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Introduction
With the increased revolutions in educational pedagogy, the role of an educationist is no longer
limited to mere knowledge transfer. There are numerous demands placed on a teacher. To remain
abreast of the modern means of teaching and learning, a teacher is expected to engage in continuous
professional development (PD) activities. Teacher education and professional development are
impacted by globalization and professionalization. These fast-paced changes often exacerbate the
teacher’s need for control and certainty (Ben-Peretz, 2001). Overwhelmed by the demands of the
teaching workload, teachers also often find themselves lacking in time to engage in PD activities.
While some professional development activities require a formal setting, a designated instructor, and
outlined course material, others are more informal.

The intended outcome of any teaching and learning activity is to increase student achievement.
Planning student-centred lessons, implementing activity-based learning, designing varied forms of
assessment, taking the role of an advisor and a mentor to address the affective needs of students,
collaborating with parents, evaluating one’s teaching practices, and making necessary adjustments
are all done to ensure that students’ learning experiences are maximized, and their achievement is
improved. However, none of this may be fruitful if the institution lacks a collaborative environment.
Over the past few decades, there has been increased attention towards the concept of collaboration
among teachers and its connection with student accomplishment (Mora-Ruano et al., 2019). An
important model that promotes collaboration and fosters professional association among teachers is
the professional learning communities (PLCs) model. The advantages of PLCs often outweigh the
constraints of time and the pressure of workload. Engaging in a professional learning community
enables teachers to interact effectively with lead practitioners. This collaborative activity not only
improves subject knowledge but also helps educators brainstorm new strategies and ideas applicable
in the classroom to maximize learning and, ultimately, student achievement (Patzer, 2020).

Problem Statement
The importance of teacher collaboration has been established through numerous research studies;
however, various factors hinder the effective implementation of these collaborative measures. The
problem identified for this research paper is the lack of collaboration among the secondary school
teachers at an International School located in the United Arab Emirates.
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Proposed Solution
The proposed solution to address this problem is the introduction of a professional learning
community program that would offer teachers the chance to cooperate, collaborate, and share ideas
to develop the learning capabilities of students across the secondary school. This initiative will be
introduced through the change management plan.

Purpose Statement
The purpose of this research paper is to provide detailed insight into the proposed initiative, i.e., the
introduction of professional learning communities, in light of the available literature. The paper further
identifies the different phases of the change management plan and the steps that will be taken to
implement the change while identifying and catering to any barriers that may arise. Lastly, the paper
outlines the means to evaluate this newly implemented change.

The Initiative – Literature Review
The most critical element for the advancement of instructional quality and enhancement of student
learning is the professional learning activities that teachers engage in (Campbell et al., 2016; Shirrell
et al., 2019). These activities range from formal PD, i.e., workshops and courses, to other job-
embedded PD, i.e., mentoring and peer observation (Garet et al., 2001; Parise and Spillane, 2010). To
bring about an instructional change in a teacher’s practice, a mix of both formal and informal PD is
required (Shirrell et al., 2019).

Teacher Collaboration – Professional Learning
Communities
Teacher collaboration is an important professional development tool. It can be defined as a structure
that encourages teachers to continuously collaborate to attain the common goal of student learning
enhancement. It involves collaboration for analyses and improvement of classroom practices (DuFour
and Eaker, 2009). A professional learning community is an effective structure that promotes such
collaboration. It enables educators to create a shared mission, vision statement, and a set of
collective values. PLCs are characterized by teachers participating in collective inquiry to attain
focused results. These learning communities are based on collaborative teams that are action-
oriented to bring an improvement to classroom practices, thereby improving student achievement
outcomes (McCarthy et al., 2011).

There is an escalating pressure of improving student achievement on school leaders and other
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stakeholders involved. The collaborative model of professional learning communities enables all
stakeholders to cooperate through a shared vision. It creates a common language and mutual
practices and fosters conditions that are supportive of the professional growth of teachers. The role of
school leaders is catalytic to the launch and sustenance of PLCs. Since teachers are increasingly
accountable for student achievement, there is an immediate need to foster a collaborative culture in
schools. This supportive environment helps teachers to become equipped with shared practices,
thereby improving their own and others’ capabilities (Jones-Goods, 2018). The quality of teaching
imparted to students may cause a variance of approximately 30% in their performance. Teacher
expertise and effectiveness are enhanced when they are offered the opportunity to collaborate
(Hattie, 2015, 2003)

Advantages of PLCs
In an essay written by Baruti Kafele, he identifies it as a troublesome fact that some educational
institutes have no teacher collaboration programs in place, while in others, it is at a minimal level.
This lack of collaborative culture is quite worrisome as schools often have some extraordinary
educators, both old and new. However, working in a vacuum, each teacher is keeping their
pedagogical knowledge and skills to themselves. Their presence in the school is of no benefit to other
teachers. They are unable to share their unique experiences (2017). Therefore, in an environment
where professional relations are majorly unilateral, innovation is an alien concept, and student
achievement cannot be improved at all levels. In contrast, sharing resources, teaching strategies, and
knowledge is often predictive of growth for students and the school.

The concept of PLC operates on the notion that professional development is not a separate entity.
Rather, it is an organizational management strategy that ensures teacher improvement (Graham,
2007). Its underlying premise is that “the best staff development happens in the workplace, rather
than in a workshop” (DuFour and Eaker, 2009). As an effective learning milieu, PLC has a positive
effect on the acquisition of relevant skills and boosting the morale of staff members (Binkhorst et al.,
2015).

Numerous research has proven the influence of professional learning communities on teacher
performance and student educational outcomes (Vescio et al., 2008). A meta-analysis of eleven
studies identified that teacher practice and student learning change through the implementation of
PLCs. Similarly, research has demonstrated a positive impact of PLCs on a wide range of subjects,
including mathematics, engineering, science, and technology (Fulton and Britton, 2011). In the
context of secondary schools, a significant positive relationship has been established between
learners’ achievement and teachers’ involvement in PLCs (Lomos et al., 2011). Professional learning
communities not only enhance the pedagogical skills of teachers but also improve their disciplinary
knowledge (Dogan et al., 2016). Moreover, a critical analysis of thirteen PLC studies confirmed the
findings of previously conducted research by establishing that teachers who participate in
professional learning communities are better equipped to better their practice and enhance student
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achievement (Doğan and Adams, 2018).

Characteristic Features of PLCs
There are at least five elements that are characteristic of an effective PLC. These include shared
standards and values, a determined focus on learning, and de-privatization of strategies. Moreover,
an emphasis on collaboration and engaging in reflective dialogues are features of an effective PLC
(Binkhorst et al., 2015). A professional learning community cannot flourish if its members are devoid
of dedication and do not put in intentional efforts to learn from each other, engage in reflective
dialogues, and exchange meaningful experiences (Fuller et al., 2005).

The formation of professional learning communities is based on three important characteristics. These
include the group characteristics, the learning process, and the learning outcomes. It is through the
interaction of these three elements that PLCs develop (Mittendorff et al., 2006). Group characteristics
constitute the composition of people that form the group, the overall group atmosphere, and the
learning culture developed within the group. Secondly, collaborative activities are the various actions
that the PLC members take regarding the students and the school. These actions are aligned with the
intended purpose of the PLC. Lastly, the outcomes are the common goals that the PLC members set
for each individual and the collective improvement of the school (Schaap and de Bruijn, 2018).

The research identifies specific elements for the development of PLCs in schools. These include a
shared vision, reflective dialogues, and engagement in collaborative activities. These specific
elements constitute the collective learning context of the community (Brouwer et al., 2012).
Additionally, research indicates that stability and ownership are highly important for the development
of a PLC. This stability and ownership transcend from the school principal and must be a part of the
ethos of the staff members engaged in the collaborative activities. Aligning the PLC’s outcome with
the teachers’ needs and the level of initiative each member takes is central to the development of a
successful professional learning community (Schaap and de Bruijn, 2018; Stoll et al., 2006).

Although the advantages of professional learning communities are evident through research, if
incorrectly administered, these PLCs may focus on common experiences and stifle innovation, thereby
failing to achieve the intended results (Miller, 2020). It is, therefore, important that PLC is introduced
through an effective change management plan which follows the identified phases, overcomes
barriers, and evaluates outcomes. The following section of this paper outlines the context in which
PLC will be introduced, along with the steps of the change management plan and the evaluative
measures.

Context
The context of the implementation of this change management plan is an international school in the
United Arab Emirates. It is an International Baccalaureate continuum school that follows the Middle
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Year Programme (MYP) and the Diploma Programme (DP) at the secondary level. Since there is no
teacher collaboration at the secondary level, the change management plan aims to introduce
professional learning communities. This plan aims to offer teachers a structure through which they
can collaborate and share ideas to improve students’ learning skills across the secondary school.

Implementing the Change
The change management plan that can cater to the identified problem of a lack of collaboration
among teachers is the introduction of PLCs. A change management plan follows a structured
approach and serves as a roadmap that outlines the various steps an institute must take to execute
the intended change. A change management plan is often executed in three phases: preparation for
change, managing the change, and sustaining outcomes (Gillingham, 2021). The initiative to
introduce PLC in the school would not be a linear process, rather it would follow a cyclic process of
learning. To become a successful learning team, the members of the PLC must engage in a cyclic
process of analyzing data and setting goals embedded in this data. This is followed by engaging in
individual and collaborative learning activities, implementing the new learning, and lastly, monitoring,
evaluating, and adjusting practices (Miller, 2020).

In an organization where PLC must be introduced as a new initiative, seven important steps can be
identified which can prepare the school for the PLC. These steps are as follows:

Identify the opportunity for change
Share a common purpose
Outline concrete plans for change
Develop trust
Inspire shared leadership
Study the Impact
Commemorate success

For each of these steps, certain key questions must be addressed, and strategies must be
implemented, which are outlined below:

Identify the Opportunity for Change
This is the first step towards the introduction of a professional learning community. It involves an
analysis of the students’ outcomes data, which informs school leaders and teachers about students’
learning growth. It enables the key stakeholders to address the key question: how effective are the
current practices? This self-assessment is key to identifying gaps in current practices and developing
a preliminary plan. At this beginning stage, the school teams will identify their altered roles within a
PLC. The role of reflective dialogue is extremely important at this stage as this inquiry learning helps
in a greater understanding of the problem (Mercer, 2008).
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Share a Common Purpose
A shared vision identifies the purpose of the PLC. It addresses the key question: what values,
behaviours, and practices should we as a school adopt? The communication of a collective vision is an
important collaborative step whereby all members coordinate to outline a purpose statement. It may
involve asking individuals to come up with their statements and aligning them with the shared vision.
Once a clear vision is outlined, it must be shared with the wider school community. Following this, all
actions must be planned to realize the vision. A shared vision develops a sense of purpose and has an
evident role in school improvement (Lomos et al., 2011).

Outline Concrete Plans for Change
The third step of this change management plan is to give a concrete structure to the intended
change. This step would involve planning the PLC meetings by deciding about issues such as the
suitable time for PLC meetings. This step would address the key question: how should the school
structure professional learning activities to optimize learning? Rather than bringing about drastic
changes, it is always advisable to retain pre-existing structures that may complement the new
initiative. This phase would involve reviewing the current meeting schedules, revising timetables, and
publishing an agreed-upon meeting schedule for the PLC members.

Develop Trust
This is one of the most important steps of creating a PLC and is central to ensuring stability and
ownership. The most important key question at this stage is: how can we build trust within a PLC?
While staff surveys and open communication can provide meaningful insight, it is imperative that a
PLC openly shares its successes as well as failures. Additionally, nominating trusted individuals as
instructional leaders can also be advantageous (Harris et al., 2013).

Inspire Shared Leadership
Through a shared leadership strategy, school administrators can identify teachers with extraordinary
skills and assign them the role of instructional leaders. For running a PLC, the role of an instructional
leader must be clearly outlined, and individuals who can best fill this role must be selected (Fullan,
2017). The key question addressed at this stage is: how can instructional leaders be encouraged to
lead the change? The roles and responsibilities of PLC leaders must be clearly outlined. Rather than
assigning responsibility to a select few, a whole-school approach must be utilized to benefit from the
expertise of the team. Instructional leaders should engage in PD to ensure the effectiveness of their
role. Empowering individuals also leads to ownership, which makes the innovations more successful
(Vähäsantanen, 2015).
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Study the Impact
Although the impact of PLC is monitored after the application of the new learning intervention, a clear
monitoring system must be in place right from the beginning. School leaders and PLC members must
be aware of the system that will monitor the impact of PLC on student learning. The key question
addressed at this stage is: what support must be provided to teachers if the PLC activities do not
create the intended impact? Different strategies can be used for this phase, including regular
meetings that assess available data and consulting all stakeholders for 360-degree feedback on the
effectiveness of the PLC. Moreover, rather than evaluating the impact at the end, shorter inquiry
cycles must be established to monitor efficacy and administer the timely intervention.

Commemorate Success
To celebrate success, the PLC must first decide to open the success indicators in their context. The
key question addressed at this stage is: how will success be documented? Through staff discussions,
success indicators can be effectively outlined. Moreover, ideas can be generated regarding the means
to celebrate success. Shorter cycles of inquiry are important here as they allow success to be
frequently rewarded (Schaap and de Bruijn, 2018). Student data and feedback can be indicative of
success and can also provide data for identifying additional opportunities for change.

Barriers to Change and Strategies to Overcome
These Barriers
Change in any form is always an uncomfortable process. The barriers that may arise while
implementing this new initiative can be in the form of resistance from teachers who are set in their
traditional ways and are fearful of innovation (Tariq et al., 2019). Additionally, time constraints and
teacher workload may hinder the smooth implementation of this initiative. However, to overcome
these barriers, the above-mentioned plan outlines various strategies. By engaging in reflective
dialogue and communicating a shared vision, school administrators can take the first step towards
building trust and encouraging teachers to collaborate. Additionally, the use of shared leadership
would give value to teachers and create ownership. Retaining pre-existing structures, reviewing the
current meeting schedules, revising timetables, and publishing an agreed-upon meeting schedule can
bring some level of comfort to the staff members regarding workload and time constraints.

Evaluating the Change
For the evaluation of outcomes at any stage of the cycle, there must be clear indicators that one
intends to measure. With baseline data of what students know, the PLC can plan the next step of what
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we want our students to learn. Here, the key indicator is student achievement data, which will be
evaluated and studied to determine growth trends. Similarly, by establishing the expertise that
teachers possess, one can plan for the development of skills that they may lack. For this purpose,
self-evaluation checklists, staff appraisal data, and students’ and parents’ feedback forms can provide
meaningful insight. To evaluate impact, short inquiry cycles would be planned rather than at the end.
This would facilitate improvising strategies for planning interventions.

Conclusion
The efficacy of PLCs in improving student outcomes is well-established through research. As a new
initiative, however, schools must approach it through a well-outlined plan to maximize its benefits for
the staff, students, and the school.

References
Ben-Peretz, M., 2001. The Impossible Role of Teacher Educators in a Changing World. Journal of
Teacher Education 52, 48–56. https://doi.org/10.1177/0022487101052001005

Binkhorst, F., Handelzalts, A., Poortman, C.L., Joolingen, W. van, 2015. Understanding teacher design
teams – A mixed-methods approach to developing a descriptive framework. TEACH TEACH EDUC 51,
213–224. https://doi.org/10.1016/j.tate.2015.07.006

Brouwer, P., Brekelmans, M., Nieuwenhuis, L., Simons, R., 2012. Community development in the
school workplace. Intl Jnl of Educational Mgt 26, 403–418.
https://doi.org/10.1108/09513541211227809

Campbell, C., Lieberman, A., Yashkina, A., 2016. Developing professional capital in policy and
practice: Ontario’s Teacher Learning and Leadership Program. Journal of Professional Capital and
Community 1, 219–236. https://doi.org/10.1108/JPCC-03-2016-0004

Doğan, S., Adams, A., 2018. Effect of professional learning communities on teachers and students:
reporting updated results and raising questions about research design. School Effectiveness and
School Improvement 29, 634–659. https://doi.org/10.1080/09243453.2018.1500921

Dogan, S., Pringle, R., Mesa, J., 2016. The impacts of professional learning communities on science
teachers’ knowledge, practice and student learning: a review. Professional Development in Education
42, 569–588. https://doi.org/10.1080/19415257.2015.1065899

DuFour, R., Eaker, R., 2009. On Common Ground: The Power of Professional Learning Communities –
Google Books [WWW Document]. URL
https://books.google.com.pk/books/about/On_Common_Ground.html?id=pmIXBwAAQBAJ&source=kp_
book_description&redir_esc=y (accessed 2.18.22).



Copyright © 2026 Academic Master. | 9

Fullan, M., 2017. Maximizing Leadership Expertise for PLCs – FUSE – Department of Education &
Training [WWW Document]. URL
https://fuse.education.vic.gov.au/Resource/LandingPage?ObjectId=068b27ed-476b-4da1-aec8-82bf9d
b54402 (accessed 2.18.22).

Fuller, A., Hodkinson, H., Hodkinson, P., Unwin, L., 2005. Learning as peripheral participation in
communities of practice: a reassessment of key concepts in workplace learning. British Educational
Research Journal 31, 49–68. https://doi.org/10.1080/0141192052000310029

Fulton, K., Britton, T., 2011. STEM Teachers in Professional Learning Communities: From Good
Teachers to Great Teaching, National Commission on Teaching and America’s Future. National
Commission on Teaching and America’s Future.

Garet, M.S., Porter, A.C., Desimone, L., Birman, B.F., Yoon, K.S., 2001. What Makes Professional
Development Effective? Results From a National Sample of Teachers. American Educational Research
Journal 38, 915–945. https://doi.org/10.3102/00028312038004915

Gillingham, J., 2021. How To Develop A Change Management Plan: 7 Steps Towards Successful
Change Management. Invensis Learning Blog. URL
https://www.invensislearning.com/blog/change-management-plan/ (accessed 2.18.22).

Graham, P., 2007. Improving Teacher Effectiveness through Structured Collaboration: A Case Study of
a Professional Learning Community. RMLE Online 31, 1–17.
https://doi.org/10.1080/19404476.2007.11462044

Harris, J., Caldwell, B., Longmuir, F., 2013. Literature Review: a culture of trust enhances performance.
Australian Institute for Teaching and School Leadership.

Hattie, J., 2015. What works best in education: The politics of collaborative expertise.

Hattie, J., 2003. Teachers Make a Difference: What is the research evidence? 18.

Jones-Goods, K.M., 2018. A Phenomenological Study of Teacher Collaboration Using A Professional
Learning Community Model 3, 11.

Kafele, B., 2017. Collective Work and Responsibility: Show Me a Disconnected Staff and I’ll Show You a
Miserable School. URL
https://www.principalkafelewrites.com/2017/12/collective-work-responsibility-show-me.html (accessed
2.18.22).

Lomos, C., Hofman, R.H., Bosker, R.J., 2011. Professional communities and student achievement – a
meta-analysis. School Effectiveness and School Improvement 22, 121–148.
https://doi.org/10.1080/09243453.2010.550467



Copyright © 2026 Academic Master. | 10

McCarthy, P.J., Brennan, L., Vecchiarello, K., 2011. A Comprehensive Model of Collaboration in
Education. International Journal of Humanities and Social Science 1, 6.

Mercer, N., 2008. Talk and the Development of Reasoning and Understanding. Human Development
51, 90–100.

Miller, A., 2020. Creating Effective Professional Learning Communities [WWW Document]. Edutopia.
URL https://www.edutopia.org/article/creating-effective-professional-learning-communities (accessed
2.18.22).

Mittendorff, K., Geijsel, F., Hoeve, A., de Laat, M., Nieuwenhuis, L., 2006. Communities of practice as
stimulating forces for collective learning. Journal of Workplace Learning 18, 298–312.
https://doi.org/10.1108/13665620610674971

Mora-Ruano, J.G., Heine, J.-H., Gebhardt, M., 2019. Does Teacher Collaboration Improve Student
Achievement? Analysis of the German PISA 2012 Sample. Frontiers in Education 4.

Parise, L.M., Spillane, J.P., 2010. Teacher learning and instructional change: How formal and on-the-
job learning opportunities predict change in elementary school teachers’ practice. Elementary School
Journal 110, 323–346. https://doi.org/10.1086/648981

Patzer, R., 2020. Sharing good practice: Strategies to encourage teacher collaboration [WWW
Document]. URL https://blog.irisconnect.com/uk/sharing-and-collaboration-in-schools (accessed
2.18.22).

Schaap, H., de Bruijn, E., 2018. Elements affecting the development of professional learning
communities in schools. Learning Environ Res 21, 109–134.
https://doi.org/10.1007/s10984-017-9244-y

Shirrell, M., Hopkins, M., Spillane, J.P., 2019. Educational infrastructure, professional learning, and
changes in teachers’ instructional practices and beliefs. Professional Development in Education 45,
599–613. https://doi.org/10.1080/19415257.2018.1452784

Stoll, L., Bolam, R., Mcmahon, A., Wallace, M., Thomas, S., 2006. Professional Learning Communities:
A Review of the Literature. Journal of Educational Change 7, 221–258.
https://doi.org/10.1007/s10833-006-0001-8

Tariq, B., Dilawar, M., Muhammad, Y., 2019. Innovative Teaching and Technology Integration:
Exploring Elderly Teachers’ Attitudes. International Journal of Distance Education and E-Learning 5,
1–16. https://doi.org/10.36261/ijdeel.v5i1.789

Vähäsantanen, K., 2015. Professional agency in the stream of change : Understanding educational
change and teachers’ professional identities. https://doi.org/10.1016/J.TATE.2014.11.006



Copyright © 2026 Academic Master. | 11

Vescio, V., Ross, D., Adams, A., 2008. A review of research on the impact of professional learning
communities on teaching practice and student learning. Teaching and Teacher Education 24, 80–91.
https://doi.org/10.1016/j.tate.2007.01.004


