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Introduction

Bellwether scanned the country for ideas and resources that
leaders can use to address staffing challenges in their schools.

This curated set of tools is intended to support school leaders who
have the autonomy to manage the talent life cycle in their school
community and are looking for practical ideas to strengthen their
ability to recruit, hire, and retain exceptional educators.
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Overview

Strategy Trend

Provide Dedicated
Planning Time

Protect i
eimagine
Tea.Cher Master Schedule
Time

Reduce
Administrative

Burden

Elevate
Teacher Voice

Meet

Prioritize Teacher

TeaCher Development
Needs

Provide Holistic
Supports

Grow Your
Own (GYO)

International and
Virtual Teachers

High-Dosage
Tutoring

Tools

Effort Cost Timeline

Finding Time for Collaborative Planning Low Low  Short Term
Collaborative Planning Practices Low Low Immediate
Case Study: How Village Tech Moved to a 4-Day Instructional Model High Mid  Long Term
Unlocking Time: New and Different Ways Schools Innovate With Time Mid Low Short Term
Identifying Workload Issues: Structured Conversation Low Low Immediate
Job Descriptions for Support Personnel Low Mid  Short Term
Empathy Interview Template Low Low Immediate
Planning Stay Conversations Low Low Immediate
Mentoring & Induction Toolkit High Mid  Short Term
Career Paths and Pay in an Opportunity Culture: A Practical Guide High Mid  Long Term
Case Study: How One Charter Network Is Rethinking Health and Wellness Mid Mid  Short Term
Teacher Well-Being in School Environments Workbook Mid Low Immediate
GYO Educators: A Toolkit for Program Design and Development High  High Long Term
Case Study: How Two Districts Are Using GYO Programs High High Long Term
Case Study: Sponsoring and Supporting J-1 Visa Exchange Teachers High Mid  Long Term
Onboarding Strategies: Virtual or In-Person Instruction Low Low Immediate
Toolkit for Tutoring Programs Mid Mid  Long Term
Launching Tutoring Programs in Partnership With Community Organizations  High Mid  Long Term

Effort = Rough estimate of the amount of time and work it would take a leader to plan and implement a given strategy, relative to other strategies.
Cost = Rough estimate of the total cost to plan and implement a given strategy, relative to other strategies.
Timeline = Rough estimate of when leaders could implement a given strategy (immediate = weeks, short term = 2-6 months, long term = 6+ months).
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How to Use the Toolkit

Read pages 12-34 for the strategies, trends, and tools. For each of the three strategies identified, Bellwether
surfaced three trends and two corresponding tools per trend. You can jump directly to each strategy:

Protect
Teacher Highlights strategies to guard prep time, find additional flex time, and identify teacher workload challenges

Time

lllustrates strategies to nurture teachers and create a strong foundation for healthy staff culture

Showcases creative staff and teacher recruitment strategies to fill open positions within schools

This toolkit was designed to “Build Your Own Adventure.” You could:
® Read the toolkit end-to-end for ideas that might work in your context.
e Go directly to the trends and tools that align to a current schoolwide priority.

While reviewing and deciding on a tool to adopt and adapt, consider:
® Do | have the autonomy to change or implement this tool?
e If | do not have the autonomy, do | have the social influence to impact adoption?
* Who else on my team can | collaborate with to create buy-in and support implementation?
® Do | have the funds to change or implement this tool?
® Do | have the capacity and skill set to implement this tool?
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Strategies Identified

Strategy Root Issues Essential Questions Why It Matters

Educators want to impact their students’ lives. To enable

Protect Low staff How do | leverage scheduling teachers to invest their time in ways they are passionate
TeaCher morale, high and/or pIacemen’E of mstruc.tlonaI. about AND tha.t ’.cr.anslate to student outcomes, leaders
? staff bu’rnout personnel to maximize staffing without have a responsibility to create systems that allow
Tlme compromising high-quality instruction? teachers to focus on instruction, maximize collaboration,

minimize disruptions, and eliminate low-impact tasks.

How do | gather input from teachers Job satisfaction rates for teachers are at an all-time low,’
Meet about what they need and authentically | with alarming numbers of educators thinking about
Low staff . . B . .
le. high engage them in decision-making? leaving the profession sooner than planned. Now, more
Teacher | morale, hig - | buildi hool cul h dto el her voice and provid
staff burnout ow am | building a school culture than ever, we need to elevate teacher voice and provide
NeedS where teachers feel supported, both holistic supports based on what educators say they
personally and professionally? need.
How am | tapping into nontraditional The tightening labor market is forcing leaders to think
Staff attrition, teacher pipelines to fill vacancies with outside the box to recruit and hire staff. Many leaders
high vacancy high-quality candidates? How am | are trying new strategies to fill critical vacancies and are
rates adjusting recruitment efforts to find and = supplementing investments in new talent pipelines with
hire teachers? a back-to-basics approach to recruitment.
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Approach

Schools across the country are struggling to fill open teaching positions.

This challenge is not new: The U.S. has long faced critical shortages of math teachers, special education
professionals, bilingual educators, and teachers of color, shortfalls that are often most pronounced in rural
and lower-income communities. The COVID-19 pandemic exacerbated these existing issues, wreaking
havoc on our educational system and elevating staff shortages to crisis levels in many school communities.

Solving persistent staff shortages in schools will require long-term investments, systemic changes, and
significant shifts in federal- and state-level policy. We also know that school leaders can’t wait around.
Principals need solutions they can start implementing this academic year, next year, and in the future.

With this context in mind, Bellwether scanned the country for ideas and resources that leaders can
use to address staffing challenges in their schools. Over 40 leaders with a diverse range of experience
and perspectives, including leaders from a mix of urban and rural areas, large and small districts, and
traditional and charter school environments were interviewed. Bellwether spoke with principals of
individual schools, chief talent officers overseeing hundreds of schools, researchers with expertise in
staffing shortages, and a wide range of other experts in the field.
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Intention of Use

This toolkit is a set of tools, resources, and case studies designed to support school leaders to address
staffing challenges. The toolkit is intended primarily for school leaders, particularly those with

the autonomy to manage the talent life cycle — everything from recruiting and onboarding to staff
development and culture building — within the school community.

Beyond school leaders, this toolkit may also be useful for anyone who directly supports schools: district

leadership, intermediary organizations, philanthropic partners, and a range of other stakeholders in the
broader school community. This toolkit is intended to be:

Practical

These tools are curated to help school leaders solve real problems affecting their school community.

Intuitive
This toolkit includes resources that are easy to understand and use for busy school leaders.

Evidence-Based

Wherever possible, Bellwether summarizes and cites the relevant research studies so school leaders can
readily understand the level of evidence supporting a specific practice.

10 Creativity From Necessity: A Practical Toolkit for

Bellwether.org
Leaders to Address Teacher Shortages

RETURN TO OVERVIEW


https://bellwether.org/

Contents

it
Protect Teacher Time

Bellwether.org


https://bellwether.org/

Overview

Protect Teacher Time Meet Teacher Needs

Fill Staffing Gaps

Protect Teacher Time

Trend

Provide
Dedicated
Planning Time

Reimagine
Master
Schedule

Reduce
Administrative
Burden

Description

Teachers need dedicated prep time,
ideally 40-90 minutes per day. The leaders
Bellwether spoke to are prioritizing
coverage for teachers so they have

time for collaboration, curriculum
internalization, and data conversations.

During the pandemic, many teachers
appreciated the flexibility of remote
working. To provide flexibility, planning
time, and professional development
(PD), many schools are reimagining their
schedule and instructional models.

To ensure teachers are focused on
high-impact instructional roles and
responsibilities, many leaders are using
ESSER funds and grants to hire additional
staff to take on administrative, non-
instructional, operational responsibilities.
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What the Research Says

Researchers have observed that
collaboration and prep time are correlated
with teacher retention.? In a 2014 survey in
Wisconsin, state-certified teachers endorsed
planning time as having the greatest
positive effect on their ability to impact
students, ranking this above more money or
fewer disruptive students.?

In a survey conducted by EmpowerEd and
WTU, teachers reported that flexibility is the
No. 1 factor that would help retain them.*
This has also been observed in the broader
job market; in a 2021 survey, respondents
indicated they value flexibility over higher
pay and more vacation time.®

Researchers have observed that teacher job
satisfaction is correlated with the support
they receive from their principal.® There

are fewer studies examining how reducing
administrative tasks for educators impacts
teacher retention and student outcomes,
suggesting this is an area ripe for future
research.

Tools

Finding Time for
Collaborative Planning

Collaborative Planning
Practices

Case Study: How
Village Tech Moved to

a 4-Day Instructional
Model

Unlocking Time: New
and Different Ways
Schools Innovate
With Time

Identifying Workload
Issues: Structured

Conversation

Job Descriptions for
Support Personnel
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Overview

Meet Teacher Needs

Fill Staffing Gaps

Finding Time for
Collaborative Planning

Creating a master schedule is a complex process with
multiple dependencies. This tool from Education Resource
Strategies outlines six strategies for school leaders to
build sufficient collaborative planning time into the

master schedule.

This tool will enable you to ...
e |dentify six strategies for finding sufficient time
for collaboration.

e OQutline concrete actions you can take to protect
teacher prep time as much as possible.

e Answer the question, “"How do we find time
for meaningful collaborative planning?”
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SIX STRATEGIES FOR FINDING SUFFICIENT TIME FOR COLLABORATION

STRATEGY DESCRIPTION CONSIDERATIONS

1) Back-to-Back  Stack two blocks of planning  ® May mean teachers do not have a planning
time together block one day a week
* Schools must ensure teachers have duty-free
lunch o other noninstructional time every day
2)Banking Time  Reduce planning time on a « Useful when teachers have at least 40 minutes
few days to increase time on of planning time per day, to ensure shortened
another day blocks are still useful
3) Beginning and  Reorganize time that teachers  » Useful when teachers are mandated to arrive
End of Day have at the beginning and before and depart after students
endofthe day momore ., Staff may need o arive earle or stay later on
P 9 certain days under this model
4) Recess and Schedule noninstructional * Schools must have staff to cover recess/lunch
Lunch blocks ke recess and lunch g 1,1; must ensure that teachers still have
next to planning time, and Ry -
R sufficient time for eating lunch
cover those activities with
other adults
5) Larger Specials ~ Create larger specials * Works best when specials are not already at or
classes so that fewer specials near class-size limit
classes can cover more core
teachers' time.
6) Enrichment Create enrichment or * Useful when schools have staff or community
Periods. intervention periods, covered ~ partners to cover enrichment periods effectively

by other adults, to allow
teachers to plan

l * Strategies in Action: Example #1

The School

“The Curley K-8 School in Boston Publi i d dy half of
whom qualify for federal free or reduced.price lunch benefis.

The Strategy

Many f urley, have a bit of an unusual schedule—each grade-level team.

ing.
has six 55-minute blocks of planning time each week instead of five.* Principal Katherine Grassa

found that less than ideal for the d ion, data review, practice, and
group °qL Pt q rigor of i

extended, 110-mis l if i k ud
attend i to make thi ing time poss
T T
T T T
B o s e e
) Ny ey e e
B |

“ache el (. amiisraive cam i)

—i.e., as an academic benefit, not a time filler

FIGURE 2 SAMPLE 2'° GRADE STUDENT SCHEDULE

Light green = Individual teacher planning time  Dark green = Team collaborative planning time

T I I I I T

8:15.9:10 AM Math Math Math Math
9:10-10:05 AM Math Math Math Math
10:05-11:00 AM Writing Witing Wiiting Witing
11:00-11:55 AM Reading Reading Reading Reading
11:551230PM  Rocesslunch  Recess/lunch  Recess/lunch  Recess/Lunch
12:301:25PM  Intervention Intervention Intervention Intervention
1:25-2:20 PM Specials Specials Specials

2:203:15PM Science OpenCirdle  Social Studies

Math
Math
Witing
Reading
Recess/Lunch

Intervention

jence/Soc. Studies

Open Circle

This guide provides sample
schedules and case studies
highlighting how schools have
implemented each strategy.

Bellwether.org
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Collaborative Planning
Practices

Providing guidance on how to best leverage planning
time promotes teacher learning and efficacy. This tool by
Instruction Partners offers guidance on implementing
three foundational practices that can be executed
collaboratively or independently: unit internalization,
lesson preparation, and work analysis.

This tool will enable you to ...
e |dentify core practices to embed into collaborative
planning time at your school.

e See examples and ideas for revamping collaborative
planning practices at your school.

e Reflect on key leader actions to support each practice
and identify areas for improvement.
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» Based on decisions made around what work will be done collaborati
provide clear expectations for what teachers/facilitators shouid com
inte i meetings (e.g, read the text{s}, c

dependently,
dvance of unit

example of dept
pre-work to ensure that teachers and facilitators are
LA unit internalization, o

4.Model being a lead learner

on expectations (c.

+ Complete the
for all meetings youattend.
articipate actively in the collaborative discussion to model vulnerabity af

5. Monitor effectiveness

. pact on ing W

materials (see the student work analysis section of this document for add

o Cont i laborative planning structur

Collaborative Planning: Teacher Survey; Collaborative Planning: Facilitatq

to dataand feedback by making ongeing adjustments to the process as 2
unit

prog
Internalization Rubric).

Contextual considerations

acilitators

Unit Internalization

Definition of the practice

The above acti
that there isn't a onessize fitsall way to approach improving the practice. When pl
ions above, i’s useful to consider the particular context of your sd

i 1gh how you might tomee

specificneeds:
. tableint

planning action plan)? Are there ways you can buid that into your protocq

more clearly?

Whatis the tea’s familarity with unit internalization as a practice? Has it

challenging in the past? How will that impact your current work?

Whatis the tean’s knowledge of grade-level standards? Is there more you

ensure that unit internalization builds content knowledge for teachers and

© Whatis the team’s knowledge of the curriculum? Is there any foundationa
toadd to the plan?

* Whatare the key
youwant to collect to support these processes?

Each practice is unpacked
and highlights key leader
actions and contextual
considerations ...

Process

Key leader actions

The key actions g schools’ uni P
comp u you dig nto the ke

way to gather baseline data about your strengths and areas for growth and help manitor your
progress as you improve the practice.

1. Review icular materials for each content

. for and content familiarize
yourself with the units of the respective curricular materials.

= Cansider the aspects of the units’ structures that feel most valuable to explore together asa
community.

@ Review the unit intemalization materials provided in your curriculum.

2. Adopt and refine unit internalization protocol

* Center p  considering pr and

pedagoical strateges (see the Addressing Unfinished Learning Toolkit for additional

guidance)

® Consider schoolwide instructional improvement needs, teacher needs, the structure of your
terial ion that teachers

will o collaboratively vs. independently.
Sample ELA module/unit intermalization protocol

o Sample math modulefunit internalization protocol
o Sample math unit internalization meeting agenda

3.Provide clarity around pre-work expectations

» Determine what prework is team's capa need
» Discuss and agree on concrete deadlines for pre-worle so that all teachers and faciltators can

meaningfully engage
nacded.

1. Understand the story of the unit/modue.

Intended purpose

Unf n shed
Learn ng

Math Unit/Module Internalization

How to use this resource

Rationale

... and includes templates to help
operationalize the practice.

Bellwether.org
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Case Study

How Village Tech Moved to a 4-Day Instructional Model

This case study highlights the approach to transitioning to a
4-Day Instructional Model from the lens of a public charter
school outside of Dallas, Texas. It highlights the technical
process to operationalize this model as well as the adaptive
components to consider when considering this shift.

This tool will enable you to ...
e Find out how one school shifted to a 4-Day
Instructional Model.

e Access a sample school calendar and schedule to
support a 4-Day Instructional Model.

e |earn more about funding implications of the 4-Day
Instructional Model and its impact on staff.
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Case Study

How Village Tech Moved to a 4-Day Instructional Model | b et b

Context

Village Tech Schools is a public charter school serving
st 12th grade in

e COVID-19

H SCHOOLS | 2022-2023 ACADEMIC CALENDAR

non-exempt staff comy

Impact on Stakeholders
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Increase the length of
the school day

This tool shares 27 Use virtual learning

UnlOCking Time unique strategies

to innovate with
time, some allowing
for more teacher
flexibility.

Learn More

New and Different Ways Schools Innovate With Time

Try a concept-
progress model
To provide teachers with additional collaboration time

and flexibility, schools across the country are carving out
additional time by tinkering with the master schedule and/or
instructional model. An Unlocking Time tool provides options
to achieve this flexibility, such as implementing an early
release day or using virtual learning days.

Learn More

Learn More Learn More

Each strategy provides a case study,

Use virtual learning days where highlights, and key considerations.

This tool will enable you to ... I BT 00 FET
e Find ways to provide staff with additional collaboration
time and/or flex time.

e See examples of how other schools and leaders have
creatively unlocked time for teachers.

e Explore alternatives to the traditional bell schedule in
order to better protect teachers’ time.

Unlocking Time's Dig Deeper section
provides articles, research, and tools
to learn more about topics.
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This discussion protocol includes a
description of “what” the conversation is

Identifying Workload Issues ey e

Structured Conversation

To empathize with the teacher experience, leaders can
facilitate a structured conversation to gain awareness

of the tasks leading to workload imbalance. With this
conversation, the leader is equipped with data to better
inform next steps, including modifying or eliminating tasks,
or, if applicable, identifying additional roles to hire.

This tool will enable you to ...

e Facilitate a structured conversation with teachers
about their workload.

e |Learn which responsibilities teachers find high impact
and which they do not.

e |dentify next steps to mitigate challenges and
respond to specific staff needs.
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Protocol and Facilitation Guide
Step Description Facilitiation Tips

Imagine an ideal workweek: Tell me how you
cween teaching,
ge, and

@ Bellwether (‘)

Creativity From Necessity: A Practical Toolkit
for Leaders to Address Teacher Shortages

By Nick Alen,Shiey Applaman, Anson Jackson, and Kate Vivao Rouse
JANUARY 2023

litator shares how they are
rt, low, and high.

Identifying Workload Issues

Structured Conversation

facilitating this meeting anytime between
January and June, after the cadence of the school year
s underway.

Protocol

f your

Beletherorg

Also included is a step-by-step structure to guide leaders
through the conversation with teachers.

Bellwether.org
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CUASSITLE: Schoor Ciork

Job Descriptions for
Support Personnel

Several leaders Bellwether spoke with reported they have
invested in support positions to mitigate the administrative
burden placed on their teachers. To help school leaders
who are interested in hiring additional support staff, we Harmony Chicago KIPP
collected example job descriptions from districts across Public Schools Public Schools SoCal

the country.

Attendance School Clerk Expanded
. . Clerk Learning
This tool will enable you to ... School Clerk —
* Access job descriptions for administrative and/or GYO Teacher Assistant
non-teaching positions within your school. Intern In-House
Teacher Substitute
* Find ideas for tailoring existing job descriptions to Registrar Assistant
better meet the needs of your school. Instructional
Teacher Temporary Assistant
. - . . . Assistant Part-Time
e Consider administrative roles, including in your next :
Seasonal Registrar
school budget. Tutor
Tutor Corps School Operations
Tutor Assistant
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Overview

Protect Teacher Time Meet Teacher Needs

Fill Staffing Gaps

Meet Teacher Needs

Trend

Elevate
Teacher
Voice

Prioritize
Teacher

Development

Provide
Holistic
Supports

Description

Many of the school leaders Bellwether
spoke with report that they are actively

finding ways to gather authentic input and
feedback from teachers so they can better

meet their needs.

Many school leaders Bellwether
interviewed said they are prioritizing
teacher development by investing in
training, PD opportunities, and pathways
to advancement within the classroom.

Bellwether heard from leaders that, in
the wake of the pandemic, they are
increasingly investing in supports for
teachers that go beyond traditional
employment benefits to promote holistic
well-being.

20 Creativity From Necessity: A Practical Toolkit for
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What the Research Says

There is emerging research examining
the interplay among school climate,
relationships between school leadership
and teachers, and related factors to
understand whether and how those
contribute to teacher retention.’

National longitudinal data showed high
rates of attrition among beginning teachers,
with more than 44% of new teachers leaving
the profession within their first five years.®

Emerging research from various fields, such
as medicine,’ suggests that holistic supports
for employees benefit their well-being.
Ecological models of development suggest
the personal conditions (emotional health
and well-being) of adults are a necessary
precondition for equitable learning.™

Tools

Empathy Interview

Template

Planning Stay
Conversations

Mentoring &

Induction Toolkit

Career Paths and Pay in

an Opportunity Culture:
A Practical Guide

Case Study: How One
Charter Network Is

Rethinking Health and

Wellness

Teacher Well-Being in
School Environments

Workbook
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Empathy Interview
Template

This template from the Learning Accelerator is designed
to help school leaders conduct empathy interviews.
Empathy interviews are an important way to begin
understanding the perspectives of people in your school

community who are not typically asked for their opinions,
including teachers.

This tool will enable you to ...

e |ead a simple interview protocol to elicit stories and
lived experiences from your teachers.

e Better understand the root causes of challenges
impacting your teachers.

e Deeply understand the perspectives of teachers who
are not typically asked for their opinion.
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The template includes simple instructions

for conducting interviews, including sample

follow-up questions to probe deeper.

Real-Time Redesign  Workhook

Sectin : Come Togather _ Step 2:Lask Backuard Satore Going Forward

Activity: Conduct Empathy Interviews with Stakeholders

Lk o sctuty snd step-v. 120 nsrctons

Empathy Interview Template

Overview: Use this empathy interview protocel to elicit diverse perspectives on teaching and learning from
our i

students, families, teachers, and classif your district.
* Make a copy of this template for each interview.

* Choose specific questions that relate to each person’s experience and to your design team's hunches
about where you willfocus this work
* Add questions as needed
of fo h, yor a
areas of focus that your design team has not yet con:
®  Asyou ask questions, dig deeper to truly understan
questions like these:
© Could you say more abeut that? Why do you think that is?
o How did you fea! when that happened? What made you feel that way?
o What would it Iook fike if that situation had worked out perfectly? Whot would that mean for you?

obe into areas your design team has started to identify as potential areas
number of general questions to surface other impertant potential

red)
person's story and feelings. Probe with

Interviewee Name Date Interviewer

Take notes directly in
the template so you can
remember details and
synthesize key themes
from your conversations.

Background/ Context

‘Share relevant context with the interviewee and your reasons for seeking their input.

®® o s ,
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Planning Stay
Conversations

Stay conversations with staff are a structured way for
leaders to encourage their top teachers to stay at the
school. This resource from TNTP provides school leaders
with a simple seven-step structure for planning thoughtful
conversations to learn more about what individual teachers

Meet Teacher Needs

Fill Staffing Gaps

This resource follows a simple seven-step process
for having a stay conversation and includes helpful
tips about what to do and what not to do.

Seven Steps for a Stay Conversation

1.

Praise:

Highlight the positive. Link this teacher’s performance with the bigger picture impact you see this teacher making
on their students & your school. Be clear they are a strong teacher and that you see and value their contributions
to your school community.

Name that the past school few school years have been challenging and that this teacher has been working very

Start with a targeted question & encourage the teacher to share their feelings with you. How does the teacher
feel about their work and their role in the school? Ask for their feedback — What else can you do as a school

Use probing & dialogue to determine whether this teacher is planning to stay at your school.

Tell the teacher you'd like them to stay and how you'd like to reward their performance.

How will this reward actually play out? What can this teacher expect in the upcoming weeks and months?

2. Acknowledge:
hard under difficult conditions.
3. Probe for a Pulse Check:
leader to encourage them to return?
4. Determine Intention:
5. State Desired Outcome & Retention Strategy:
6. Plan Ahead:
7. Follow-up:

Set a timeline for follow-up and make sure you follow up. Reiterate how much you appreciate the teacher's
contributions and that they are welcome to share feedback with you anytime.

need in order to stay.

This tool will enable you to ...

22

e Understand what stay conversations are and why
they can be an effective tool for teacher retention.

Plan and lead thoughtful conversations with
teachers you want to retain.

Access example sentence stems to use in stay
conversations with your staff.

Creativity From Necessity: A Practical Toolkit for
Leaders to Address Teacher Shortages

(" TNTP reimagine teaching

Tips for Having a Stay Conversation

@

Be specific and genuine.

Be sure to communicate why you think the teacher is
strong and share examples of their impact on students
and the school community.

Recruit!

Remember that strong teachers probably have multiple
options, and you are recruiting them.

Be transparent.

Be open about school challenges and how the teachers
can be part of the solution. Ask for and appreciate
feedback.

Listen for motivations.

Ask for specific ideas the teacher has and leave an open
line of communication.

Speaking in generalities.
Itis important to let teachers know why they are
valuable to your school and students.

Not executing on your next steps.
Follow through on all commitments agreed upon.

of i jies for
compliance purposes.
Retention strategies are part of a robust, ongoing plan
that is tailored to your school and teachers.
Sugarcoating.
Avoid painting an overly rosy picture and be honest
about instances where you may have missed
opportunities to better support teachers.

Bellwether.org
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Mentoring &
Induction Toolkit

Mentoring for novice teachers improves teacher
effectiveness and retention. This Mentoring & Induction

Protect Teacher Time Meet Teacher Needs
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INTRODUCTION
TO THE TOOLKIT

MENTOR
RECRUITMENT, SELECTION
& ASSIGNMENT

MENTOR

PROFESSIONAL LEARNING,
DEVELOPMENT &
ASSESSMENT

BEGINNING TEACHER
PROFESSIONAL LEARNING
& DEVELOPMENT

Toolkit from AIR defines the critical features of a
comprehensive mentoring program. After creating a
vision, jump into module 2 to learn about the mentor
recruitment, selection, and assignment process.

This tool will enable you to ...
e Develop plans to create a mentor teacher program
or improve an existing program.

e Qutline mentorship roles and responsibilities for
mentors, teachers, and principals.

e Structure and plan data-driven conversations to
embed in your mentoring program.
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THE PRINCIPAL'S ROLE
IN MENTORING &
INDUCTION

M&I SUPPORTS FOR
EDUCATORS OF STUDENTS
WITH DISABILITIES

@@@@@@

y COLLECTING EVIDENCE OF ‘//\

The toolkit is divided into eight
modules, allowing the entry
point to be differentiated based
on where you want to focus.

Each module includes

a presentation summarizing
best practices, handouts that
support content, and tools to
facilitate implementation.

4 PROGRAM SUCCESS . 5
election, and Assignment
flentor Selection. &
ources developed by the GTL Center to support M&l TOOLKIT
litment, selection, and assignment. The module [0 Jerth
FOR jearch-based strategies and best practices to
EQUITABLE ACCESS fied, effective mentors.

Hand

le Anchor Presentation (PowerPoint)

outs

dout 1: A New Vision for Mentor Recruitment, Selecti

+ Handout 1: A Now Vision for Montor Recruitment, Selection,
and Assignment
v « Handout 2: Roles and Responsibilities of an Effective Mentor

« Han:

Team

dout 3: Qualities of an Effective Mentor

Tools

+ Workbook 1: Mentor Recrultment, Selection, and

Assig
- Worl

ignment Workbook
kbook 2: Mentor Selection Criteria Tally Master Score

Sheet
« Workbook 3: Mentor Selection Criteria Tally

INTRODUCTION
TO THE TOOLKIT

RECRUITMENT SELECTION
& ASSIGNMENT

PROFESSIONAL LEARNING, )
DEVELOPMI
ASSESSMENT

BEGINNING TEACHER
PROFESSIONAL LEARNING
& DEVELOPMENT

THE PRINCIPAL'S ROLE
IN MENTORING &
INDUCTION

M&I SUPPORTS FOR
EDUCATORS OF STUDENTS
WITH DISABILITIES

‘ 7 s

RN
COLLECTING EVIDENCE OF  ( };. 1‘
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Career Paths and Pay
in an Opportunity Culture

A Practical Guide

The guide outlines the
role of MCLs, and other
key teaching positions to
execute the Opportunity
Culture model ...

This guide from Public Impact gives an overview of
teacher career paths within the Opportunity Culture
model, a school model that leverages multi-classroom

FIGURE 6. Flat Career Structure FIGURE 8. More Differentiated Structure
leaders (MCLs) who reach more students with excellent e o
teaching and earn a higher salary within a school'’s a0 BT =
current budget. . =
FIGURE 7a. Modestly Differentiated Structure Al Other Teachers s
[
This tool wi" enable you to ... ::::::::‘::m ::: FIGURE 9. Highly Differentiated Structure
e |dentify ways to create professional pathways that Lo = S—
keep your best teachers in ClassroomS. FIGURE 7b. Modestly Differentiated Structure—2 MCL Levels Mim’mmRmh‘ﬁ:’c:‘em" ::
e |earn more about the Opportunity Culture school S = e B
model and MClLs.
e Understand options to differentiate pay for teachers ... and includes options for differentiating responsibility and
in a budget-neutral way pay structures for MCLs and other new teaching roles in ways

that are budget neutral for schools and districts.
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Case Study PR@ SCHOOLS

How One Charter Network Is Rethinking

Health and Wellness
@® Beliwether ? E .
This case study profiles the efforts of New York’s Prospect o Leadrs o A Tesces Shoroges
Schools to support the health and well-being of its staff CSt .
. . . . ase uay
members durlng and |mmed|ate|y after the pandem|c_ How One Charter Network Is Rethinking Health and Wellness

healing methods for adults. Th

Context
Pros,

Learn more about its investments in health and wellness for
adults across its school network.

This tool will enable you to ...
e Hear how Prospect Schools invested in adult health
and wellness supports.

e Learn more about the initial results and indicators
of the impact of this work. :

e Gather recommendations to keep in mind when

undertaking similar work in your school context. The case study includes example services that Prospect Schools

provide to teachers, with advice for school leaders interested in
investing in health and wellness initiatives for their staff.
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Teacher Well-Being in
School Environments

Workbook

This resource from WISE: MedStar Georgetown Center
for Well-Being in School Environments in Washington,
D.C., is a comprehensive workbook filled with tools
designed to help teachers develop their own personal
well-being plans. Content is tailored for teachers

and covers topics tied to emotional, physical, social,
occupational, and intellectual well-being.

This tool will enable you to ...
e Support teachers to develop their own personal
well-being plans.

e Access wellness-related resources and activities to
incorporate into trainings and PD sessions.

e Find ideas for how to build skills and mindsets to
enhance your teachers’ well-being.
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The workbook is a free
curriculum that is divided into
10 units, each with clear learning
objectives and skill goals ...

4. Emotional Well-Being:
Mindfulness

3. Emotional Well-Being:
Managing Emotions

2. Emotional Well-Being:
Coping with Stress

L *" 1. Introduction to Teacher
Well-Being

BJECTIVES

LEARNING OBJECTIVES | or—
Aer Sp—r

SKI
Sl

... and includes a plethora of
tools and activities, such as
an inventory to help teachers
identify sources of stress.
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Trend

Grow Your
Own (GYO)

International
and Virtual
Teachers

High-Dosage
Tutoring

Description

What the Research Says

Tools

The leaders Bellwether spoke with
reported they are increasingly investing in
efforts to recruit and prepare members of
their local school community (e.g., parents,
alumni, paraprofessionals) to enter the
teaching profession.

Preliminary evidence suggests that GYO
initiatives can help diversify the teaching

workforce. It is not yet known whether
or how these programs affect teacher
retention or student learning outcomes."’

GYO Educators:
A Toolkit for

Program Design and
Development

Case Study: How Two

Districts Are Using GYO
Programs

To fill hard-to-staff roles, more leaders
are turning to international and virtual
teachers. Whether staffing in-person or
virtual classes, leaders need to know how
to recruit and effectively support these
teachers.

Virtual classrooms exploded during the
pandemic, and the growth in international
teachers is an emerging trend in the field.
According to the U.S. State Department,
over 4,200 international teachers were
employed by U.S. school districts in 2021,
an increase of nearly 70% since 2015."

Case Study: Sponsoring
and Supporting J-1 Visa
Exchange Teachers

Onboarding Strategies:
Virtual or In-Person

Instruction

High-dosage tutoring models can both
mitigate staffing challenges and accelerate
student learning by enabling schools

to attract a cadre of adults to regularly
support students in individual or group
settings.

High-dosage tutoring is a promising
strategy for improving student outcomes
with a growing research base; however,

not all tutoring programs have been

shown to improve student achievement.
Leaders should choose specific models
backed by evidence of impact on important
outcomes.™

Toolkit for Tutoring
Programs

Launching Tutoring
Programs in Partnership
With Community
Organizations
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GYO Educators

A Toolkit for Program Design and Development

This toolkit from New America features a comprehensive
collection of user-friendly research, policy, and practice
resources for GYO practitioners and policymakers. The toolkit
is divided into five sections aligned to different phases of the
GYO development process.

This tool will enable you to ...
e Understand how GYO programs can help diversify
your teacher pipeline.

* Learn how to design a GYO program that fits the
context of your school community.

e Strengthen current GYO initiatives in your school
or district.
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Program Design and Funding

GYO 101

The GYO 101 section covers the fundamentals of Grow Your Own. The resources here detail what makes a
high quality GYO program, as well as the policies and practices needed to support programs:

e Yow b Essential Elements for High-Quality Grow Your Own Educator
Educator progrms
Programs
® This guide highlights ial el fhigh-quality GYO
a

Grow Your Own Programs for Bilingual Educators: Essential Policies
and Practices

This blog post outlines five essential polici d ial practi pport
GYO programs for bilingual educators.

-
e Grow Your Own Educators Explainer Video
.« O ‘This short video explains the fundamental elements and goals of GYO strategies and

If you are new to GYO, Bellwether recommends starting with
New America’s explainer video and exploring from there.

New America Explainer - Grow. Your Own GYO
New America Explainer

Grow Your Own
(GYO) 3

Watch on @ YouTube

Bellwether.org
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Case Study

How Two Districts Are Using GYO Programs

Bellwether profiles efforts to develop and launch GYO
programs in a large urban district in lllinois (Chicago Public
Schools) and a large network of charter schools in Texas
(Harmony Public Schools). Hear directly from leaders about
why they invested in GYO, what the work looks like, and
early outcomes from their efforts.

This tool will enable you to ...
e See how two districts implemented GYO programs.

e Understand the rationale behind these districts’
investment in GYO.

e Learn more about what we are beginning to discover
from implementation of these GYO programs.
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Resident Recruitment and Selection Materials

Prospective Candidate Information Deck

Mentor Interview Protocal
Mentor Role Description
Other Materials and References

201920 Pragram Handbook

Cricago  WARMONY
Schools PUBLIC SCHOOLS
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By Nick Allen, Shirey Appleman, Anson Jackson, and Katie Vivalo Rouse
JANUARY 2023

Case Study
How Two Districts Are Using Grow Your Own Programs

Context
This case study highlights the eff

idents Financially
To honor and respect

focused on student le esidents a competitive
salary while they are in the Grow Your Own program.

Advice From Chicago Public Schools
and Harmony Public Schools
aGre

They don't do it
what they have

Chicago Public Schools
hen

ilosophy.

The case study includes direct links to resources these
organizations used to set up and run their GYO programs.
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Case Study

Sponsoring and Supporting J-1 Visa Exchange Teachers

In this case study, Bellwether outlines the work of YES Prep,

a charter network in Texas with a growing number of teachers
on J-1 visas. It includes an overview of their work to date,
along with advice for school leaders who are interested in
hiring and effectively supporting teachers from abroad.

This tool will enable you to ...
® |earn more about how a district in Texas recruits and
supports teachers on J-1 visas.

e Consider advice for designing and implementing a J-1
visa exchange program at your school.

e Understand key elements of working with J-1
visa-sponsoring organizations and recruiting partners.

31 Creativity From Necessity: A Practical Toolkit for
Leaders to Address Teacher Shortages

| vesprep

PUBLIC SCHOOLS

@ Bellwether

(‘) Overdeck

I-amil‘{
Foundation

Creativity From Necessity: A Practical Toolkit
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By Nick Alen, Shirley Appleman, Anson Jackson, and Katie Vivalo Rouse

JANUARY 2023

Case Study

Sponsoring and Supporting J-1 Visa Exchange Teachers

Context

AL YES Prep Public Schools in Texas, the most pressing
talent challenge affecting schools is the lack of teaching
candidates applying for open positions. Like many
schools, districts, and networks across the country, YES
Prep has faced shallow applicant pools, especially in
hard-to-fill oles, such as math, science, bilingual, and
special education

Amid these hiring challenges, YES Prep embraced

the idea of recruiting J-1 Visa teachers to work in

its 25 school campuses across Texas. The U.S. J-1
classificaticn is a non-immigrant visa category for
individuals approved to participate in work-based
exchange visitor programs for one to five years, with
the possibilty of extensions. YES Prep is currently i its
second year of hiring J-1 teachers and has hired

20-25 teachers each year, with plans to expand to
30-35 beginning in the 2023-24 school year.

Value Proposition

« For J-1teachers, this opportunity allows them to
travel to an interational country, eam a salary in a
full-time teaching position, and gain exposure to
new teaching methods while experiencing a new
culture

* Forhost schools, J-1 teachers bring new ideas,
viewpaints, and cultural backgrounds. Hiring J-1
teachers also gives schools access to a different
teacher pipeline that can lead to more teaching
candidates while reducing the burden on the
recriiting team.

H
i
]
i
i
i

Advice From YES Prep

Carve Out Planning Time

If you are interested in recruiting J-1 teachers, take time
up front to develop a meaningful plan. This includes
finding a sponsoring organization, identifying host
schools and buddy teachers, creating onboarding and
professional and

to g
onthly budget

Fill Staffing Gaps

says a senior leadier at YE
came here
help solve for sor
often face.”

ER funds o pilotts J-1
ed i to ask sponsoring
irms how they balance the

gate a lot of these pieces,
$on the employer,” says
hally, consider placing J-1

any additional support needed to ensure a successful
recruitment and onboarding process for new teachers.
When planning, reach out to schools who are doing this
work alreadly to avoid reinventing the wheel.

Start With a Pilot

Start with a small, manageable group of J-1 visa
candidates, ideally no more than 20 teachers,
depending on the size of your school community. This
will allow you to create a successful experience while
also providing an opportunity to improve your systems
and processes for future cohorts.

Recruitment and Hiring Timing Matters.

Like the process for recruiting traditional teaching
candidates, your timeline for finding and hiring J-1
teachers should start early. “The earlier, the better”
we've heard, with YES Prep's recruitment process
starting August-September. By January, you should aim
to have J-1 candidates interviewed and selected. This
should provide ample runway to work with candidates
to finalize placement details and gradually start the
‘onboarding process remotely, focusing on curriculum,
culture, and relationship building.

Botethororg

Bwith other teachers n their

141 program, YES Prep
th 2 sponsoring company

This wil allow you to make a decision about your school's
fees, s well as have transparency into what candidate
feoes are.

To support J-1 candidates, YES Prop contributes $3,000
toward the roughly 7,000 visa fee that would otherwise
be covered entirely by the candidate. Additionally, YES
Prep offers to offset some relocation costs utizng
ESSER funds.

YES Prop is exploring avenuos to sustainably continuo

this program in the future. For now, the network plans

0 continue contributing $3,000 toward candidate
for

cher. The
ible for supporting
¢ school

lhey ensure state-specific
fing certfications, language
fecks are met. Many states
brstrate English fluency by
wever, there are instances

, with all
igibilty for all other
.

1 cand
relevant

Early Results

While YES Prep i only n itssecond year of mplementing
the J-1via program, early etums are promisin.
Anecdotally, we heard retention rates for J-1 teachers
are strong, with meny international teachers performing

guiations.

often recommend a
York with. A recruiting

Jiting qualfied teachers
Pitad States for 2 full-time
ok with the recruiting firm
le, which includes desired
location, and previous

e recruiting team has.
Hidatos who have either
hthe past. “llook for

fience living in the US.,"

experience lovels.

Resources for the Field

Visiting Internasional Teaching Position Ona-Pager
Visiting International Teachers Project Plan
Leadership Team VIT Meeting Agenda

Visiting International Teachar Feedback Survey

This brief case study provides an overview of YES Prep’s
nascent J-1 visa program, along with advice for leaders
who are interested in setting up their own program.
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Onboarding Strategies

Virtual or In-Person Instruction

This virtual onboarding guide from TNTP “shares key
considerations for crafting strong onboarding experiences,
whether they will take place in remote or in-person
settings, and shares best practices for engaging new hires.’
It is a great resource for developing effective onboarding
processes for all school staff.

I

This tool will enable you to ...
e Find ideas to create flexible onboarding plans for staff.

® |ncorporate considerations for remote instruction
in your onboarding plans.

e Strengthen your current onboarding practices
more generally.
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TNTP’s guide explicitly outlines “remote considerations”
that can be applied to onboarding for virtual instructors.

Creating an onboarding plan

1. Use the guiding questions below to identify the key

and

nd i plan
should include. Even if schools return to their physical buildings in the fall, it will still be helpful to share what

remote learning looked like (e.g, how was it implemented, what experiences did teachers, students, and
families have) with new hires, so leaders will want to account for the most pertinent remote considerations as

well

General Consi

Remote Consil

+ Where can teachers find what they need
(e.g., materials, resources, copies)?

o Where are the important locations in the
building (e.g., cafeteria, gym, office)?

o Whatis the schools policy on teacher
attendance?

o How should teachers dress on days with
students? For PD?

«  Whatis the calendar?

Basic Needs | o What is my class schedule?

«  How do | know if | have English learners in
my class? Where can | find their proficiency
levels?

«  How can | identify and learn more about
my students with [EPs and 504s? Who are
the Special Educators | will be working
with, and how will we be collaborating to
ensure | understand the needs of our
students?

[0 )| JP——

New Teacher Onboarding and Cultivation

et e e g o ol o cotinue et arin:
Strategies for Teacher Onboarding

ntroduction

+ What technology do teachers need (g,

laptop, Wi-Fi, Zoom)? How do teachers
access technology help?

« What platform is used for remote learning?

How do teachers use and access it?

+ What knowledge management systems

exist and how do teachers access them?

« What other tools (e.g., data systems, HR)

will teachers need?

*  How do teachers communicate with

colleagues, students, families, and their
supervisor?

«  Whatis a typical schedule for a teacher

working remotely? s there any flexibility?

*  How does the school meet the needs of

students who do not have internet access?

@) INTP .,
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Toolkit for Tutoring
Programs

This resource from the National Student Support
Accelerator is designed to support educators in either

launching a tutoring program or improving an existing one.

The toolkit is organized across seven elements of tutoring
programs, divided into two sections: Program Design and
Program Implementation.

This tool will enable you to ...
e Strengthen an existing tutoring program within
your school or district.

e Estimate potential costs for a new tutoring program.

e Learn more about core elements of high-impact
tutoring programs.
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T The toolkit outlines seven
Student

elements of high-impact
Growth I .
. | tutoring programs.

Navigation links take you to a "how-to"” guide for using
the toolkit or directly into sections on Program Design or
Program Implementation.

2

Using the Toolkit Program

Implementation

PROGRAM DESIGN

Tutoring Cost Calculator 2.0

Conducting a Community

= : The Program Design

: section includes a

pe ; simple cost calculator
o for tutoring programs.

Actions and Practices:

s 0
$70,000 sas
530,000
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Overview

Protect Teacher Time Meet Teacher Needs

Launching Tutoring

Programs in Partnership With
Community Organizations

This resource from Chiefs for Change is a robust

guidebook for leaders interested in building a tutoring
program in collaboration with a community partner.

It outlines an eight-step plan to establish a local

program and includes sample criteria for identifying
potential tutors along with sample tutoring schedules.

This tool will enable you to ...

Develop a comprehensive plan to work with

external partners to launch a tutoring program.

Access ideas and resources for improving a
current tutoring program.

Find examples of how other districts have
implemented their tutoring programs.
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The guidebook is
designed around D @
eight steps for

building a successful © @
tutoring program

with a community o @

partner (see page 5). ® .

Fill Staffing Gaps

Overview: Eight steps for building a successful tutoring program in

e

[ Tutoring group 1 1] Tutoring group 2 ] Tutoring group 3 ] Tutoring group 4

orsi o o
£30am ‘ perod 1 ‘ [Trear [ st [ eenr | |
920am ‘ Period2 ‘ ‘ Period 2 ‘ Period2 ‘ ‘ Period 2 ‘ ‘ Period2 ‘
10:10am ‘ Period3 ‘ ‘ Period3 ‘ Period3 ‘ ‘ Period3 ‘ ‘ Period3 ‘
100am [T ][ unen [Cwe [ we [ e ]
135pm ‘ Period4 ‘ ‘ Period4 ‘ Period4 ‘ ‘ Period 4 ‘ ‘ Period4 ‘
125 [ perods | [ pemods  |[ pewss  |[ peods ][ peass |

115pm Period§ Period§ Period§ Period 6 Period 6
ronsi ,‘mvmr jronstfrom school ranst from school itfrom school
mhll

partnership with a community partner

Analyze district needs, informed by data
Includes interactive tool for choosing which students, subjects, and grades to tutor

Estimate total tutor capacity needed and identify potential community
partners to work with the district

Includes template and accompanying resources for defining district needs

and organizations that could serve as partners; capacity calculator for determining
total number of tutors a partner will need to supply

Evall d decide which i to work with

Includes interactive tool and accompanying resources for developing a rubric
for selecting a community partner

C and approach tutoring program
Includes workbook for plan development, including: roles and responsibilities,
funding, scheduling, other logistics, instructional materials, tutoring staff, data
sharing for continuous improvement, day-one implementation plan, ongoing
communication and collaboration

Set up the tutoring program team for collaboration

Includes template and accompanying resources for developing the organizational
structure that will support the tutoring program

Communicate with families and enroll students in the tutoring program
Includes interactive tool and accompanying resources for developing a plan to
engage and communicate with families to enroll students in the program

Create and communicate tutor groups

Includes interactive tool and accompanying resources to develop tutorial groupings

P

P
Includes template and accompanying resources for gathering performance
data, establishing a performance monitoring cadence, and course correcting,
as needed, based on results

Resources include sample
tutoring schedules for
schools (see page 33).
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