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Preparing for Strategic Staffing During the 2021-22 School Year and 
Beyond 
Over the past year and half, the COVID-19 pandemic has forced schools to confront unprecedented challenges in 
almost every aspect of their work, including staffing. Ensuring schools are fully staffed with diverse, effective 
educators has meant navigating shifting schedules, reductions in resources, and the personal impact of the pandemic 
on teachers and their families. As systems look ahead to resuming in-person school operations in the 2021-2022 
school year, there’s a crucial opportunity to reflect on these recent challenges, identify lessons learned, and move 
forward with new staffing approaches that better ensure all students have access to excellent, diverse teachers who 
are well-positioned to provide accelerated learning opportunities.  While it may be easier to revert to pre-pandemic 
talent structures, we believe this is a pivotal moment to make meaningful shifts in staffing approaches that better 
leverage key resources, are responsive to stakeholder input, and ultimately better serve students, particularly those 
most marginalized by the pandemic.   

Gather feedback from teachers and school leaders. 

Throughout the pandemic, it’s been more important than ever to collect feedback from key stakeholders, and this 
moment is no different. We recommend that system leaders gather input from teachers and school leaders on their 
experiences with the various staffing and scheduling arrangements in place during the 2020-21 school year. This 
could include asking questions on topics like: 
 

• The effectiveness of different scheduling and staffing arrangements in providing excellent instruction to all 
students 

• The workload associated with different scheduling and staffing arrangements (For instance, did certain 
approaches help teachers work more or less efficiently?) 

• The amount of collaboration different scheduling and staffing arrangements allowed for 
• Preferences and recommendations for which staffing and scheduling arrangements systems should continue  
• If the any new teacher roles were created (like master teachers who led direct facilitation for a larger group 

of students or family coordinators who managed family outreach, etc.), which would be valuable to keep and 
why? 

 
Note – Avoid asking questions on topics related to policies or structures with limited flexibility for change. It can be 
frustrating for stakeholders to provide feedback on aspects of their experience that will likely not be changed as a result 
of their input.  
 
Starting as soon as possible to maximize participation opportunities, systems should provide multiple ways to provide 
input – like surveys, focus groups, and one on one check-ins – and ensure they are hearing from a diverse, 
representative group of teachers.  
 
Next, systems should use this stakeholder feedback in outlining plans for staffing and scheduling by analyzing the 
data, identifying key themes and trends, and proposing potential next steps and considerations for planning. It can be 
valuable to include teacher and leader representatives in these conversations to ensure their voices are included, and, 
at a minimum, systems should plan to share trends in feedback and how it will be used with stakeholders.  
 
Of course, systems should also prioritize student and family input at this stage. See our advice on how to plan a 
community conversation and a resource to support you to reflect and plan using that input. 
 

https://tntp.org/covid-19-school-response-toolkit/view/community-conversation-planning-guide
https://tntp.org/covid-19-school-response-toolkit/view/community-conversation-planning-guide
https://tntp.org/covid-19-school-response-toolkit/view/stakeholder-feedback-reflection-and-planning-guide
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Identify staffing and scheduling innovations to continue or pilot.  

During the COVID-19 pandemic, school systems across the country piloted innovative staffing and scheduling models 
that allowed them to deploy talent more efficiently and to expand the reach of top teachers. For instance, some 
systems created master teaching positions responsible for direct instruction of an entire grade band or implemented 
flipped classroom models for older students who used remote learning days for self-study and in-person sessions for 
discussion and hands on activities. Many of these non-traditional approaches represent real benefits for students, 
teachers, and leaders, so we recommend that systems consider maintaining any of their new models that 
demonstrated promise, as well as considering new approaches from systems across the country. See this summary of 
innovative staffing and scheduling models for ideas. Finally, systems should identify any new hiring needs or staffing 
shifts new models may require and plan accordingly, whether that means hiring for new positions and/or moving 
current staff into them.  

 Prioritize building strong, inclusive, and safe school cultures. 

Support school leaders to welcome staff back to physical school spaces and rebuild culture. In many cases, it 
will have been over a year since all school staff were back in school buildings together, and it’s likely that many 
schools will have hired new staff who haven’t spent much in person time with their colleagues or in their physical 
classrooms. Thus, it’s important that school leaders are supported to create thoughtful plans to welcome all staff back 
to school and purposefully rebuild inclusive, supportive, and safe cultures. It may be helpful for system leaders to 
create general guidelines and expectations for schools (e.g., “must-dos” like engaging in trust-building activities and 
providing all staff with classroom set-up time), and then convening school leaders to collaboratively create their back-
to-school plans. This planning should include addressing questions like: 

• How will new and returning staff members build trust and community with each other and with leadership 
team members? 

• How will leaders address the challenges and hardships the school community, particularly staff and families 
of color, faced during the COVID-19 pandemic?  

• How will leaders inspire and motivate their staff around the hard work it will require to truly accelerate 
learning for all students? What resources and supports will be introduced? How will teachers start to plan for 
the year ahead? 

• What school norms, traditions, and routines will need to be reinforced? How? What new norms, traditions, or 
routines will be introduced? 

• How will school leaders introduce any new health or safety procedures? How will leaders support staff who 
may feel uncomfortable or have concerns returning to in person work?  

  
 
Support school leaders to implement strong retention practices.  
 Throughout the pandemic, students experienced  frequent disruption, and many, particularly historically marginalized 
students s, also faced trauma.  Thus, ensuring all students have consistent, steady access to excellent, diverse teachers 
will be crucial and means that school systems should act now to prioritize retention of their top teachers. Systems can 
support school leaders to take steps such as the following: 

• Build and maintain safe, inclusive, and supportive school cultures. Starting with the initial steps outlined 
above, school leaders should continue to create strong environments for all staff. This can look like forming 
or refining a tangible commitment to diversity, equity, and inclusion as well as providing specific supports for 
teachers of color (see this report for ideas). Every year, but particularly this year in which staff will be again 
asked to adjust to new school routines, we also encourage using a survey tool like Insight to gather and act 
on staff feedback. These surveys also provide opportunities to deepen teacher relationships and their 
investment in schools by involving them in improvement efforts that are driven by their feedback.  

• Early on, identify top performers to target for retention. Based on student outcomes, classroom observation 
data, student and family feedback, and school contributions, leaders should determine who their best 
teachers are and create individualized retention plans. This can look like conducting stay conversations with 
these teachers, letting them know they are valued members of the school community, or providing them 

https://www.future-ed.org/wp-content/uploads/2021/02/Report_Teaching-Innovation-1.pdf
https://www.future-ed.org/wp-content/uploads/2021/02/Report_Teaching-Innovation-1.pdf
https://edtrust.org/resource/if-you-listen-we-will-stay/
https://tntp.org/teacher-talent-toolbox/insight-survey
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with additional leadership opportunities. TNTP’s The Irreplaceables shares additional information on effective 
retention and approaches to implement. As leaders identify top performers, they should be careful to ensure 
their decisions are equitable and free from biases by using a consistent set of metrics, data-based evidence, 
and by thought-partnering with a trusted colleague or manager.  

Ensure that staffing and schedules are meeting students’ needs. 

This year, schools will continue to work through challenging circumstances to ensure all students continue to receive 
excellent educational opportunities—especially historically marginalized students. For example, schools must ensure 
that multilingual learners and students with learning and thinking differences (including students with IEPs) continue 
to receive their unique educational services in a variety of remote, in-person, and hybrid learning settings.  

As the year progresses and schools monitor their work towards these goals, they may realize that teacher staffing 
arrangements aren’t meeting students’ needs. For example, academic or family survey data may show that students 
with learning and thinking differences or disabilities need more one-on-one time with their teachers; or feedback 
surveys might indicate that students need more time for social-emotional learning and supports. If you don’t yet have 
this type of feedback, consider using a school stakeholder survey like Insight.  

Schools may continue to modify schedules and reimagine teacher roles to better support student learning. For 
example, some school systems are finding ways to creatively expand the reach of their top teachers by having them 
lead smaller teaching teams and provide support and coaching for their colleagues. This report shares several 
innovative models piloted last year that are valuable even as schools return to more normal operations.  

Proactively prepare to hire new staff. 

As teachers and leaders adjust to more traditional school schedules and shifts in their personal routines, schools may 
experience increased mid-year attrition. This means it’s important for school systems to proactively prepare to fill any 
mid-year vacancies with strong, diverse candidates. Below, we share suggested steps they can take to do that. 

Continue to run a strong teacher recruitment campaign.  
School systems should expand their current teacher pipelines by considering prior candidates who did not receive 
offers (but demonstrated potential), candidates who withdrew their applications but may now be interested, and 
recent college graduates, particularly graduates of local educator preparation programs. Systems may also consider 
alternate route programs, staff in teacher-adjacent roles like substitutes or paraprofessionals, and asking their staff to 
refer friends and colleagues from their networks (see this resource for more suggestions on involving staff in virtual 
recruitment efforts). 

Systems should also ensure their recruitment materials are updated and compelling to a broad, diverse pool of 
potential candidates. Highlighting specific staff members’ experiences, speaking to the opportunity to support 
students, and even sharing students’ stories are often effective recruitment messages. Avoid deficit-based language 
(e.g., terms like “disadvantaged” or “low income”); instead, emphasize the opportunities and possibilities at hand. 
Social media is likely to be a big recruitment driver as more people spend more time online (see this guide to using 
social media in teacher recruitment for ideas on how to fold social media into your recruitment strategy). 

We recommend reviewing historical and recent hiring data to identify the top sources of past hires, particularly for 
candidates of color and hard-to-fill teaching roles. Systems should then prioritize posting job opportunities to these 
places, as well as common national job boards like Indeed and Craigslist and local sources like news sites and 
community organizations. For additional guidance on recruiting diverse teachers, see this resource. Keep all job posts 
updated and refresh them regularly, particularly for job boards whose algorithms show more recent postings first. 
Lastly, recruitment teams should carefully track and manage their work and data in a document that is accessible to 
all talent staff. (Teams may want to use a workplan like this.) 

https://tntp.org/publications/view/retention-and-school-culture/the-irreplaceables-understanding-the-real-retention-crisis
https://tntp.org/teacher-talent-toolbox/insight-survey
https://www.future-ed.org/wp-content/uploads/2021/02/Report_Teaching-Innovation-1.pdf
https://tntp.org/covid-19-school-response-toolkit/view/involving-staff-in-virtual-recruitment
https://tntp.org/covid-19-school-response-toolkit/view/using-social-media-to-support-teacher-recruitment
https://tntp.org/teacher-talent-toolbox/view/recruiting-diverse-teachers
https://tntp.org/teacher-talent-toolbox/view/teacher-recruitment-workplan
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Be prepared to act quickly as hiring needs emerge.  
Where possible, systems should seek to eliminate unnecessary barriers that tend to prevent candidates, especially 
candidates of color, from applying or receiving offers. For example, instead of requiring a formal cover letter, ask 
candidates to respond to a targeted short answer question about their interest in teaching in your community. 
Additionally, many states are waiving common teacher application requirements that are not consistently correlated 
with classroom effectiveness—like Praxis scores, transcripts, or GPAs. Check with your state education agency for 
clarity on what you may be able to remove from your application. Lastly, ensure your selection criteria is equitable and 
reflects your schools’ values. Identify the specific candidate traits you’re selecting for, make sure each step of your 
selection process aligns to those traits, and that you have objective, normed ways of gathering and rating on that 
data to come to offer decisions.  

As candidates apply, talent teams should pre-screen them quickly to ensure baseline eligibility, and then conduct 
shorter phone screens to briefly assess their interest, qualifications, experience, and preferences. Save these screening 
notes so they’re easily accessible for the central office talent team and principals/hiring managers as hiring needs 
emerge. 

Provide principals with high-quality, ready-to-use hiring tools. 
Ensure that principals have access to strong teacher hiring materials they can use right away with minimal 
customization. Provide school hiring teams with a set of teacher interviewing tools—you may even start by collecting 
resources from schools with strong talent practices in place. In general, we recommend using a competency-based 
selection model (see these competency aligned teacher interview questions); ensuring the hiring process is efficient, 
and provides candidates with an opportunity to get to know the school and community; and conducting ongoing 
norming and anti-bias training for selectors (see these short trainings on avoiding bias in video interviews and 
minimizing selection bias). For more general interview ideas and resources, see this guide to strong virtual interviews 
and this collection of ideas for virtual demo lessons. Additionally, strong teacher hiring involves collecting input from 
other stakeholders, including students, families, current teachers, and other leadership team members, who can also 
help school leaders share this work. This could mean having a teacher participate and provide feedback on a demo 
lesson or including a student and family member interview panel. At every step of selection, make sure schools have 
clear timelines and owners and know how to obtain support from the central office talent team as needed. 

Ensure operations support quick, efficient hiring.  
Lastly, it’s critical to maintain coordination between principals and the central office talent team. Mid-year vacancies 
need to be filled especially quickly to avoid further learning loss, so schools and the central office need strong 
communication systems to share updates on candidates, send offer letters quickly, and ensure new hires have a 
smooth start. Revisit and gather feedback on these processes to identify efficiencies and strategic ways to share 
information quickly and accurately.  

 

 

https://tntp.org/teacher-talent-toolbox/view/competency-aligned-interview-questions-and-activities
https://tntp.org/covid-19-school-response-toolkit/view/avoiding-bias-in-video-interviews-training
https://tntp.org/covid-19-school-response-toolkit/view/best-practices-for-virtual-interviews
https://tntp.org/covid-19-school-response-toolkit/view/ideas-for-virtual-demo-lessons
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