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Abstract


In today’s educational market, there is a desperate need to recruit and retain qualified teachers.  However, there is a problem because fewer students are going into the teaching area; of those that do become teachers, only half of those will remain in the career field.  This makes for a very competitive environment for educational recruiters.  There are several factors that lead new teachers to the decision to leave the career they once aspired to keep.  They may feel social isolation, experience problems in the community, and their assignments often drive them away.  A school district, such as Newport School District #123 in Virginia, will have to look at these factors and figure out a way to break this cycle in order to keep the classrooms filled with certified teachers.  Newport needs to undertake several measures to ensure each position is filled, but they will have to put extra efforts into making sure the teachers they do hire will want to stay in the district.  Some of the recruiting and retaining measures that will be discussed include:  recruiting to fit the “Newport model”, teacher developed Teachers’ Academy, paid mentorship, administrative efforts, social functions, and community involvement in the process.  Once a system is implemented there must an assessment to insure the process is working.  If Newport School District #123 is going to follow the Total Quality Education efforts, they will need to make adjustments to their efforts depending on whether or not they work.  This total package will enable them to achieve their goals and provide the students of Newport with teachers who fit the community and who want to stay to be a part of it.





     


I. Preliminary Problem Statement and Needs Analysis





Many school districts all over the United States are having a difficult time finding qualified teachers to fill the classrooms.  One of the major causes for this problem stems from the aging baby boomer population.  Baby boomers are coming to a point in their life when it is time to retire, and since there are so many of them, it affects the entire job market.  According to the Gale Group, “About 42 percent of the nation’s total K-12 teaching force-3.2 million teachers- will retire over the next decade.” (Lord 2001).  Normally this would not be a problem, but when you couple the number of retiring teachers with the decrease in the number of students graduating with teaching degrees, you can see there is a definite problem.  Therefore every school district’s efforts to attract and retain teachers have become an issue.  Everyone knows you have to have qualified teachers in order to ensure that students can actively be engaged in learning, but what if you can’t find teachers let alone certified teachers?  This can be devastating.  We are involved in a time when every school district is judged by the test scores of their students.  Student achievement is under scrutiny, and so are the teachers who teach those students.  Government wants stricter rules for certification, and who is to say there is anything wrong with trying to do what is best for our children.  Although if you just can’t find the teachers you need in the labor market, something must be done.  It is with these thoughts in mind that a system has been devised to help Newport School District #123 in Newport, Virginia meet their goal of filling all certified positions with qualified teachers.


	Don’t get the impression that there is only one problem at hand, not only is finding and hiring certified teachers a problem, but you also have to be able to keep the teachers in your district in order not to put yourself in the same position the following year.  This can often be a problem for rural and even medium-size districts that do not have all of the amenities that are offered in larger cities.  It can also be a problem for larger districts that do not have active programs designed to retain teachers.  Hope points out that, “One-third to one-half of all new teachers leave the profession within the first five years.  Approximately 40 percent of new teachers resign during the first two years of teaching.” (Hope 1999).  Therefore, we know that something is wrong with the current system, and changes must be made.  We cannot afford to have so many teachers leaving the profession when we still have the same number, if not an increasing number, of students that need to be taught.  In Lord’s article the numbers listed for teaching positions that need to be filled by September of 2001 are astounding.  Boston has the smallest number with needing 500 teachers, and New York has the largest need of 12,000 teachers. (Lord 2001).  Those are only two cities; every other city and small town in the nation is feeling this crunch.  Therefore, once N.S.D. #123 gets the positions filled, an effort must be actively put into retaining those teachers.


	There are some problems that go along with the teaching profession, which carries over into the environment of N.S.D. #123 and why some teachers leave the profession.  Efforts concerning how to correct these problems will be addressed in the Intervention Phase of this paper.  There is a certain amount of isolation that goes along with being a teacher.  You tend to be in one room for the majority of your day, and unless you teach in the elementary environment you may not get the chance to communicate with anyone over the average age you teach for most of that day.  Many elementary teachers in N.S.D. #123 are fortunate enough to have adult aids in their classroom, but this may not be the case in every elementary school everywhere.  Therefore, communication is mostly limited to teacher-student conversation, and some people can find this very stifling.  Adults need a certain amount of communication with other adults in order to satisfy their basic needs.  It is when this social need cannot be filled at work that it leads into larger problems.  The social isolation will often make new teachers desire to fill this need after work hours.  This can be a problem if they teach in a small-medium size town.  “For example, a survey of teacher mobility found that teachers leave communities because of geographic isolation, weather, distance from larger communities and family, and inadequate shopping.” (Collins, 1999).  Several newer and highly talented teachers at Newport High School have mentioned that it is very difficult for them to date in Newport.  There just isn’t the “selection” of candidates that they can get in a larger city.  Two of the three individuals who have made these comments are now employed in different districts, and the third is presently looking.  Therefore, this may seem trivial, but it is an issue to some teachers.  We cannot overlook the social needs of our teachers if we want to be able to retain them.


	The community can be a problem itself when if affects the learning environment both directly and indirectly.  The parents of students in the community can often be a deterrent to teachers wanting to stay.  Often parents are very active in the schools when their kids are young, but then when they get older they only seem to come when there is a problem.  This can have a negative impact on a new teacher who is trying to get a feel for a new profession.  Efforts are constantly being made by the school and the teachers to bring people into the school environment, but the same needs to be done by the community.  The community needs to make efforts to bring the new teachers and their family into the community.  New teachers need to feel like they belong in order to overcome this negative view perceived because of a few misguided, but good intentioned parents.  Collins points out in his article the importance of getting new teachers involved in the community in small towns.  “The degree to which a rural teacher becomes involved in community educational and cultural programs influences his or her decision to remain; therefore, retention requires a coordinated school-community effort.” (Collins 1999).  This is not just true for the small towns; it is true for all communities.  In order to get a teacher to stay, you need to tie them to the community so they feel like they belong.  It all goes back to those social needs.  


	The most unfortunate problem faced by new teachers is one that is practiced all over.  What makes it even worse is the people who know better (or you would assume they do) do this to the new teachers in order to keep those teachers who have been there the longest happy.  “First-year teachers are often given the most difficult teaching assignments in a school-that is, classes that are known to have discipline problems or underachieving students.  By being assigned to these students with chronic behavior, attendance, and learning difficulties, new teachers are set up for failure.” (Hope 1999).  These are classes that the experienced teachers do not want to work in, or they haven’t been successful at teaching, so how can we expect a new teacher be expected to be successful?  At N.S.D. #123 a new teacher who wasn’t totally qualified was put into a classroom of behavior disability students.  This teacher had a very difficult time and was even pulled out of the classroom.  Another teacher was teaching out of his area of specialty and did not perform as well as expected.  He will not be teaching in the district next year.  These teachers should not have been in the classroom at all without the proper certification.  They both failed at what they were hired to do, but whose fault is it really?  A student never would have been put in a classroom where they couldn’t succeed, so why should a teacher?  Another teacher in the district a few years past was given all the high academic classes as a first teaching assignment.  This teacher was qualified, just not experienced and did a good job.  However the issue is not in the achievement, but in what the head of the department told the teacher.  The department head said the new teacher had the assignment because none of the experienced teacher’s wanted to deal with the parents of the high academic students, and the teacher was offered no help.  Therefore a negative light was cast on the situation and the teacher felt like she had to overcome a great obstacle.  This illustrates Hope’s comment precisely when it is said that, “There is reason to believe the characterization of teaching as the profession that ‘eats its young.’”  (Hope 1999).  The department head should have been a leader in the situation, instead of a punisher.  The practice of giving new teachers a tight rope to walk without a safety net must stop.  If we want to keep them, we must give them an assignment where they can be successful and encourage them to continue in that success.  We must tailor the assignments to their needs as well as ours; otherwise we both lose.


	Another problem that was mentioned above in an example is teachers who are placed in areas where they are not certified.  This has the potential to be a big problem in the future because of lack of teachers, so the teachers who are hired may have to do double duty in their field as well as where they aren’t qualified, or they may be hired to fill a position because they are a teacher and just not certified in that area.  Many states, including Virginia, can have a teacher work out of their specified area for up to one year while working to get certification.  The problem with this is that the first year is a very important year in teaching.  You spend so much time preparing to teach that it leaves you with very little time to do anything else.  Therefore, how can you possibly be pursuing certification with more academic classes at this time?  Most teachers have to spend at least a couple of hours a night working on preparations to teach the next day; this is the norm.  The frustration behind trying to be prepared to run a smooth class the next day, toppled with the problem of this not being their area of expertise can be overwhelming, and you haven’t added in the pressure from the principal to get the certification.  That is a lot of pressure to put on a new teacher.  If that new teacher happens to have a family or a social life of some sort, the odds are against accomplishing all of the above tasks without some massive support structure.  If N.S.D. #123 plans to put teachers in that position, they will have to be part of that support structure for the teacher.  Otherwise, the teacher will get frustrated, and find a more understanding district or a new profession.  





II.  Assessment Phase





In order to better assess the situation at N.S.D. #123, there are some avenues that can be taken in addition to what has been done in order to make the problems and any additional problems not addressed stand out.  Norma Bradshaw Assistant to the Assistant Superintendent of Personnel, Tina Taylor, was interviewed in this effort.  N.S.D. #123 is currently averaging about a 6-8% turnover rate in certified staff, or teachers.  They have 340 certified staff positions in the district (personal communication, June 16, 2001).  However this year there are sixty-three positions that need to be filled, making it an 18% rate.  Of those sixty-three positions, only twenty-one still have to be filled at the time of the writing of this paper.  Many of the sixty-three positions are due to staff members’ desires to move around within the district as well as retirements.  However, based on the number of positions that need to be filled, there is a definite need in the district to develop a plan.


	Another assessment to be made is to determine whether the new teachers hired are a good fit for their position.  A background check that includes certification and college transcripts would be a good determiner of whether or not the individual has some familiarity with the position’s subject matter.  Examination of the resume, paying close attention to the objective, will show what the applicant intended.  We don’t want to hire someone just because they need a job; we need them to be qualified and interested in the job, so they will be successful.  If it is felt that the individual has potential, but needs training, this needs to be addressed.  We can encourage and make it more convenient to get the training, provided we have done the background check and know what the candidate needs.  Sometimes a good employee must be groomed in order to become a great employee.  We also need to pay close attention to the climate of the building where the position is open.  Based on the job application and interview, we must determine in what school climate can the individual succeed?  We must find a comfortable fit between the new teacher, the current teachers, the school administration, and the students.  All of these considerations are taken in account for hiring principals at N.S.D. #123.  The same needs to be done for teachers as long as our goal is to find the right teachers and keep them.  


	Observation and interviews from long standing teachers would be very helpful in the district.  Some have been done in order to write this paper, but there is room for more.  N.S.D. #123 also had its employees fill out a questionnaire at the end of the 2000-2001 school year.  That questionnaire has been sent off to a nonbiased third party for grading because of the invaluable information on it.  Questions were asked about how the employee feels about the leadership, safety, communication, etc. at the school/office in which they work.  One question even asked if they were currently actively seeking employment somewhere else.  The questionnaire was half Scantron, where it could be mechanically scored, and one page was composed of essay questions.  This collection of questions will give the Human Resources at N.S.D. #123 a good picture of the climate in the district.


	The last assessment device that would greatly help the district is to ensure that every person who decides to turn in his or her resignation gets an exit interview with someone in Human Resources.  This should be a face-to-face interview where the former employee is allowed to voice their opinion on why they are choosing to leave the district.  They should be encouraged to be candid because they have no reason to worry about reprisals because they are leaving anyway.  This would be beneficial mentally for the employee as well as it would be beneficial for the district to know why this person is choosing to leave.  There may be a problem that needs to be corrected, but if the administration at N.S.D. #123 doesn’t know about it, how can they correct it?  We do not want to lose good employees, so we need to know why people are choosing to leave.  Presently, exit interviews are being done at some buildings.  Based on conversations with former employees, Jan Larsen, Principal at Newport High School, does conduct exit interviews. Now whether or not this is always done at F.H.S. or at any other school is not known.  However, it is a smart move on Norman’s part because it allows her to see why her employees are leaving.  This allows her to make adjustments at F.H.S. in order to aid her in keeping the rest of her staff.  Within the last month, the HR department at N.S.D. #123 has started giving out exit surveys to people who are resigning (V. Bradshaw, personal communication, June 16, 2001).  This will definitely help them determine why employees choose to leave; however, there are a few drawbacks to surveys that must be considered.  First, people do not always turn them in, and if the information is very important you might not want to depend on a survey.  Second, you cannot read body language or probe further in order to determine if someone is telling the truth.  Lastly, a person may not say as much in a survey because they don’t want to put it in writing.  There may be a time constraint or they may not want a written record of it for whatever reason.  Therefore, a face-to-face interview is better, but a written one will do if the district doesn’t have the manpower available to do the interviews.  


	N.S.D. #123 has previously made a goal related to hiring and retaining employees.  They stated the desire to have, “15 percent or less ‘voluntary’ teacher turnover each year.” (Boehlefeld 2001). This was stated to the community in an article in the local newspaper, so they are very open about their goals.  This school year they are a little over their goal (18% or 3% over), but with some diligent effort in the HR department, it is attainable.  Other goals that could be added, directly related to the assessment stage, is to evaluate 100% of new teachers’ credentials, transcripts, and objectives before placement.  This would ensure a better “fit” of teacher to position, which will help in job satisfaction.  Also, 95% of all employees turning in a resignation should get an exit interview.  The ultimate goal should be 100%, but some individuals may choose not to go because they feel they are leaving and it won’t matter.  This goal will help in determining what problem areas the district has and determining what needs to be worked on in the future.  Information from these interviews can be sent to the building principals in order to show them what problems are evident in their building, which they may not know about.  





III.  Intervention Phase





	There are some things that N.S.D. #123 can do in order to ensure that the recruiting and retaining efforts accomplish the above goals.  The first and most important thing is to be sure that only teachers that fit the Newport model are selected.  It should be determined ahead of time what qualities a Newport teacher should possess.  Of course these will include the state mandated Bachelor’s Degree and proper certification.  It is the other things that need to be considered.  What kind of person stays in Newport?  Many of the more experienced teachers in the district have commented on how young, new graduates do not stay.  They want to work in a big city where they can meet someone.  Administrative personnel in the district have expressed an interest in finding more qualified teachers.  They are stressing the need for experience as well as the education.  What about a way to tie the individual to the community?  Do they have family in the area, or can family be encouraged to join them?  If we could look for little clues like these in their job applications paying close attention to not stepping on any protective status, then we can find the candidates who would enjoy staying in Newport.  All interview questions need to be tied to what kind of individual we want in the position as well.  This way we can find the right person who would enjoy a challenging career at Newport for years to come.


	In order to attract the right person, we will need to offer some incentives to come to the district.  We do a couple right now, but they aren’t always advertised.  We were the highest paying district in our area, but this has changed.  Lena, a local small town, has increased their teachers’ salaries.  We need to go back to being the highest paying district in the area in order to be more attractive to outside teachers.  Lena because of its small town stature has less discipline problems, and appears to be more appealing because of this fact.  We need to pay more in order not to lose our teachers to an easier teaching environment.  Once teacher salaries have been raised, this needs to be advertised.  This could be done in the local paper, and teachers who are experienced, but work in other districts will notice it .  They may decide to switch from the other local districts.  We also can advertise that we pay to train teachers.  This is true: Teachers’ Academy participants get $1,000 for one week of classes.  That looks good to a person straight out of college.  Some new ideas can also be implemented.  Why not give a one-time classroom allowance of $250-500 for each newly hired teacher.  You could tie a certain amount into the community by making it at the local teaching store; just make sure they can order things.  This gives money to the community and the students of the new teacher.  Both will benefit and the teacher is happy not to have to pay for the things he/she wanted to get anyway.  Some districts even have programs where teachers can buy houses at lower than normal interest rates.  “Mississippi offers. . . home loans or rental housing for teachers in shortage areas” (Collins 1999).  Home loans are appealing to the teachers who have a family and want to stay in the community.  Newport has a program, F.H.A., going on right now which is used to clean up the downtown area.  Something could be worked out with this organization, or even a local bank may be able to work a deal, and they can be sold on helping out the school system.  This will make them look good to their local customers.  Another program done in other districts is having the teacher work toward forgiveness of school loans.  The military is starting to do this to attract college graduates, why can’t N.S.D. #123?  In Florida, “For critical shortage areas the legislature created a program that forgives loans in exchange for teaching service.” (Collins 1999).  Therefore there are several options out there when things get worse, and that time is coming soon if we don’t prepare now.  But, even after we get our teachers hired we have to make very strong efforts to keep those good teachers in our district.


	One way to retain teachers once they are hired is to train them well.  This process starts at Teachers’ Academy.  N.S.D. #123 presently has a very good system, and it seems to be getting better every year.  They take one week and introduce the new teachers to the district by bringing people in from the district to talk with them.  They are even paying a $1,000 stipend for the training this year.  That is very good considering one of the biggest complaints in the profession is low pay.  But, there is always room for improvement.  Teachers’ Academy could be even better by starting a committee of teachers and principals to decide what needs to be addressed at Teachers’ Academy.  Teachers know what problems the new teachers will face and they can be a valuable addition to the planning process.  Plus this will make the veteran teachers feel empowered and commit them to the district even more, thereby helping to retain them.  Plus we want to foster a more collegial atmosphere in our profession to avoid that “eats its young” mentality we discussed earlier. (Hope 1999).  Principals need to be on the committee as well because they know why new teachers are called down to the office most frequently.  They can help them prepare with basic knowledge.  Very specific information that only applies at the building level can be given once they get to their school. An HR person needs to be on the committee as well because there will be certain things that all employees need to know related to compensation, benefits, leave, etc. that needs to be addressed as well.  District personnel should not be the only people who are invited to Teachers’ Academy.  This is the perfect time to start pitching the community.  The Chamber of Commerce should be invited in order to do a special “Welcome to Newport” kind of presentation.  This is the time they can discuss the local businesses, organizations, events, and everything else they offer.  N.S.D. #123 needs to try to get the community in, so we can try to get the teachers attached to the community.  Remember, we have to do what is necessary to keep them employed in the district.


	Now that the teachers have gone through Teachers’ Academy, we have to make sure the administrators know what to do with the new teachers.   N.S.D. #123 will have to train its administrators in how to retain the new teachers.  They need to know that they are the first line of defense in keeping the teachers employed in the district.  How they run their schools has a direct relationship with whether or not the teachers want to stay.  Principals need to be encouraged to take the time to observe the new teachers and give them constructive criticism on how to improve their teaching.  Principals need to find out what skills the new teacher lacks and find ways to develop those skills.  “Principals should look for development opportunities wherein new teachers can acquire additional skills or reinforce present practices.  Identifying workshops and conferences for new teachers to attend and making attendance possible are ways of demonstrating commitment to new teachers’ success.” (Hope 1999).  The new teacher will remember this effort and feel like the principal cares about his/her success as a teacher.  But most importantly, new teachers must feel like they can come to the principal for guidance.  Many principals like to keep an “open door” policy.  This should be expressed to the new teachers, so they know they are always welcome.  


	Once the principal knows his/her job, it is time for the principal to make sure all new teachers at the building have successful learning opportunities in their teaching careers.  Assigning a mentor teacher to the new teacher does this.  A mentor should be someone who has experience, people skills, and genuinely wants to be a mentor.  The mentor should be paid to do this service.  The amount does not have to be any more than a normal extracurricular stipend and it could be less because it is really more of a symbol of how much the district values the training of its new teachers.  Plus, it shows that the mentor is performing a service and is expected to fulfill that service just like they would to any other student.  Without some compensation, the mentor may not feel as devoted to doing the extra work involved.  A common meeting time should be arranged, whether it is a planning period or a lunch that can be extended one day a week.  The mentor and new teacher should meet on a weekly basis at least in order to discuss how things are going and for the mentor to make suggestions.  The new teacher should feel that they could come to this person whenever the need arises.


	In addition to mentorship, principal lead meetings need to be held with new teachers monthly.  This will ensure that new teachers are kept up to date on building issues or events before they occur.  The first meeting should include all building policies, such as where paperwork goes, who performs what duties in the office, supplies, etc.  These are things that are taken for granted by teachers who have been there a while, but new teachers need to know this information.  After that first meeting the principal can use this time to check in with new teachers to make sure they are happy with their job.  The principal should make sure the new teacher is also getting acquainted with the community.  Remember we must think of the big picture, the new teacher’s total self not just the work self.


	Another way to make new teachers want to stay is to give them a reason to stay.  If a school or district has fun events or social gatherings, this can encourage socialization and consequently the feelings of comfort and belonging.  People make friends at social events, plus they spice up work and make it more interesting.  Social events give people something to look forward to, which also increases moral.  Not only do these things lead to ties to the school and the community, but they also make work fun.  That means everyone benefits.


	Now that we have the new teachers tied to the school with mentorship, informative meetings, and social events, we need to develop their ties to the community.  They have been given a general overview of the community in Teachers’ Academy, but it will be up to principals, a small group of faculty, or even their mentor to help the new teachers get settled.  Adequate housing needs to be found first of all.  Once that is settled the new teacher will want to know what the options are in the area for religious worship and for fun.  This will call for some one-on-one personal questions, but the new teacher will need guidance in order to see where he/she can fit into the community.  They may be feeling a little uncomfortable in the new community, and they need to be helped through this.  All of these things can make all the difference in the world when it comes to making a new person feel at home in a new place.


	


Evaluation





In order to see if the new system of recruiting and retaining teachers at N.S.D. #123 has worked, an evaluation will have to take place.  This can be done quarterly by sending the new teachers a short, informal questionnaire asking how they are doing in their new jobs.  Special attention can be taken to any comments on problems or suggestions to make the experience easier.  The same kind of short, informal questionnaire can go out to the principals asking how they think the new teachers are doing.  The two should be compared to make sure the principal and the new teachers understand each other.  At the end of the school year, a longer survey can be given to all staff, just like the district did this year.  This way they can continue to check the progress of the entire staff.  


During the summer, an additional assessment needs to be added once the new teacher “fit” is in place.  HR needs to determine if the turnover rate of new teachers goes down with their increased efforts.  This should be done in addition to the voluntary turnover rate analysis, which can only be done at the end of the year when it is known how many teachers aren’t coming back.  This will help determine if the system is working or if it needs to be tweaked a little.  Don’t forget the exit interviews will have to be done as well any time the district finds out someone is leaving.  All of these assessments can be put into pie or bar charts to show the reasons people are leaving, and then based on the analysis changes can be made.  Turnover rates can be graphed as well to show whether or not the district is decreasing it turnover rates for teachers both new and tenured over the years.  All of the datum, will have to be analyzed to find out where to go from there.  Remember improvement is a continuous process, one year won’t solve the problem.   





Impact





The impact in following this proposal has the potential to be quite positive.  It may cost the district a little more at first, but if it keeps qualified staff members in our classrooms it is worth it.  The cost will decrease if teachers begin to stay longer.  That will mean fewer teachers to recruit and train, and that saves money.  However, when you think of the big picture, educating students, isn’t it worth the little bit extra that needs to be paid.  Test scores will increase, parents will be happy that their children have good teachers, and most importantly students will have content teachers.  Students can tell when a teacher is struggling, and the learning environment suffers.  It is often very difficult to put a price on something as intangible as learning.  Some things can be itemized, but true learning is priceless.





Staffing





Most staffing will be the same except that N.S.D. #123 will need to hire at least one more person to do the assessment procedures, job application and transcript screening, exit interviews, and survey analysis.  In the present capacity, the Human Resource office is very busy and a project of this magnitude cannot be accomplished.  Both the Assistant Superintendent of Personnel and her assistant are busy at all times.  There is another half time secretary as well, but she is continuously working also.  It will take another person, at the very least in the summer when the bulk of the work is done, to accomplish this task.  Teachers, on the other hand, will need to be hired based on turnover rates, just as in the past.





Time Frame





The entire process will take at least one and a half years.  It needs to start early approximately March with recruiting efforts.  Then the teachers need to be hired and in town mid August.  This gets them ready for Teachers’ Academy, which is one week before school starts, and it lasts for one workweek, Monday through Friday.  The short evaluations will be quarterly in October, January, and April.  The final evaluation will be the long form for everyone in June at the completion of the school year.  The turnover analysis needs to be completed in July, and new contracts signed in August.  Presently the district waits too long to get contracts out and signed.  A teacher could legally start the school year and go somewhere else before the contact is ever signed, except for a small policy in the Board Policy Manual.  Contracts need to be completed by the end of June in order to encourage teachers to stay.  





Support Services





Building space for the planning of Teachers’ Academy training and the actual training will need to be arranged.  Additional space may be needed for the additional HR worker doing the analysis.  The Chamber of Commerce will also need to provide a staff member to speak at Teachers’ Academy.  They will need to know what they can discuss, when, and how much time they have available to them.





Budget





The budget needed to fulfill this plan depends on the extent to which N.S.D. #123 depends to carry out the plan.  Whether or not they are willing to add a position, part-time or full-time, to the H.R. department will be the biggest expense.  As stated before, they do not presently have the manpower needed.  If they do want to hire an HR Specialist,  labor market research can be done in order to find a competitive wage.  You can find several of these positions open each week on the Internet in Rockford, the closest larger city to Newport.  A substitute pay rate for each full day the teachers meet to discuss Teachers’ Academy will work, but principals will not need to be paid more since they are on a yearly contract.  The number of new teachers times $1,000 will be the cost for new teachers to attend Teachers’ Academy.  This has already been approved and budgeted for this upcoming school year.  So there is no actual increase in expenditure there.  It must be determined whether or not a stipend will be offered to any mentors who show up to meet the new teachers during Teachers’ Academy.  A good figure for paying the mentors will be $900 for the year, provided they do take the time to meet with the new teachers each week.  This calculation in based on paying them $25 an hour ($10 more than we now pay for a teacher to substitute for one class) for each of the thirty-six weeks worked in a school year.     





Conclusion





We know there is a teacher shortage in our society and Newport School District #123 is starting to witness it first hand.  It is getting more and more difficult to attract and retain qualified teachers.  Now, with all districts on the look out for good teachers, Newport will have to increase their efforts to start each school year out with a qualified teacher in the classroom ready to teach.  In today’s day and age a teacher can go almost anywhere and find a job; teachers know this.  In order to successfully accomplish this feat, Newport will have to follow the following ten steps as prescribed above:


Develop a model of what professional traits a Newport teacher should possess, paying attention to those that stress retainability.


Create incentives to attract new teachers.


Hire teachers based on the Newport model of who will stay in Newport.


Create a teacher approved Teachers’ Academy.


Get the community involved in attracting and retaining teachers.


Train principals on how to keep teachers.


Develop questionnaires that are given to new teachers quarterly to check their progress and determine their satisfaction with their school and the district as a whole.


Continue the end of the year survey, making sure that suggestions are researched and implemented when needed in order to keep staff from being discouraged.


Start giving Exit Interviews to all employees who quit in order to see if the system needs modification in any way.


Evaluate the system after each cycle to ensure it works.  If there are problems, modify the system until it runs smoothly.





Remember it is easier to proactively address a problem than to try to correct the situation once it has festered.   This applies not to only recruiting and retaining employees but also any other management issue.  This proposal is aimed at correcting small issues that have the potential to become bigger problems in the future.  Newport School District #123 is making efforts to be a top-notch school district; this is only one suggestion at how to make it even better.
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