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On February 6, 2008, the Committee on Education, chaired by Council Member Robert Jackson, will hold an oversight hearing on teacher recruitment and retention in the New York City public school system.  Representatives from the Department of Education (“DOE”), the United Federation of Teachers (“UFT”), and the Council of Supervisors and Administrators (“CSA”) have been invited to testify, as well as academics, advocates and parents.
Background


The Committee previously held an extensive series of hearings on teacher recruitment and retention spanning three days between October 30 and November 1, 2002, featuring a “Teacher Speak Out” where teachers were encouraged to share their views on recruitment and retention, as well as testimony from the DOE, UFT and other expert witnesses.
  Subsequently, the Committee issued a report entitled Good Apples: Recruiting and Retaining Quality Teachers in New York City (“Good Apples”), which identified a number of problems relating to teacher recruitment and retention in New York City and offered recommendations for addressing each problem.
  The problems identified and recommendations proposed in Good Apples will be discussed below.  

In addition, on November 3, 2004, the Committee held an oversight hearing entitled “Becoming a Teacher – Reforming Human Resources” to examine the process of becoming a teacher in the New York City public school system.  In particular, this hearing focused on bureaucratic hurdles, such as difficulties getting logged onto the payroll, faced by teachers newly entering the system.
  Also in 2004, the Council’s Investigation Division compiled a report on Teacher Attrition and Retention in which they conducted a telephone survey of 2,781 City teachers to find out how many were thinking of leaving the system and why.


Based on these hearings and the ensuing reports, “the Education Committee concluded that the teacher shortage is primarily a problem of retention, not recruitment.”
  This conclusion is borne out by national research results, as discussed below.  Thus, today’s hearing will focus mainly on efforts to retain teachers in City schools.  This briefing paper will look at the scope of the teacher supply problem, review some relevant research findings, and examine what the DOE has done to improve teacher recruitment and retention since the Committee previously examined these issues.

Scope of the Problem


At the time that Good Apples was written, it was estimated that the two-year attrition rate for new teachers in New York City was approximately 25%: 18% of teachers left in the first year, and 42% of those teaching in the system had five or fewer years of experience.
  The DOE website fails to list any data on teacher attrition, and a request by the Committee for this information in advance of today’s hearing was not responded to prior to preparation of these briefing materials.  The UFT estimates the one-year attrition rate for new teachers at 13.9% (2006-07), the two-year attrition rate at 24.4% (2005-06) and the three-year attrition rate at 33.8% (2004-05).
  More than 45% of new teachers have left City schools by the end of five years, according to the UFT.
  

Teacher turnover rate, according to the New York State Education Department (SED), is the percentage of the total teaching force in a given year that left or is no longer employed by the district.
  According to SED, New York City has the highest annual turnover rate in the State.
  In 2004-05 (the latest year for which data is available), the annual teacher turnover rate for New York City public schools was 20%, compared to 13% for the State as a whole.
  SED data also shows that City teachers are less experienced than those in the rest of the state: in 2005-06, 35.4% of City teachers had only 1-5 years of experience, compared to 21.0% for the rest of the State (excluding New York City).


Nationally, teacher attrition and mobility is also high.  According to data collected as part of a U.S. Department of Education teacher survey, more than 16% of the 2003-04 teacher workforce, (out of a total 3,214,900 teachers) “turned over” or did not continue teaching in the same school in 2004-05 (the latest year for which data is available).
  The attrition rate for new teachers, those with no full-time teaching experience, was more than double the turnover rate for all teachers.
  

Research


For decades, one report after another has declared a teacher “shortage” as a national problem.
  The common wisdom has been that shortages of teachers arise primarily from increases in student enrollments and teacher retirements.
  More recent research, however, suggests that school staffing problems are not chiefly the result of shortfalls in the number of new teachers produced each year to replace retirees or meet increased demand from rising student populations.
  Although student enrollments may be increasing, the demand for new teachers is mainly caused by high turnover rates.
  While teacher retirements are rising, the overall amount of turnover accounted for by retirement is relatively minor when compared to that resulting from other causes, such as teacher job dissatisfaction and teachers seeking to pursue better jobs or other careers.
  

Some have used the analogy of a bucket with holes in it to describe the teacher supply problem – the bucket is losing water and simply “[p]ouring more water into the bucket will not be the answer if the holes are not first patched.”
  Researchers now urge policymakers to focus on retention efforts as the primary means to address the teacher supply challenge.

Why Teachers Leave

As noted above, teachers leave for a variety of reasons.  Nationally, according to results from the NCES 2004-05 Teacher Follow-up Survey, teachers who moved to a different school most often cited the following reasons that were very or extremely important in their decision: opportunity for a better teaching assignment (38.1%); dissatisfaction with support from administrators at previous school (37.2%); and dissatisfaction with workplace conditions at previous school (32.7%).
  Teachers who left the profession entirely were asked different questions on the NCES survey.  The top reasons they cited as very or extremely important in their decision to leave teaching included: retirement (31.4%); desire to pursue a position other than that of a K-12 teacher (25.3%); and other family or personal reasons (20.4%).
  Further, a special analysis by NCES of teacher mobility reported that, in 2000-01, teachers who left teaching altogether and those who transferred to other schools both cited the following among their top six sources of dissatisfaction with the school they left: a lack of planning time; too heavy a workload; too low a salary; too large class size; problematic student behavior; and insufficient influence over school’s policies and practices.

There is substantial research evidence linking low salaries and inadequate pre-service preparation to teacher turnover, but working conditions seem to be even more closely related to decisions to leave a particular school or district, as well as to decisions to leave the profession altogether.
  Not surprisingly, teachers in more advantaged communities have better working conditions (and lower turnover rates), including smaller class sizes and pupil loads, and much more control over decision-making in their schools, than those in low-income, high-minority schools with higher turnover rates.
  Clearly, reducing class sizes and teacher workloads and enhancing teacher participation in decision-making can be useful retention strategies.  As noted above, school safety and student discipline problems are also frequently cited working conditions that contribute to teacher turnover, thus improvements in these areas can lead to improved retention as well.  For new teachers, the research emphasizes the importance of “induction” programs, that is, those that provide orientation, support and guidance, including mentoring, during the transition into their first teaching jobs.
  

When it comes to teachers in New York City, key findings from the previously mentioned 2004 Council Investigation Division telephone survey on teacher attrition and retention indicated that City teachers at that time were most dissatisfied with salary and benefits, as well as school safety and discipline.
  New teachers were also dissatisfied with the availability of instructional materials and supplies and class size, while those with 25 years or more experience also cited lack of flexibility in teaching approach as a great source of dissatisfaction.
  Of those teachers who were thinking of leaving NYC public schools, the changes in their work conditions most likely to entice them to stay included: a new contract with higher pay; class size reductions; better discipline and safety; and change in management style.

Cost of Teacher Turnover

The cost of teacher turnover, based on expenses incurred to recruit, hire, process and train teachers, is very high.  A recent report by the National Commission on Teaching and America's Future (NCTAF), estimated the national cost at more than $7 billion a year.
  The NCTAF report also estimated the annual cost of teacher turnover in New York City schools at more than $115 million.
  As the NCTAF report notes, “high teacher turnover is draining school districts of precious dollars that could be used to improve teaching quality and student learning.”
  Moreover, these financial costs do not even begin to measure the ultimate cost to students stemming from the loss of high quality teachers.

DOE Recruitment and Retention Strategies


Over the past several years, the DOE has been working to increase the number of high-quality teachers who apply for teaching positions within the public school system, and has developed a number of high profile recruitment efforts.  However, DOE appears to have devoted less attention to the problem of teacher retention.  Below is an overview of DOE initiatives that focus on teacher recruitment and retention.  

Recruitment


DOE’s Office of Teacher Recruitment (“Office”) manages “Teach NYC” to recruit new teachers, including students currently enrolled in schools of education, teachers certified in other states and those interested in a career change.  The Office hosts recruitment events, provides information regarding scholarships and other incentive programs, and provides alternative pathways to certification.
  It appears that recruitment events are only open to teachers who have not previously taught in the New York City public school system and hold a valid teacher certification in either New York State or a reciprocal state.
  These events, which take place across the country, include information sessions and interviews.
  According to the DOE’s website, in February and March 2008, recruitment events will be held in Massachusetts, Virginia, Michigan, California, Texas and Puerto Rico.
  

A new initiative that is marketed at these recruiting events is the Housing Support Program that offers approximately $15,000 in housing subsidies to new, certified teachers who commit to teaching at a high need secondary school in one of the shortage areas (math, science, special education) for three years.
  Through this program, new teachers can receive up to $5,000 to be used to cover the cost of relocating to the New York City area, including a down payment for a home, brokers fees or security deposits.
  Teachers participating in this program receive $400 each month for two years to assist with housing costs.
  This program was announced in April 2006.


Teach NYC also provides opportunities for individuals looking to make a career change or those with subject matter expertise, but no formal education training.
 A popular program is the New York City Teaching Fellows (“NYCTF”) program.  The mission of this program is to “recruit and prepare high-quality, dedicated individuals to become teachers who raise student achievement in the New York City classrooms that need them the most.”
  Fellows receive intensive training, which is described below, and must complete a Master’s program in education, which is subsidized.
   This is a highly selective program, with fewer than one in eight applicants becoming fellows.
  Following acceptance into the program, a teaching fellow must complete an intensive 7-week pre-service training, which includes “field work in a New York City summer school classroom, Master’s degree coursework, and Student Achievement Framework sessions focused on the practical aspects of teaching.”
  Teaching Fellows secure their own school-level teaching positions, but are assigned subject-areas and boroughs in which they can work.
  It should be noted that the NYCTF program focuses on recruiting teachers for high need subject areas, such as bilingual education, English, ESL, math, science, Spanish and special education.
  In addition, there are two immersion programs for individuals interested in teaching math or science who have strong content knowledge but who did not major in math or science.
 The immersion programs provide an additional two weeks of training to review scientific or math concepts and theories.
  Over the past eight years, the NYCTF program has received over 115,000 applicants and has provided City classrooms with over 13,000 new teachers.
 

The NYC Partnership for Teaching Excellence


In January 2006, Mayor Bloomberg announced a new partnership between the DOE, The City University of New York (“CUNY”) and New York University (“NYU”) (“Partnership”) to better prepare future teachers who commit to working in high needs New York City public schools and to improve retention at these schools.
  As part of this Partnership, CUNY began an undergraduate “Teaching Academy” to train math and science majors to be secondary school teachers.
 Teaching Academy participants must commit to teaching for at least two years in a high needs City public school, and in exchange they receive a full four-year scholarship, as well as stipends for work in the public schools.
  NYU has also offered scholarships to Master’s Candidates who commit to teaching for at least two years in a high needs public school in shortage areas such as math, science and Teachers of English to Speakers of other Languages (“TESOL”).
  DOE has worked closely with the Universities in developing these programs and continues to play a role as aspiring teachers complete their education.  For example, DOE has selected 36 “host schools” in which Teaching Academy participants and NYU Master’s Candidates receive intensive fieldwork.  In addition, some of the coursework is co-planned and co-instructed by University faculty and experienced DOE educators and delivered in the host schools.
  Finally, CUNY and NYU have committed to providing professional support for graduates when they begin their career.
 


The NYC Partnership for Teacher Excellence received initial funding of $15 million from the Carroll and Milton Petrie Foundation.
  CUNY’s first cohort of students (118 students) began the program at the beginning of the 2006-2007 school year.
  The Teaching Academy expects to enroll 300 aspiring teachers each year.
  NYU has enrolled 46 Master’s Candidates in the Partnership’s program.

Other National Recruitment Programs 

In addition to the DOE programs outlined above, there are other national recruitment efforts that bring teachers to New York City schools. 

Teach For America 

Teach For America (“TFA”) is a national program with the mission of building a movement to “eliminate educational inequity by enlisting our nation’s most promising future leaders in this effort.”  TFA works with recent college graduates and professionals who commit to teaching two years in a low-income community.
  New York City represents the largest cohort of TFA corps members, with 1,000 members teaching in 300 New York City schools.
  It should be noted that over the past five years, the number of TFA members has grown from approximately 250 to 1,000 members working in New York City.
  Those who are accepted into the TFA program complete a “rigorous” five-week summer preparation program, which includes teaching in a summer school classroom.
  Corps members also receive training on instructional planning and development, classroom management, diversity, community and achievement, learning theory and literacy development.
  TFA’s regional support network also provides ongoing professional development to teachers during their two-year commitment, including the assignment of a Program Director who supports, guides and provides feedback to the TFA corps member.
  TFA corps members are paid directly by the school district they work for and receive the same salaries and other health benefits as other first year teachers.
  TFA covers most major expenses during the five-week training session, including room and board.
  In addition, need-based transitional grants and no-interest loans are available to assist members while they are waiting for their first paycheck.
  Because TFA is a member of AmeriCorps, participating teachers may receive “loan forbearance and interest payment on qualified student loans during their two years of service,”
  TFA corps members may also receive an education award of $9,450 for their two years of service ($4,725 each year), which can be used to pay back a student loan or may be applied to future educational expenses.
  TFA also offers several programs for their alumni, including access to a Career and Leadership Center and Graduate School partnerships.

Math For America

Math for America (“MfA”) is a nonprofit organization whose mission is to “improve math education in secondary public schools in the United States by recruiting, training, and retaining outstanding mathematics teachers.”
  The organization operates two programs in New York City, the MfA Fellowship and the MfA Master Teacher Program.  Below are descriptions of each program.

The MfA Fellowship program targets “mathematically sophisticated” recent college graduates and mid-career professionals.
  It is a five-year program that includes one year of full-time graduate work and four years of teaching math in a secondary school located in New York City.
  MfA Fellows receive a full tuition scholarship to attend Bard College, NYU or Teachers College to obtain a Master’s degree in Education, as well as a $90,000 stipend over five years in addition to a New York City teacher’s salary.
  According to its website, the 2007 cohort includes over 35 individuals.
  It should be noted that the MfA Fellowship Program has expanded and is now available in Los Angeles and San Diego.
  

Math For America’s Master Teacher Fellowship is a “$50,000, four-year award to outstanding teachers of mathematics in the New York City public secondary schools (grades 6-12).”
 The purpose of the Master Teacher program is to recognize math teachers who have outstanding performance records and demonstrate solid subject knowledge.
  Master Teachers receive annual stipends of $12,500 and have access to professional development opportunities and collaboration with other teachers  in order to expand their skills and remain satisfied with their careers.
  MfA Master Teachers remain in the schools in which they currently work and all activities related to the fellowship take place outside of the workday.
  The 2007 cohort includes 17 teaching professionals.

Retention


As noted above, a goal of the NYC Partnership for Teaching Excellence is to improve teacher retention.  Two other initiatives that DOE has implemented that strive to improve the retention of New York City public school teachers include the New Teacher Induction program and the Lead Teacher program.

New Teacher Induction Program


In August 2004, the DOE, in response to a regulation issued by the State’s Board of Regents, launched a new mentoring program that was developed in collaboration with the UFT, CSA and New York City universities.
  The Regent’s regulation mandated that “all new teachers with less than one year’s teaching experience in New York State must receive a quality mentoring experience in their first year of teaching.”
  Through the DOE’s program, new teachers are matched with full-time mentors by level and content area, whenever possible.
  New teachers are expected to meet with their mentors each week, and attend professional development and monthly new teacher seminars.
  Mentors are selected through a committee staffed by the DOE and the UFT, on the basis of their experience as an effective classroom teacher.
  Each mentor works with approximately 17 new teachers.

Lead Teacher Program


The Lead Teacher Program targets schools with the lowest levels of student performance, and provides new teachers with professional development and mentoring by “lead teachers,” who have been in the profession for some time.
  This program came out of a collaboration of Bronx community activists from Community School District 9, the UFT and the DOE in order to: provide peer support; attract highly qualified teachers from other parts of the City; and provide high quality teachers the opportunity for professional advancement while remaining in the classroom.
 In elementary schools, lead teachers work as a pair, with responsibility for one regular class, spending half a day teaching and the other half providing professional support to other educators.
  In middle and high schools, lead teachers teach for three periods a day and provide professional support for an additional three periods.
  Lead teachers receive a bonus of $10,254 and are expected to attend five days of professional development before the school year, and four hours a month outside of the normal workday.
  In August 2007, the DOE launched a pilot lead teacher program to attract and retain high quality teachers to serve students with disabilities.
  The program has the same requirements for lead teachers in the middle and high schools.

Issues


Since the start of the current school year, DOE has announced several controversial new initiatives that could have an impact on teacher recruitment and retention efforts.  In October of 2007, the Administration and the UFT announced an agreement to award cash bonuses, drawn from $20 million in private funding, to teachers at high-needs schools that raise student achievement, as measured on the school’s Progress Report.
  The schoolwide bonus program, to be implemented this year in about 200, or 15%, of the City’s highest-needs schools, and expanded to roughly 400 schools in the 2008-09 school year, is touted as an “incentive for great teachers to teach in City schools that serve high-needs, low-achieving students.”
  A four member “compensation committee” in each school that agrees to participate will decide how to distribute the funds, though each school will receive enough money to give each full-time UFT educator $3,000.
  However, several schools have rejected the bonus plan, in large part due to its heavy emphasis on student test scores.
  It remains to be seen whether this will prove to be an effective means to recruit and retain good teachers in low performing schools, or whether it will serve to further alienate teachers who already believe that teaching has been reduced to little more than test prep.

Two other recently revealed DOE initiatives have come under fire by the teachers’ union.  In a November 2007 memo and letter to principals, the DOE described a drive to remove unsatisfactory teachers by hiring teams of lawyers and consultants to help build cases against unsatisfactory tenured teachers and urging principals to get rid of novice teachers before they earn tenure.
  The new “Teacher Performance Unit” of five lawyers (dubbed the “teacher gotcha unit” by union leadership and a “firing squad” by others)
 will work to help principals navigate the complex process to remove tenured teachers.
  A second team of five consultants, including former principals, will work with principals to improve the performance of struggling teachers or help gather the documentation needed to remove them.
  After decrying these efforts, the UFT released data several days later showing an increase in annual teacher resignations along with a statement that “losing good teachers is the predominant staffing issue that the City Department of Education needs to address.”
 


The UFT has also objected to a DOE “experiment,” revealed last month, to measure 2,500 teachers on how much their students improve on standardized tests.
  Approximately 280 elementary and middle schools have agreed to participate, though the list of schools has not been made public, since DOE promised the principals confidentiality.  While DOE officials have said they are unsure how the data will be used, they admit that it could be used to evaluate individual teacher performance and may be used to inform decisions on tenure and bonuses, and that the information on individual teachers could be made public.
  Many individual teachers, in addition to the UFT, have charged that this will serve only to heighten the existing over-emphasis on test scores that will turn schools into little more than test-prep factories and drive more good teachers from the profession.


In light of the current economic downturn and recent education budget cutbacks proposed by the Mayor, the high cost of teacher turnover is even more worrisome, as precious resources that could go into the classroom are spent, instead, on expensive programs to recruit and train new teachers.  Rather than cutting back on programs to support and retain teachers, such as a proposed cut to the Lead Teacher program, there is a concern that DOE should be investing more in retention strategies.  In fact, many senior teachers have expressed a fear that the DOE is trying to push higher cost, more experienced teachers out of the system in favor of lower paid, newer teachers.  This concern may be valid, given that, under the DOE’s Fair Student Funding initiative, schools will be charged for the actual cost of individual teacher salaries, rather than an average teacher salary.

In addition to addressing the issues described above, the Committee plans to question the DOE on whether any of the recommendations from the Good Apples report have been implemented.  The recommendations  contained in the report are set forth below:

Problem No. 1: The Department of Education Lacks Basic Data 

· Recommendation 1a: Administer an Exit Survey 

· Recommendation 1b: Conduct a Cost-Benefit Analysis of Recruitment and Retention Programs

Problem No. 2: Bureaucratic Roadblocks 

· Recommendation 2a: Streamline the Licensing and Hiring Process

· Recommendation 2b: De-bug the Fingerprinting System 

· Recommendation 2c: Revamp the Salary Step Process and Create Electronic Personnel Database 

Problem No. 3: School Safety and Discipline Prime Cause of Teacher Flight 

· Recommendation 3a: Provide Teachers with Classroom Management Training and Support

· Recommendation 3b: Give Teachers Clear Directives for Handling Discipline Problems

· Recommendation 3c: Give Principals and Teachers More Authority to Remove Disruptive Students 

· Recommendation 3d: Involve Parents in Discipline Procedures

Problem No. 4: Teachers Are Not Treated as Professionals 

· Recommendation 4a: Maintain Competitive Salary

· Recommendation 4b: Pay Teachers Accurately and On Time 

· Recommendation 4c: Provide More Opportunity for Collaboration 

· Recommendation 4d: Involve Teachers in Decision-Making 

Problem No. 5: Teachers Are Not Well-Supported 

· Recommendation 5a: Invest in Quality Instructional Leadership 

· Recommendation 5b: Provide Professional Development and Mentoring 

Problem No. 6: Many Teachers Are Unprepared for New York City Schools 

· Recommendation 6a: Focus Recruitment on “Home Grown” Teachers 

· Recommendation 6b: Expand Student Teaching Programs

· Recommendation 6c: Expand the “Summer in the City” Program 

· Recommendation 6d: Offer Summer “Jump Start” Programs

Problem No. 7: The Teaching Force Lacks Diversity

· Recommendation 7a: Expand Paraprofessional to Teacher Programs

· Recommendation 7b: Create Recruitment Programs that Target Men and People of Color 

Problem No. 8: Certain Subject Areas Face Dire Teacher Shortages 

· Recommendation 8a: Expand the Teaching Opportunity Program Scholarship

· Recommendation 8b: Provide Incentives in Shortage Areas 

While some of the problem areas above have clearly been addressed to some degree by the Administration and the DOE (e.g., a new teacher’s contract has made progress on the salary issue to some extent), other areas appear to have seen little progress.  

Conclusion


Today’s hearing seeks to gather information concerning the strengths and weaknesses of current teacher recruitment and retention policies.  The Committee will hear from parents, advocates, unions and others regarding their ideas about teacher recruitment and retention, and will explore recommendations for improvement in this area.  Finally, the Committee hopes to encourage better sharing of data by DOE and foster greater dialogue on how to stem the costly exodus of teachers from the City’s public schools.
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