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GASPA Best-in-Class Awards 2018-2019 

Submission for DCSS in Retention Practices: District will submit evidence of innovative practices (i.e. 

employee induction models) implemented to retain highly effective employees 

Summary of Materials Provided 

 Job description for New Teacher Induction Coach 

 Program Model Development overview 

 1st page of “Road Map for Year of Induction Coaching” 

 Sample article read and discussed during weekly coach community-of-practice meetings 

 Samples of coaching forms/tools developed to collect data of classroom practice 

 Sample Coaching Newsletter created for one coach’s caseload teachers 

 

TARGET AUDIENCE 

DCSS invests significant time and resources in recruiting for new teachers each year and has been proud of our 

record-level hiring of a more diverse “rookie class” than ever before in recent years.  However, some of our 

schools have struggled with persistently high teacher turnover one school year after the next, and we felt a 

different approach was worth trying in order to get greater return-on-investment.  While survey data indicated 

that our new teachers appreciated and relied on having a “buddy” mentor in their school building, we suspected 

that the buddy alone was insufficient to bolster new teachers in the classroom practices that would help them 

experience more efficacy in teaching their students.  

Throughout spring 2018, the Assistant Superintendent for Personnel & Policy met regularly with the Director of 

New Teacher Cultivation to visualize what an effective induction coaching program could look like for the 

following year: four current teachers in the system would be identified as county-wide Induction Coaches, freed 

from all classroom teaching responsibilities, and assigned a caseload of newly-hired first year teachers to 

support in the classrooms of their separate schools.   

 

FINANCIAL RESOURCES USED TO PRODUCE/GENERATE THE WORK PRODUCT 

The District committed to funding 4.5 positions to be paid on the teacher pay scale, with an additional ten days 

to allow for training and planning (200 days total).  Funds were also set aside to cover travel expenses for the 

coaches as they traveled between schools throughout the work day.  The travel was paid through Title IIA funds. 

 

IMPLEMENTATION STRATEGIES 

 Hiring the right people as Induction Coaches is critical; not every excellent teacher of children is able to 

coach adults/early-career teachers, and we wrote our job description (attached) quite intentionally to 

set clear expectations from the beginning.  We sought individuals who could unpack the “whys” and 
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“hows” of effective classroom practice very concretely, who could quickly build trust and positive 

relationship with adults, and who came to the work with joy, humor, and humility. 

 Frontloading the onboarding and initial training of newly-hired coaches helped to jumpstart the work, 

especially as the first weeks of school are so critical for new teachers.  Our new Induction Coaches spent 

four full days in July 2018 in teambuilding, training, and strategic planning for action with their director, 

defining a coaching model that would be positive, pragmatic, and assets-based, helping early-career 

teachers build up the habits of mind necessary for professional success. 

 Coaches worked through all five days of New Teacher Orientation as well as the five days of district-wide 

pre-planning.  This time with caseload teachers was critical to build trusting relationships and also give 

timely advice prior to opening of school; it also opened the doors for coaches to “drop in” on new 

teachers during their very first days with students. 

 Within the first two weeks of school, each coach “triaged” their caseload teachers to determine how 

often each required support (i.e. daily, several times weekly or weekly) and to plan their time 

accordingly;  as the year progressed some teachers moved to less-frequent coaching cycles. 

 Coaches were given support in learning multiple approaches to coaching beyond observation/feedback, 

including co-teaching/team teaching lessons, co-planning lessons, real-time or “whisper” coaching, and 

accompanying new teachers for guided peer observations.  Coaches also started designing different 

kinds of data collectors to focus on different aspects of classroom practice (samples attached).   

 Coaches met with director quarterly for a “Day of Action” to review data (including teacher surveys), 

anticipate upcoming challenge areas for new teachers, and determine key foci for the next 6-8 weeks of 

coaching.  During these days we also captured learnings on a “Road map for a coaching year” to use in 

future (sample attached). 

 Coaches kept online calendars accurate in real time so that supervisor could monitor as needed. 

 Coaches maintained sortable Google-spreadsheets capturing amount of time spent and area of 

focus/notes for every coaching activity; reviewing these logs helped supervisor to have an accurate 

sense of what kind of work coaches were doing with each of their teachers. 

 Coaches met most weeks on Friday afternoon to problem-solve, share coaching tools and strategies, 

read timely and relevant articles (sample attached) and continually reflect on deepening the work 

through their community of practice.   

 As this was our initial year of “building program,” coaches were encouraged to individualize their 

approaches to working with teachers, always securing pre-approval from director.  For example, several 

created newsletters, one built a website, and another utilized one-on-one Google classrooms for each of 

her caseload teachers.   

 

CHALLENGES/BENEFITS REALIZED (LESSONS LEARNED) 

 Especially in the early stages it is challenging to delineate what a new job/position is and is not: we 

worked hard to articulate to multiple stakeholders how our induction coaching (housed in HR) differed 

from both content-pedagogy support (housed in Academics) and also from the formal TKES evaluation 

process. 
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 Ensure new coaches understand they are not being hired as administrators/evaluators/supervisors of 

teachers.  (If the teacher is not glad to see you, you are doing something wrong.) 

 Do NOT be afraid to start observing and coaching right away; if something (usually management) is 

starting to go wrong in the classroom of a new teacher it’s most helpful to catch it right away and help 

them restart.   

 Keep calendars/schedules very flexible in the first 6-8 weeks of the school year; sometimes a new 

teacher would text a coach for immediate help when they felt they were about to “crash and burn” (i.e. 

have a breakdown or quit), and the coach would adjust the day’s schedule and go directly to the school.  

 Be willing to shift assignments during the school year if a particular coach does not “gel” well with 

certain teachers or principals. 

 Prepare for a late fall/midyear “second wave” of new hires which will require caseload shifts: some high-

functioning new teachers may be fine with seeing their coach less often, allowing the coach to take on 

new hires starting late.   

 Encourage coaches to support and learn from one another, and beautiful things will start to happen.  

 

What to improve for 2nd year of implementation: 

 Create a consistent protocol for constructive conversations between induction coaches and principals/ 

other school-based leaders (i.e. department chairs) to build trust and ensure alignment up front. 

 Be even more mindful of how each caseload’s schools are distributed through the county, to minimize 

travel time. Embedding a coach between the two schools with the highest numbers of new teachers was 

quite effective. 

 Survey the variety of tools and communication structures created during year one and decide which 

should be made “canon” to the program. 

 Build a catalog of “model classrooms” that are recommended to take new teachers for effective peer 

observation experiences.  

 Addressing a good problem to have:  many current coachees want their coaches to stay with them for 

year 2, but we do not have the capacity to grow the team.  If the program continues to thrive, hopefully 

each year there will be lower numbers of brand-new teachers hired so that deeper induction can occur. 

 

FEEDBACK RECEIVED FROM AFFECTED PARTIES 

Quantitative: Preliminary Retention Projections 

Just prior to finalizing this submission to GASPA, DCSS conducted an internal review of signed contracts, 

transfers, nonrenewals and resignations in all our schools served by the Induction Coaching Program.  Of the 117 

new teachers who received induction coaching services, we are currently seeing a positive retention rate of 91%.  

We are particularly encouraged by two specific findings: 

 15 of our new teachers were identified in December 2018 as “at risk for nonrenewal,” yet with intensive 

and intentional coaching support, 12 (80%) were offered contracts to stay. [We also noted that the 

three non-renewed teachers were actively resistant to coaching support.] 
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 Two of our largest Title I elementary schools, which historically have seen high teacher attrition rates 

each year, in fall 2018 had hired 18 first-year teachers between them.  This year we are losing only two 

of those new hires, one due to performance issues (see previous bullet) and the other due to spouse’s 

relocation for work.  We believe this 89% retention rate in those buildings is due largely to induction 

coaching support, as well as the administrators’ positive and collaborative relationship with the coaches. 

  

Quantitative: Teacher Survey Data 

Findings from September Induction Program survey (designed for caseload teachers)/n=61 

 0% disagree with “My coach is responsive when I want or need something” 

 0% disagree with “I trust my coach and know that s/he has my best interest in mind” 

 3% disagree with “My coach’s “coaching style” is a good fit for me so that we can work together 

collaboratively”  

 

Findings from December 2018 DCSS Teacher Survey (filtered for year-one teachers only)/ n=87 

77% of year-one teachers rated their “overall experience as a DCSS teacher this year” between 7-10 on a scale of 

1-10, 10 highest. [Note: DCSS intentionally puts out this survey in the late autumn/early winter, when research 

indicates teacher morale is likely to be lowest.] 

Question:  who has provided you meaningful professional support in the following areas? 

“Induction Coach” scored higher than “Principal” in the following categories: 

 My classroom management and the quality of my classroom community 

 My ability to plan standards-based lessons and units 

 My ability to facilitate differentiated learning activities to meet students’ learning needs 

 My ability to use formative assessment and adapt instruction when students do not understand 

 My time management and organizational skills 

 My capacity as a self-reflective practitioner who can implement real learning for children 

 

Anecdotal/Qualitative: 

Quotes from DCSS Principals: 

The new DCSS Induction Coaching program has had a very positive affect on the new teachers at my school.  As I 

meet with the new teachers on a monthly basis, they have nothing but great things to say.  I totally support DCSS 

keeping this program. 

The DCSS Induction Coaching program has affected my teachers in such a positive way.  The program stands 

behind the belief that students will perform better if classrooms are led by enthusiastic, inspired and well-trained 

teachers.  I believe this program will help Douglas County to continue to grow in a positive direction and keep 
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more effective teachers. Having great teachers is the only way that we will reach our goal to be the best. The 

teachers are our most precious resources. 

The induction program is a wonderful addition to the DCSS onboarding process for our new teachers. Our 

school’s coach met our new teachers during pre-planning and began a differentiated professional learning 

support specifically designed to individual needs.  Beyond instructional support, she provided an emotional 

support to our staff to help each of them through the phases of first-year teaching.   Recently, a veteran teacher 

commented to me, “I wish I had had someone like her; her support would have been great to help me be a better 

teacher the first year!” 

 

Quotes from 1st-year teachers: 

Having an induction coach has allowed me to gain a better understanding of the teaching profession.  I’ve heard 

horror stories about being a first-year teacher, but with my coach by my side, I’ve been able to avoid so many of 

the problems that a first-year teacher would experience! 

The support given is consistent and reliable. The induction coach has given me insights to make me a better 

teacher. 

It has given me a tremendous vent with zero pressure. My coach has simply encouraged me while providing 

positive and enriching feedback. He has also walked me off of numerous ledges when I was upset or frustrated. 

It was helpful for me being a new teacher to receive the reassurance that what I was doing was effective. My 

coach’s reassurance helped with my confidence, which in turn allowed me to pass that confidence along to my 

students. 

The feedback is very helpful and gives you a sense of pride when you are doing something right in the classroom. 

Often times when I get overwhelmed I feel like I’m not doing enough but my coach’s feedback helps. 

It will be great if this could be a 2 -3 year program but it was very useful to have a mentor outside of the building. 

Mentors in the building are busy with their own classes and lesson plans and can’t actually be in the classroom to 

give constructive criticism and/or praise. Also, it helps get the nerves out the way for when administrators or 

other county members come into your class because you are now used to an extra set of eyes in your classroom.   

I feel like this helps me learn how to teach my students effectively, navigate the politics of school relationships, 

plan lessons, etc. My coach is amazing! New teachers can feel isolated and lost at times. I feel like a have an ally. 

 

 


