


Talent Strategies to Address Staffing Shortages
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Learning acceleration and talent go hand in hand: We need a reliable supply of 
strong, diverse educators to deliver on our vision for student experience.
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At TNTP, we work at every level of the public education system to attract and train 
talented teachers and school leaders, ensure rigorous and engaging classrooms, and 

create environments that prioritize great teaching and accelerate student learning. 

Who: Talent What: Content How: Instruction

Is there a robust, diverse pipeline of 
high-quality teachers and leaders?

Are they teaching content that sufficiently 
challenges and engages students? 

Are they being efficiently trained to inspire 
students to reach new heights?

Sustainability
Is the community invested in the systems and policies that will scale great teaching to every classroom, and ensure it continues over the long term? 
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Meet your Facilitators

Andrew Vaughan Celena Siprajim
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Schools are facing their toughest staffing challenges now - at 
a time when students need them most.

A strong, racially-diverse, and sustainable 
educator workforce is foundational to truly 

accelerating learning for all students.
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During our session we will

• Learn how to identify and refine short- and long-term talent priorities that will 
accelerate learning for all students

• Discuss a few key short- and long-term talent priorities 
• Examine preparation pathways as one component of a long-term talent strategy



Identifying Talent Priorities
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School systems should be intentional about which strategies 
they prioritize.
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Start with your talent strategy 

1. All students will have access to diverse, highly effective 

educators who provide access to a high-quality academic 

experience every day, in every class.  All educators 

consistently hold high expectations for all 

students—regardless of their race, ethnicity, or any other 

part of their identity—and are committed to developing 

and growing as professionals.  

2. Our school system’s workforce will truly reflect the racial, 

ethnic, and gender demographics of the students we serve.  

3. Our school system will retain strong and promising 

educators.

Every system’s talent strategy should 
flow from their broader goals for 
student experience:

What’s the talent you need to 
achieve your vision for students?
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With your strategy in mind, diagnose your current reality.

Recruitment
Are we attracting effective, diverse applicants who 
mirror the racial, ethnic, and gender diversity of 
our student population?

Staffing and Instructional 
Delivery Models

Are we consistently identifying diverse and 
effective candidates and efficiently filling our 
vacancies with those candidates? Are we 
maximizing the reach of the most effective 
educators in our system?

Retention
Are we retaining our most effective 
educators—especially our most effective teachers 
of color?
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Recruitment

• What are our key sources for applicants, especially for hard-to-staff roles? 
• When are vacancies posted? How many applicants are there for each vacancy? In high-need subjects? How are 

they identified? 
• What is the strategy for recruiting racially diverse and gender-diverse candidates, and is it effective? 
• Which recruitment techniques and channels are most effective at producing effective teachers? 
• Do recruitment strategies purposefully attract applicants who are committed to serving students and their 

communities?  
• How many individuals are active in the substitute teacher system? How has that changed over the past five years?  
• For each month of the school year, how many individuals are active in the substitute teacher system?  How has 

that changed over the past five years? 
• What is our relationship with our education preparation programs and our state licensure office?  What is our 

asset map of local and regional educational preparation programs? 
• What staff resources have we dedicated to recruitment? Do we have adequate resources and staff applied to our 

recruitment challenges? 
• How is COVID-19 affecting recruitment? How have the answers to the previous few questions changed over the 

past five years?
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Staffing and Instructional Delivery Models

• Does our selection process consistently identify diverse and effective candidates? 
• What is the screening and interview process for candidates? How long does it take to move through the selection 

process (from application to offer)? 
• Does the current selection model advance applicants who prove to be successful in their first year? Stay into their 

second year? 
• When do hiring managers identify vacancies for the year? 
• How are teachers staffed to positions in the district? Is this process as efficient as it could be, and does it promote 

the best-fit candidates for individual positions?  
• What proportion of daily substitute requests are filled? How has that changed over the past five years? 
• What proportion of long-term substitute requests are filled? How has that changed over the past five years? 
• Are we rethinking who is delivering instruction and how it is being delivered? Are there opportunities to increase 

the reach of our most effective educators so that more students have access to our best teachers? 
• What are our class sizes, and how do we assign students to teachers? Do we have the opportunity to use staff in 

different ways to ensure that our students are receiving instruction from our best educators? 
• How is COVID-19 affecting staffing? How have the answers to the previous few questions changed over the past 

five years?
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Retention

• What is year-over-year retention? How does it compare to similar school systems? Are there 
differences by demographics, tenure, or school characteristics? If so, why? 

• Are there leaders or types of schools (e.g., Title 1 schools) that have higher turnover? Why? Have 
we supported school leaders or taken other action where we have seen low retention rates? Was it 
effective? 

• What factors influence teachers’ decisions to leave the district or to move between schools (e.g., 
compensation, relationship with leaders, working conditions, affinity spaces, culture)? Are there 
any trends by demographic data point? 

• Is the district differentially retaining their top performers while exiting their lowest performers? Do 
we have the performance data we need to discern the teachers we hope to retain from the 
teachers we might need to exit? 

• How is COVID-19 affecting staff retention and daily attendance of staff? How have the answers to 
the previous questions changed over the past five years?
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Reflection

• Which questions are surfacing as the most important for your system to answer?

• What data will you use to address these questions? 

• What additional data do you need to gather?



Strategies for Realizing your Talent Vision
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TNTP has identified top strategies for addressing both immediate 
talent needs and long-term workforce sustainability.

• Develop teacher vacancy/ absence triage plan 
• Address your immediate vacancies 
• Develop a differentiated retention strategy 
• Expand the reach of top teachers 
• Use data to project future vacancy needs 
• Develop an early hiring strategy 
• Enhance your employee value proposition 
• Reduce barriers to entry for teaching 
• Develop and expand teacher pathways 
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Today we’re going to take a closer look at few of these strategies.

• Develop teacher vacancy/ absence triage plan 
• Address your immediate vacancies 
• Develop a differentiated retention strategy 
• Expand the reach of top teachers 
• Use data to project future vacancy needs 
• Develop an early hiring strategy 
• Enhance your employee value proposition 
• Reduce barriers to entry for teaching 
• Develop and expand teacher pathways 



Expand the Reach of your Top Teachers
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Short-term staffing adjustments can help systems efficiently 
expand student access to top talent.

Instead of… Try…

All teachers teach the same lessons across 
multiple classrooms and perform all standard 
classroom duties

Top teachers record or live-stream their 
lessons 

Restructure roles so that some teachers 
lead on lesson design, others on delivery, 
supporting small student groups

Combine classes under one teacher with 
more resources and supports such as 
paraprofessionals and prepared members 
of the community.
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At the same time, consider restructuring the teacher role for 
long-term workforce sustainability.

1. Examine each aspect of your vision for student experience and identify the necessary talent supports.
2. Think creatively about how to efficiently distribute those supports across staff depending on their strengths

Key Considerations
• It may also be helpful to revise role expectations to be more fluid
• It is critical that key stakeholders, including teachers’ unions, teachers, and school leaders, are part of these 

conversations from the start and are provided meaningful, consistent opportunities to provide their perspectives 
and offer feedback on proposals.

• Changes to the teacher role should be accompanied by shifts to the compensation model. 
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What can this look like? 



Enhance your Employee Value Proposition
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Make it clear to candidates why your system is the best career opportunity 
for them – not only from a compensation perspective, but from a mission, 
professional growth, and working conditions perspective too.
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Systems can refine and implement their EVPs in the 
short-term while also focusing on longer-term shifts.

Develop your teacher/leader EVP, 
aligned to your mission and vision and 

the unique characteristics, 
opportunities and reasons for working 

there.

Use data and stakeholder engagement to 
determine which area of your EVP you 

should really focus on addressing to meet 
recruitment and retention challenges.

Determine your school system’s (or 
individual school’s) mission and 

vision and what makes it unique and 
special in your community.

Assess where your 
district/network/school’s new 
or existing EVP is strong and 

where it can improve.  

Consider how your EVP is 
reflected in marketing and 

recruitment communications

Consider how your EVP is 
communicated to and 

experienced by current staff 
that you wish to retain. 



26

EVP in Focus: DC Public Schools
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EVP in Focus: YES Prep



Develop and Expand Teacher Pathways 
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Rethinking pathways to the profession within your district 
context is one way to address the rising need for excellent 
teachers

Our Current Reality:

● Louisiana schools are seeing an increased number of  mid-year vacancies and they are struggling to 

find talent to fill those roles as well as other school positions;

● Louisiana enrollment in education preparation programs has declined by 25% between 2010 and 

2018;

● Teacher absences due to COVID-19 and subsequent increased workloads point to a need for 

adaptive staffing models, as well as utilization of additional supports such as substitutes, tutors, 

co-teaching roles, etc.

● After decreasing for each of the last three years, the number of teacher retirement in Louisiana has 

increased by over 500 teachers during the 2020-21 school year



Investment here can help school systems ensure students have 
access to a strong, diverse teacher workforce for years to come. 
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Partnerships with local certification providers can support 

development of low cost school-embedded models 

Grow-Your-Own pathways and In-house residency models offer a job-embedded experience for candidates and can be more flexible to 

meet a variety of timing needs. The specific approach for this plan specific to each district, however key components may include the 

following:

● Job-embedded Training: Candidates could earn their teaching credentials while continuing to work in their current roles in the 

school. Programming can be unique to each district and utilize existing school embedded supports (e.g. Mentor Teachers, Content 

Leaders and other school-based coaching roles) we will design and provide shared tools and resources. 

● Streamlined Certification: Identify  a vendor list of LA certification providers that can offer certification partnerships for district 

based preparation pathways such as grow-your-own programs and in-house residency models. 

● Support for district program Sustainability: Local venders can support districts to develop a initial staffing model,  training content 

and resources to support implementation. These may include professional development content, coaching tools, staffing models and 

articulation of agreements with certification partners.

● Financial Incentives to Teach: Costs of these pathways to teaching could be embedded in the district compensation and career 

pathway model to support  a low or no-cost options for candidates.
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Before choosing a approach, assess the conditions of your 
system to understand what will work best.

Which candidate pool is the most viable for your district?

Do you have the capacity to support a teacher certification program internally 
or will you need to identify a partner for this work?

Which entities can become certifying agencies in Louisiana?

What funding opportunities are available to support this work?
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Who are your candidates?

Which candidate pool is the most viable for 
your district? School-based staff or 

career-changing candidates?

● Do you have a large number of uncertified 

school-based staff willing to move into a certification 

pathway? 

● Do you have access to a large (enough) non-education 

labor market from which to entice career-changers? 

● How much geographic mobility does your region see? 

Would you be able to successfully recruit candidates 

from outside the local area who would want to 

permanently relocate to your region?

● Does your region support local industry from which to 

pull content area experts for hard-to-staff subjects 

like upper-level math or science?
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Who will run the pathway?

Do you have the capacity to support a 
teacher certification program internally or 
will you need to identify a partner for this 

work?

● What content expertise does your district/staff 

possess to develop and execute a program that will 

meet state certification requirements?

● How will you recruit and select candidates?

● What staff would you have available to dedicate to 

teacher training and development?

● What preservice and in-service training experiences 

would you be equipped to deliver? High-dosage 

coaching? PLCs? Mentorship?

● Which of the elements described here would be best 

supported by an outside partner?
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How will you fund this pathway?

What funding opportunities are 
available to support this work?

● What state grant programs are available to support GYO 

initiatives, alternate route programs, etc. in service of 

relieving a teacher shortage?

● Can you allocate COVID relief funding to support certification 

programming?

● Are local funders willing to support teacher training and 

certification, whether generally or for a specific subject area?

● Can you work within your existing budget to free up sufficient 

funding for a certification program?

● What other community partners may be interested in 

supporting this work
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Determine the preferred approach and work with program 
partners to customize for your specific district context 

Approach Target Candidates Program Components and Prerequisites

Grow Your 
Own for 
School-
Based Staff

Uncertified school 
based staff like 
classified staff and 
substitute teachers

Candidate Prerequisites
● Currently employed by the district
● BA degree with minimum GPA 
● Passing scores on required Praxis exams 

Components
● Job-embedded residency experience (gradual release) Job-embedded training/development
● Certification coursework
● Performance evaluation (recommended)

BA to 
Certification

Any candidate 
lacking a BA 
(paras, classified 
staff, etc.)

Through this pathway, a community college, hybrid college, or other university partner would be 
required to create a flexible and affordable BA program that allows individuals to work in the school 
system while earning a BA degree and teacher certification.
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Determine the preferred approach and work with program 
partners to customize for your specific district context 

Approach Target Candidates Program Components and Prerequisites

Grow Your 
Own for HS 
Students

HS Students

Candidate Prerequisites
● Express interest in teaching before graduating high school
● Commit to teaching in the district for X years in exchange for stipends/loans to pursue 

traditional OR alternate route licensure 
HS GYO programs are very diverse, but many include

● Scholarship/stipend or low/no-interest loan for BA coursework
● Classroom internship/student teaching experience
● Teaching commitment in the district
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Preparation in Focus: Grow Your Own Case Study

The best para residency programs are tailored to the 
specific needs of the schools and districts they serve. For 
example, the Clarksville-Montgomery school district in 
Tennessee has partnered with Austin Peay State 
University to create two pathways to certification – one 
for college seniors and one for current paraprofessionals 
with a BA. Similarly, Denver Public Schools offers two 
pathways for paraprofessionals to earn a BA while 
working through partnerships with the University of 
Colorado Denver or and Western Governor’s University.

• Read the case study independently
• Jot down responses to following questions:

• What are the design elements that make 
this pathway successful?

• How does this pathway account for 
current context, needs, and strengths of 
the system in which it operates?

• What could this model look like in your 
system? What would you need to 
change and how?



Closing
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What are your next steps?

What data will you gather and review? How will you use this data?

What talent strategies could be relevant in your work?

What supports, resources, and/or partnership do you need?
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Connect with TNTP

andrew.vaughan@tntp.org, celena.siprajim@tntp.org 

tntp.org

facebook.com/thenewteacherproject

twitter.com/tntp

linkedin.com/company/tntp

mailto:andrew.vaughan@tntp.org
mailto:celena.siprajim@tntp.org

