
SCHOOL LEADER TOOLKIT
Staff PD Planning Guide
A ready-made structure for staff AI professional development, modeled on our 25-hour Fellows program.

Adaptable template — replace bracketed fields
	How to use this template: Right-size the hours to your calendar. Pair with the Evaluation Toolkit to show growth for grant reporting. All curriculum referenced here is free online.



Overview
This guide helps you plan practical, job-embedded professional development (PD) so staff can teach and use AI with confidence. It mirrors the five-module, ~25-hour pathway  used to train 50 AI Teacher Fellows across 12 Baltimore-area schools. Scale it up or down: a single 3-hour intro, a term-long learning circle, or the full pathway.
Outcomes
By the end, staff will be able to:
1. Explain core AI concepts in plain language to students and families.
1. Choose privacy-safe, approved tools and follow the AI Acceptable Use Policy.
1. Design lessons that use AI to deepen (not replace) thinking, using the DEAR Method.
1. Set and teach clear assignment-level AI expectations and disclosure.
The five-module pathway (~25 hours)
	Module
	Focus
	Approx. hours
	Sample activity

	1. Foundations
	What AI is / isn’t; opportunities & risks
	4
	Try 3 approved tools; discuss where each helps or misleads

	2. Responsible & safe use
	Privacy, bias, integrity, policy
	5
	Run a tool through the Privacy Checklist as a team

	3. AI in your subject
	Discipline-specific lesson design (DEAR)
	6
	Adapt one existing lesson to add an AI thinking task

	4. Equity & access
	Offline-first design; UDL; multilingual learners
	5
	Convert a device-based activity to a screen-free version

	5. Lead & sustain
	Sharing, coaching, evaluation
	5
	Plan a peer learning circle; set a class-level goal



Delivery formats
1. Learning circles: monthly 60–90 min peer groups — highest impact, lowest cost.
1. Half-day intensives: one module per session across a semester.
1. Micro-PD: 15-minute "one tool, one task" segments in existing staff meetings.
Sample semester schedule
	Month
	Session
	Deliverable

	Aug
	Module 1 kickoff (half day)
	Personal "AI I will try" plan

	Sep
	Module 2 learning circle
	Completed Privacy Checklist for 1 tool

	Oct
	Module 3 learning circle
	1 redesigned lesson

	Nov
	Module 4 learning circle
	1 offline version of a lesson

	Dec
	Module 5 + share-out
	Class goal + peer coaching pairs



Measuring impact
Use the Evaluation Toolkit: a staff pre/post confidence survey, the six-domain classroom observation rubric, and student AI-literacy pre/post assessments. Set one measurable goal per participant (e.g., "run two AI-integrated lessons this term").
Budget notes
The core pathway can run at no software cost using free, approved tools and the free  curriculum. Main costs are staff time/stipends and optional substitute coverage. Grant reporting language and instruments are provided in the Evaluation Toolkit.
