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Abstract

Studies confirm that professional development at the school base through the teachers’ collaboration is 
the most result-oriented outcome among the alternative ways of teachers’ professional development. One 
of the declared goals of the centralized system of teachers’ professional development and performance 
assessment operating in Georgia is to facilitate teachers’ collaboration. However, the contribution 
of the mentioned system in strengthening the teachers’ collaboration has not been studied so far. The 
purpose of the present research was to study the impact of the centralized system of teachers’ professional 
development and performance assessment on teachers’ collaboration at general educational institutions.
The issue was studied using the qualitative methods - focus group, interview, and content analysis of 
documents. Eight schools were selected for the study. Two focus groups were conducted with teachers and 
one interview was recorded with a school leader at each school. Furthermore, interviews with ten experts 
in the field were recorded. It was demonstrated that the centralized system of professional development 
and assessment focused on developmental assessment helps to strengthen the teachers’ professional 
relations. Activities closely related to the teacher's work, the correct attitude of the school leaders, 
teachers’ involvement in making decisions, the existence of preset goals, working schedule and space 
are important for collaborative relations. Existence of unified mechanisms for professional development, 
mistrust among colleagues, changes being constantly introduced to the education system, shortage of 
time were revealed as hindering factors for teacher collaboration.
Keywords: qualitative research, school-based teachers’ professional development, teachers’ assessment, 
teachers’ collaboration

Introduction

Significance and Theoretical Foundations of the Research

Professional development of a teacher is a set of activities aimed at developing the 
subject or methodical knowledge, skills, experience or other professional characteristics of the 
teacher. Professional development of a teacher involves a continuous process of reflection, 
learning and action to improve one's own knowledge and skills. This strengthens the teaching 
practice and has a positive impact on students' results (Angus-Cole, 2022, p.1). Education 
specialists recognize and researchers confirm (Alkhawaldeh, 2018, Kazemi et al., 2021, Porter 
et al., 2021) that the school-based professional development of teachers is the most practical 
and result-oriented among the alternative ways of professional development of teachers. This 
kind of professional development, on the one hand, is more adapted to the specific needs of 

https://doi.org/10.33225/pec/23.81.66



PROBLEMS
OF EDUCATION
IN THE 21st CENTURY
Vol. 81, No. 1, 2023

67

ISSN 1822-7864 (Print) ISSN 2538-7111 (Online) https://doi.org/10.33225/pec/23.81.66

Marika KIRVALIDZE, Sofiko LOBZHANIDZE. Professional development and performance assessment system focused on 
strengthening teachers’ collaboration: The case of Georgia

the teacher, and, on the other hand, it corresponds to the learning goals and objectives of the 
students. Using this model of professional development, unlike traditional forms of professional 
development involving unified activities offered from outside, the teacher grows professionally 
and learns through observation of their own practice, analysis, reflection, peer feedback, 
testing new approaches in the local context and, in general, professional collaboration with 
colleagues1(Goddard et al., 2007).  The results of the research of the school-based teacher 
professional development program conducted in Norway in 2016 confirm that the more closely 
the professional development activities are related to the direct practice of the teacher, the 
more effective it is. The activities of the mentioned program were based on teachers' reflection 
on their own practice and continuous sharing of experience with their colleagues. According 
to the teachers participating in the program, school-based professional development activities 
are so closely connected to practice that teachers can immediately apply the newly acquired 
experience in a classroom. Expectation of continuous support from colleagues enhances their 
confidence in this process (Svendsen, 2016). Coordination with colleagues, mutual sharing of 
resources and professional communication in the learning process are important components 
of school-based teacher professional development models. In such an environment, colleagues 
have the opportunity to jointly discuss the successful aspects of the practice, their determining 
factors, challenges related to the practice and with mutual help to solve the issues that concern 
them. Consequently, a collaborative environment helps the teacher to develop objective self-
esteem as well, which, in turn, increases their openness to evaluating their own activity. A safe, 
collaborative environment in which teacher performance assessment is transparent and based on 
mutual trust, teachers have the opportunity to create professional communities and learn from 
each other is an important prerequisite for the implementation of an effective, development-
oriented evaluation system (TALIS, 2018). The system of professional support and assessment 
of teachers should be focused on the continuous professional development of each teacher 
with regular study of the learning process, analysis of the results of interim assessment and 
development-oriented feedback (Stronge & Tonneson, 2015). The existence of such a system, in 
turn, is an indispensable factor for ensuring a high quality of teaching and learning. Centralized 
systems of professional support and assessment of teachers, also called formalized assessment, 
impose certain, unified requirements on teachers at the state level in the direction of professional 
development. It suggests professional support mechanisms for their implementation. In 
countries with a centralized educational policy, the goals of teacher performance assessment are 
mostly deterministic, while in countries with decentralized and semi-decentralized educational 
policies they are more development-oriented. There are several approaches to a development-
and support-oriented assessment system. One of the most effective approaches used to evaluate 
the teacher's activity provides for determining the teacher’s professional need by the so-
called 360-degree or circular assessment system which enables a professional to assess their 
own performance not by one but multiple complementary mechanisms - self-assessment, 
documentation analysis, feedback from students and parents, results of students, feedback from 
school leaders and colleagues, results of professional dialogue – feedback from colleagues, 
including academic department/departments and quality development-oriented groups (Baroda 
et al., 2012). The mentioned mechanism comprehensively studies the professional needs of the 
teacher, enables them to be reflective and purposefully plan their professional development. It 
is important to understand reflective practice for implementing a teacher's objective assessment 
system, within the scope of which they critically assess their own work, triggering them to 
fully engage in the lifelong learning process (Schon, 1983). A reflective teacher not only asks 

1	  Professional collaboration - involves constant observation and feedback between colleagues, where a 
culture of professional sharing, dialogue, experiments and criticism is commonplace. Collaboration can involve 
a range of activities, from informal, unplanned collaborative work done by teachers to implementing more for-
mal collaborative approaches (Report of the Review to Achieve Educational Excellence in Australian Schools, 
2018).
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questions rationally and carefully, but they use the answers to those questions as a guide to 
change the practice for the better. Considering the research issue, the theoretical framework 
of the research is the social constructivism theory and the Gibbs reflection model. According 
to the social constructivism theory, knowledge is obtained through the sharing of opinions 
and ideas. Individuals gain experience by interacting with each other and the environment 
they live in (Amineh & Asl, 2015). Gibbs' model of reflection (Gibbs, 1988) clearly shows the 
importance of reflection and feedback in the process of assessing an individual's professional 
development and performance. According to this model, any professional should go through 
several stages of reflective practice: 1. Description of existing reality without conclusions and 
evaluative attitudes - what happened, when, where, by whom; 2. Expression of feelings - what 
you felt directly during the process and what your current attitude is towards what happened; 3. 
Evaluation - value assessment of what happened, classification of positive and negative aspects; 
4. Analyzing what happened - drawing a conclusion from the situation based on a comparative 
analysis of one's own and others' experiences; 5. Generalization/making conclusions - thinking 
about the particular situation one more time, analyzing, based on the experience gained how 
you will behave in a similar situation another time 6. Drawing up a personal action plan 
based on the analysis of the current situation - what competencies you need to develop and 
how you should work in order to better deal with a similar situation in the future.  Thus, the 
theoretical foundation of the research is, on the one hand, a reflective model that prompts the 
teacher to constantly review and critically assess the practice, and, on the other hand, the social 
constructivism theory, according to which the process of continuous development depends on 
social interaction (Akpan et al., 2020).

Current Situation and Challenges in Georgia

In 2015, implementation of significant changes at the national level in the system of 
professional development and performance assessment of teachers in general education schools 
of Georgia commenced. Until this period, activities focused on professional development 
and/or assessment of teachers were conducted in a pilot regime, in a certain part of schools, 
and, therefore, had a local character. In particular, in 2004-2007, the educational system 
transformation and strengthening project called "Ilia Chavchavadze" was implemented in 
a small part of general education public schools, which aimed to support teachers to create 
an effective learning and teaching environment, develop their assessment and classroom 
management capabilities (Shapiro et al., 2007), which would ultimately improve the quality of 
the learning process. The teachers involved in the project provided assistance to other teachers 
in the practical application of the studied methodology by observing model lessons and sharing 
resources. The feedback provided within the scope of the project had a developmental function 
for teachers. As was revealed during the evaluation of the project, active collaboration between 
schools and teachers turned out to be the most important aspect of implementing a successful 
teaching and learning practice (Shapiro et al., 2007). Despite the relevance of the project and the 
positive response, its implementation was terminated, the decision not being based on objective 
pieces of evidence obtained as a result of research. In 2013-2015, the project "Professional 
development of teachers at the school base" was implemented in a pilot regime in 10% of the 
public schools of Georgia, the main goal of which was to establish a collaborative school culture 
and increase the effectiveness of the quality of teachers' performance through mutual teaching. 
Within the framework of the project, professional development groups staffed by teachers were 
created at school which were trusted by the colleagues themselves. The project consultant, 
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who was a representative of the National Center for Teachers’ Professional Development,2 a 
subordinate agency of the Ministry of Education and Science, periodically visited the groups 
created at school. The feedback provided by the consultant and other representatives of the 
project during the visit had the function of a developmental assessment.

Despite the positive feedback from the teachers and the significant improvement of the 
culture of collaboration and co-teaching at the beneficiary schools (Inasaridze et al., 2015), 
the mentioned project also ceased to function, which strengthened the sense of instability and 
nihilism caused by frequent, unsubstantiated changes in the community of teachers.

Currently the Teacher's Professional Development and Career Advancement Scheme 
constitute the centralized system of assessing the teacher's professional development and 
performance, the requirements of which are mandatory for all state general educational 
institutions. The existing centralized mechanism for teacher’s professional development and 
performance assessment was developed by the National Center for Teachers' Professional 
Development in 2015. Its main purpose is to increase the quality of teaching and learning in 
general educational institutions in order to improve the students’ results through the systemic 
professional development of a teacher. The existing centralized mechanism for teacher's 
professional development and performance assessment regulates the issues related to the 
teacher's professional development, determines the types of the teacher's status, the rules for 
granting, confirming, suspending/restoring the relevant status. The scheme defines three types 
of status of a teacher - head, leader, and mentor. The teacher assigned to the status of head in 
the scheme meets the requirements prescribed by the legislation of Georgia and their subject 
and methodical competencies are approved. Additional requirements are set for leading and 
mentoring teachers. In particular, the leading teacher takes care of the professional development 
of colleagues, investigates, implements in practice and shares innovations in the field of 
education with colleagues, conducts research on school needs, etc. Taking into account the 
professional needs of colleagues, the mentor teacher plans a unified strategy for the professional 
development of school teachers, develops recommendations regarding current processes in the 
field of general education at the national level, establishes contacts with international educational 
institutions (Professional Standard for Teachers, 2020). It is worth noting that it is the duty of 
teachers of all statuses to cooperate with their colleagues for the purpose of self-development 
and mutual development in order to improve the results of students (Professional Standard 
for Teachers, 2020). The centralized mechanism defines mandatory activities for teachers to 
change status, and these activities are evaluated using standardized assessment tools.

Until 2020, within the framework of the centralized mechanism for teacher's 
professional development and performance assessment, the school had a teacher-supporting 
"evaluation group" which evaluated the teacher's performance with both developmental and 
deterministic evaluation. The deterministic assessment of the teacher's performance was the 
basis for raising their status and, accordingly, increasing their salary. The existing centralized 
mechanism for teacher's professional development and performance assessment has undergone 
significant changes several times. Among them, one of the innovations is the transition from the 
deterministic evaluation of the teachers' performance at the school base to the fully developmental 
evaluation and the implementation of the independent system of teacher assessment and quality 
development at the school base. This change aims to provide schools with more autonomy and 
strengthen the culture of collaboration and mutual learning among teachers.

As the authors of the centralized system of teachers’ professional development and 
performance assessment note, changes in the scheme were introduced because the deterministic 

2	  The National Center for Professional Development of Teachers is a Legal Entity of Public Law of 
the Ministry of Education and Science, the purpose of which is to promote the improvement of the quality of 
learning and teaching at school by establishing a high standard of professional knowledge and performance of 
a teacher (http://tpdc.ge/geo/page-1/100)
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evaluation of teachers at schools negatively affected positive relations between colleagues, 
while the declared goal of the centralized system of teachers’ professional development and 
performance assessment, as mentioned above, is promoting a collaboration-based school 
culture. Considering the above, while in the original version of the scheme the school assessed 
the teacher's performance and based on its decision the teacher would upgrade their status, 
currently the recommendations issued by the support group have only a developmental 
function for the teacher, and the deterministic assessment necessary for progress is made by 
the agencies subordinate to the Ministry of Education and Science. Taking into account the 
results of Georgia in international studies, it can be said that there are positive changes in terms 
of teachers' collaboration. For example, the results of the Teaching and Learning International 
Study (TALIS) confirm that a large number of teachers in Georgia are involved in collaborative 
activities. With this indicator, Georgia is significantly advanced compared to other countries 
participating in the study (TALIS, 2018). Despite the positive changes in terms of collaboration 
observed in international studies, the role of the centralized system of teacher’s professional 
development and performance assessment in the strengthening of teacher collaboration in 
general educational institutions has not been studied in Georgia so far. It is important from 
a practical point of view to conduct a scientific discussion, draw conclusions and develop 
recommendations regarding the research issue. The research issue is made more relevant by 
the 2022-2030 National Strategy of Education and Science of Georgia - "During the mentioned 
period, a system of teachers’ continuous professional development will be established at the 
school base, within the scope of which teachers will be involved in the process of continuous 
professional development based on their needs, will receive intensive, constructive feedback 
and they will share responsibility for learning outcomes with other members of the school 
community. (United National Strategy of Education and Science of Georgia - 2022-2030).

This research tries to help decision-makers reach a research-based decision and give 
practical benefits to teachers of general education schools and school leaders in the sense of 
establishing an effective mechanism for teachers’ professional development at the level of 
individual schools.

Research Aim and Research Questions

The purpose of the present research was to study the impact of the centralized system 
of teacher’s professional development and performance assessment in Georgia on the teachers’ 
collaboration in a general educational institution.

According to the purpose of the research the following research questions were 
formulated:

•	 What kind of approach to teacher's professional development and performance 
assessment is effective for teachers' collaboration?

•	 What factors affect the collaboration of teachers within the scope of the professional 
development and performance assessment system of teachers?

•	 What forms of teachers’ collaboration were affected by the professional development 
and performance assessment system of teachers?

Research Methodology

General Background

Based on the purpose of the research, on the one hand, the research questions were related 
to the study of the impact of the centralized system of teachers’ professional development and 
assessment on teachers’ collaboration, and, on the other hand, the research questions studied 
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the factors determining the effectiveness of the centralized system of teachers’ professional 
development and assessment in the collaboration component.

Since the main focus of the research was the study of the essence, nature of the issue, the 
qualitative methodology was considered as an appropriate type of research. Phenomenology 
was used as the research approach. According to this approach, the conclusions drawn are based 
on the experience, beliefs and vision of individuals (Guest et. al., 2013). The research is carried 
out in December, 2019- June, 2022.

Sample Selection

In order to achieve the aim of the research and answer the research questions, the 
following target groups were selected:

a) General education school teachers, leaders (director, deputy);
b) Experts in the field’
c) Decision-makers in education.

198 respondents participated in the research: 8 school principals/deputy principals, 4 
employees of National Center for Teacher Professional Development (Decision-makers in 
education), 6 other experts in the field and 180 teachers.

Table 1 
The Main Characteristics of the Participants 

Characteristics 
Participants

General education school 
teachers Leaders (director, deputy) Experts in the 

field
Decision-makers 
in education

Age From 25 to 65 years From 31 to 65 years From 45 to 60 
years

From 45 to 60 
years

Gender The majority are female The majority are female
Half of them are 
male, half are 
female

Half of them are 
male, half are 
female

Level of Education Bachelor’s degree, 
Master’s degree

Bachelor’s degree, 
Master’s degree

Master’s degree, 
Doctoral degree

Master’s degree, 
Doctoral degree

Residence
A local resident of the 
same town/village in which 
the school is located

A local resident of the 
same town/village in which 
the school is located

Residents of the 
capital

Residents of the 
capital

Purposive non-probability selection was used to select the population of the target 
schools. The selection criterion was the size of the school and involvement in projects focused 
on strengthening school-based collaboration. The following were selected for the study:

1.	 Large contingent schools,3 in which various projects aimed at improving the teachers’ 
collaboration worked intensively;

2.	 Large contingent schools, at which projects aimed at improving the teachers’ 
collaboration did not work;

3	  Large contingent school - 1000 or more students (when determining large contingent schools, we 
relied on the order of the Minister of Education and Science of Georgia, according to which the number of 
students in small and large contingent schools is determined).



PROBLEMS
OF EDUCATION

IN THE 21st CENTURY
Vol. 81, No. 1, 2023

72

ISSN 1822-7864 (Print) ISSN 2538-7111 (Online)https://doi.org/10.33225/pec/23.81.66

Marika KIRVALIDZE, Sofiko LOBZHANIDZE. Professional development and performance assessment system focused on 
strengthening teachers’ collaboration: The case of Georgia

3.	 Small contingent schools4 at which projects aimed at improving the teachers’ 
collaboration worked intensively;

4.	 Small contingent schools at which projects aimed at improving the teachers’ 
collaboration did not work.

Such purposive selection of target schools was caused by the following circumstances:
1.	 During the selection, the size of the school became the point of interest within the 

present research, since some studies conducted abroad (Bevan & Flores, 2021) 
confirm that small contingent school teachers cooperate more intensively and 
effectively. Also, according to some studies, small contingent school teachers see 
more need for collaboration. For example, based on the results of the research 
conducted in England, it can be said that small contingent school teachers cooperate 
more, understanding that they can better cope with the shortage of educational 
resources with joint efforts, achieve educational results more effectively, etc. (Muijs, 
2008).

2.	 The selection of schools involved in projects aimed at strengthening collaboration 
was due to the fact that the interest of the research was to find out how such projects 
influence the teachers’ collaboration at school and how it further helps them to 
cooperate within the scope of the centralized system of teacher’s professional 
development and performance assessment as well.

3.	 Schools with no projects focused on improving teachers’ collaboration, were selected 
for the research in order to study the direct impact of the teacher's professional 
development and performance assessment system on teachers’ collaboration.

Typical cases were selected for the study - two schools from each population list. The 
specific schools, in which the research was conducted, have been selected randomly, from the 
purposively selected population (selection frame), because, considering the purpose of the 
research, it was not necessary to narrow down the selection frame determined at the purposive 
selection stage or to take into account any other criteria. Since it is important to determine 
any factor affecting the collaboration of colleagues within the framework of the teachers' 
professional development and performance assessment mechanism in order to develop further 
recommendations, analyzing the opinions, experience, recommendations and vision of all 
parties was valuable within the scope of the research. Accordingly, the opinions of teachers, 
school leaders, decision-makers and other experts in the field were studied.

Purposive non-probability selection was used to choose decision-makers and other experts 
in the field. In particular, their status and role in determining the education policy in Georgia 
were taken into account during the selection. Furthermore, their publicly expressed positions 
regarding the teacher's professional development and performance assessment system -to draw 
objective conclusions, within the scope of the research, experts’ opinions having different views 
on the research issues were studied. The analysis of the different positions related to the topic 
helps us to make an in-depth description of and analyze the issue to be studied by comparing the 
positions of the interested parties in drawing reasoned, valid conclusions. This, in turn, enables 
the reader to decide by themselves whether the results can be generalized.

Instrument and Procedures

For data collection the following methods were used:
1.	 An in-depth semi-structured interview, using which it was studied

a)	 Opinions of decision-makers (who were involved in the process of developing 

4	  Small contingent school - from 170 to 205 students included (when defining small contingent 
schools, we relied on the order of the Minister of Education and Science of Georgia, according to which the 
number of students in small and large contingent schools is determined).
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and implementing various models of the centralized system of teacher’s 
professional development and performance assessment):

	● Regarding the effectiveness of the centralized system of teacher’s professional 
development and performance assessment in the component of strengthening the 
teachers’ collaboration;

	● About the facilitating and hindering factors related to effective functioning of 
the collaboration component of the centralized system of teacher’s professional 
development and performance assessment at school;

	● About the goals of various models of the centralized system of teacher’s professional 
development and performance assessment and the reasons for the main changes 
introduced to them in terms of teachers' collaboration.

The interview was recorded with four employees of the National Center for Teachers’ 
Professional Development.

a)	 Opinions of experts in the field at various positions regarding the teacher's 
professional development and performance assessment system:

	● Regarding the effectiveness of the centralized system of the teacher's professional 
development and performance assessment in the component of strengthening the 
teachers’ collaboration;

	● About the facilitating and hindering factors related to effective functioning of 
the collaboration component of the centralized system of teacher’s professional 
development and performance assessment at school;

	● About the goals of various models of the centralized system of teacher’s professional 
development and performance assessment and effectiveness of the main changes 
introduced to them in terms of teachers' collaboration.

The interview was recorded with six experts in the field.
Each interview lasted between 45 and 60 minutes.

b)	 Opinions of school leaders:
	● Regarding the impact of the functioning of the centralized system of teacher’s 

professional development and performance assessment on the establishment of a 
collaborative culture at school/strengthening of teachers’ collaboration;

	● Regarding the role of school leaders in the effective implementation of the centralized 
system of professional development promoting teachers' collaboration.

The interview was recorded with the leaders of all schools involved in the study - principals or 
vice-principals – 8 participants.
The interviews were face-to-face. Each interview lasted between 45 and 60 minutes.

2.	 Using a focus group, the opinions of support groups and other teachers working at 
schools within the framework of the centralized system of teacher’s professional 
development and performance assessment were analyzed:

	● On how the activities provided within the framework of the centralized system 
of teacher’s professional development and performance assessment contribute 
to the establishment/improvement of a collaborative culture at school;

	● About the factors existing in the school environment, which determine the 
effectiveness/lack of effectiveness of the centralized system of teacher's 
professional development and performance assessment in terms of 
collaboration.

The focus groups were conducted at all schools selected for the research. One focus 
group with support group members and one focus group with other teachers were conducted 
at each school. 16 focus groups were set up. 10-12 teachers participated in each focus group.
The focus groups were face-to-face. Each focus group lasted between 100 and 120 minutes.
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3.	 The content analysis method was used to review the local experience - the 
content analyzes of the legal framework, policy documents and reports related to 
the research issue. In particular: a. teacher's professional standard; b. Teacher's 
professional development and career advancement scheme and changes introduced 
to it at different times. c. Reports of various projects focused on collaboration. These 
documents were processed within the research in order to analyze the declared goals 
and the existing reality. Within the scope of the content analysis of the documents 
the directions that constituted the focus of the research were identified, the objectives 
set at the policy level to promote teachers' collaboration were analyzed and the main 
activities to complete these objectives were prescribed.

In order to draw valid conclusions within the scope of the research, the analysis of the 
documents was compared with the narratives of the research respondents within the conducted 
focus groups and interviews. Using the principles of methodological triangulation adds more 
credibility to the results of the research.

Data Analysis

After each interview was completed, notes were taken, and the interviews were carefully 
transcribed. Data were transcribed and analyzed by two researchers.

Thematic and structural content analysis was used to analyze the data obtained through 
focus groups and interviews. At the first stage of the research, thematic analysis was used as 
an analytic approach to analyze the data obtained during the focus group and interviews and at 
the second stage of the research - structural analysis was used, where special attention was paid 
to such an element of this type of analysis as evaluation - the narrator's comment or emotional 
reflection on their narration.

The analysis of the data was performed using Marshall and Rossman’s (2016) content 
analysis steps: organize the data, generate categories or themes, code the data, test emergent 
understandings of the data, search for alternative explanations of the data, write-up the data 
analysis.

Taking into account the research aim and questions, the categories and sub-categories 
(Table 2) were created for analyzing the respondents' opinions of each group.

Table 2 (A) 
Categories and Sub-categories for Analyzing the Decision-makers and Other Experts’ 
Interviews

Categories Sub-categories

Factors related to effective functioning of the 
collaboration component of the centralized system

Facilitating factors

Hindering factors

the goals of various models of the centralized system
The reasons for the main changes
The impact on teachers’ collaboration of various models of 
the centralized system
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Table 2 (B) 
Categories and Sub-categories for Analyzing School Leaders’ Interviews

Categories Sub-categories

Factors related to effective functioning of the 
collaboration component of the centralized system

Facilitating factors

Hindering factors

the role of school leaders in the effective 
implementation of the centralized system of 
professional development promoting teachers' 
collaboration

The role of leader’ attitude
A leader’s personal involvement during the encouragement 
of teachers’ collaboration

Table 2 (C) 
Categories and Sub-categories for Analyzing Teachers’ Focus-groups

Categories Sub-categories

Factors that influence teachers’ collaboration Facilitating factors

Hindering factors

Forms of teachers’ collaboration improved by the 
centralized system of professional development 
promoting teachers' collaboration

Validity, Reliability, and Ethics

To ensure the accuracy of respondents’ responses, interviews and focus groups with 
participants were audio-recorded. Before the start of the interviews and focus groups, the 
participants gave their consent to participate in the interview and for it to be recorded. The 
participants were assured that they had the freedom to leave the study at any moment, and their 
names were kept private.

The focus group and interview protocols were developed by the research authors. These 
protocols included a list of subjects to be covered as well as several open-ended questions. 
The questions were designed after the relevant literature had been studied. The aim of the 
research, the research questions, the requirements of the teacher's professional standard and 
other regulatory documents regarding the collaboration of teachers were also taken into account 
while developing the research instruments.

The instruments were piloted in schools similar to the population selected for the study 
with teachers and principals/deputy principals, therefore, the questions were modified and 
adjusted based on this pilot results as needed. The improved instruments were sent to experts in 
the field to verify their validity.

Limitations 

While the group of respondents within the research was broad - selected school teachers, 
school leaders, decision-makers, other experts in the field - representatives of state, non-
governmental and academic structures, but the facts that the research issues were studied through 
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document analysis, in-depth interviews and focus groups and there were not the opportunity to 
directly observe the process can be considered as limitations of the research. Consequently, the 
results, findings and conclusions of the research are completely based on the opinions of the 
respondents, their perceptions and ideas, experience and self-evaluation regarding the research 
issue. Insincerity of the respondents can be considered as one of the limitations of the research, 
however, this problem was minimized by using moderation techniques between the interviewer 
and the respondent, including asking verifying questions in the course of the focus groups and 
interviews.

Research Results

As it was revealed during analyzing the focus group with teachers and in-depth 
interviews, at the first stage of the implementation of the centralized system of teacher’s 
professional development and performance assessment, most of the teachers were less aware 
of the opportunities of professional development through the activities of the Scheme. At the 
first stage, they perceived the centralized system only as a means of career advancement. In the 
working process, however, the majority of the persons participating in the research realized that 
the activities within the centralized system - professional dialogue, attendance by support group 
members at colleagues' lessons and subsequent feedback, organization of working meetings 
and/or participation in them, contribute to professional development and career advancement 
on the one hand, while, on the other hand, it increases mutual trust and forms a collaborative 
culture. According to the teachers, the activities of the Scheme encouraged their “professional 
communication”. Furthermore, according to them, before the implementation of the centralized 
system the conversation between colleagues was mostly not professional until now: "In our 
free time, we, colleagues used to talk about general, not school-related, everyday topics, while 
planning lessons or other activities together within the framework of the Scheme, and joint 
participation in working meetings triggered us to make the focus of our conversation more or 
less professional" - says one of the large contingent school teachers in the focus group.

It should be noted that within the framework of the research, a tendency was revealed that 
professional relations within the framework of the centralized system were more encouraged in 
large contingent schools.

It is also important to mention that the leaders of the schools that were not involved 
in projects focused on collaboration, noted in the interviews that the compulsory activities of 
the Scheme strengthened both individual and group responsibility and mutual trust among the 
teachers. "Since there were cases when several teachers planned the lesson together, in addition 
to the teacher conducting the lesson, colleagues also took responsibility for the process of the 
lesson and the results obtained," says one of the school leaders in the interview.

Furthermore, teachers of the same target group note that they have grasped the essence 
of collaboration within the framework of the Scheme: "I realized what activities I can actually 
do together with my colleague and what benefits it might entail both for me and my colleague" 
- says one of the teachers in the focus group.

The school leaders and teachers, who were involved in the projects focused on 
strengthening collaboration, parallel to the operation of the scheme or before its implementation, 
in the presented research emphasized the effectiveness of the experience gained within the 
scope of the projects: "in a centralized system I relied on the knowledge acquired through 
the collaboration with my colleagues at the school base within the framework of the teachers’ 
professional development project". "Although it took a lot of time for us to carry out the project 
activities, I feel that I gained a lot of experience, which I still use when communicating with my 
colleagues" - said teachers from schools involved in various projects.
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Opinions of experts in the field are less consistent with each other when they discuss 
the centralized system of teacher’s professional development and performance assessment as 
a kind of a trigger to strengthen teachers’ collaboration. According to one part of the experts, 
the aim of the Scheme to facilitate teachers’ collaboration is too formal and "the only thing 
centralized systems like the Scheme can do is to provide knowledge about the forms of teachers’ 
collaboration". Experts in the field with such an attitude think that a large number of teachers 
in the centralized system "consider collaboration as a goal to raise their status and not as a 
means to improve the results of students." According to the position of this part of the experts, 
it is necessary to initiate and implement collaboration forms corresponding to professional 
needs at the school base. According to one of them: "In this case, the necessity drives the 
teacher to collaboration, not the regulation prescribed in a document imposed on the teacher." 
Respondents also emphasize the fact that implementation of collaborative activities within 
the Scheme requires processing formal documentation, requiring additional time, which the 
teachers are already short of.

As regards the opinion of the second part of experts in the field, while teachers’ collaboration 
still remains a challenge, this issue regulated within the framework of the centralized system is 
conducive to the process: "When a teacher knows what activities focused on the development 
of collaboration they should carry out within the scope of the centralized system and that their 
activity is recognized in this direction, they are more motivated". According to their position, 
in this case, teachers are united by a common purpose and bear a common responsibility for 
achieving specific results.

The analysis of respondents' opinions revealed several factors that promote and prevent 
teachers’ collaboration (Table 3).

Table 3
Promoting and Hindering Factors for Teachers’ Collaboration

Factors that promote collaboration Factors that prevent collaboration

Perceiving collaborative processes as an integrated part 
of the teacher's performance

Existence of unified mechanisms for professional 
development 

The existence of predetermined goals and working 
schedule Mistrust among colleagues

Development-oriented assessment Changes being constantly introduced to the education 
system

The correct attitude of school leaders

Shortage of time Teachers’ involvement in decision-making processes 

Space for cooperation 

As a result of analyzing the opinions of the respondents, it was revealed that at schools 
where teachers saw the need to use each other as human resources for daily activities - refining 
their own practice and improving student results, collaborative processes turned out to be 
more successful. Accordingly, in the opinion of the respondents, within the scope of teacher’s 
professional development and performance assessment systems it is important for the teacher 
to cooperate with their colleagues on issues that are an integral part of their working process, 
for example, creating lesson plans and assignments for students, planning and implementing 
educational and social projects, analyzing the students’ academic results, overcoming difficulties 
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present at classrooms, sharing the achieved success, etc. In such a case, collaboration will 
encourage teachers' professional relationships more, which, as mentioned above, have been 
positively influenced by the teacher's professional development and assessment system.

In this case, the teacher realizes that mutual learning, mutual attendance, joint lesson 
planning and other collaborative activities constitute their response to everyday challenges. As 
one of the school leaders points out in the interview: "In such an environment, the teachers’ 
collaboration is considered as a sustainable process and not an eclectic mix of activities designed 
for a short-term effect."

It is important to note that the presence of such an environment was more focused on by 
the representatives of the schools which were involved in the projects aimed at collaboration. 
This was also the case for schools where the positive influence of school leaders in encouraging 
and supporting teachers’ collaboration was observed (the role of school leaders in managing 
collaborative processes is discussed in more detail below).

The analysis of the research results revealed that collaborative activities are more 
effectively implemented at schools where shared leadership constitutes the school's daily 
routine, school leaders support teachers in implementing collaborative activities and recognize 
their achievements. And in those schools where the school leaders themselves do not properly 
understand the benefits of collaboration, the teachers are also less likely to apply the practice of 
mutual learning. There is a similar situation at schools where projects focused on strengthening 
of collaboration were implemented.

Teachers and experts in the field note that it is important for school leaders to: a. be a 
model of collaboration themselves – they should be providing an example of allocating roles 
and responsibilities; b. set clear goals for teachers; c. encourage them to carry out joint activities; 
in order to plan and conduct collaborative activities, it is inevitable to provide the school with 
the necessary educational resources. d. recognize and encourage the teacher's efforts while 
engaging in collaborative activities. For example, this can be done by organizing an exhibition 
of resources created through collaboration at school, competitions of collaborative learning 
projects, giving various awards, etc.

Within the scope of the present research, there were also teachers who in the focus 
groups pointed out the role of teachers’ personal attitude in carrying out collaborative activities. 
According to them, the attitude of the school leaders towards the issue and other factors related 
to school influence the formation of the teacher's personal attitude.

In the opinion of the majority of the target group respondents, at least at the initial 
stage, while collaboration is not yet perceived by the teacher as an important component of 
the activity, it would be good for teachers to have time allocated for the implementation of 
collaborative activities at schools, with an appropriate schedule - "They should know that just 
like they conduct a lesson during a specific period of time, they also have a schedule for drafting 
a curriculum, creating resources, discussing the success and challenges of the common classes, 
etc. together with a colleague.” - says one of the school leaders. According to school leaders 
and teachers, their collaboration is much more effective when they meet for a specific purpose. 
The progress of the process is facilitated by the fact that at this time teachers are exempt from 
the obligation to conduct lessons. In the respondents’ opinion, it is important for the teacher to 
have the obligation at the state level to dedicate certain contact hours to teachers’ collaborative 
activities at the school base. In order to decentralize the process and conduct it in a purposive 
manner, it is important that the teacher and the school decide which activities the teacher will 
be involved in. "If they need support in the form of trainings or seminars for professional 
development in this direction, the appropriate services should be provided both by the state and 
private organizations, from which the teacher themselves will decide which one to use," - notes 
in the interview one of the experts in the field.
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It was revealed that the formation of a culture of mutual learning is positively influenced 
by an environment in which teachers have the opportunity to be involved in solving issues 
important for the school, there should be opportunities for both horizontal and vertical 
collaboration at school. The respondents explain the connection between collaboration and 
involvement in decision-making as follows: "When the recommendations made as a result of 
joint research become real activities at the school and are implemented, the teacher sees their 
own value as a resource and realizes that, together with a colleague, they can significantly 
influence the processes, which increases their self-efficacy and this encourages towards even 
more collaborative activities" (notes one of the small contingent school teachers).

Hereby it is important to note that the importance and benefits of involvement in the 
decision-making process were mostly realized at the schools where the project/projects aimed 
at strengthening the teachers’ collaboration functioned or is/are still functioning.

It should be noted that the respondents who expressed a neutral or negative attitude 
towards the benefits of collaborative activities within the framework of the Scheme have a 
negative experience with participation in decision-making. One of the teachers in the focus 
group says: "With the instructions of the deputy director, we met several times to solve the 
problem in a particular class. Despite the successful steps and obvious progress that was 
observed in the class, school leaders made the decision to disband the class." According to the 
teacher, in this case, joint meetings of colleagues to discuss a specific issue do not make sense 
anymore.

Within the framework of the present research, it was revealed that collaboration at small 
contingent schools is strengthened by the teacher's sense of self-efficacy - the more the teacher 
sees their importance as a professional, the more motivated they are to carry out cooperative 
activities.  A similar trend was not observed in the answers of respondents from large contingent 
schools.

The physical environment in which teachers conduct a professional relationship was 
identified as an important factor promoting collaboration. According to the respondents, it 
contributes to being motivated for collaboration when teachers have a dedicated space for 
meetings and discussions. Respondents note that it is necessary to provide teachers with access 
to diverse means of communication; it is important to have both synchronized and asynchronized 
mechanisms of collaboration - face-to-face and remote meetings, closed groups and chats on 
social networks, e-mail, etc. The need in this regard can be observed especially in the answers 
of large contingent school teachers. As they note, "If there is more than one shift at school, 
sometimes it is practically impossible, even if there is a workspace, to get together." On the one 
hand, this is due to large number of students at this type of schools and, on the other hand, the 
distribution of teachers' workload in different shifts, which, in turn, does not even provide the 
opportunity of conducting online synchronized meetings.

One of the most important factors hindering the implementation of a cooperative culture 
at school is the so-called star culture and mistrust among teachers - "Who might teach me? this 
guy? Seriously?". However, according to respondents, this threat can be easily overcome if 
teachers see the benefits of collaborating with a colleague in their daily practice. For example, 
"they will share an interesting idea from mutual attendance, save time and effort while creating 
resources together, etc." (notes a teacher from a small contingent school). It should be noted 
that the representatives of large contingent schools especially emphasized the need to solve the 
problem of mistrust among colleagues.

This research confirms that unified activities prove to be an obstacle for teachers’ 
collaboration. In such conditions, they choose to save their already scarce time and work 
individually on the issues at hand.

As the results of the research clarify, for the majority of schools that were involved in 
projects aimed at strengthening the teachers’ collaboration before the implementation of or in 
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parallel with the Scheme, the activities of the support group provided for in the framework of the 
scheme turned out to be "a repetition of what they had done before without any innovation", and 
for the other part of the schools that had previously no experience of professional collaboration 
- "a heavy burden" (a quote from a focus group of teachers and an interview with school 
leaders). The respondents of the target group emphasize that the conditions at all schools are 
different, and teachers have diverse experience. In order to encourage collaborative processes, it 
is important to consider individualism. No difference was observed between the results of large 
and small contingent schools. Teachers and school leaders involved in various collaborative 
projects particularly emphasized the above-mentioned hindering factor within the centralized 
system because, according to their experience, the activities within the various projects were 
more fitted to the needs of their schools and teachers and, therefore, were more effective.

The presented research has also demonstrated that teachers are more motivated to engage 
in the activities that are fitted with school. Furthermore, it is also clear from the findings of the 
present research that even in the centralized system it is possible to take into account the context 
of the school, if the activities within the scope of the system are based on a preliminary study 
of the needs of the schools.

According to the respondents, they have a "sense of instability and nihilism related to 
constant changes". This is mainly due to the fact that the changes implemented within the scope 
of the centralized system and in other projects are less related to real needs and the problem of 
ensuring the sustainability of the results. As the respondents say and the content analysis of the 
reports of various projects aimed at collaboration confirms, there is practically no institutional 
memory in the system. Specific projects are completed but schools do not have a system for 
maintaining and developing the already achieved results. And the beginning of another project 
is not logically related to the already achieved results and existing challenges.

The majority of the respondents regard the shortage of time as a factor hindering 
the teachers’ collaboration within the scheme. Based on the results of the analysis of their 
responses it can be concluded that the irrational use of the available time has a negative effect 
on collaboration, while it is not true that teachers do not have time. For example, teachers' 
meetings without structuring were identified as a factor hindering the collaboration. These 
meetings do not have a specific purpose, the necessary resources are not provided in advance, 
the functions and duration of the meeting are not assigned. All this leads to a waste of time. 
Such cases make teachers have a nihilistic attitude towards working meetings and the benefits 
of professional dialogue with colleagues in general.

Discussion

The presented study proves that the collaborative activities of the centralized system 
have encouraged the cooperative relations of the teachers. It should be noted that within the 
framework of the research, a tendency was revealed that professional relations within the 
framework of the centralized system were more encouraged in large contingent schools. This 
trend can be explained by the fact that in small contingent schools, even without a similar 
system, teachers saw the need for each other as a resource and they more often addressed their 
colleagues for assistance in certain matters to overcome the challenges of the existing situation 
and in schools with large contingents, due to the shortage of time caused by the big hourly 
workload of teachers, they are less familiar with each other's professional capabilities.

It can be said that projects focused on collaboration at schools have left a long-term 
positive impact - the teachers of these schools are more aware of the importance of mutual 
learning to improve their own practice.

The result observed within the scope of the research can be explained by the following 
circumstances: since there is not much experience in carrying out collaborative activities with 
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colleagues at our schools, the benefits of this type of professional development were seen more 
and, accordingly, the activities aimed at strengthening collaboration were carried out more 
effectively by those teachers who were involved in projects focused on collaboration. And 
at schools that do not have the experience of participating in similar projects, collaborative 
activities within the scope of the centralized system of teacher’s professional development and 
career advancement have a relatively formalized character.

Based on the results of the research, it can be said that the issue regulated by the centralized 
system, on the one hand, "triggers" the teacher to cooperate and, on the other hand, leads to the 
threat of giving the process a formal character, having less impact on the actual result. 

It is hereby worth noting the issue confirmed by studies - when a teacher understands the 
benefits of collaboration both for their own professional development and improving the results 
of students, they themselves try to overcome the hindering factors and engage in joint activities 
with their colleague (Jao & McDougall, 2016).

Consequently, it is important for the teacher to understand their primary goal while 
carrying out collaborative activities - to improve their own practice.

Based on the narratives of experts having different opinions and teachers and school leaders 
with different experiences, it can be concluded that the Teacher's Professional Development and 
Career Advancement Scheme has provided teachers with knowledge regarding the essence of 
collaborative activities and their advantages, however, among colleagues it mainly encouraged 
only such joint activities as presentation-type working meetings, joint discussion of common 
goals, etc. Although such activities imply the teachers’ collaboration, including communication 
and coordination, the impact of the centralized system is less visible in the implementation 
of forms of collaboration in schools, which involve deeper professional relationships, for 
example, reflective working meetings, joint lesson planning, mutual observation, peer 
coaching, etc. This can be explained by the fact that the teacher's professional activity was 
perceived as individualistic for years (Hindin et al., 2007). Accordingly, the strengthening 
of collaborative relations is connected with changing the teachers’ values ​​and attitudes. The 
process is complex and requires a lot of time and effort. Within the scope of the centralized 
system operating in Georgia, on the one hand, activities aimed at teachers’ deep collaboration 
were not considered much, and, on the other hand, not enough time has passed for teachers to 
understand collaboration as a value.

Considering the results of the presented research, it can be concluded that such a system, 
within the framework of which colleagues share specific, concrete feedback with each other at 
school base, facilitates strengthening collaboration between colleagues in the Georgian context, 
while a system focused on deterministic assessment hinders collaborative relations.

The research reveals that the assessment of colleagues' performance by points had a 
more negative response in small contingent schools, which can be explained with the following 
circumstances - small contingent schools are mainly found in rural communities, where the 
majority of the members of the school team are related to each other, or they are neighbors and 
their informal relationships outside the school are close. The results of the presented research 
can be well explained by the findings of one of the studies conducted in Georgia (Nizharadze, 
2001), according to which the classic small-group collectivist culture is predominant in Georgia, 
where the main social unit is kinship, friendship, the circle of acquaintances, and daily life is 
determined by the norms existing in these groups. In a collectivist culture, the scope of an 
individual’s responsibility is quite narrow and almost does not extend to a large social unit - the 
state or the nation, and even more so to such an abstract norm as the law. Accordingly, it can be 
assumed that the general education school teachers perceive each other, the school collective, 
as a narrow society and feel responsibility towards them. Members of a collectivist society 
follow and take into account the requirements, common interests and values ​​of the "we" group 
when making decisions (Hofstede et al., 2010: 90-91). That is why, in some cases, they have 
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to ignore the requirements of the law, in this case, the teachers' professional development and 
performance assessment system, in order not to negatively decide the fate of their colleagues to 
whom they feel responsible.

The above-mentioned trend of the presented research echoes the studies conducted 
abroad at different times, the results of the majority of which demonstrate that teachers expect 
development-oriented feedback from the school community, being based on trust and mutual 
respect. For example, a 2017 research study conducted in Portland (USA) confirms that 
effective, specific feedback related to the teacher’s performance assessment has a crucial role 
in the teacher’s professional development (Geshel, 2017). However, studies conducted in some 
countries are noteworthy, the results of which confirm that peer evaluation by colleagues does 
not lead to deterioration of the working climate either. For example, in the framework of the 
research conducted in Singapore, both developmental and deterministic types of assessment 
at the school base were used within the teachers’ professional development and assessment 
system. Despite this, no deterioration in the results in terms of peer collaboration was observed 
(Koh, 2011). This may be due to the individualistic culture of the population of this country, 
including teachers, within which people rely on the law, the rule, and not on the interests of the 
narrow society when making decisions.

Studies of both centralized and decentralized systems of teacher’s professional 
development and performance assessment, similar to the results of the presented study, 
confirm that teachers’ collaboration should be understood as part of the context in which it is 
implemented (Hargreaves, 1994; Kelchtermans, 2006; Spillane et al., 2012; Stoll et al., 2006).
The importance of taking into account the school context when implementing centralized project 
activities has been highlighted in a number of research findings. For example, within the scope 
of a two-year project, involving a collaboration between a university and a school, conducted in 
Hong Kong in 2012, activities offered by researchers to teachers were developed by analyzing 
the school context and fitted to their willingness and needs. The research demonstrated that 
through professional dialogue, the participating teachers were introduced to the teaching based 
on the research and they successfully implemented it into practice (Cheng & So, 2012).

Based on such positive results, the authors point out that for school improvement and 
teachers' professional development, it is necessary to make differentiated decisions and not 
the ones that are designed for everybody. The authors believe that developers and providers 
of professional development programs should realize that teachers have a real opportunity for 
professional development when the activities offered take into account the context of teachers' 
learning and their schools. In such a case, the teacher is considered as a partner and not a 
passive receiver of experience (Hargreaves, 1999).

Thus, within the scope of the teacher's professional development and performance 
assessment system it is important to focus on activities oriented to the professional need where 
the individual teacher perceives the social resource of their colleagues as an opportunity, to make 
their own practice better, on the one hand, and to contribute to improving/refining processes at 
the school level, on the other hand.

The presented research proves that school leaders have a decisive role in promoting 
the cooperation of teachers. These results of the research are consistent with the studies 
conducted abroad on this issue at different times. For example, in 2021, within the scope of a 
study conducted in one of the US states (Tennessee), the factors affecting the implementation 
of a collaborative program known as the learning partnership initiative were researched at 
schools. The results demonstrate that the process of collaboration is effective, and the obtained 
results are sustainable at school where school leaders, on the one hand, encourage teachers to 
cooperate and, on the other hand, support the implementation of similar activities. According 
to the results of this research study, which was conducted in the USA, the implementation 
of teachers’ collaborative activities is practically impossible without the role of the school, 
supportive leadership and the provision of appropriate resources, (Carroll et al., 2021).
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It is confirmed by the presented study that decisions inside the school should be made 
based on the principles of mutual participation and shared responsibility.
Studies conducted abroad at different times and in different contexts confirm that the more 
the recognition of teachers' capabilities is facilitated at schools, the less the threat of mistrust 
among colleagues. For example, a research study conducted in Finland (Aspfors & Bondas, 
2013) confirms that the relations between colleagues were positive and based on trust at schools 
where the leaders facilitated the teachers in different ways to demonstrate their capabilities both 
for helping colleagues and the organizational development of the school in general.

The mentioned issue is interesting in relation to the results of the presented study, since 
mistrust among colleagues, according to the results of the study, was named as one of the 
factors hindering cooperation.

Similar to the results of the presented study, the results of the study conducted in the 
Netherlands in 2014 demonstrate that teachers’ collaboration is influenced both by the factors 
that are related to school, including leadership, and teachers' personal traits (Honingh and 
Hooge, 2014, 76).

The results of the presented study confirm that it would be good for teachers to have time 
allocated for the implementation of collaborative activities at schools. In our opinion, the trend 
revealed in the presented research that allocating the particular amount of time for working 
meetings with colleagues and structuring the schedule facilitates teachers’ collaboration is due 
to the fact that schools have experience within the framework of various projects aimed at 
strengthening collaboration when they dedicated the time allocated in advance to collaboration 
with each other, for example, discussing the classroom challenges, analyzing students' academic 
data, planning a joint lesson. In their view, these meetings had a positive impact on their practice 
and students' results. Without structuring the time, teachers find it difficult to meet each other, 
because they are mostly busy with other everyday activities and do not have relevant experience 
either.

Within the scope of the presented research study, a small difference was observed when 
analyzing the responses of small and large contingent school representatives. There is a greater 
need to allocate time for collaboration in advance at large contingent schools. This trend is 
explained by the fact that large contingent school teachers in Georgia generally work with big 
hourly workload. In some cases, they work at more than one school or in different shifts of 
the same school. Considering this circumstance, it is sometimes very difficult to find time for 
collaboration and plan this process with one’s own initiative.

Regarding this issue some research findings suggest that pre-structured time may be both 
conducive to collaboration and a hindrance. In particular, structuring the time in advance enables 
the teacher to cooperate with a colleague within the working time and space assigned to them. 
In this case, they perceive the process as an integral and integrated part of their activity, which 
is one of the strong factors promoting collaboration, as is confirmed by present research. One 
of the studies conducted in the USA in 2012 aimed to explore the opportunities and constraints 
that exist in relation to allocating time for teachers to facilitate data-based decision-making. As 
the research demonstrated, allocating a specific time for collaboration in the working schedule 
of teachers had a positive effect on collaboration, the attitude of teachers can be clearly seen 
in their phrases: "We cannot do it alone"; "We do it together"; "I love our collaboration time." 
They noted that "when they had enough time for collaboration, they always found someone 
with whom they could find a way to solve the problem at hand" (Datnow et al., 2012).

The study conducted by Zembylas and Barker’s (2007), in which the teachers supporting 
the reform as well as the ones opposing it were involved, confirmed that the prescheduling of 
time positively influenced on the teachers’ collaboration. Studies that point to the potential 
threats of pre-structuring the time and appropriate work schedules for collaboration, highlight 
that such meetings can make the process too formal. For example, artificial collaboration may 
be encouraged if the process is perceived as a control by the administration (Hargreaves, 1994).
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It is interesting to note some research findings, demonstrating that along with structured 
time teachers should also have free time within which they will plan to collaborate with each 
other (Goddard et al., 2007; Strahan, 2003). The results of the presented study show that such 
an organizational issue as the existence of free space is also a very important factor promoting 
collaboration. According to studies, all the details in this matter are important for the effectiveness 
of the process, for example, in one of the studies it is emphasized that the free space designated 
for collaboration must be close to the teacher's workspace, so they feel themselves in a natural 
environment and do not have to walk a long distance in order to cooperate with a colleague 
(Stoll et al., 2006).

Conclusions and Implications

It was revealed that in order to strengthen the collaboration, the system of teachers' 
professional development and performance assessment should take into account the factors 
existing both at the state and school levels. It can be said that most of the factors related to 
school are related to the approaches used by school leaders, namely, the right attitude of the 
leaders, the teachers’ involvement in making decisions, the existence of preset goals, work 
schedules and space. There were respondents who pointed to the role of teachers' personal 
attitudes in the implementation of collaborative activities.

The result of the present research is especially important in the conditions when the 
establishment of a system of teachers’ continuous professional development at the school base 
is one of the strategic tasks within the scope of the education and science of Georgia in 2022-
2030. The results of the research fill the void that exists in the field in the sense of evidence-
based decision-making up to date.

A research study in the future regarding the personal factors affecting the formation 
of teacher's attitudes will be interesting in order to develop and implement the professional 
development system through teachers’ collaboration at the school base both in the Georgian 
context and in other countries. For example, how teacher openness, self-assessment, the sense 
of self-efficacy, etc. affect teachers’ collaboration.

Recommendations

Based on the results of the presented research, in order to promote teachers’ collaboration 
within the scope of the centralized system of teacher's professional development and performance 
assessment, recommendations can be formulated at several levels:
At the state level:

	● In order to conduct activities within the scope of the centralized system of teacher's 
professional development and performance assessment, the school should evaluate 
the teacher using only the developmental assessment. The resulting developmental 
evaluation should be based on the teacher's self-assessment, as well as the feedback 
from colleagues and the analysis of students’ results. This, in turn, will increase the 
teacher's openness to constructive criticism and, in general, will facilitate the formation 
of a school culture based on trust.

	● Cooperative activities at school should be given a systematic and stable character 
- for this the following are important: a. The change in the centralized system of 
teacher’s professional development and performance assessment should be based on 
the research of necessities and be justified; this is important in the conditions when 
the new National Strategy of Education and Science for 2022-2030 contributes to the 
introduction of an evidence-based approach, as indicated in the relevant declaration of 
the Government of Georgia. b. Sufficient time should be dedicated within the scope of 
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the teacher's working day schedule - "the teacher should know that collaboration with 
a colleague is exactly the same kind of activity as, for example, conducting a lesson". 
- This will enable the teacher to better understand both their own role and that of their 
colleagues in the success of each student and the development of the school in general.

	● Each school should be given the opportunity to implement appropriate models 
of teachers’ collaboration and purposive activities based on the diagnostics of its 
necessities. As a result, the teacher and the school will transform from the passive 
receiver of the activities into the role of a "customer", which will increase the sense 
of joint participation. Implementation of collaborative activities will be determined by 
teachers' inner motivation.

	● In teachers’ professional development projects, topics focused on the study and use of 
collaborative forms should be enhanced, for example, coaching, study groups, critical 
friend, lesson study, etc. And in the professional development projects for school 
leaders the topics related to the creation of an environment supporting collaborative 
activities should be enhanced.

	● The efforts made by the teacher in the process of collaboration should be recognized 
by the state when assessing the teacher's activity.

	● At the level of educational resource centers5 and other relevant bodies of the Ministry, 
physical spaces may be organized, as well as joint conferences, seminars, and spaces 
must exist in social and professional networks. Functioning of associations of teachers 
by subject or methods, etc. should be encouraged.

At the school level:
	● School leaders should support and recognize the teachers’ collaborative activities which 

may be expressed in the following: a. To set expectations for teachers in the direction 
of collaboration; b. To allocate appropriate resources (including physical environment) 
and facilitate process efficiency in logistics, for example, modifying the lesson table 
as needed; c. The effort put by the teacher to implement/initiate collaborative activities 
should be recognized at the school level. d. Within the scope of management, the school 
leaders should themselves set an example of shared leadership and responsibility; e. 
Encouraging teachers' initiatives and leadership in various fields should be facilitated, 
which will increase their sense of responsibility and inner motivation.

	● The school leaders should ensure the formation of a school culture and the development 
of appropriate mechanisms that will contribute to the dissemination of the experience 
gained from various projects focused on strengthening the teachers’ collaboration and 
the sustainability of the results at school.

	● The objectives set for teachers in the direction of collaboration should be in compliance 
with the daily practice of teachers, they should have to deal with tasks that relate to 
the results of students, collaboration with parents and community, etc. In this case, the 
teacher perceives the mentioned process as the means to achieve the set goal, and not 
as an isolated activity within the scope of their performance.

	● The structural organization of the school should be democratic, providing the 
opportunity for participation in decision-making, for example, through effective 
functioning of collegial structures.

At the individual level:
	● Teachers should ensure that they undergo professional development trainings and other 

programs that will increase their readiness to utilize collaborative activities, such as 
peer coaching, the critical friend model, joint lesson studying, etc.

5	  Educational resource center - the territorial body of the Ministry of Education and Science of Geor-
gia in cities and districts.



PROBLEMS
OF EDUCATION

IN THE 21st CENTURY
Vol. 81, No. 1, 2023

86

ISSN 1822-7864 (Print) ISSN 2538-7111 (Online)https://doi.org/10.33225/pec/23.81.66

Marika KIRVALIDZE, Sofiko LOBZHANIDZE. Professional development and performance assessment system focused on 
strengthening teachers’ collaboration: The case of Georgia

	● Teachers should ensure to use the forms of teachers’ professional development at the 
school base that actually correspond to the challenges and needs found within their 
practice.

	● School leaders should ensure to undergo professional development trainings or other 
programs that will increase their readiness to support collaborative activities, such as 
peer coaching, critical friend models, joint lesson studying, etc.

	● Those teachers who have the experience of conducting collaborative activities in 
various projects should share their knowledge with their colleagues and contribute to 
the dissemination of activities carried out within the scope of individual programs at 
the school level.
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