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1. Understand the inequities 
surrounding teacher retention

2. Apply a design framework, Connect, 
Include, Create, to address teacher 
retention across an educator’s 
career

3. Consider your current context and 
reflect on ways in which you might 
design for more equitable systems 
for teacher retention and support

Frame the 
problem

Apply Connect- 
Include-Create

Commit to 
trying 

something new
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Inequity is a 
product of 

design
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Impact on Education Impact on Systems in SchoolsImpact on Society

are not people of color 
even though  52% of the 
student population is of 
color

are white even though 
they make up 
48% of the student 
population

Communication Systems

Community Engagement

Human Resources/Talent

Organizational Structure

School Operations

of color attend 
underperforming high 
schools

80%
of teachers

78%
of school 
board 
members

57%
Of students

https://www.census.gov/library/publications/2019/demo/p60-266.html
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC4911313/
https://www.epi.org/publication/valerie-figures-state-unemployment-by-race/
https://www.jchs.harvard.edu/state-nations-housing-2018
https://nces.ed.gov/programs/raceindicators/spotlight_a.asp
https://cdn-files.nsba.org/s3fs-public/reports/K12_National_Survey.pdf?5XEOPBQlubbzr9x.8_5rFrBRugkHKS7N
https://www.discriminology.org/news-1/us-education-still-separate-and-unequal
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Inequity is a 
product of 

design
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Psychological Bias, Implicit Bias, Power, 
Privilege and Internalized Racism

Inequity is a 
product of 

design
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28%
of teachers said the COVID-19 pandemic has 
made them more likely to retire early or leave 
the profession (Source: NEA survey).

http://neatoday.org/2020/08/14/teachers-leaving-the-profession-because-of-covid/
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- Dissatisfaction with school administration;

- Dissatisfaction with test-based accountability 
systems;

- Lack of mentoring and support;

- Racial isolation; and

- Lack of autonomy and influence.
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STEP 0: Start with Yourself + Cede Power 
Identify your own bias, power, and privilege in how you make decisions 

     STEP 1: Connect
      Unpack the challenge by understanding the experience by those most deeply impacted 

      STEP 2: Include
      Include and elevate the voices of stakeholders at the margins

      STEP 3: Create
      Design prototypes that create equitable outcomes for ALL students 
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Fulfillment

Belonging

Disengagement

Attract Recruit Immerse Develop Empower

Teacher Engagement by Phase (Sample District)
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STEP 0: Start with Yourself + Cede Power 
Identify your own bias, power, and privilege in 

how you make decisions 
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Power: Access to resources, the ability to influence 
others, access to decision-makers to get what you want 
done, the ability to define reality for yourself and others.

Privilege: Unearned access to resources (social power) 
that are only readily available to some people because of 
their social group membership. 

Bias: Prejudice in favor of or against one thing, person, 
or group compared with another, usually in a way 
considered to be unfair.
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● What privilege do you have? 

● What power do you currently hold 
within your school/school system? 

● How might your power and 
privilege impact the way you view 
teachers who might be struggling, 
teachers who advance into 
leadership roles, and teachers who 
choose to leave the teaching 
profession ? 
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What is one bias you 
notice you carry in your 

day to day life? 
Add to the chat

Confirmation Bias Anchoring Bias

Halo or Horn Bias Affinity Bias
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STEP 1: Connect
Unpack the challenge by understanding the 
experience by those most deeply impacted 
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By 2027, Hispanic student enrollment will 
increase to 29%.  Black student enrollment is 
projected to remain at 15%.

White student enrollment will decrease to 45%. 
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“Research has shown that having a teacher of 
the same race/ethnicity can have positive 
impacts on a student’s attitudes, motivation, 
and achievement1,2 and minority teachers may 
have more positive expectations for minority 
students’ achievement than non-minority 
teachers.3”

Source - Spotlight A:  Characteristics of Public School Teachers 
by Race/Ethnicity 

https://nces.ed.gov/programs/raceindicators/spotlight_a.asp#f1
https://nces.ed.gov/programs/raceindicators/spotlight_a.asp#f2
https://nces.ed.gov/programs/raceindicators/spotlight_a.asp#f3
https://nces.ed.gov/programs/raceindicators/spotlight_a.asp#f3
https://nces.ed.gov/programs/raceindicators/spotlight_a.asp#f3
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“You can pull a student out of a classroom — and 
I’ve not encountered the student — but as soon as 
they step out and see my face, as opposed to the 
other teacher or instructor, they feel comfortable 
enough to share some things that they might not 
have with the teacher of a different ethnicity.” 

- A teacher commenting on connecting with students

Source:  Through Our Eyes - Perspectives and Reflections from Black Teachers

https://edtrust.org/wp-content/uploads/2014/09/ThroughOurEyes.pdf
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Is teacher turnover higher in 
certain schools than others?

Is there a difference in teacher 
attrition by racial group?

Is this data being collected and 
analyzed at least quarterly?
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Are you tracking 
applications, interviews 
and placement of 
teachers of color? 

In what schools are 
teachers of color being 
placed?

Are teachers of color 
isolated or in clusters 
of schools?

?
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Attract Recruit Immerse Develop Empower
brand, message, 

market
engage, interview, 

hire
onboard, inboard, 

connect
manage, learn, 

grow
recognize, promote, 

retain

80% of our teachers of color are 
being placed at the same 3 
schools, leaving other teachers 
isolated from peers who share 
the same race or ethnicity

Survey data shows participation 
in and quality of our new teacher 
mentoring program varies 
greatly by campus

50% of our teachers of 
color leave before their 
5th year

Only 10% of candidates 
who express interest in 
employment are Black, even 
though 50% of our 
community is Black
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Attract Recruit Immerse Develop Empower
brand, message, 

market
engage, interview, 

hire
onboard, inboard, 

connect
manage, learn, 

grow
recognize, promote, 

retain

Only 10% of candidates 
who express interest in 
employment are Black, even 
though 50% of our 
community is Black

“The teachers and leaders on the 
website don’t really look like me.” 

“I have some significant students 
loans, other employers in the area 
have programs to help me with 
these.”

“Teaching feels kind of isolating to 
me.  You are in your classroom all 
day, not really working with others.  I 
want to help the students, but I need 
a team to work with.”

“How might our 
recruiting materials 
communicate the 
current diversity of our 
teachers and benefits 
our district offers?”

Initial framing

Insights from interviews

Reframing 
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STEP 1: Connect
Unpack the challenge by understanding the 
experience by those most deeply impacted 

STEP 2: Include
Include and elevate the voices of 

stakeholders at the margins
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●

●

●

   

Whose voices have been traditionally 
excluded from the conversation? 

Who are my users at the margins?

Who has the system or challenge failed to 
serve? 



Copyright © Education Elements, Inc. All rights reserved. 33

Potential Learnings
●

●

●

Questions
●

●
●

●

●

●
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Creating a Diverse Return 
Planning Task Force on how to 
recruit more teachers of color: 

1. Share one stakeholder you 
think needs to be on the 
Task Force

2. Explain why 

3. Group agrees or disagrees 
until table is “full”

Roundtable Talk
Sit Down. Get Real.

5 Seats 
Available
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STEP 1: Connect
Unpack the challenge by understanding the 
experience by those most deeply impacted 

     STEP 3: Create
      Design prototypes that create equitable 

outcomes for ALL students 
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 Prototyping involves 
bringing ideas to life, 

testing, and 
investigating how a 

sample of users think 
and feel about a 

solution
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Example Challenge: How might we create a virtual master schedule to ensure success in 
engaging students with highest failure rates?

● Small Tweaks - Provide students with highest failure rates with additional 
synchronous check-ins with teachers and  staff

● Big Shifts - Provide students with the highest failure rates options to engage in 
pace, path, place and point of contact. Consider offering students a choice about 
which teachers they connect with in virtual class or office hours and when. 

● Aspirational Changes - Master schedules are created to alter the pace, path, place, 
and point of contact based on individual student needs to match learning styles 
with learning venues
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Traditional Employee Value Equity-Driven Employee Value

Social Is it a fun place to work, with talented 
people and a great culture?

Is it an inclusive place to work, that has built 
space for folks with different identities? 

Interest  Is it an interesting place to work, with 
challenging but achievable goals?

How do we bring multiple and garner 
different perspectives around challenges 
and potential solutions?

Development Are there opportunities to grow and 
advance professionally?

Are there pathways for teachers of color to 
advance and lead? 

Leadership
Are leaders good, honest people, who 
inspire, trust, protect, enable and 
respect employees?

Are our leaders equity-driven? Do they 
model, propose, design/implement 
equitable policies and practices to promote 
diversity and inclusion? 

Application
Is the work meaningful and does it 
invite the application of knowledge and 
skills?

How do value the different knowledge and 
skills that people bring to your school site? 

Work/Life 
Balance

Are work arrangements flexible enough 
to achieve success on and off the job?

How do you set people up for success in 
and out of the workplace? 

How might our recruiting 
materials communicate the 
current diversity of our teachers 
and benefits our district offers?

● Consider how early stages of 
the candidate experience 
embody values of diversity, 
equity and inclusion

● Tailor your messaging to 
better communicate value to 
marginalized candidates
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How might we provide more 
individualized and differentiated 
professional supports to new team 
members?

● Develop individualized 
onboarding and professional 
development pathways

● 1:1 mentors, clear support 
support roles, and structured 
professional development 
pathways

● Create opportunities for choice, 
interest, and mastery-based PD
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How might develop a workforce that better 
represents our local community? 

“Grow Your Own” Initiatives

● Attract teachers from previously untapped 
sources within their local communities. 

● Develop quality teacher-career pathways 
through local partnerships and 
community-based programs

● Provide incentives like college loan 
forgiveness for aspiring and current teachers 
seeking to serve in or earn certification in 
areas of high need. 

https://www.newamerica.org/education-policy/edcentral/diversifying-teacher-workforce-grow-your-own-pathways/
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https://www.edelements.com/teacher-retention-guide
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Associate Partner
      @danielzjohnson

Partner
       @justndLeon

Design Principal
      @LKMilam

Follow and reach out to us on Twitter!


