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Arts Every Day (AED) envisions a future where every student in 
every Baltimore City Public School (BCPS) has access to a 
transformative arts education that prepares them to join 
generations of artists, leaders, advocates, makers and supporters 
of the arts. Established in 2006, AED serves as a strategic partner 
to Baltimore City Public Schools in advancing equitable access to 
the arts for students throughout the district. AED works to increase 
equity of access through: 

• Advocacy at the local, state and national levels 

• Grant opportunities for Baltimore City Public Schools to 
access arts equipment and arts experiences  

• Support in connecting schools with a diverse array of 
partners through our Arts Directory 

• A variety of teacher professional development opportunities 
to support educators across content areas, grade levels and 
experience levels in teaching in and through the arts  

As AED celebrates its 20th anniversary, we reflect on how our 
programs have evolved to meet the changing needs of educators 
and schools as we work towards this mission. A strong example of 
this has been the evolution of our Summer Arts Integration 
Conference into a Summer Arts Integration Workshop based on 
educator feedback.. 

Context: 

To understand how this evolution occurred, it is important to first 
understand the previous formats of our professional development. 
AED offers both school year and summer professional development 
to Baltimore City Schools educators. These programs have included 
professional development through our Baltimore Arts Integration 
Project and an annual Summer Arts Integration Conference: 

 

 

 

https://artseveryday.org/
https://directory.artseveryday.org/


 

 

aep-arts.org  

SUCCESS STORY: Revising Programs to Support 
Educator Growth 
 
 
 
 
 for  
Future Educator Success  
 

 
Baltimore Arts Integration Project  

Funded through a U.S. Department of Education Assistance for Arts Education grant, the 
Baltimore Arts Integration Project (BAIP) works to help Baltimore City educators build their 
arts integration teaching capacity, skills and confidence. BAIP has three main components: a 
summer arts integration resource-creation intensive, a growing digital arts integration 
resource library and school year peer learning communities (PLCs). Because of the grant 
funding supporting this program, educators have been paid for participation in the project at 
rates competitive with City School’s hourly rate for educators.  

During the 4-5 week long summer content-creation intensive, pairs of BCPS educators and 
teaching artists work to create high quality arts integrated resources tied directly to BCPS 
curriculum. These resources are published in our free digital arts integration resource library 
for educators to access. School year PLCs then provide support for educators looking to 
implement arts integration in their classrooms. The format of the PLC model has shifted 
throughout the project, starting as a school-based model with just three schools, then 
evolving into a virtual format open to educators throughout the district, and eventually 
shifting to a two-day in person model. 

Summer Arts Integration Conference 

Held in early August, our annual Summer Arts Integration Conference aimed to provide 
Baltimore City Public School educators from across grade levels and disciplines the 
opportunity to engage in workshops to increase their capacity for planning and 
implementing arts integrated lessons. It featured daily keynote speakers and blocks of 
concurrent sessions covering a variety of art forms and arts integration topics, seeking to 
engage a wide variety of interests and plant many seeds for educators to carry into the new 
school year. 

Before the pandemic, this conference was well attended, with around 50-60 educators 
annually. Following the pandemic, attendance had dropped, with around 30-40 educators 
annually. Up until 2023, educators could receive Achievement Units through the district for 
participation in this conference. These Achievement Units helped educators build credits 
towards licensure renewal and pay raises. The discontinuation of this incentive further 
decreased attendance at the summer conference program is administered by Leon Kuehner, 
IAAE executive director, and Cassidy Noring, middle school band director at Adel-DeSoto-
Minburn School district. Each of seven professional arts education organizations has 
representatives on a mentorship committee that locates and assigns mentors to the 
beginning teachers, designs the annual Fall Symposium professional development 
conference and provides input to IAAE on project implementation.  

https://artseveryday.org/baltimore-arts-integration-project/
https://artseveryday.org/digital-resource-library/
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Planning for Change 

In response to the decreasing attendance at our Summer Arts Integration Conference, in 
Fall 2024 we reflected on feedback from all our educator-facing programming to help us 
reimagine a summer offering that would better fit educators’ needs. To begin, we revisited 
formal and informal feedback from all our recent educator-facing programming. 

Every professional development we offer concludes with a feedback survey that asks 
educators to rate program effectiveness as well as share what worked well and what could 
be improved. Whenever possible, we try to keep these surveys anonymous to encourage 
honesty even if feedback is critical. We aim to share these surveys during participating 
educators’ paid time, such as at the close of a session, as opposed to sending surveys via 
email the next day. This feedback, paired with quantitative data (such as attendance data) 
is reviewed both at the end of each program, and more broadly at the end of each school 
year.  

Additionally, we aim to build community and strong relationships with the educators we 
work with. This means that on top of the feedback solicited through surveys, we keep in 
touch with educators and often get additional thoughts and qualitative data through informal 
conversations and semi-structured interviews. Both myself and Rachael Barillari, BAIP 
manager, had been educators for several years prior to working with AED, which has made 
it easier to understand teachers’ perspectives in these conversations.  

Several themes emerged from educator-facing program feedback: 

Benefits of summer timing: We heard substantial feedback about the challenges of 
school-year scheduling, and in particular the difficulty of attending Zoom sessions after a 
full day of teaching.  

Need for highly accessible and usable resources: Educators shared that they most 
appreciated concrete resources, such as handouts, slides, etc., that took into account the 
unique challenges of being an educator and therefore could directly be used in their 
classrooms. 

Need for planning time: Across all programs, we consistently heard that educators 
needed more time to plan arts integrated lessons, both individually and collaboratively 
with other staff at their schools. 

Importance of community: Attendance data over multiple years of BAIP programs 
showed educators were excited to return for additional opportunities to reconnect with 
educator peers from previous programming. We watched educators build capacity and  
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passion around arts integration that made them excited to bring in other educators and 
take on leadership roles within their schools and communities. Further, we saw 
engagement increase as we incorporated structures centering care and community, 
including community meals and debrief protocols that provided educators opportunities 
to celebrate and uplift one another. 

Respect for educator time and experience: As expected, our most well attended 
programs were those where educators were paid for their time. 

A Revised Model 

With these key feedback themes in mind, we devised an entirely new model, the Summer 
Arts Integration Workshop, to replace the existing Summer Arts Integration Conference. 
Beginning in summer 2026, the three-day workshop aimed to provide learning and planning 
support to a small cohort of educators as they created one high-quality arts integrated 
lesson plan to be implemented in the fall. This workshop brought together some of the 
strongest elements of BAIP alongside the learnings from the summer conference. 

Benefits of summer timing: We kept the early August timing of the previous 
conference but extended the program to three shorter days (9:30 a.m. -3 p.m., Tuesday 
through Thursday). With this, we aimed to accommodate some of the specific timing 
feedback we had heard – i.e., wanting to accommodate long weekend summer travel 
and childcare pick up/drop off times. 

Need for highly accessible and usable resources: This workshop model zeroed in on 
supporting teachers in one clear goal: develop one high-quality arts integrated lesson to 
be implemented in their classrooms. The entire workshop schedule centered on this goal, 
and we provided several differentiated opportunities to allow participants to self-select 
into sessions that would best fit their needs. For example, after all participants learned 
about the “what” and “why” of arts integration, the next block of time was differentiated 
into “arts integration for arts educators” and “arts integration for non-arts educators.” 
This allowed participants to think about this new learning in their specific context. Later 
in the workshop, participants were able to choose differentiated sessions based on their 
experience/comfort level with arts integration, as well as their art form interests. 

Even before the workshop began, we conducted brief virtual interviews with all 
participants to gather information about their particular needs, interests and challenges 
in implementing arts integration. This allowed us to intentionally plan our instruction  
around the needs of our participants. For example, as we pulled sample lesson plans into 
a digital resource bank, we made sure to have examples from each grade level taught by 
educators in our participant cohort. 
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Need for planning time: This became a driving force in the new format; over the three 
days, participants had a total of almost 3.5 hours of supported planning time. During 
these chunks of dedicated planning time, our workshop coaches, made of experienced 
educator alumni from BAIP, were available as thought partners and supports. In addition 
to planning time, there was also dedicated time for peer feedback on the lessons 
created. Participants shared their plans with peers from similar grade levels, then had 
time to revise and adjust. 

Importance of community: With the workshop, we aimed to foster a deeper 
connection with a smaller cohort of educator participants; attendance was capped at 25 
educators. The workshop kicked off with a collaborative music-making workshop, 
allowing everyone to participate and get to know each other. Each day of the workshop 
concluded with a “wins and asks” protocol, allowing participants to share both “wins,” a 
celebration or appreciation, as well as “asks,” a need that would help them be more 
successful the next day. After each workshop day, facilitators (workshop coaches and 
AED staff) debriefed to make any needed refinements to the following day’s plan. 

Respect for educator time and experience: Thanks to funding from our U.S. 
Department of Education grant to support BAIP, educators received stipends for their 
participation. We wanted to clearly communicate to participants that we know their time 
is valuable. 

Looking Forward 

We are enthusiastic to implement this structure moving forward and are eager to see how 
this program will continue to evolve. Based on the success of the summer, we piloted our 
first in-person winter peer learning community, which took place over two Saturdays in 
January and February. This peer learning community also focused on giving educators 
supported planning time to create an arts integrated lesson, this time with an educator 
partner from their school (i.e. an English language arts teacher and a music teacher 
collaboratively planning).  

Though our Assistance for Arts Education grant concludes in the Fall of 2026, we are 
prioritizing working with partners to explore how to continue this successful teacher 
workshop program and uphold the lessons learned from it. This model feels scalable and 
adaptable to different groups and content areas, which allows us to seek partnerships with 
other organizations and groups to support funding for future iterations. In future summers, 
we look forward to exploring what specialized cohorts and partnerships with other 
organizations could look like. 
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The process of refining this program served as a valuable reminder of the importance of 
soliciting and listening to educator voices when trying to design effective programming for 
educators – an essential lesson we will continue to carry into all our work. 
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About AEP Success Stories 
 
The Arts Education Partnership at Education Commission of the States is a national network of 
more than 200 organizations dedicated to advancing arts education. AEP has been supported by 
the National Endowment for the Arts and the U.S. Department of Education since 1995 and is 
administered by Education Commission of the States. AEP is the nation’s hub for arts and 
education leaders, building their leadership capacity to support students, educators and learning 
environments. Through research, reports, convenings and counsel, leaders gain knowledge and 
insights to ensure that all learners — especially those that have historically been marginalized 
— receive an excellent arts education. To achieve its goal to expand access to high-quality arts 
learning opportunities for all learners, AEP gathers detailed information on success stories with 
the potential to be replicated in communities across the country. 
 
The Success Stories project collects submissions from organizations that highlight successful 
arts education programs. These stories demonstrate the benefits of arts education and promote 
continued collaboration and learning for individuals and organizations working toward student 
achievement and success.  
 


