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Introduction

For my final project, I decided to dig a little deeper into the topic of teacher burn-out, with an added section on how to retain highly qualified teachers. Many seasoned and experienced teachers find themselves moving to other schools or leaving the profession for reasons that can be easily addressed with a supportive and acknowledging administration. Teachers would like the acknowledgement that they’re doing a great job, are appreciated, and are highly-valued just like their students do!
Many of the articles and quotes I found pertaining to the necessity of retaining “irreplaceable” teachers come from the TNTP (The New Teacher Project) website, which is funded by the Bill and Melinda Gates Foundation, and others whose agendas aren’t widely supported within the education community, but I found the research to be eye opening and very informative.

Description of the problem
Teaching has become an increasingly stressful, complex, time-consuming and negatively-viewed occupation by the media and certain political parties. Because of all of these obstacles, teachers have been leaving this profession in search of other, less stressful occupations. The implementation of the Common Core Standards, the stress of achieving high scores on standardized testing, and the changing political views of the school districts have caused many teachers to second-guess their choice to enter this profession. The problem is figuring out how to deter teacher burn-out, especially in the first few years of teaching, and how to keep teachers motivated throughout their career.
New Teacher burn-out
New teachers leaving their teacher-training programs are inspired, and ready to teach, but reality shock sets in when they find themselves in a situation where they’re unprepared for the daily challenges of teaching. Disciplinary problems, the amount of work required of them, and faculty situations are problems that they may not be prepared to tackle. According to Rozenholtz (1989), “This reality shock in teaching has been described as one of the major factors contributing to the dropout of some 30% of teachers who abandon the profession after their first year in school.” Friedman (2000) states, “Experiences during the first year of teaching may be divided into the following three stages: Stage A- The Slump, Stage B- Fatigue and Exhaustion, and Stage C – Adjustment.” 


Stage A
“Six out of eight teachers used words such as ‘shock’, ‘nightmare’, ‘catastrophe’, ‘collapse’, ‘suffering’, ‘despair’, ‘crisis’, and ‘pressure’ to describe their first few weeks in teaching.”
Stage B
“Two out of eight teachers interviewed reported that it was at this stage that they felt ‘burned-out’. Apart from one, all said that they loved children and teaching, but felt that strain produced by the enormous difficulties blocking their way forced them to consider relinquishing their job.”
Stage C
“All the third stage teachers tried to adapt and adjust. In other words, to survive. Teachers used the words, ‘intuition’, ‘trial and error’, ‘shooting ideas and solutions from the hip’.”
The results of these interviews from Friedman (2000) found:
All eight teachers indicated that they seriously considered leaving teaching at the end of the first year, or shortly after. Three teachers said they intended to quit within a few years, three were unsure about the direction of their teaching, and one said she would leave as soon as she could.




How do we prevent burn-out?
Many of the teachers in this study stated that they felt alone and isolated during their first year of teaching. They felt thrown into an overwhelming situation, even with the assistance of mentor teachers, principals, and administrators. One approach to preventing these feelings would be to better-prepare future teachers on the possibility of burn-out during the first few years of teaching. A professor of mine, during my first course in elementary education insisted that we have a hobby, and step away from the teaching profession on weekends to enjoy this hobby. Another way to prevent burn-out, once in the classroom setting, would be to follow these suggestions by Friedman (2000):
1.     Don’t dwell on failures and mistakes. Use them as useful      learning opportunities; analyze what went wrong, how to avoid it the next time, then put it out of your mind.
 2.    Cultivate a sense of humor, especially when discussing your     failures.
 3.  Keep expectations realistic.
As a benefit of the entire teaching staff, the principal should arrange meetings once a week for teachers to discuss any problems they are facing. The feeling of not being alone can help the new teachers. 


New Teacher Support Systems
When teachers drop out, everyone pays. “Each teacher who leaves costs a district $11,000 to replace, not including indirect costs related to schools, lost investment in professional development, curriculum, and school-specific knowledge.” (Graziano, 2005) Induction programs through the school district can be very successful if done correctly. A new teacher shared his experience in an unsuccessful program, “In practice, the induction program turned out to be something of a pep rally for new teachers, not a training exercise. The mentor teachers who had promised to help did what they could, but were either teaching different grade levels or classes, and once the semester got underway had their own teaching concerns to address.”  (Graziano, 2005) These problems seem all too familiar, and leave new teachers without the support that they need to be successful. A study on teacher induction programs, done by Smith & Ingersoll (2004) reveals:
Some types of activities appear to be more effective than others in reducing turnover. The most salient factors were having a mentor teacher from the same field, having common planning time with other teachers in the same subject or collaboration with other teachers on instruction, and being part of an external network of teachers.



How Can Principals Help?
The non-profit group TNTP (The New Teacher Project) offers principals five suggestions for putting new teachers on a path for success (TNTP, 2012):
	Set clear expectations for performance and growth. These should be communicated from day 1. By the end of the first year, teachers should be able to create a positive classroom culture, manage student behavior, and lead focused lessons.

Pay close attention to every first-year teachers’ performance, starting on the first day. Observe them frequently. Which ones are showing real evidence of growth? Which respond to feedback? Which ones persistently struggle?
Use multiple measures to assess performance. Consider any available data on student learning to help identify their first-year teacher strengths and developmental areas. 
Focus on the most essential teaching skills: teacher’s ability to use time well, set clear expectations, implement routines and deliver clear instruction.
Make honest decisions about retention. Many first-year teachers who struggle and don’t improve continue to perform poorly in their second year. Allowing unsuccessful teachers to start long careers in the classroom does a disservice to both them and their students.
On a personal note, I’d like to add a few suggestions to principals that I think may be helpful for new teachers:
	Take time to meet with new teachers on a regular basis, and really listen to their concerns. Some things may seem petty, but these little things are what can hold teachers back. For example, passwords that don’t work on student’s computers, informing teachers of what websites are OK’d by the school, and what the expectations are during planning time.

Offer words of encouragement, even if it’s just a note left on the teacher’s desk. 
Let the teacher know whenever a parent compliments them.
Arrange a get-together for teachers off-campus. 
Instead of just popping your head in, and asking if we need anything, come in the classroom, look around and see how we’re doing.
The good news
There is good news to all of this. Job satisfaction seems to increase with age, and years of service. If we can help the new teachers to “survive” their first few years of teaching with a sense of humor, and acceptance that they won’t be perfect, they may stay in the profession long enough to experience the level of satisfaction that they expect. A report by Bishay (1996) on teacher motivation and satisfaction shows educators rating basic statements about their teaching career:
“If I could choose a career all over again, I would become a teacher.”
Teachers with 1-10 years’ experience – 36.4% agree
10-20 years – 52.4% agree
21 + years – 65.1% agree

“I find teaching stressful.”
Teachers with 1-10 years’ experience – 72.7% agree
10-20 years – 66.7% agree
21 + years – 42.1% agree

Retaining Qualified Teachers
Not just new teachers are leaving the teaching profession, but veteran “irreplaceables” are leaving too. Many teachers find themselves feeling “disposable” and unappreciated after decades of service. A story of one such teacher seems to be all too commonplace these days (TNTP 2012);
Sarah, a three-decade veteran of teaching in a southern city found herself with little reason to remain at her current school where she was well-liked by both students and teachers, and her students made extraordinary academic strides each year. Sarah felt that the school leaders “gave her little recognition, failed to take advantage of her instructional expertise and stymied the sort of team building and collaboration that had helped her boost performance among students and fellow teachers at other schools for decades.”  When she decided to leave her school, she said the principal “just signed my paperwork, and didn’t say a word.” She said, “It made me feel like he couldn’t care less about me and not about this school. If he would have said, ‘What’s it going to take for me to get you to stay?’ That’s all he had to do.”
Principals and school administrators need to realize the importance of retaining highly-qualified teachers. These teachers not only are invaluable to the students’ learning environment, they provide stability to the school. Comer (1999) states, “Young people need stability in their lives. When school staff come and go in a parade of changing faces, children’s emotional and social development suffer the consequences.” Finding another qualified teacher to take their place is not easy either. “When one of them leaves a low-achieving school, it can take 11 hires to find just one teacher of comparable quality.” (TNTP, 2012) The loss of these experienced and mentoring teachers can also hurt the morale of the staff at the school. Smith (2004) points out, “Some costs and consequences of teacher turnover are more obvious and more easily measured than others. One cost that is not easily quantified is the decline of an organizational stability, coherence, and morale that often results.” So, what can be done to retain these highly-qualified “irreplaceable” teachers? The TNTP website offers examples of retention strategies for these teachers (TNTP, 2012):
	Provide them with regular, positive feedback

Help identify areas of development
Give critical feedback about performance informally
Recognize accomplishments publicly
Inform them that they are high-performing
Identify opportunities or paths for teacher leader roles
Put them in charge of something important
Provide them with access to additional resources for the classroom
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