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“ What I hear, I forget. 

What I see, I remember. 
What I do, I understand.
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Implementing PBL
INTRODUCTION 

The five stages of successful implementation

Project-Based Learning embodies the 
“learning by doing” philosophy originally 
espoused by Dewey1 and Kilpatrick2. It 
equips students with various skills (e.g.  
collaboration, critical thinking, problem-
solving, etc.) they need to navigate the 
future of work. 

This guide is intended for educators to  
design, implement and manage high-
quality Project-Based Learning (“PBL”) 
experiences through five key stages.

Preparation establishes the foundation 
for successful PBL implementation. It 
involves setting PBL goals, aligning the 
projects to curriculum, preparing the 
learning environment, and adapting the 
educator’s role from direct instruction 
to facilitation. This stage ensures clarity 
of purpose and readiness for educators 
and students to embrace PBL. 

01 Preparation

Design focuses on crafting the project. 
Educators define authentic real-world 
themes, scope, partners, accessibility 
needs and evaluation criteria for the 
project. This stage turns broad goals 
into a structured, meaningful, and 
achievable project blueprint.

02 Design

Deployment is assignment of projects 
to students and setting them up for 
success. Educators assign teams, brief 
them on project scope, scaffolds and 
milestones as well as sets expectations 
for collaboration and feedback. This 
stage ensures students are guided, 
supported, and equipped to succeed 
while maintaining autonomy in their 
learning.  

03 Deployment

Assessment involves evaluation of the 
process and outcomes of student work. 
Students share their project outputs for 
holistic feedback and reflect on their 
project experience. This stage confirms 
the level of durable skills development, 
and transfer of learnings to new 
contexts. 

04 Assessment

Enhancement reflects continuous 
improvement of the PBL experience, 
based on data on learning outcomes 
and user feedback. This stage uses 
evidence to strengthen future projects 
as well as user experience and learning 
outcomes over time. 

05 Enhancement 
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Preparation
Preparation establishes the foundation 
for successful PBL implementation. It 
involves setting PBL goals, aligning the 
projects to curriculum, preparing the 
learning environment, and adapting the 
educator’s role from direct instruction to 
facilitation. This stage ensures clarity of 
purpose and readiness for educators 
and students to embrace PBL. 

01
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Step-3 Align Learning Objectives 

Ensure that the project:

• Directly supports course outcomes

• Highlights targeted skills (e.g., creativity, collaboration, analysis)

• Leads to measurable academic and durable-skills growth

Step-4 Adapt Your Role from Instructor to Facilitator 

Support your students as “the guide on the side”; this is distinctly different 
from a traditional educators’ role of “the sage on the stage”. Intentionally:

• Guide your students in their inquiry and research; 

• Support them to articulate project plan; 

• Provide them with scaffolds and timely feedback; 

• Encourage them to explore and experiment. 

Step-1 Determine Your PBL Model 

Choose how the project will be integrated:

• Within a single subject, e.g., Biology project as a part of the subject

• Interdisciplinary spanning two or more subjects, e.g., Bioinformatics 
projects across Biology and Computer Science courses

• Standalone/co-curricular, e.g., internship, thesis, community service. 

Step-2 Select the Course(s)

If not standalone, choose courses where projects reinforce core skills. PBL 
works well in a wide range of courses to emphasize durable or technical 
skills, e.g.:

• STEM subjects to emphasize prototyping or coding skills

• Humanities & Social Sciences subjects to teach research or writing skills 

• Arts and media subjects to teach copywriting or illustration skills. 

Most courses (>90%) can host meaningful projects.
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Design
Design focuses on crafting the project. 
Educators define authentic real-world 
themes, scope, partners, accessibility 
needs and evaluation criteria for the 
project. This stage turns broad goals 
into a structured, meaningful, and 
achievable project blueprint.02
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Step-7 Calibrate Complexity and Duration 

Match project difficulty to:

• Students’ intellectual maturity 

• Available time, e.g. 3–4 weeks vs. full 5-month semester

• Resources and support available to the students, e.g. individual vs. team 
set-up, access to expert mentors, etc. 

Step-8 Integrate External Expertise 

Build in encounters with extended community members who offer technical 
expertise, objective feedback and potentially workload support, such as:

• Employers and community partners 

• Alumni

• Educators and senior students (e.g. PhDs) from partner colleges.  

Step-5 Craft an Authentic, Engaging Project Theme 

Design a project that:

• Mirrors real-world challenges

• Encourages interdisciplinary thinking

• Pushes students into new, unfamiliar experiences

• Requires hands-on creation (models, prototypes, media, plans)

• Aligns with curriculum standards

Use AI-powered tools to find ready-to-use, employer-endorsed projects, 
that saves significant time and workload for educators.  

Step-6 Define Scope and Student Agency 

Clarify boundaries while giving students:

• Open-ended problems allowing multiple valid solutions

• Voice and choice in topics, tools, and outputs

Agency increases motivation, ownership, and creativity.
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Step-9 Create Transparent Evaluation Rubrics 

Develop rubrics aligned with learning outcomes to assess:

• Mastery in technical skills or content

• Mastery in durable skills, e.g. teamwork, communication, etc.

• Final artifacts and interim milestones

Step-10 Design for Equity 

Proactively support students from disadvantaged backgrounds with:

• Additional guidance

• Accessible tools 

• Language or learning accommodations

• Alternative submission formats

• Differentiated pathways. 

Use Universal Design for Learning or UDL-certified tools and programs for 
equity assurance. 
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Deployment
Deployment is assignment of projects to 
students and setting them up for success. 
Educators assign teams, brief them on 
project scope, scaffolds and milestones as 
well as sets expectations for collaboration 
and feedback. This stage ensures 
students are guided, supported, and 
equipped to succeed while maintaining 
autonomy in their learning.  

03
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Step-13 Scaffold the Entire Process 

Break the project into manageable components and provide supporting 
templates (planning sheets, interview guides, etc.) for each component:

• Proposal

• Research / data collection

• Prototype or draft

• Final output and presentation
Scaffolds lends structure to the process without limiting student autonomy.

Step-14 Build a Strong Feedback Ecosystem 

Create regular opportunities for students to receive:

• Teacher guidance
• Peer feedback

• Mentor/expert inputs 

Feedback is one of the most influential drivers of project-based learning.

Step-11 Host Project Kick-Off 

Launch the project to clearly clarify project details to the students, including:

• Project goals and alignment to learning objectives
• Team size and roles

• Timeline and milestones

• Expected outputs

Invite external experts to spark students’ curiosity and excitement.

Step-12 Assign Students to Projects 

Allocate your students into teams of 4-10 members (depending on cohort 
size). Balance each team to include students with:

• Demonstrated interest 

• Prior knowledge 

• Relevance to their career goals 

Meaningful assignment increases students’ commitment and quality of work.
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Step-15 Foster a Learning Community 

Encourage collaboration through:

• Community discussion forum

• Expert presentations and Q&A 

• Shared library of reference readings and tools

• “Super users”, where high-performing students support peers

Collaboration builds communication, conflict-resolution, and resilience.

Step-16 Leverage Technology

Use digital tools to steer and manage project efficiently, e.g.:

• Google Docs, Trello, Miro and other tools that students are familiar with

• Tools such as Dashboard (from ProjectSet) to manage team formation, 
submissions, alerts, scheduling, and feedback – to significantly reduce 
your workload. 

Technology reduces administrative burden, while increase flexibility and 
support for learners.

Step-17 Conduct Regular Team Check-Ins 

Schedule periodic review or support sessions to:

• Track progress

• Address any challenges early or course-correct

• Ensure equal participation

• Celebrate small wins. 
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Assessment
Assessment involves evaluation of the 
process and outcomes of student work. 
Students share their project outputs for 
holistic feedback and reflect on their 
project experience. This stage confirms 
the level of durable skills development, 
and transfer of learnings to new 
contexts. 

04
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Step-20 Embed Continuous Reflection 

Encourage students to reflect at multiple key points of the project:
• What skills did they use?
• How did they respond to challenges?
• What feedback shaped their revisions?
• How will they apply these insights next time?
Reflection reinforces learnings; motivate students to use journals or voice 
memos to record their reflections for future reference and follow-up action.

Step-21 Recommend Digital Portfolios 

Steer students to add key project materials to their personal portfolios, e.g.:
• Outputs and artifacts
• Feedback and testimonials 
• Certificates and awards
Portfolios add tangible and reliable evidence of skills to their college and job 
applications.

Step-18 Showcase Student Work

Require students to present their work artefact to a broad audience through:
• Pitch events (e.g., “Dragon’s Den” style)
• School exhibitions
• Public showcases or online publications
Visibility increases motivation and pride.

Step-19 Assess Holistically 

Build in 360-degree evaluation of:
• Final project outputs or products 
• Quality of student experience of the work process 
• Mastery of problem-solving, critical thinking and other durable skills 
Use standard rubrics to synthesize data from a range of sources such as 
self-assessment, peer and mentor feedback, expert review or public voting. 
Assess learning throughout the project cycle, not only at the end.
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Enhancement
Enhancement reflects continuous 
improvement of the PBL experience, 
based on data on learning outcomes 
and user feedback. This stage uses 
evidence to strengthen future projects 
as well as user experience and learning 
outcomes over time. 05
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Step-22 Collect Stakeholder Feedback 

At the end of the project, invite and assess feedback from:

• Students

• Parents

• Mentors and other external experts

• Other educators that may have collaborated in the program.

Evaluate engagement levels, learning gains, challenges, and workload issues.

Step-23 Measure Learning Outcomes 

Track project impact based on:

• Aggregated view of student performance 

• Stakeholder feedback 

• Map of relevant data on a custom rubric or the Durable Skills framework  

PBL programs in schools often lack robust data and evidence; intentional 
measurement strengthens programs and outcomes.

Step-24 Refine and Iterate

Use stakeholder feedback and observations to strengthen:

• Project themes

• Scaffolding

• Rubrics

• Team structures

• Partnerships

PBL is evolutionary; the ideal design adapts as curricula and student needs 
evolve over time.
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Notes:



Schedule a call with our team to find out how we can 
help you accelerate PBL implementation in your classroom. 

Email: info@projectset.com 
Book a meeting 
www.projectset.com/schools

Get started now!
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