. 



© State of Victoria 2004  Principles of Learning and Teaching P –12 44

Structuring the action planning process 
in a large secondary school 
One of the complications in large secondary 
schools may be that there are parallel administrative 
structures with responsibilities for addressing 
pedagogical issues. The curriculum coordinator, 
the welfare coordinator, learning area leaders 
and year-level coordinators will all bring different 
perspectives to the task. These different perspectives 
will need to be recognised and accommodated in 
the strategic planning process. In some schools, 
however, the structures may be readily conducive 
to an integrated action-planning process. 

Two possible scenarios for larger secondary 
schools, in managing the action planning process, 
are:

• A number of learning area or smaller groupings 
meet to discuss the main issues arising from 
the audit. These are taken to a larger staff 
meeting, which then decides on the process, 
including nomination of teachers who will carry 
the process forward in consultation with school 
leadership.

• The process is initially overseen by a grouping 
of key teachers with representation from the 
different learning areas and other structures, 
using audit information from subject groupings. 
Smaller groupings could then be given 
responsibility for developing draft initiatives. 
These are then referred to learning area meeting 
or to a general staff meeting, for discussion 
leading to ‘in principle’ agreement. 

The action plan needs to have the agreement and 
support of the school leadership team so that what 
emerges is a set of school-based initiatives that 
are transparent and agreed to by all levels of the 
school. When working in a cluster, it is important 
that cluster priorities are reflected in the school 
action planning process. 

The figure right shows the different levels of 
responsibility in the school that will need to be 
involved in the planning and implementation, 
and the different phases of the process. The links 
between the levels and phases may be complex, 
and need to be thought through.  
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Auditing pedagogical 
practice 
The first step in the action planning process is a 
review of current learning and teaching practices 
and beliefs, curriculum, team strategic practices, 
student beliefs and perceptions, and the expertise 
that exists within the school. 

The audit of learning and teaching practices 
occurs as a lead-up to a major meeting, or series 
of meetings, in which the strengths and gaps in 
learning and teaching are identified, and a set of 
possible school-based initiatives is generated to 
address the gaps. Where there already exists a 
relevant proposal for the cluster or school, this will 
provide an opportunity to revisit and refine. 

The PoLT Coordinator will be responsible for 
overseeing the process, but the PoLT team should 
be substantially involved in all aspects, and 
responsibility for tasks should be shared. The audit 
focuses on the following. 

Component Mapping teacher classroom 
practice 
This process has been described at length in the 
previous section. It fulfils a number of functions, 
a major one of which is its function of auditing 
existing practice and learning and teaching 
strengths within the school.
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The PoLT Coordinator will be responsible for 
ensuring that Component Mapping of the teachers 
in their school takes place. The data gathered 
from this process is confidential and should not 
be reported publicly if any individual teacher can 
be identified. Only aggregated data should be 
presented for discussion. The aggregation might 
occur at the professional learning team level or the 
whole school level, depending on the context.

Student Perceptions Survey 
The questions in this survey are matched to the 
Principles and their components, and are numbered 
accordingly. This survey is appropriate for Year 5 
upwards, given the nature of the language and 
ideas. An Early Years (P–4) version is also included. 
This has been developed from an instrument 
generated and trialed in the Drouin cluster during 
the piloting phase. For primary school students, 
and particularly for Early Years students, it will be 
important to clarify with them verbally what each 
question is really asking, while minimising the 
influence this could have on their responses.  

The data from the Student Perceptions Survey 
should be aggregated with the other class data to 
produce year-level, or whole school data, so that 
the results for more than one teacher are shown, 
to avoid identification of individual teachers and 
classes. The data can also be analysed by learning 
area for discussion by the school/cluster.

Student Learning Survey 
The Student Learning Survey asks students to think 
about the types of activity they feel best help them 
learn. Each teacher administers this survey and 
collates the results to give to the PoLT Coordinator. 
This is a useful exercise for teachers to consider what 
types of learning activities are valued by students, 
and to match this against current practice. 

Use of the Component Mapping tool and the 
aligned Student Perceptions Survey and the Student 
Learning Survey provide the minimum amount of 
data to begin successful implementation of the 
PoLT initiative. The following tools will provide 
additional information to inform action planning. 
Their usefulness, appropriateness and timeliness 
will vary according to local contexts.

Effective Team Practices Questionnaire 
The PoLT program is based on the concept of 
professional learning teams working together to 
develop a shared vision, and a shared strategic 
process focusing on learning and teaching. It is 
important that, from the outset, the teams examine 
and develop their practices. The Effective Team 
Practices Questionnaire is intended as an review 
tool and discussion starter – for teams to consider 
the extent to which their practice is in line with the 
Principles, to begin to discuss ways forward and 
to contribute to the development of an action plan. 
The questionnaire should be discussed in meetings 
preferably attended and chaired by the PoLT 
Coordinator. The questions reflect a large body 
of research into school effectiveness, and into the 
needs of students. 

Curriculum Audit Questionnaire 
This instrument is concerned with curriculum 
questions related to learning and teaching 
Principles rather than key learning area content. 
The presumption underpinning the questionnaire 
is that pedagogical practices should be explicitly 
embedded in the curriculum planning process. 

In primary schools, the PoLT team meeting 
will provide an opportunity to discuss how each 
Principle is handled in different areas and to share 
ideas about how each might be more effectively 
represented across the board. It will be necessary 
to make a judgment about the extent to which the 
Principle is embedded in the school curriculum in 
general. 

In secondary schools, the questionnaire may 
initially be considered by learning area or year 
level teams before being brought to a meeting 
of the PoLT Coordinator and PoLT team. In the 
learning area meeting judgments are made about 
the extent to which each Principle is represented in 
the curriculum for that learning area. 

The important issue is that a productive discussion 
comes from the data. The numbers as such are of 
secondary importance. 
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Reviewing the data 
This section describes a series of professional 
learning team meetings that may be held to 
review learning and teaching practice against the 
Principles. Data from the audit process will provide 
a basis for discussion for  these meetings.

It will be important to have a major meeting early 
in the process, which allows sufficient time for real 
issues to emerge and be discussed fully. Aim to 
take at least a half-day initially then organise some 
substantial meetings as a follow-up. The meetings 
should involve a representative range of teachers 
involved in the project, if not all staff. The Cluster 
Coordinator should preferably attend the meeting 
to provide support and an outside perspective and 
to generate shared understandings from the outset. 

It is a good idea, for the key review meeting(s), to 
choose a setting that is conducive to uninterrupted 
discussion – if possible, away from the distractions 
of school – and to provide a comfortable and 
supportive environment with coffee/tea and lunch 
as appropriate. Key review meetings are too 
important to be squeezed in after school. 

Three major areas inform the audit:
• Component Map
• Student Perceptions Survey: Middle and Later 

Years
• Student Learning Survey

Other tools that can provide further information as 
appropriate are:
• Effective Team Practices Questionnaire
• Curriculum Audit Questionnaire
• Cluster Questionnaire. 

Classroom teaching practice is a major aspect, and 
it is best to begin the Component Mapping early to 
establish a shared language for discussing learning 
and teaching. It may also be advantageous to 
consider results from the Student Perceptions and 
Student Learning surveys at an early stage. For 
each focus area a set of focus questions is given 
below, which should form the basis of discussion 
in the review meetings and drive the development 
of initiatives. 

Schools will have other data that will feed into the 
review process. These may include retention data, 
AIM data, reports from welfare coordinators, etc. 

Classroom learning and teaching: 
Component Mapping 
A critical aspect of the PoLT program is that teachers 
reflect on their teaching practice. It is important to 
allow teachers time to prepare for this aspect of 
the review meeting and encourage them to provide 
input based on the individual questionnaires that 
they have completed. Taking turns to talk about their 

current strengths and any areas they would like to 
work on should provide enough material to begin 
with in terms of forming some school-based initiatives 
or future plans for action. The PoLT Coordinator 
should construct a profile of scores relating to each 
component or some kind of summary comment, from 
the interview mapping data. This could be used (not 
identifying individual teachers) to highlight areas 
of strength and trends in components that teachers 
feel they need to work on. A concept map, bubble 
diagrams, a graph etc. can be used to organise 
the information on an overhead projector slide, 
or lists of possible teaching strategy foci could be 
constructed under each component. Teachers could 
bring their individual questionnaires to promote the 
discussion. Once again, the focus questions should 
be used as guide and the components used to 
organise and clarify all of the ideas. 

For each of the Principles and their components, 
the professional learning team should consider the 
following focus questions:
• How well do we address this component, as 

classroom teachers?
• How relevant and appropriate is this component 

for each of the learning areas?
• How well is this component supported in our 

overall curriculum planning and documentation?
• Which aspects of this component should form a 

part of our action plan, for working on: – by the 
PoLT team and school overall? – by groups of 
teachers in professional learning teams?

• Are there examples of things we are doing well 
in this component that we could use as a starting 
point?

• Do we have experience amongst our staff that 
we can draw on as a resource?

• What are some possible school-based initiatives 
we could include in our action plan? 

The issue of the relevance of the different components 
to different learning areas may arise. It is important 
not to make assumptions that each PoLT component 
can be equally addressed across all learning areas. 
However, there is a strong indication that each is 
relevant for all learning areas. 

Student Perceptions Survey data 
The Student Perceptions Survey can provide 
a student perspective on the extent to which 
classrooms reflect the Principles in secondary 
schools. It is neither possible nor desirable that 
all classes are surveyed, since this would involve 
each student filling in the same questionnaire many 
times. Rather, a sensible survey program should be 
devised to give a snapshot of student perceptions 
across subjects and year levels. The results from 
the survey can then be analysed and presented as 
an overview at the meeting to add to the findings 
from the Component Mapping data. The questions 



© State of Victoria 2004  Principles of Learning and Teaching P –12 61

on the Student Perceptions Survey are matched to 
and appear in the same order as the Principles and 
their components. This is so that the overall pattern 
of the two sets of data can be compared. It should 
be noted however, that the two sets of data are not 
directly comparable.  It is for this reason that the 
the Component mapping tool involves a 5 point 
scale while the Student Perception Survey uses a 
4 point scale. 

The professional learning team should consider the 
following focus questions:
• Does the Student Perceptions Survey provide a 

picture of practice that is similar to the picture 
provided by the Component Mapping?

• Are there patterns of response which would give 
us any indication of practice in different learning 
areas or year levels?

• Which Principles and components need focusing 
on, according to the results? Is this realistic?

• How would we like this data to have changed 
two or three years from now?

• What can we do to make this happen? 

Student Learning Survey data 
It is not intended that students should be given a 
choice of activities in a way that overrides teacher 
judgment. However, student views about their 
learning can provide interesting and even surprising 
input into planning. The Student Learning Survey 
should be processed before the meeting, and the 
main patterns of response identified. Each teacher 
will need to have ensured that his/her classes 
have completed the survey and could provide at 
the meeting or to the PoLT Coordinator prior to this, 
a brief summary of the class responses. During 
the meeting, the main findings across year levels 
could be jotted down on a whiteboard. The focus 
questions should form the basis of a discussion of 
student learning preferences and how these might 
or might not match current practice. 

The PoLT team should consider the following focus 
questions:
• What types of classroom activities are valued 

by students?
• Are there patterns of response that are informative? 

Is there a wide variety of responses?
• How does this match up with our current 

practice?
• Are there classroom strategies that we need to 

emphasise more?
• How might we act on this information?

Reviewing Effective Team Practices data
The following focus questions should be considered 
during the process of professional learning teams 
working through the Effective Team Practices 
questionnaire. 

Each team should consider the following focus 
questions:

• What are positive aspects of the way learning 
and teaching issues and policy are shared by the 
relevant groups in the school, and by teachers 
in general? How do teams work together?

• What should we be doing to improve the way 
we work and plan together?

• In what sort of ways might we work together, 
to develop and follow through on learning and 
teaching initiatives? 

This last question will need to be continually revisited 
as the action plan develops and is implemented. 

After discussing the questionnaire, the PoLT team 
should begin to talk about the different ways they 
will work together, as a team and in groups, to 
develop a shared understanding of pedagogy. 
This should also lead to discussion about how 
to develop and follow through on initiatives. The 
discussion at this stage is necessarily preliminary. 
These questions will need to be seriously considered 
when the action plan is being developed. 

Curriculum Audit data
This discussion flows from:
• the Curriculum Audit Questionnaire, which 

could be discussed by learning areas and the 
PoLT team prior to the review meetings

• a report prepared by the PoLT Coordinator 
indicating whether there may be gaps in 
curriculum coverage representing the different 
components. 

The professional learning team should consider the 
following focus questions:
• Are the units in each learning area sufficiently 

coherent and of a length to support the 
substantial engagement of students with ideas 
and processes implied by the Principles and 
their components?

• Is the curriculum in each learning area supportive 
of good pedagogical practice? Are there good 
examples in particular learning areas of practice 
that support the different components, which 
could be shared and built on?

• Is there recognition of growth in student 
responsibility, competence and interests in the 
way the curriculum is framed?

• Is the way the curriculum is documented 
supportive of the sorts of outcomes we might 
aim for? How will we ensure that the initiatives 
develop into curriculum products accessible to 
current and future teachers?

• How might we develop an assessment and 
reporting process to support initiatives we might 
take? NB: Assessment Professional Learning 
Modules are available to assist schools and 
teachers in this area, (See the PoLT Resources 
page.)

• What are some possible initiatives, arising 
from all this, that we could include in our action 
plan?
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Between review meetings, it will be useful for the 
PoLT Coordinator to provide a set of minutes and 
a summary of the findings/issues that arise. These 
can then be presented at the next meeting with all 
teachers involved in the PoLT initiative, for review, 
refinement and brainstorming of possible initiatives 
related to issues. The important thing is to provide 
a focus for the meetings that ensures the outcomes 
are tangible, based on evidence and generally 
agreed upon. 

Generating initiatives 
The outcome of discussion from these review 
meetings is a list of issues and initiatives that 
could form the basis of the school’s action plan. 
An example of an initiative would be: ‘Working to 
establish cross learning area planning to allow for 
links to be made between major ideas in different 
subjects’. These school-based initiatives should 
reflect responses to ‘what do we see as important?’ 
or ‘what do we need?’. 

A proforma for mapping the initiatives against the 
Principles and components (PoLT Action Plan) can 
be found on page 67. 

Developing and prioritising school/ 
cluster initiatives 
There will be a number of initiatives to deal  
with at this stage: those that arise from the  
auditing process, those that are already identified 
as cluster initiatives and those that are implied 
by individual school strategic plans or broader 
cluster goals or directions. These may, of course, 
interrelate. A cluster direction or goal such as 
‘focus on mathematics classroom practice to more 
fully engage students’ may be better understood 
after the audit process. School-based initiatives 
may arise out of the audit that are compatible with 
cluster directions. 

This first part of the school/cluster initiative 
development will consist of listing, then refining. 
The prioritising of the initiatives would best take 
place at a separate meeting from the one at which 
they were formulated. It would be useful if the PoLT 
Coordinator or another team member were to 
provide a summary list of school-based initiatives 
to bring to that next meeting to help move the 
process along. 

The process should involve a preliminary 
classification of the initiatives into:
• high priority initiatives – ‘must do’
• important initiatives – ‘should work on’
• other initiatives – ‘would be good to include’ or 

‘minor items that will make a difference’. 

The prioritising will be influenced by agreements 
across the cluster concerning common foci.  

For each of the initiatives, at this stage it would 
be useful to identify a rough timeframe (e.g. which 
term(s), which year(s)). 

Grouping the initiatives into coherent 
themes 
Following this, it can be useful to group the 
initiatives into ‘themes’ that bring out the relationship 
between them and highlight the strategic nature of 
what is being focused on. Themes might focus on 
community links, for instance, or the development 
of student autonomy and responsibility for 
learning. For example, an initiative concerned with 
increasing teacher experience with open-ended 
questioning and interpretive discussion might, with 
other initiatives, form part of a ‘student higher 
order thinking’ theme. 

Such themes represent broader issues or concerns 
identified for improvement and can provide a 
coherence for thinking about strategic change in 
the longer term. Examples of themes around which 
initiatives might cluster include:
• developing students’ autonomy and awareness 

of quality learning
• increasing student engagement with, and 

attitudes towards, schooling
• increasing the level of communication and 

shared understanding among teachers
• developing a more coherent curriculum across 

learning areas
• using learning technologies in the learning and 

teaching process
• fostering student understanding of the relationship 

of the curriculum to human and social concerns
• increasing communication, understanding and 

joint planning between schools in the cluster
• transition of students from primary to secondary 

schools in the cluster. 

As the PoLT program has a pedagogical focus, 
themes will mostly concern students or classroom 
characteristics but may also address the way 
the professional learning team relates or works 
together, or the way learning is supported within 
the school. The themes themselves could cluster 
under the following areas:
• student learning and attitudes
• teacher confidence/competence and team 

building
• productive cross-curriculum links and 

arrangements
• cluster-wide links and focus. 

The initiatives generally will need to be consistent 
with the PoLT vision statement (see page 2), which 
should form the basis of a vision for pedagogy in 
each school. A consultant or ‘critical friend’ can 
provide a different perspective and help to refine 
and consolidate the vision. 
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Supporting Actions 
It will be essential for the team and the PoLT 
Coordinator to think carefully about the processes 
involved in implementing the initiatives in classrooms. 
Issues such as fostering team communication, 
supporting individuals within the team, ensuring 
support from the school leadership team, providing 
resources and professional development, handling 
communication and sharing across the cluster, and 
collecting relevant data are critical to the success 
of the project. A number of groups of Supporting 
Actions will need to be considered. They will need 
to be discussed at two levels: for the project as a 
whole and for each initiative. 

The Supporting Actions that need to be incorporated 
into the action plan are:
• Arranging organisational support: making 

needs clear to the principal and leadership team, 
working with the timetabler and coordinators, 
making sure IT support is on hand at appropriate 
times, ensuring that adequate resources are 
available.

• Managing professional development: 
providing or arranging for appropriate input of 
ideas and skills training using local or outside 
expertise, tapping into networks, using the 
Cluster Coordinator for ideas and advice.

• Supporting individuals and groups: 
supporting teachers as they work through a 
change process, both at an individual and a 
group level.

• Monitoring and evaluating: making sure 
school-based initiatives are monitored for 
effectiveness using teacher and student judgments 
and outcomes, providing regular opportunities 
for sharing feedback and being clear on what 
should be the basis of evaluation.

• Reporting and dissemination: reporting 
to teachers, the wider school/cluster community 
and outside the school in a way that invites 
constructive comment, encourages support for 
school-based initiatives and enhances the status 
of these initiatives. 

Developing and writing the 
school action plan 
At this stage the team needs to clarify how they will 
work on the PoLT initiatives, in what order, and with 
what teachers and resources, and over what period 
of time. The culmination of this process will be the 
school PoLT action plan. The action plan consists of 
initiatives in priority order with details about how 
they will be developed, implemented, supported 
and monitored. The school based initiatives 
should be framed within a three year rolling plan 
and addressed in a manageable sequence. Each 
stage of this plan will inform successive Annual 
Implementation Plans.  

An example of what this might look like can be 
found on page 22 of the Guidelines for Annual 
Implementation Planning in schools (see Appendix 
2 at the end of this section or the PoLT Resources 
page for the whole document). It will be important, 
of course, to deal with the most pressing concerns 
first, but some initiatives will depend on others, 
for instance making sure that there is a coherent 
planning process and appropriate curriculum 
arrangements in which classroom strategies can be 
developed. Curriculum considerations might be the 
initial focus and classroom activities and strategies 
may be developed within these. Alternatively, the 
team may decide to work on classroom strategies 
first, so that future curriculum planning is influenced 
by an understanding of what types of activities are 
productive in supporting student engagement in 
learning. 

Each school-based initiative, therefore, will have its 
own timeline, its own group of teachers and its own 
support needs and monitoring procedures. While 
planning these elements, the PoLT Coordinator will 
need to think carefully about the specific outcomes 
of the initiative, and how these will be sustained as 
an inherent part of the school arrangements and 
culture. It would be of limited value, for instance, 
for teaching strategies and specialised resources to 
leave the school with the teachers that developed 
them. Ways need to be found to ensure that work 
undertaken is documented and shared in such a 
way that it will be ongoing. 

For each school-based initiative, the following 
checklist of strategic elements may be useful:
• Outcomes: What are the planned tangible 

outcomes?
• Actions: What specific actions will be taken to 

ensure the success of the initiative?
• Timeline: What are the key stages along the 

way and when will they occur?
• The Principles of Learning and Teaching P–12: 

Which Principles and components are 
represented in each initiative?

• Supporting individuals and groups: How will 
teachers be supported, who will do what and 
how will information be shared?

• Arranging organisational support: What 
resources are available (time, teachers, outside 
support)? How can they be organised to 
maximise impact? What leadership support is 
needed?

• Managing professional development: How will 
teachers be supported to develop new skills and 
perspectives, and through which strategies?

• Monitoring and evaluating: How will it be 
monitored and evaluated? What data need to 
be collected?

• Reporting and dissemination: Are there aspects 
of the initiative that could be usefully reported to 
appropriate forums that will support the team, 
the school or the initiative itself? 
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The action plan is a working document and as such, 
is likely to change in response to the evaluation of 
the success of initiatives. 

There are a variety of possible ways of laying out an 
action plan. The use of a grid or table which could 
include the following headings is recommended: 
• school-based initiatives, linked under themes
• strategies or actions
• timelines
• monitoring processes and outcome measures
• professional development needed
• resource and other support requirements
• the individuals and groups involved
• disseminating information and reporting on the 

school-based initiative. 

Under the above headings there should be statements 
that are sufficiently clear to all teachers that they 
have a common understanding of the plan.

It may be useful to split the initiatives into short- and 
long-term initiatives. The initiatives should be able 
to be explicitly related to the Principles of Learning 
and Teaching P–12. Sample sections of action 
plans are provided in the next section. As part of 
accountability processes within the PoLT initiative, 
it is suggested that the completed action plan be 
discussed at a session with the Cluster Coordinator 
or at the next cluster meeting. An Action Plan 
Checklist is provided (page 68) to help ensure that 
all of the above are represented.

Developing and writing the 
cluster action plan 
The relationship between individual school action 
plans will vary, depending on the way the cluster 
works, and the particular initiatives. The reality of 
PoLT is that the school and cluster action plans will 
be developed side by side rather than one before 
the other, and developing a coherence between 
the various action plans will require time and close 
collaboration. The relationship between initiatives 
at the school and cluster levels may be related in a 
number of ways.

• The cluster initiatives might consist of broader 
themes (e.g. to strengthen the focus on literacy in 
all areas of the curriculum) that are represented 
by a variety of different school-based initiatives. 
Such school-based initiatives may arise first in 
the cluster as an inter-school agreement, or may 
develop out of individual school initiatives that 
are seen to be common.

• The cluster initiatives might be quite specific but 
apply separately in each school and be agreed 
to be part of each school’s action plan (e.g. to 
develop the use of portfolio assessment across 
schools in the cluster).

• The cluster initiatives might refer specifically to 
projects or actions that are cross-school by nature 
and require cross-school cooperation (e.g. to 
develop a joint cluster newsletter, or to work 
collaboratively to establish an environmental 
action project). The cluster action plan should 
be similar in form to the individual school action 
plans. Cluster action plans should be developed 
through:

• cluster meetings in which the operation of the 
cluster is audited and discussed

• discussions between PoLT Coordinators and 
principals

• reviewing and discussing individual school 
action plans and drawing out common themes 
around which cluster actions and discussions 
could usefully occur. 

The development of the cluster action plan will 
be the responsibility of the Cluster Coordinator, 
working with the PoLT Coordinators. 

Excerpts from sample 
action plans 
Initiatives are things that will be done (projects, 
innovations). These may be clustered into themes. 
Actions are the finer detail of the initiatives (like 
‘Actions to be taken’) that lay out the specific 
things that teachers will work on. The figures on 
the following pages show extracts of action plans 
that illustrate the relationship between initiatives 
and actions. 
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Appendix 1
The following diagrams show how the PoLT program can assist schools in creating a supportive Performance 
and Development Culture

PoLT and how it relates to Flagship Strategy 4 
Creating a Supportive Performance and Development Culture

                  SELF ASSESSMENT FRAMEWORK SELF ASSESSMENT PACK

ACCREDITATION 
READINESS 

QUESTIONNAIRE

TEACHER 
QUESTIONNAIRE

DOCUMENTED 
EVIDENCE

PoLT links for each of the 
Components of the  

Self Assessment Pack are 
represented on separate 

flowcharts.

1. Induction for teachers new to the school
Maturity Measure:
Extent to which teachers new to the school participate in an effective 
induction and mentoring program 

2.  Uses multiple sources of feedback on teacher effectiveness 
for individual teachers and teams of teachers

Maturity Measure:
Extent to which the school uses multiple sources of data to guide teacher 
development, including value added approaches such as:

Student outcomes, academic, personal attributes, qualities as a learner
Student feedback
Student self assessment
Parent feedback
Peer observation data
Attendance data

3.  Customised individual teacher development plans based 
on individual development needs, student learning and 
school priorities

Maturity measures:
Extent to which each teacher has a developed plan that links to their own 
development needs, school priorities and improved student learning. This 
plans includes consideration of feedback provided toindividual teachers.

PoLT
 Provides/adds to the multiple source data a school is required to use.  

Data is derived from :
 Student Learning Surveys
 Student Perception Surveys
 Student Self Assessment Portfolios/journals that may be developed as a 

result of the PoLT modular and online Professional Learning Resources 
 Effective Team Practices Questionnaire
 SWOT Analysis
 Curriculum Audit Questionnaire – Learning Areas/whole school

PoLT
Teacher Questionnaire
Teacher Component Mapping

These are components of PoLT that would assist in framing a teacher’s plan 
linking their needs to school priorities and improved student outcomes. 
Feedback is given to individual teachers on their component map data and 
the aggregated school data. This is combined with their student survey data to 
provide a comprehensive basis for teachers to develop a personal plan based 
on their own needs, those of their students and school priorities.



© State of Victoria 2004  Principles of Learning and Teaching P –12 70

SELF ASSESSMENT FRAMEWORK Continued

4.  Quality Professional Development to meet individual 
development needs

Maturity Measure:
Extent to which each teacher participates in professional development that 
helps improve their effectiveness as teachers and helps them focus roles.

PoLT
As part of the PoLT process schools, and often individual teachers, develop 
action plans. The action planning process is essential for planning and 
implementation change of initiatives. The action plan specifies a range of 
actions to be taken by schools and teachers at various times throughout the 
year to improve learning and teaching. To support changes emerging from 
the audits and action planning process a professional development program 
is developed that incorporates school and cluster discussions and draws on 
cluster expertise. The PD Program has multiple entry points and can be used 
in a variety of ways depending on the needs of the individual and school. The 
PoLT program is based on a multi faceted view of the ways that teachers can 
develop professionally, including sharing of ideas, mutual support, pd events 
- workshops, conferences, PLT’s, peer coaching and mentoring. The PD is 
designed to be ongoing and fully integrated to meet the needs of individuals 
and schools. The Leading Change Program demonstrates the Principles of 
Highly Effective Professional Learning.

Belief by teachers that the school has a performance and 
development culture
Maturity measure:
Extent to which teachers feel that the school culture is supportive of 
professional growth and development.

PoLT
Empowers teaches to take ownership of their professional learning based on 
data from self, students and team.
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PoLT and how it relates to… Flagship Strategy 4 
Creating a Supportive Performance and Development Culture

          TEACHER QUESTIONNAIRE

Element 2  Multiple Sources of 
Feedback

I have received feedback based on at least 
3 data sources that I can use to guide my 
professional development 

PoLT 
The following instruments are effective data 
sources:

Student Learning Services 
Student Perception Surveys 
Teacher Questionnaire 

PoLT 
The student audit instruments are completed by a 
teacher’s own class based on students preferred 
learning styles / activities and their perceptions. 

PoLT 
This feedback informs teachers of students’ 
preferred learning styles and their perceptions 
within that class. When teachers adjust teaching 
strategies to accommodate students’ needs, 
interests and backgrounds etc student engagement 
increases and learning outcomes should show 
improvement.

PoLT 
Can be implemented as an annual cycle of 
feedback, analysis, planning, PD. It is regular, 
informed by data and linked to school priorities 
and student needs. 

PoLT 
Individual teachers develop plans based on 
feedback. The professional development can take 
many forms to suit individuals eg workshops, PLT’s, 
mentoring and coaching, discussion groups and so 
on. The PoLT online Professional Learning Resource 
provides support for both teams and individual 
teachers in focusing learning in particular areas 
of practice.

PoLT 
The PD direction a teacher selects is based on 
individual and school data therefore linking 
individual needs to school priorities. The professional 
development is consistent with the Principles of 
Highly Effective Professional Learning, that is:

Teams develop for reflective purposes and to 
evaluate the effectiveness of programs

PLT’s membership 
Project Development 
Teachers as mentors 
PD Workshops can be accessed to enhance all 

of the projects, PLT’s and so on 

PoLT 
The PD is focused on the Principles of Learning 
and Teaching but has  been linked to all initiatives 
of Flagship Strategy 1. 

Evidence of effectiveness can be gained by 
further collecting of student data for comparative 
purposes and any action research undertaken by 
individuals that shows subtle changes within their 
classes. 

This feedback has been useful in improving 
my teaching practice 

This feedback has improved student learning 
in my class 

Element 3  Individual Development 
Plans

My development plan is:
Regularly reviewed and monitored 
Informed by feedback 
Linked to my own developmental needs
Linked to school priorities 

I use my development plan to help me identify 
and commit to professional development that 
will help me improve my teaching practice. 

Element 4  Professional Development

The Professional Development I have 
engaged in:
– Is linked to my developmental needs 
– Is linked to school priorities 
– Is consistent with the Principles of Highly 

Effective Professional Learning
– Has a demonstrable positive impact on 

student learning 
– Is linked to my future career aspirations  

The PD I have undertaken in the past 12 
months has been effective and relevant 
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PoLT and how it relates to… Flagship Strategy 4 
Creating a Supportive Performance and Development Culture

Element 2  Multiple Sources of 
Feedback

Can you describe the feedback process in 
your school and how it was established ?

PoLT
Coordinators could describe in detail the Leading 
Change process with particular emphasis on 
the audit instruments, Student Learning, Student 
Perception, Teacher Component Mapping, 
Team Effectiveness survey and Curriculum 
Questionnaire.

PoLT
Follow up from teacher Component Mapping 
interviews requires a teacher to look at student 
feedback data and consider the implications 
of this for personal action planning - Teacher 
Component Mapping/Student Learning and 
Perception surveys.

PoLT
Data collection leads to: Data analysis, Teacher 
action plans, School action plans, Cluster action 
plans which are embedded in action research.

PoLT
Data gathered and compared at both the student/
teacher level and whole school level will inform the 
degree of improvement. Action Research evidence 
will also inform the improvements made.

PoLT coordinators must build in sustainability 
via training several component mappers, PD 
deliverers, data gatherers, data entry personnel 
and data analysis personnel. By doing this the 
program will be sustainable and many staff 
empowered in the process.

PoLT — Those teachers that go through the 
component mapping process have the opportunity 
to develop individual action plans.

PoLT
Teachers are encouraged to be component 
mapped once a year to evaluate progress and set 
future plans for continuous improvement.

PoLT
Each year that a teacher is component mapped 
they have up-to-date student survey results to 
complement their data and to give realistic 
feedback.

PoLT — Annually

PoLT
When considering individual teacher component 
mapping data, school data is also looked at to 
assist teachers to prioritise when action planning 
so that their chosen direction complements that of 
the school.

PoLT was developed to improve learning and 
teaching.

Can you demonstrate that each teacher has 
received feedback based on at least 3 data 
sources (including student outcomes data)?

Can you describe how you have evaluated 
your feedback program?

Element 3  Development Plans 

Can you describe the improvements you 
have observed in teacher effectiveness since 
the introduction of feedback?

Can you describe how you will sustain and 
improve the program in the future?

Are plans focused on improving student 
learning outcomes?

Are plans aligned to school priorities?

Do all teachers have development plans?

Are these individual development plans  
up-to-date?

Are these development plans informed by 
feedback?

Are plans regularly reviewed?

ACCREDITATION READINESS QUESTIONNAIRE
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Can you describe how you established the 
practice of teacher development planning?

Can you explain how you engaged all staff 
in developing their individual PD plans?

PoLT Leading Change Program has several 
graphical representations of how this takes place.

PoLT — The audit processes involved have a 
particular sequence to inform the development of 
individual teacher action plans.

PoLT data and action research evidence gathered 
over time provides sound data as evidence of 
teacher effectiveness.

PoLT

The PoLT modular and online professional learning 
resources provide stimulus for PLTs to focus on 
various aspects of the Principles.

PoLT teachers select modular or online 
Professional Learning Resources as a result of 
individual component map results, student surveys 
and school priorities.

The PoLT modular and online Professional 
Learning Resources are:
Focused on improving student outcomes, based 
on teacher practice, informed by research and 
involve teachers working in teams.

PoLT The results of the audit process each year 
and the action research journals will provide 
evidence of the value of the teacher PD.

The PoLT Professional Learning Resources 
provide a  framework for teachers to reflect on 
their own practice, gain feedback from students 
and colleagues, participate in teams, undertake 
action research and to evaluate effectiveness of 
programs.

Can you describe the improvements you have 
observed in teacher effectiveness as a result 
of individual development planning?

Element 4  Professional Development

Have all teachers engaged in professional 
learning?

Is PD linked to individual needs and school 
priorities?

Is PD based on the Principles of Highly Effective   
Professional Learning?

Can you describe how teachers have engaged 
in effective forms of professional learning?
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Appendix 2

Section 3 – Examples of Annual 
Implementation Planning

Develop a thinking-oriented
curriculum approach to teaching and
learning
• Access regional facilitator to share strategies 

and link to pedagogy
• Link to Literacy and Numeracy teaching and 

learning practice. CRT release through PD 
budget. Project budget of $5,000 Curriculum 
Professional Learning Teams Regional facilitator 
Project budget of $5,000 Leading Teacher 
(seek expressions of interest), all staff Establish 
professional learning teams Middle Years 
coordinator, all staff Training in Term 1. Two 
dedicated staff meetings each term. Monthly 
staff meetings

• All staff routinely reflecting on their classroom 
practice in light of outcomes identified through 
the Principles of Learning and Teaching (PoLT) 
program

• All classroom teachers complete three peer 
observation and feedback sessions during  
Term 3

• Students routinely choosing Thinking Oriented 
Curriculum strategies as part of their work and 
making their thinking ‘visible’ through use of 
graphic organisers, etc.

•  A 5% increase in the quality ofteaching variable 
in the 2006 parent opinion survey

• A 5% increase in the quality of instruction 
variable in the 2006 tudent attitudes to school 
survey

NB: A link to this document can be found on the 
PoLT Resources page.

School Goals (four year focus)
• Student learning
• Student engagement and wellbeing
• Student pathways and transitions

School Targets (four year focus)
• Student learning
• Student engagement and wellbeing
• Student pathways and transitions

2006 Annual Implementation Plan
Key Improvement Strategies and 
Significant Projects

What
the activities and programs required to progress 
the key improvement strategies

How
the people, budget, equipment, IT, learning time, 
learning space

Who
the individuals or teams responsible for 
implementation

When
the date, week, month or term for completion

Achievement milestones
the practice measures or lead indicators that 
describe success

Enhance teaching and learning across the 
school Develop school-wide principles of 
learning and teaching:
• Train PoLT coordinator in leading change 

processes and establish a regular meeting 
agenda

• Conduct POLT component mapping and develop 
school action plan

• Peer observation of classroom teaching
• Deliver PoLT PD Modules




