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This guidance framework was prepared by Ecctis. It builds on the findings from a study co-delivered 
by Ecctis, British Council India and Centre for Intrinsic Motivation (CIM) that aimed to explore the 
current state of implementation, effectiveness, impact and sustainability of communities of practice 
(CoPs) in Maharashtra and New Delhi, as well as wider international literature on CoPs and teachers’ 
continuing professional development (CPD). The British Council and CIM have significant experience 
in implementing CoPs as a CPD model for teachers in India and beyond. Ecctis was commissioned by 
the British Council to conduct research and management of the project and develop a guidance 
framework to support senior stakeholders and state government officials around teachers’ training 
and CPD. For more information on the methodology of the project and how this guidance framework 
was developed please refer to section 1.6 ‘How has this CoP guidance framework been developed?’ 

Ecctis

Ecctis is a gold-standard provider of solutions and services in international education, training and 
skills, and in the development and recognition of globally portable qualifications. It is an 
internationally trusted and respected reference point for qualifications and skills standards. Ecctis 
has built a 20-year track record in international consultancy and development. Through successful 
delivery of an extensive portfolio of projects during this period, Ecctis has developed and refined 
robust and dynamic methodologies, with expertise in credential evaluation, benchmarking and 
mapping, as well as delivering research, evaluation and benchmarking projects seeking to improve 
the quality of K-12 education systems worldwide. Ecctis has delivered various research projects 
and evaluations on behalf of British Council India that have specifically sought to raise education 
quality standards in the country, possessing a robust knowledge of the Indian government school 
education sector both at primary and secondary levels. Additionally, Ecctis has worked with 
teachers and conducted research into CoPs in India, possessing a strong understanding of the 
challenges faced in the teaching profession and the role CoPs can play in increasing education 
standards overall. 

Organisations
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British Council
The British Council builds connections, understanding and trust between people in the UK and 
other countries through arts and culture, education and the English language. The British 
Council supports young people to gain the skills, confidence and connection to realise their 
potential and to participate in strong and inclusive communities. As part of the British 
Council’s approach – which recognises the limitations of isolated conventional, top-down, 
short-term, large-scale cascade models of in-service teacher education – teacher activity 
groups (TAGs) have, since 2016, become an established model of CPD in British Council 
projects all over the world.

Centre for Instrinsic Motivation (CIM)
Centre for Intrinsic Motivation (CIM), is a flagship initiative of Schools and Teacher Innovating for 
Results (India), a nonprofit that designs and implements behaviour change initiatives at scale 
leading to motivating every child, teacher, and official to learn and improve.  The intrinsic motivation 
of officials and teachers is a key factor in sustaining improvements. CIM’s interventions where 
officials and teachers reflect, give one another feedback, problem-solve together and learn best 
practices from one another impacts student learning in a sustainable way. CIM’s work has improved 
student learning and in-service teacher training across three states (Delhi, Karnataka and Tamil 
Nadu) reaching 4.8 lakh teachers and 92 lakh children.
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This guidance framework has emerged from a 
recognised need for effective teacher continuing 
professional development (CPD) to transform 
teaching cultures. It is derived from the findings of a 
study co-delivered by Ecctis, British Council India 
and CIM that aimed to explore the current state of 
implementation, effectiveness, impact and 
sustainability of communities of practice (CoPs) in 
Maharashtra and New Delhi, as well as wider 
international literature on CoPs and teachers’ CPD. 
CoPs have been identified and utilised as a valuable 
tool for this transformation. However, barriers exist 

to CoP implementation, limiting their effectiveness in 
practice. This CoP framework outlines some of these 
barriers and offers guidance on how state 
governments and/or education systems can act to 
enhance the implementation of CoPs to support 
teachers’ professional development and maximise 
their value. It has been designed with a specific 
focus on the Indian context, although it may also 
provide relevant insights into the challenges and 
recommended solutions for CoP implementation 
elsewhere.

1.1 Who is the CoP guidance framework for?
This guidance framework has been designed to 
support education policymakers, government 
officials and other groups seeking to integrate CoPs 

into their education systems and policies as a means 
to enhancing teachers’ CPD.

1.2 What is the purpose and scope of the CoP 
guidance framework?

The purpose of this CoP framework is three-
pronged: to raise awareness and establish a 
common understanding of the role of CoPs in 
teachers’ CPD and, ultimately, students’ learning; to 
outline potential challenges to the implementation, 
effectiveness and sustainability of the CoPs model 
and offer practical solutions for how these 
challenges may be overcome; and to support 
education policymakers and government officials to 
embed and implement the CoP model for teacher 
CPD in their policies and education systems.

Each of these aims is described in more detail below.

1.	 Raising awareness and understanding 

among government stakeholders around the 

role and importance of CoP: The first aim of 
the guidance framework is to increase 
government awareness and understanding of 
the role and goal of CoPs, the different 
stakeholders involved in CoPs, why CoPs are 
important for teachers’ CPD, what an effective 
and successful CoP looks like, what needs to be 
in place for the effective implementation of 

1 Overview of the CoP 
guidance framework
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CoPs and how the impact of CoPs can be 
sustained in the long run. This will seek to 
strengthen government stakeholders’ and 
policymakers’ commitment to supporting the 
use of CoPs for teacher CPD and the 
improvement of their teaching practices. 

2.	 Providing guidance to government 

stakeholders on how to support head 

teachers, school leaders, CoP facilitators 

and teachers to implement and maintain the 

impact of CoPs: The second aim of the 
guidance framework is to provide guidance to 
government stakeholders around the potential 
challenges that teachers and CoP facilitators 

may face in the implementation of CoPs, and 
how these challenges can be overcome to 
ensure the success and sustainability of CoPs. 

3.	 Supporting government stakeholders in 

developing, defining and refining education 

policies, priorities and strategies around the 

use of CoPs: The third aim of the guidance 
framework is to highlight key success factors 
that government stakeholders and policymakers 
could consider when developing education 
policies and strategies embedding the CoP 
model in teachers’ CPD. 

Figure 1 presents the aims and focus of this 
guidance framework.

More specifically, this guidance framework aims to 
raise awareness and establish a greater 
understanding among government stakeholders in 
the Indian context of the role and importance of 
teachers’ CoPs on teachers’ CPD, and consequently 
for students’ learning and classroom environment. It 
also aims to support government officials and other 
senior stakeholders working in education systems in 
different states in India with the following aspects: 

1.	 how to support the establishment and 
implementation of CoPs

2.	 how to ensure the smooth running and 
maintenance of CoPs

3.	 how to support head teachers and school 
leaders when teachers in their schools want to 
participate in CoPs

4.	 how to raise head teachers’ and school leaders’ 
awareness of CoPs

5.	 how to support CoP facilitators in establishing 
and maintaining CoPs 

6.	 how to increase teachers’ engagement with and 
participation in CoPs

7.	 how to ensure the sustainability of the impact of 
CoPs.

Raising awareness and understanding of CoPs

Providing guidance to support various stakeholders in implementing CoPs

Supporting the development and refinement of education policies and 
strategies around CoPs through highlighting critical success factors of CoPs

1

2

3

Figure 1 Aims of the CoP guidance framework
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1.3 What is a community of practice?
A CoP is a professional learning community where 
members share learning and experiences and 
engage in critical reflection and open dialogue 
about specific topics, developing their personal and 
professional identities as part of the process 
(Jagasia & Baul, 2014). CoPs first emerged in the 
1990s in the field of organisational and knowledge 
management, but have since expanded into other 
sectors, including education (Wenger, 2011).

Broadly speaking, CoPs – also known as professional 
learning communities (PLCs) (Borg et al., 2020; 
Padwad & Dixit, 2008; Zahedi et al., 2021) – consist 
of groups or networks of individuals who have 
common interests and engage in discussions and 
interactions to share learning, knowledge and 
experiences about common issues. CoPs are distinct 
from other teams, groups or networks in that their 
members are often professionals ‘who share a 
passion for something that they know how to do, and 
who interact regularly in order to learn how to do it 
better’ (Wenger, 2004).

According to Wenger (1998: 2), CoPs are generally 
characterised by:

●	 ‘Joint enterprise’, meaning all members share a 
common goal and vision that is understood by 
all

● 	 ‘Mutual engagement’, meaning members of a 
CoP actively interact with each other and form 
social relationships

●	 ‘Shared repertoire’, which indicates the 
common resources, materials, technology and 
shared language used by CoP members.

In the education sector, CoPs are widely 
implemented in teachers’ education as CPD 
initiatives. Generally, they aim to support teachers’ 
learning and professional development in teaching, 
learning and pedagogical and assessment 

approaches by promoting and making space for 
peer-to-peer discussions and collaborative activities 
(Wenger, 2011). 

Brouwer et al. (2012) define a teaching community 
as ‘a group of teachers who are socially 
interdependent, who participate together in 
discussion and decision making, and share and build 
knowledge with a group identity, shared domain 
goals and interactional repertoire’. A shared 
repertoire refers to the sharing of teaching 
knowledge, techniques, ideas and materials 
(Akerson et al., 2009). 

Therefore, being part of a CoP is a continuous, 
ongoing, voluntary and bottom-up process that 
enables knowledge and learning to be co-
constructed through participants’ interactions and 
collective participation (Jagasia & Baul, 2014).
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1.4 What are the aims of CoPs?
The central idea behind a CoP is to provide an 
effective way to increase teachers’ professional 
development. To this end, the primary focus of CoPs 
is to allow teachers to share best practices 
regarding teaching, learning and assessment and to 
develop a support network that enables them to 

discuss potential issues and solutions to problems 
they face in the classroom. Furthermore, CoPs may 
also be used to support teachers to develop new 
and innovative teaching, learning and assessment 
strategies. 

1.5 Why are CoPs important?
CoPs have been acknowledged as a potential 
alternative to conventional models of teacher 
education and professional development. By 
definition, learning and sharing within a community 
is a collective and collaborative process. This model 
of learning is more advantageous, and is preferred, 
over the traditional model of learning in isolation. 
Being involved in a community enables knowledge 
or resources to be shared, supports the 
collaborative generation of new knowledge and 
establishes a social network, providing opportunities 
for teachers to express themselves and engage in 
discussions. Therefore, CoPs and the collaborative 

learning they offer constitute a valuable platform for 
teachers’ professional development. 

Research supports that participating in CoPs has a 
variety of positive impacts for those involved. As 
teaching improves, students benefit too. In addition, 
evidence suggests that the presence of a 
community promotes a longer-term, more systemic 
impact, influencing the teaching culture within 
schools and even reaching teachers who are only 
indirectly involved in CoPs. Table 1 is a summary of 
some of the evidence-based changes observed as a 
result of community involvement.

Stakeholder group Impact on knowledge, skills and soft skills

Teachers •	 Develop knowledge, skills and competencies
•	 Improved collaboration and interpersonal communication
•	 More confident and motivated
•	 Increased awareness around professional development 
•	 Stronger focus on student achievement 
•	 Make changes to classroom practice (more student-centred)
•	 Experience a sense of belonging
•	 Change attitudes and beliefs

CoP facilitators •	 Develop knowledge, skills and competencies
•	 Improved confidence and interpersonal skills
•	 Offered CPD opportunities
•	 Beneficial for career development

Students •	 Improved academic outcomes
•	 Students are more enthusiastic about and involved in their learning
•	 Increased confidence and self-belief
•	 Increased engagement in lessons
•	 Improved attendance

Teachers not participating 
in CoPs

•	 More interest in adopting new teaching methods
•	 Benefit from CoP members sharing learning and resources

Table 1 Overview of the impact of CoP involvement on teachers, CoP facilitators and students
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1.6 How has this CoP guidance framework been 
developed?

This framework was developed by triangulating the 
findings of a review of international literature on 
CoPs and two research case studies exploring the 
implementation, impact and sustainability of CoPs in 

two states in India: Maharashtra, with a particular 
focus on reviewing the legacy of the TEJAS project 
and the TAGs, and New Delhi, with a focus on the 
Teacher Development Coordinator (TDC) project.

Figure 2 presents the methodological approach of the study as well as the principal research activities that 
were conducted as part of the project.

Figure 2 Methodological approach of the project and principal research activities 

Literature 
review 

Case study 1:
Maharashtra

Case study 2: 
New Delhi

Aimed to:

•	 build an initial picture of current policies, frameworks and 
practices relating to the implementation of CoPs in Maharashtra, 
New Delhi and beyond

•	 explore the wider literature and research on CoPs to find current 
evidence of the use of CoPs in enhancing teachers’ CPD.

Exploring the legacy, implementation, impact 
and sustainability of the TEJAS project 
(2016–2021) and teacher activity groups 
(TAGs).

Stakeholder engagement activities included 
interviews with senior stakeholders, 
interviews with TAG facilitators, focus groups 
with teachers, an online survey of teachers 
and TAG meeting observations. 

Exploring the implementation, impact and 
sustainability of the Teacher Development 
Coordinator (TDC) programme.  

Stakeholder engagement activities included 
interviews with senior stakeholders, 
interviews with CoP facilitators, focus groups 
with teachers, an online survey of teachers 
and CoP meeting observations.
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The CoP guidance framework presented here 
outlines:

●	 critical success factors for the effective 
implementation and sustainability of the impact 
of CoPs

●	 common challenges to the effective 
implementation and sustainability of the impact 
of CoPs that teachers and CoP facilitators often 
face. 

●	 proposed solutions to those challenges and 
ways that they can be addressed for successful 
and effective implementation and sustainability 
of the impact of CoPs.

2 The CoP guidance 
framework 

15 critical success factors have been identified as essential for effectiveness and sustainability of CoPs. 
These critical success factors are derived from the findings and recommendations from a research study 
commissioned collaboratively by British Council and CIM and led by Ecctis in India. To refer to the research, 
click here: Effectiveness of communities of practice for teacher professional development in Maharashtra 
and New Delhi: A study

The 15 critical success factors are:

1.	 Buy-in of several stakeholders 
2.	 Streamlining and merging various 

teacher training and CPD programmes
3.	 Dedicated time to work in CoPs
4.	 Financial support
5.	 Academic support
6.	 Facilities and infrastructure
7.	 Administrative support
8.	 CoP facilitators and their role

9.	 Virtual CoPs
10.	 Face-to-face CoPs
11.	 Monitoring and evaluation
12.	 Sufficient staffing
13.	 Certificate of attendance for teachers 

participating in CoPs
14.	 Communication between stakeholders
15.	 Selecting teachers to take part in CoPs

Teachers’ communities of practice (CoPs): A guidance framework to support the implementation in India12
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Critical success 
factors

Challenge(s) to 
implementation of CoPs 

Proposed solution(s)

1.	 Buy-in of 
several 
stakeholders

It can be difficult to ensure 
the buy-in of various 
stakeholders due to a lack of 
awareness and 
understanding of the 
importance of CoPs and 
their positive impact on 
teachers and students’ 
learning. 

This lack of buy-in has been 
identified as a limiting factor 
of CoP implementation. For 
example, teachers may be 
reluctant to participate in 
CoPs for a variety of reasons 
(such as the time 
commitment or mindsets 
around the impact of their 
participation in CoPs), and 
school leaders may be 
equally hesitant about 
teachers taking time away 
from their classes. 

More broadly, a lack of 
buy-in from stakeholders 
working in higher 
educational authorities has 
also been recognised as 
limiting the amount of 
institutional support to 
teachers and CoP 
coordinators.

It is essential to ensure the buy-in of multiple 
stakeholders, including state government officials, head 
teachers, school leaders, parents and other 
stakeholders working in the local community. This can 
be achieved through:

a.	 designing and delivering training to head teachers 
to increase their buy-in and awareness and 
understanding of the importance of teachers’ CoPs

b.	 a leaflet designed by the state government (or 
potentially the head teachers) to include 
information about the importance of teachers’ 
CoPs, which can be given to parents or guardians 
to increase their buy-in and understanding of CoPs

c.	 recognising and rewarding the achievements of the 
CoP to improve motivation. This may be in the form 
of a newsletter or alongside other communication 
about performance. (See Monitoring and 
evaluation)

Critical success factors, challenges and proposed solutions
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Critical success 
factors

Challenge(s) to 
implementation of CoPs 

Proposed solution(s)

2.	 Streamlining 
and merging 
various 
teacher 
training and 
CPD 
programmes

Teachers are often involved 
in multiple CPD/training 
initiatives at one time, which 
can be time-consuming for 
them. In addition, where 
these initiatives are not in 
alignment, it can lead to 
conflicting priorities and 
duplicated efforts and limit 
the extent to which teachers 
may apply what they have 
learned.

It is important to ensure a coordinated approach to CPD 
to minimise duplication, conflicts and time constraints.

a.	 Teachers’ CPD needs and related priorities could be 
based on an accurate appraisal of teachers’ 
abilities and learning needs, and their students’ 
learning needs and interests, and they need to be 
relevant to the teachers’ and students’ local 
classroom contexts. 

b.	 Consider further aligning and streamlining teacher 
training, CPD and CoP initiatives to avoid increasing 
teachers’ workload and responsibilities through 
attending multiple initiatives at once.

c.	 Wherever possible and appropriate, enable 
teachers to make decisions about their learning 
needs and classroom practices.

3.	 Dedicated time 
to work in 
CoPs

Teachers face an increased 
workload, administrative 
work and pressures to 
complete the syllabus. All of 
these factors can limit the 
amount of time available to 
teachers for professional 
development activities. 

In addition, the limited time 
available to teachers can 
impact their mindsets 
towards CoPs. For example, 
because they do not have 
sufficient time to attend 
meetings or to apply what 
they have learned, they 
might be more concerned 
and hesitant about doing so.

Allowing teachers to allocate sufficient time to 
attending CoPs and applying what they learn in their 
classrooms, as well as to CPD more broadly, is vital for 
effective CoP implementation. This can be supported 
by:

a.	 considering revising teachers’ timetables to free up 
time to attend CoP meetings and implement what 
they have learned in the meetings in their 
classrooms 

b.	 considering adapting and reducing teachers’ 
workload, administrative work and responsibilities 
in order to allow them to have time during the day

c.	 ensuring that schools are adequately staffed so 
that each teacher can have a dedicated day or two 
per month to attend a CoP meeting. (See Sufficient 
staffing)

4.	 Financial 
support

CoPs often lack sufficient 
funding. Where funding is 
available, it it is less likely to 
be used for teacher initiated 
learning.

Financial support for CoPs is a necessary condition for 
their success. Suggestions for how CoPs can be 
financially supported are:

a.	 to support the funding of teacher-initiated learning, 
such as CoPs 

b.	 to offer some form of remuneration and financial 
support to teachers and CoP facilitators as an 
incentive to attend CoP meetings, for example 
compensation for transport costs to attend 
in-person meetings. (See Face-to-face CoPs) 

c.	 to provide financial incentives to teachers and CoP 
coordinators to conduct CoP meetings.
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Critical success 
factors

Challenge(s) to 
implementation of CoPs 

Proposed solution(s)

5.	 Academic 
support

Lack of access to 
appropriate learning 
resources and materials for 
CoPs can limit the efficacy of 
CoP meetings.

a.	 Design: Design and deliver additional training and 
CPD modules for teachers that are mapped against 
the curriculum and learning outcomes and that 
reflect the teachers’ local context. More 
specifically, consider contextualising the resources 
used in the CoP meetings to reflect the teachers’ 
and students’ social and cultural context and 
needs. Additionally, consider developing subject-
specific resources and materials to provide 
teachers with practical guidance on how to 
implement the teaching and assessment practices 
learned through the CoPs in their subject(s). 
Furthermore, consider establishing a process to 
refresh the content of the resources and materials 
to address the continually changing needs of 
teachers and students and maintain the interest, 
enthusiasm and engagement of teachers over time. 
This is one factor that could contribute to the 
sustainability of CoPs and their impact.

b.	 Dissemination: Signpost and disseminate existing 
learning resources and materials to teachers and 
support the dissemination of new educational 
resources to address teachers’ continually 
changing learning needs. 

c.	 Accessibility: Accessibility is an important 
consideration. For instance, consider offering 
printed as well as digital resources in order to 
maximise teachers’ engagement and allow a larger 
number of teachers to access different types of 
resources.
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Critical success 
factors

Challenge(s) to 
implementation of CoPs 

Proposed solution(s)

6.	 Facilities and 
infrastructure

Members often lack practical 
resources – such as space 
and equipment – to conduct 
CoP meetings. For example, 
many teachers lack devices 
and/or connectivity to 
regularly participate in 
virtual CoPs.

a.	 Offer adequate space/equipment/devices/
connectivity/other necessary resources for CoP 
meetings to maximise teachers’ active engagement 
and participation in CoPs. (See Virtual CoPs)

7.    Administrative 
support

Administrative aspects of 
CoP implementation, such as 
organising time away from 
school or arranging 
premises, can present a 
challenge. This may be the 
case because CoPs are 
time-consuming or because 
they are reliant upon 
communication from 
different parties.

a.	 Offer administrative support to teachers attending 
CoPs. For instance, communicate meeting 
arrangements, organise premises for meetings or 
coordinate staff absence from school. 

b.	 Effective support in this aspect necessitates clear 
communication channels between stakeholders, 
including state government officials, head teachers, 
school leaders, teachers, students and their 
parents or guardians. (See Communication between 
stakeholders)

8.	 CoP facilitators 
and their role

CoP facilitators have a 
complex and challenging 
role within CoPs. Recruiting 
CoP facilitators and 
supporting them to perform 
their role to a high standard 
presents a challenge.

a.	 Increase understanding of the role of CoP 
facilitators by disseminating training and/or 
information to teachers and/or head teachers and 
school leaders. (See Buy-in of several stakeholders)

b.	 Develop a support system that provides a set of 
guidelines and structure for how the state 
government officials and other senior stakeholders 
can support CoP coordinators.

c.	 Support CoP facilitators in their role through the 
provision of regular training and support to develop 
their skills and understanding of their role. 

d.	 Develop, implement and embed monitoring and 
evaluation approaches in order to monitor and 
evaluate the impact of training provided to CoP 
facilitators on their and teachers’ knowledge, skills 
and teaching practices. (See Monitoring and 
evaluation)

e.	 Compensate CoP facilitators for their involvement. 
For instance, support CoP facilitators financially or 
through a reduction in their workloads. (See 
Financial support)

f.	 Offer the opportunity for more teachers to become 
coordinators or to facilitate parts of meetings. (See 
Selecting teachers to take part in CoPs)
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Critical success 
factors

Challenge(s) to 
implementation of CoPs 

Proposed solution(s)

9.	 Virtual CoPs Many teachers lack access 
to devices and/or 
connectivity.

Teachers and CoP facilitators 
might lack knowledge, skills 
and experience in using 
digital devices and social 
media.

a.	 Supply devices and/or connectivity to teachers and 
CoP facilitators. (See Facilities and infrastructure)

b.	 Design and deliver training to increase teachers’ 
and CoP facilitators’ awareness and understanding 
of the use of digital platforms and their use for 
professional development.

c.	 Offer technical assistance to teachers and CoP 
facilitators to overcome technical issues with using 
digital technology and social media platforms.

d.	 Consider increasing the use of technology within 
CoPs to promote digital literacy.

10.	 Face-to-face 
CoPs

Attending physical meetings 
can be logistically 
challenging because 
commuting can be time-
consuming and may not be 
possible for those teachers 
and CoP facilitators from 
remote areas. Additionally, 
teachers and CoP facilitators 
are not remunerated for 
their transport costs.

a.	 Ensure that the arrangements, particularly the 
locations of CoP meetings, are as accessible and 
convenient for participants as possible.

b.	 Consider supporting travel arrangements (such as 
by organising a bus, coach or lift-share) or 
providing remuneration for travel expenses. (See 
Financial support)

11.	 Monitoring and 
evaluation

There is a lack of set 
guidelines for the monitoring 
and evaluation of CoPs to 
systematically evaluate their 
impact on teachers’ learning 
and professional 
development, as well as on 
students’ learning and 
classroom environment. The 
lack of a monitoring process 
impedes the effective 
implementation of CoPs and 
the sustainability of the 
impact of CoPs.

a.	 Develop, implement and embed monitoring and 
evaluation approaches in order to monitor and 
evaluate the progress of CoPs and their impact on 
teachers’ knowledge, skills and teaching practices, 
as well as students’ learning and classroom 
environment. 

b.	 Share and communicate information and data 
about CoPs conducted in different districts across 
the state to CoP facilitators, teachers, head 
teachers and school leaders. 

c.	 Establish a process through which teachers can 
provide feedback regarding the topics and themes 
covered in the CoP meetings.

d.	 Establish a process and criteria to ensure an 
inclusive process is in place to select teachers and 
CoP coordinators to attend and participate in the 
CoP meetings.
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Critical success 
factors

Challenge(s) to 
implementation of CoPs 

Proposed solution(s)

12.	 Sufficient 
staffing

Often there are insufficient 
teachers in schools 
compared to the number of 
students, which makes it 
difficult for teachers to 
attend CoP meetings as they 
will need to be at school. 
This may lead to teachers 
being reluctant to leave their 
classes to attend CoPs and/
or school leaders being 
reluctant to allow teachers 
to attend. 

Likewise, the implementation 
of new teaching strategies 
can be challenging 
considering the high 
numbers of students in the 
classes and/or when 
teachers are teaching in 
multigrade classes.

Ensuring sufficient staffing so that all teachers can have 
the opportunity and time to participate in CoPs/CPD is 
important for effective CoP implementation.

a.	 Ensure that schools are adequately staffed so that 
each teacher can have a dedicated day or two per 
month to attend a CoP meeting. Furthermore, 
ensure staffing is adequate so that it does not place 
a burden on teachers. 

b.	 Ensure that if teachers are transferred to other 
schools in the state, they still have the opportunity 
to attend CoP meetings in order to continue their 
learning and professional development.

13.	 Certificate of 
attendance for 
teachers 
participating in 
CoPs

Teachers participating in 
CoPs do not get a certificate 
of attendance. This can 
cause challenges in 
sustaining teachers’ 
motivation to continue 
participating in CoPs. 
Additionally, the lack of 
official recognition may also 
pose challenges for teachers 
seeking to take time away 
from the school day to 
attend CoPs.

a.	 Providing participating teachers with a certificate 
of attendance can increase teachers’ motivation to 
continue being part of CoPs. This can contribute to 
the sustainability of the impact of CoPs.

b.	 A certificate of attendance at CoPs can help 
teachers feel valued and appreciated for the efforts 
they have made towards their CPD. 

c.	 Teachers who have a certificate of attendance in 
CoPs will be able to include it in their CV and also 
show it to head teachers and school leaders so that 
they can support the teachers’ professional 
development and allow them to take time off from 
school to attend CoPs.

14.  Communi-
cation 
between 
stakeholders

It can be challenging to 
ensure effective 
communication between 
stakeholders, which may 
present a challenge for the 
implementation of CoPs. 

For example, the arranging 
of premises or authorising of 
teachers’ absence can be 
reliant on communication 
between parties.

a.	 Ensure the coordination and collaboration of 
different departments and agencies from the state 
government and higher-educational authorities 
working as part of the CoP initiatives in the state to 
maximise the impact and benefits of the 
programme on teachers’ learning and professional 
development.
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Critical success 
factors

Challenge(s) to 
implementation of CoPs 

Proposed solution(s)

15.	 Selecting 
teachers to 
take part in 
CoPs

Selecting motivated and 
enthusiastic teachers to take 
part in CoPs can present a 
challenge.

a.	 Establish a process and criteria to ensure an 
inclusive process is in place to select teachers and 
CoP coordinators to attend and participate in the 
CoP meetings.

b.	 Ensure that if teachers are transferred to other 
schools in the state, they still have the opportunity 
to attend CoP meetings in order to continue their 
learning and professional development.

c.	 Offer more teachers opportunities to take part in 
CoPs, to adopt the role of coordinator or to 
facilitate specific parts or sections of a meeting.

d.	 Incentivise teachers to take part in CoPs. This may 
be through increasing awareness of CoPs, offering 
financial compensation or a reduction in workload 
for participating in CoPs and recognising the 
achievements of CoPs. (See Buy-in of several 
stakeholders, Financial support, Dedicated time to 
work in CoPs)
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