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This booklet examines issues related to time in education.

After describing the increasing number of roles teachers play in their
schools and their lack of -time to do. everything, the booklet explains that in
order to achieve improved student outcomes, teachers need time to do their
work. Teaching requires time for professional development, leadership
activities, peer collaboration, parent partnerships, and school improvement.
The use of time in schools indicates what is important to the school

‘community and is usually reflected in the school's schedule. Scheduling

reveals how much time is allocated to each subject and how much flexibility
exists for differences in students, teaching, and content. Teachers need
daily time for planning, collaborating, communicating with families,
professional development, and school improvement. Two consecutive periods per
day or several longer periods per week are preferable to one short period at
a time. To prevent complications in scheduling as the year progresses,
disciplined planning and scheduling at the beginning of the school year is
necessary. Schools can create time by using block scheduling, restructuring

or rescheduling time, changing staffing patterns, and adding time -to the

school day or year. (SM)

Reproductions supplied by EDRS are the best that can be made

from the original document.




ED 455 344

U.S. DEPARTMENT OF EDUCATION
Ottice of Educational Research and Improvement

EDUCATIONAL RESOURCES INFORMATION;
CENTER (ERIC)
dThis document has been reproduced as

received from
originating it.

O Minor changes have been made to
improve reproduction quality.

Brief discussions
of crifical issues in
LT ~Urban Fducation

the person or organization )

®  Points of view

document do not necessarily represent

or opinions stated in this I

official QERI position or policy. _

7 'D034329

On Time and How to
Get More of It -

A { PERMISSION TO REPRODUGE AND
/v\ l DISSEMINATE THIS MATERIAL HAS
]

BEEN GRANTED BY
NATIONAL INSTITUTE FOR | . Jshnson

‘URBAN SCHOOL ! Deve ‘opmn,’—

IMPROVEMENT | TO THEwge/A IONAL RESOURCES

INFORMATION CENTER (ERIC)



/A\
A AN

NATIONAL INSTITUTE FOR
URBAN SCHOOL
IMPROVEMENT

£ Special
om;o P

The Office of Special Fducation Programs (OSEP), U.S, Department of Education, finds
the National Institute for Urban School Improvement to facilitate the unification of
current general and special education veform efforts as these are implemented in the
nation’s urban school districts. The National Institute’s creation reflects OSEP’s long-

standing commitment to improving educational outcomes forall children, specifically
thosewith disabilities, incommumities challenged andenriched by the urban experience.

April 2001

3




{

LRI

AFullToxt Provided by ERIC

Time and How to
Get Moreof It |

‘Time! Timel We Don't Have Timel
Today’s schools are striving to meet the challenges of systemic reform and school

improvement. It isa big and complicated job. Achieving real, lasting change requires
that everyone in schools stops, thinks, and works together to make the kinds of
changes that need to oocaur. '

Inthe midst of such demands, however, teachers find themselves with more todoin
the same amount of time, or even inless time, than they have had in the past. Educa- .
tors must use curriculum and teaching strategies that address the challenges presented
by muiltiple languages and aultures, poverty and health issues, homelessness, problem
behaviors, and disabilities or other differences that make leaming difficult for a large
number of students. They must also participate in a variety of planning, evaluating,
leaming, and other adtivities that require them to spend time outside of the dassroom.
Collaborating with colleagues to plan curioutumand team teaching, engaging in
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professional development to maintain current skills and aoquire new anes, workingto
create partnerships with families for decision making about their children’s education,
‘and participating in practioe-based inquiry and reflective practice are just a few of the
adtivities that have become part of the job of teaching. Teachers also play a greater role
indecision making in their schools and districts through membership on building
leadership teams, site coundils, and other leadership activities. In short, a typical
teachertoday needstime to:

*  Become famiiar with existing curriculum and contribute fo the creation of new and
innovative curriculum

* Pon prepare, and teach lessons fo implement the curriculum for students with diverse
learning needs

*  Coldborate with other feachers to infegrate curriculum content

*  Master and use effective instructional techniques that directly involve stadents in
their learning

*  Grade papers and assess student progress _
*  Engagein ongoing'proFessionaI development opportunities
*  Perticipate inschoollecdership and cooperative decision making

s Learnand use new technology to improve teaching and productivity for students and
for themselves

*  Porticipate in state- and district-level professional activities
*  Giveindividudl attention to students
* Reflect with other feachers about their learning and feaching practices

*  Get to know parents well enough to form productive partnerships and establish
effective communication

Itsalong list. And most teachers say that they simply do not have the time it takes to
do everything they know they need to doto feel satisfied with their efforts.

Time Matters!

Inalmost every analysis of school change over the last decade, baving enough
time emerged as a key issue. To achieve improved student outcomes, teachers need
time to do their work. To achieve successful schools, teachers need to frequently
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discuss pradtice, collaboratively design materials, and inform and aritique one
another’s efforts. Even in schools where time for collaboration and planning isa

- priority, carving extra minutes and hours out of an already full day or week requires
innovative scheduling and creative use of resources. Teachers already spend many
hours outside of the school day, induding evenings and weekends, to do their work.

Teaching Requires
Different Kinds of Time

Weneed torethink whatteaching indudes. Tenchingused tomean the timeanadult

 siood in front of a group of sudents. Now we are discovering that teaching alsomeans
angoing professional development, collaborative work with colleagues, teacher leader-
ship activities, development of parent partnerships and work on atheraspeds of the
overall improverment of the school. These adtivities are part of a new definition of

extra duty or release time adtivity, but a aritical component of teaching that contributes
significantly to student achieverment. In some countries, teachers spend as litle as SO or
60 percent of the school day warking direcly with students. They use the rest of their day
for atheradivities that enrich and enhance the time they do have with studerts.

Gmug@smdieuseofﬁmearermt&sﬂynndenordoﬂ'xeyhappenqmddy. Every
school and district has some unique needs and differences in priorities, and schools
organize and schedule adtivities differently. Of course, available resources may also
vary from school to school, district to district. Changes that require additional funds
and/or staff may be more difficult to achieve in some schools. There are also
significant differences between the structure and scheduling of time in secondary
and elementary schools. All of these variations make it impossible to find simple
solutions that will work everywhere.

Some Principles for Allocating Time

The use of time in schools reflects what is important to the school community and is
usually reflected in a school's schedule. Scheduling reveals, for example, how much
time is allocated to each subject and how much flexibility exists for differences in
students, teaching, and content. Changing a schedule will not automatically improve
instruction, butwiseaﬂocalionandpmdudiveuseoftimeinaeas&diedlanoe
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more student leamning will occur. In many schools, there is actually more time for
collaboration and planning than people realize, but inefficient scheduling and poor
use of the time that is available minimizes the opportunities it provides. The follow-
ing broad ideas about how to use time in today’s schools might help school person-
nel rethink how time gets used and how that use reflects their school’s priorities:

"¢ Tecchers should have time each dayfor use in planning, collaboration, communication
with families, pr'oFesaonal development, and other activities that relate fo their
teaching or to school improvement efforts.

*  Twoconsecutive periods ina school day, or several longer periods throughout fhe
week, are better than one short period at a time.

*  Thedistrict and school should formalize collective staff time. Time for feacher work
shodld be provided by the system and be bt into the structure, the plan. and the
schedule in such a way that it is ongoing and predictable.

*  Toprevent a scheddle that is plagued by add-ons as the year goes dlong, disciplined
planning and scheduling at the beginning of the school year should itemize what time

+ wil be used for. how much is needed, and when it will be used. A sharp staff focus,
match between time and activities. and refraining from adding on more thon was
planned originally should keep the schedule manageable. -

How do Schools MAKE Time?

A common strategy for making time, particularty in middle and high schools, isblock
scheduling, This strategy involves arranging time inlonger blocks that combine
subjects or topics that were previously taught in smaller units of time. This results in
both fewer dlasses and more opportunities for teachers to design teaching that

* integrates several areas of content. Block scheduling acconimodates such time
consuming adivities as lab experiments, provides more time for practice or field-based
leaming, and permits exploration of innovative instructional practices and strategies’
that demand more time:. Teachers in schools with blodk schedules work with fewer
students each day, and prepare for fewer dasses, so there are fewer minutes spent
transitioning from dass to dass—time that can be reallocated to leaming,

Another benefit of blodk schedling is the creation of common planning time. With
fewer dasses to teach, and longer preparation periods each day, it is easier to align
common planning periods for teachers to work together. If spedial education or other
support teachers are induded in the schedhule, they can helpto design curiculumand |
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A final important consideration is that block scheduling accommodates differencesin
the amounts of time individual stadents require to leam and master skills. Because
lessons are longer, students who leam quickly and work ata more rapid pace can
enjoy opportunities for enrichment activities, while students who need more time can
take it without the stigrma attached to make-up dasses or pull-out services.

Obviously, not every strategy for finding or creating time will work in evety school

and blodk scheduling is only one. Nevertheless, many schools have been trying

different strategies for providing teachers with the time they need. These strategies

cluster into three broad categories: restructuring or rescheduling time; changing
staffing patterns; andaddmgaddiﬁormldmetodle@ooldayoryw

Restructuring or Rescheduling Time

*  Teach more minutes four days a week and use the time earned to have ecrly release
onone day.

*  Trade in staff development days at the beginning or end of the school gear and
spread the time out throughout the year for planning time.

*  Stagger the schedule to accommodate morning/evening students. For example, start
 school earlier for students who do well in the morning, and have alater start for
students who need more sleep. With fewer students in school at the beginning and
end of the day, the time can be used for planning time by feacher’s who are not
directly involved with students at that time.

*  Give teachers a common lunch period folowed by a planning period for shared time
daily. Provide a large group activity or smaller educational activities for kids after
lunch. Have special electives and classes in the periods after lunch to free core
classroom teachers.

~*  Identify a group of teachers and students to participate inlonger class periods
where acadenic subjects are infegrated The periods would start and end at the
same time as the regular school day, but might be 2 long periods instead of 3 or ¢
shorter ones. Students and teachers might meet in small or large groups, participate
in extended lcb time and field experiences, and stay together the entire year This kind
of flexibility in the schedule makes it more likely that teachers will be able to regularly
schedule in time for planning

*  Lobbywith the state to convert instructional days info staff development time.
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Changlng Staffing Patterns

Have all administrators regularly do some teaching.

Hire more teachers and alow teachers to teach fewer classes per day.

Bring in reqular substitute teachers (the same feachers whenever possible) or

specidlist teachers once aweek fo take over the classes and free the regular
teachers.

(se other adults (administrators, volunteers, parents, instructional assistants) in the
classroom to conduct an activity while feachers meet:

Arrange field trips lead by volunteers, regulor substitute teachers, or elective teachers
that enhance or augment the curviculum to free time for planning,

Have teachers feach fewer classes per term so they have a free period every day for
_planning,

Assign six teachers to four classes to free teachers on arotating basis.

Hire PE. Art and Music specidists to provide 30 free minutes a day for dlassroom
teachers. Or schedule Music and PE. at the same time for dll Kids in a grade so that
there can be agrade-level meeting of teachers.

Remove all duties, ke recess duty. hall duty. and bus duty from teachers. Hire people to
perform these duties. Give teachers duty-free lunch.

Have a Hobby Period once a week All adults in the school. including office staff
cafeteria workers, and instructional assistants, teach hobbies to students. Fr‘eeing up

teachers to meet: Parents or other commanity members could dlso be involved ina
Hobby Period

A variation on Hobby Period could be the same use of staff, parents, and commanity
menbers. but instead they might teach a foreign language. conduct a science
experiment, or lead an activity that would in some way extend or apply academics or
other content the students are learning

Set up ateaming structure within ablock schedule. For example, during a day with a 3
hour block of time in the morning and 1 !/, hour block in the affternoon, a team of four
general education teachers, a special education teachen and a teaching assistant
have responsibility for 100 students for English, math. social studies. and science. The
use of each block of time is totaly within control of the teachers in the block One
week the schedule may be adjusted so those students have a double period of
something. Teachers can suspend the typical class schedule al fogether and have
students workin small groups. Teachers may give up some time from their own
periods to other teachers who need more time. When students are in elective classes,
the teaching team has time fo meet:
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Form a partnership with a university or locdl college that could provide fiims, TV
lessons, and demonstrations using interactive teaching arrangements that enrich the
curriculum, IF university partners handle instruction and design follow-up activities,
paraprofessionals can hande the monitoring,

Have teachers (Art, Music. and PE.) who do not have classes of their own plan a hatf-
day, infegrated program for schools in the district. The program could rotate from
school o school During this time, the teachers in the school are free to meet:

Have groups of students spend time each week with abusiness in the community, eg.
avideo store, garden center. grocery store, book store, animdl dlinic. etc. The
experience becomes an “opprenticeship” where students learn about the business
and acagire skills and knowledge about the world of work.

Encourage students to do volunteer commurn’ry service activities one time a week
while teachers plan. .

Have older students work with younger ones with minimal SUper'waon so teachers
canbe free o meet :

Group two smaller classes together with adifferent teacher a substitute,a |
parapro?essmal or volunteer to free the teachers.

Addlng Time to the School Day or Year

Shorten the amount of classroom time each day, but add more days to the school
year fo cover state reqgirements. Use the extra time saved from each day.

Extend the school day by starting earlier or finishing later. Have specidl classes in the
early morning periods. Then reqgired hours are completed in four and a half days. This
provides a free half-day each week

Move to ayear-round schedule or extended school year by instituting summer
classes. The extra time in school will provide numerous opportunities for time each
day and/or chunks of time between terms for Ionger' professional development
codrses or planning days.

Add meeting days to the school year: For example, one school buit 21 pUpil—?r‘ée
workdays into the cdlendar for the yean

Combine high school and adult evening school programs to provide continuous
classes throughout the day. Adults and adolescents can attend classes together and
structure their schedules to meet individual needs and to accommodate a variety of
work patterns. With some students aﬁendmg classes at night, feachers may have
more time during the day for collaboration.
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Final thoughts

Creating schedules for planning and collaboration takes time and thoughtfulness. .
Buteven the most well-planned schedule with ample amounts of time will not help if
the time created is not used effectively and efficienty to improve teaching and
leaming. Although we know that the end of the day, when teachers are tired, is the
worst time to meset, that is the time for which many meetings are scheduled.
Meetings withouta focus or agenda waste the time of all participants, yet many
meetings could be charadterized in this way. The challenge then is not only to create
the time for planning and collaboration, but also to make the best use of this
precious commodity ance it has been created.
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