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The New Teacher Project

The New Teacher Project (TNTP) helps school districts and states fulfill the promise of public education by ensuring that all students—especially those from high-need communities—get excellent teachers.
· National nonprofit, founded by teachers in 1997

· Partners with school districts, state education agencies, and charter schools

· Targets acute teacher quality challenges 

· Delivers a range of customized services and solutions on a fee-for-service basis

· Approx. 250 employees, most embedded in school district offices; majority are former teachers

· Past and present clients include:

Districts: Baltimore, Chicago, Denver, Memphis, New Orleans, New York, Oakland, Philadelphia, San Antonio, Washington, DC


States: Alaska, Louisiana, Texas, Virginia

A significant achievement gap separates white and minority students. By high school, minority students are four years behind white students
[Graphics: 1) A line graph illustrating how the average 4th grade reading NAEP scores for Black and Latino students compare to those of White students; 2) A bar graph showing that the average NAEP reading scores for 17 year-old Black and Latino students are comparable to the scores of 13 year-old White students.]

Research has shown that effective teachers are the solution.

Dallas students who start 2nd grade at about the same level of math achievement
…finish 5th grade math at dramatically different levels depending on the quality of their teachers.
[Graphics: 1) A bar graph showing two groups of second graders that have about same skill in math; 2) A bar graph showing how by fifth grade who group with effective teachers has flourished while the other group with ineffective teachers has fallen behind. There are fifty percentiles between the groups.]

 Certification Has a One-Point Impact on Achievement
[Graphic: Three curves on a graph demonstrate how teachers’ initial traditional certification only has a one point impact on students’ math performance.] 

Two Years of Experience Has a Four-Point Impact
[Graphic: Three curves on a graph demonstrate how every year of teaching experience positively impacts students’ math performance. Notably, four years of teaching experience has a four point impact on students.]

Impact of Effective Teachers is Ten Points
[Graphic: Three curves on a graph illustrate teachers’ impact on students’ math performance after three years. The level of teacher impact is divided into quartiles.]

In many districts, human capital plans are poorly aligned.
[Graphic: A path to providing effective teachers illustrates failing to properly implement steps that build a strong staff significantly weakens a school. Each step has an icon on a line and near to each icon there is a description of problems in each step. *Note: Below is the title of each step and its description.]

· Recruitment 

· Not targeted to high-need schools or subjects.

· Bureaucratic dysfunction deters applicants.

· Screening 

· Minimum requirement; little consideration for quality.

· Hiring


· Low rigor interviews. 

· Archaic slotting procedures impede creation of effective teams.

· School Leadership

· Principals lack authority, accountability, tools and incentives needed to manage the performance of their teachers.

· Evaluation

· Policies and practices that lead to inaccurate evaluations, making it difficult to reward high performers.

· Little rigor in tenure decisions.

· Development

· PD is not linked to individual evaluations. It is driven by what providers offer, and its effectiveness is rarely assessed.

· Compensation

· Dollars concentrated at senior end or career, regardless of actual teacher effectiveness.

· Retention

· Highest performing teachers often leave the classroom the soonest.

· Teachers are dismissed only because of flagrant actions.

To realize sustainable improvement, effective teaching must be the guiding concern behind all elements of a district’s human capital system.
[Graphic: A wheel illustrating the relationship between a school administration’s management of current teachers and a school’s process of supplying new teachers.]

· Measures of Student Learning

· Effectiveness Management

· Optimize effectiveness of teacher workforce

· Core Metrics

· Retention rate of top-quartile teachers vs. Retention rate of bottom-quartile teachers

· Average improvement in retained teacher’s effectiveness over time

· Talent Pipeline

· Create supply of effective teacher to fill all vacancies

· Core Metrics

· Number and percentage of new teachers who demonstrate effectiveness above a target threshold

· Factors that determine whether there will be an effective teacher in every classroom

· Working Conditions

· School Level Human Capital Management

· Retention/Dismissal

· Compensation

· Evaluation/Professional Development

· Recruitment

· Selection

· Training/Certification

· Hiring/Placement

· On-Boarding

Dramatic improvements in student achievement cannot occur without a sustained and strategic focus on maximizing teacher effectiveness

[Graphic: A bell curve representing current teacher performance is compared to a thinner bell curve representing potential teacher performance]

· 5 Goals for Optimizing Teacher Effectiveness
· Optimize new teacher supply by hiring from preparation programs whose teachers consistently achieve better student outcomes

· Boost effectiveness of all teacher through effective evaluation and targeted professional development

· Retain and leverage most effective teachers

· Prioritize effective teachers for high-need students

· Improve or exit persistently less effective teachers and replace with more effective teachers

The Widget Effect 

“When it comes to the measuring instructional performance, current policies and systems overlook significant differences between teachers. There is little or no differentiation of excellent teaching from good, good from fair or fair from poor. This is the Widget Effect: a tendency to treat all teachers as roughly interchangeable, even when teaching is quite variable. Consequently, teachers are not developed as professionals with individual strengths and capabilities, and poor performance is rarely identified or addressed.” – The New Teacher Project, 2009
The Widget Effect in Action: When is teacher effectiveness taken into account?

[Graphic: A chart illustrates that in several states (specifically Arizona, Colorado, Illinois and Ohio) teacher effectiveness is generally only taken into account when dismissal is being considered.]

The Widget Effect in Teacher Evaluation: Summary of Findings

· Treating teachers as interchangeable parts

· All teachers are rated “good” or “great”

· Although teachers and principals report that poor performance is common, less than 1% of teachers are identified as “unsatisfactory” on performance evaluations.

· Excellence goes unrecognized

· When excellence ratings are the norm, truly exceptional teachers cannot be formally identified. Nor can they be compensated, promoted or retained.

· Professional development is inadequate

· Almost 3 in 4 teachers did not receive any specific feedback on improving their performance in their last evaluation.

· Novice teachers are neglected

· Low expectations for beginning teachers translate into benign neglect in the classroom and a toothless tenure process.

· Poor performance goes unaddressed

· Half the 12 districts studied have not dismissed a single non-probationary teacher for poor performance in the past five years. None dismisses more than a few each year.

When multiple ratings are available, teachers tend to be assigned the highest ratings and are very rarely assigned poor ratings.

· Evaluation Ratings for Tenured Teachers in Districts with Multiple-Rating Systems

[Graphic: There is a comparison of how four different school districts rank tenured teachers. Every school district in the diagram has a large circle (representing the number of people given this ranking) under the most positive ranking and no mass under the most negative ranking.

In districts that use binary “Satisfactory/Unsatisfactory” rating systems, the “Unsatisfactory” rating is almost never used.

· Evaluation Ratings for Tenured Teachers in the Districts with Binary Rating Systems

[Graphic: Pie charts for six school districts illustrate ratios between teachers ranked satisfactory and unsatisfactory.  No district gave an unsatisfactory ranking to more than 2% of their tenured teachers.]
Teachers report that not enough is being done to recognize and retain top performers as measured by their impact on student learning.

· 55% of teachers report their district is not doing enough to identify, recognize, compensate, promote and retain the most effective teachers as measured by their impact on student learning. (*NOTE: Below are some quotes that illustrate this point.)

· “All the good quality teachers leave the district after just a few years. They need more incentive to stay.”

· “Some sort of recognition or praise would be nice. Those are doing a good or great job are never told so.”

· “If you pay the shining stars the same as the slackers, you will dim the shining stars and reinforce the sloth of the slackers.”

· “I, and others, work hard because we have a conscience, but I don’t think [the district] sees us as any different than the lower performing teachers. Teachers who work hard receive very little praise or notice.”

Weak evaluation practices and systems mean that many teachers receive little meaningful feedback.

[Graphic: A diagram illustrates the percentage of tenured/non-probationary teachers and probationary teachers that had development areas identified on their most recent evaluation. The diagram compares the percentages found in Denver public schools and Springdale public schools.

· 39% of Denver teachers who had a development area identified on their most recent evaluation “do not know” which performance standard they failed to meet.

Teachers and principals agree that poor instruction is pervasive.

[Graphic: A bar graph shows results from asking teacher and principals in Akron, Chicago, Little Rock and Springdale, “are there tenured/non-probationary teachers in your school who deliver poor instruction?” In almost of all the districts the majority of the teachers and principals agreed that there were unsatisfactory teachers, yet less than one percent of the ratings in the districts were “unsatisfactory”.]
Yet dismissal for poor instructional performance virtually never occurs.

· Frequency of Teacher Dismissals for Performance (Non-Probationary Teachers)

[Graphic: Pie charts for ten school districts illustrate percentages of teachers that are dismissed annually for poor performance.  No district dismisses more than 0.05% annually.]
Our recommendations are a call to action for school districts to move beyond treating teachers like widgets.

1. Adopt a comprehensive performance evaluation system that fairly, accurately and credibly differentiates teachers based on their effectiveness in promoting student achievement and provides targeted professional development to help them improve.

2. Train administration and other evaluators in the teacher performance evaluation system and hold them accountable for using it effectively.

3. Integrate the performance evaluation system with critical human capital policies and functions such as teacher assignment, professional development, compensation, retention and dismissal.

4. Address consistently ineffective teaching through dismissal policies that provide lower-stakes options for ineffective teachers to exit the district and a system of due process that is fair but efficient.

· Quote from New York Times editorial (6/10/09)

“Education reforms will go nowhere until the states are forced to revamp corrupt teacher evaluation systems that a rate a vast majority of teachers as ‘excellent,’ even in schools where children learn nothing.”
TNTP proposes a new evaluation framework designed to provide credible data on teacher effectiveness.

1. Set performance standards in areas that are most closely tied to student learning.

2. Measure teacher effectiveness and trajectory against performance standards.

3. Benchmark teacher effectiveness and trajectory ratings against minimum expectations for the teacher’s experience level.

4. Use combined evaluation ratings, benchmarked against years of experience to determine evaluation outcomes.

DCPS’ new evaluation framework (IMPACT) places significant weight on student growth data.

[Graphics: Two pie charts compare evaluation weights for tested grades and subject areas to evaluation weights for non-tested grades and subject areas. The significant difference is that student achievement growth makes up 50% of the evaluation on the “tested” chart while it only makes up 10% of the “non-tested” chart.]

A teacher’s total IMPACT score is used to determine his/her final rating.

[Graphic: Teacher ratings (ranging from 100 to 400) are illustrated on a color coded bar that is split into four sections: Ineffective, Minimally Effective, Effective and Highly Effective.

New Haven Evaluation and Development Timeline

[Graphic: A timeline from August to June pinpoints the type of evaluation and development that should be taking place at certain times of the year. The key points are detailed below.]

· Evaluation

· September – June  

· Situational feedback conversations; student data reviews and data team meetings

· Instructional Rounds and/or full-period classroom observations

· September – October 

· Beginning of year goal-setting conference

· January – February 

· Mid-year check-in conference, informed by all available data

· May – June 

· End of year summative evaluation conference

· Development

· September – June 

· Targeted development activities (i.e.: coaching, co-teaching, etc)

· Professional Learning Community (PLC) meetings and feedback sessions

· September – October 

· Self assessment and develop professional focus areas

· January – February

· Self-assessment and revisit professional focus areas

· May – June 

· Self-assessment and discuss next year’s professional focus areas

New Haven Summative Ratings

The ratings for the three evaluation components will be synthesized into a final summative rating at the end of each year.  Student growth outcomes will play a preponderant role in the synthesis.  

[Graphic: A chart demonstrates the relationship between instructional practice and professional values, and student learning growth. The main trend on that chart is that higher rated instructional values get high ratings tend to be associated with increasing student learning growth.] 
While the end-of-year summative rating is the official rating on record, all teachers should be aware of what that summative rating will be, based on ongoing situational feedback, as well as feedback received at each evaluation and development conference throughout the year.
For more information: www.tntp.org
[Graphic: A screen shot of The New Teacher Project homepage]
