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Teacher shortages are both costly and detrimen-
tal to student learning. The Economic Policy 
Institute estimates that annual turnover costs $7.3 
billion to $8 billion per year in the United States 
(2019). While the traditional university under-
graduate preparation track is still the main source 
of educators, teachers increasingly use alternative 
certification programs. In Texas, these programs 
provided 103,536 teaching certificates in 2017-
18, compared to 85,204 certificates in 2013-14. 
The Texas Education Agency (TEA) reports 
that individuals from alternative certification 
programs have higher employment rates than 
those prepared through other routes (Ramsay, 
2019). Unfortunately, these programs do not 
always prepare teachers for serving in diverse 
classrooms.

To address teacher shortages in bilingual educa-
tion and other programs, IDRA created an 
accelerated teacher certification model through 
multiple projects serving Texas funded by the 
U.S. Department of Education’s Transition to 
Teaching initiative. Over a 15-year period, the 
program operated in 55 school districts across 
Texas and recruited and prepared over 800 recent 
graduates and mid-career professionals to teach 
in high-need areas. (IDRA, 2018)

IDRA partnered with colleges and universities to 
provide professional development, in-classroom 
training, and mentoring to diverse groups of 

program participants. IDRA’s program resulted 
in a dramatic increase in highly-qualified and 
motivated teachers who, through collaboration, 
were prepared to teach in diverse classrooms. The 
lessons from this experience provide an important 
framework for systemic change in teacher prepa-
ration (see article on Page 3).  

Teacher shortages demand state-level policy 
solutions based on proven strategies to recruit, 
prepare and support teachers in shortage areas. 
In the coming months, the Texas Senate Educa-
tion Committee will study teacher shortages and 
policy recommendations that could potentially 
become legislation next session. 

IDRA recommends the following state-level 
policies to recruit, prepare and retain highly-
qualified educators.

1. The Texas Legislature should direct the 
TEA Commissioner to identify research- 
and evidence-based professional develop-
ment that focuses on teaching asset-based, 
culturally-relevant curriculum in diverse 
classrooms and to increase access for teach-
ers. These resources should be made available 
to school districts and regional education service 
centers. IDRA’s successful model provided both 
in-person and online professional development 
to ensure teachers understood and supported 
diverse classrooms of students. 

Teacher shortages demand 
state-level policy solutions 
based on proven strategies 
to recruit, prepare and 
support teachers in 
shortage areas.
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2. The Texas Legislature should establish 
a consortium of colleges, school districts, 
nonprofit organizations and community-
based organizations to identify research-
based best practices to address teacher 
shortages. This research should include exami-
nation of effective teacher recruitment and prepa-
ration in collaboration with key stakeholders to 
generate comprehensive policies in addressing 
teacher shortages. IDRA’s program demonstrat-
ed that such integrated partnerships with colleges 
and school districts are vital to identifying the 
best ways to provide direct services and set poli-
cies that assist teacher candidates throughout the 
accelerated certification process. 

3. The Texas Legislature should direct 
the TEA Commissioner to identify school 
districts with the highest teacher short-
ages and should allocate funding for those 
districts to collaborate with universities in 
research- and evidence-based accelerated 
teacher preparation programs. These collabo-
rations should be focused on the teacher prepa-
ration program and not require schools to enter 
into partnerships related to the administration of a 
campus or the school district. Such collaborations 
between IDRA, colleges and school districts 
were critical to the success of the IDRA program. 
Colleges served as collaborators in instruc-
tion and coaching for program participants. To 
increase teacher retention, partner school districts 
provided placements for new teachers along with 
in-service training and on-site coaching (IDRA, 
2018).

4. The Texas Legislature should expand 
mentor teacher program criteria currently 
in the law to promote relationships between 
experienced teachers designated as “mentor 
teachers” and students in accelerated certi-
fication programs. Mentor teachers should 

(State Policy Recommendations for Addressing Teacher Shortages, continued from Page 1)

participate in recruiting and supporting teachers 
for shortage areas, including participants in accel-
erated certification programs. 

5. The Texas Legislature should increase 
funding for financial assistance programs to 
encourage teacher certification and address 
shortages in critical subjects. For example, 
“Grow Your Own” educator programs provide 
tuition exemptions and financial support to 
students, paraprofessionals and current teachers 
who want to become educators or obtain addi-
tional teaching certifications (see box on Diver-
sifying the Field Online Assistance Package on 
Page 5). This could help incentivize individuals, 
rooted in communities with high shortages areas, 
to teach. 

6. The Texas legislature should provide 
incentives for internet service providers 
to expand high-speed, reliable, affordable 

internet access to rural communities in order 
to support robust online training opportuni-
ties and online communities of practice for 
teachers in training.  

7. The Office of the Attorney General should 
end Texas’ litigation seeking to invalidate 
Deferred Action for Childhood Arrivals 
(DACA). Texas has more than 2,000 teachers 
with DACA. Those teachers are more likely to 
teach in shortage areas (Balingit, 2017).

Through these key recommendations, Texas 
can help address the high costs associated with 
the teacher shortage and the harm it brings to 
students’ ability to thrive in the classroom. 

Resources
Balingit, M. (October 25, 2017). “As DACA winds down, 

20,000 educations are in limbo,” Washington Post.
García, E., & Weiss, E. (2019). The Teacher Shortage is 

Projected Teacher Supply and Demand Nationally

Note: The supply line represents the midpoints of upper- and lower-bound teacher supply estimates.

Source: Sutcher, L., Darling-Hammond, L., & Carver-Thomas, D. (2016). A Coming Crisis in Teaching? Teacher Supply, Demand, and Shortages in the 
U.S., Research Brief. Palo Alto, Calif.: Learning Policy Institute. https://learningpolicyinstitute.org/sites/default/files/product-files/A_Coming_Crisis_in_Teach-
ing_REPORT.pdf
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IDRA’s Transition to 
Teaching model uniquely 
combined university-level 
coursework, classroom 
experience and dynamic 
coaching with a focus on 
serving schools deemed 
high-need. 

Teacher Preparation for Diverse Classrooms
Across the country, concerns about a growing 
shortage of quality teachers are at the forefront of 
education conversations. Enrollment in teacher 
preparation programs fell some 35% over the past 
seven years, representing a potential decrease 
of nearly one quarter of a million teachers in the 
workforce at the same time the student popula-
tion continues to grow (Sutcher, et al., 2016; 
IDRA, 2018). In the 2017-18 school year alone, 
the teacher shortage topped over 110,000 teachers 
(Gallego, 2019). 

In Texas, six areas of expertise consistently linger 
at the top of the teacher shortage list. These areas 
include bilingual education and English as a 
second language; computer science and technol-
ogy applications; math; science; special educa-
tion; and career and technical education (IDRA, 
2018). Despite some recent legislative advances 
in addressing teacher compensation in Texas 
(Craven, 2019), teacher shortages in these urgent 
subject areas continue.

Not just anyone should enter the classroom 
though. To be a high-quality teacher, individuals 
need training to be prepared to teach and to do 
so in racially, linguistically and socioeconomical-
ly diverse classrooms. Schools that serve major-
ity low-income students and students of color 
often experience the greatest teacher turnover, 
as teachers experience burnout from working in 
under-resourced schools with minimum support 
or preparation or are lured to higher-paying, less-
demanding jobs in other districts (LPI, 2016). 
The teacher “churn,” as it has been called (Atte-
bury, et al., 2017), leaves many students without 
the quality teachers that they deserve. 

IDRA led the charge to address teacher short-
ages in Texas for over 15 years through its series 
of federally-funded Transition to Teaching 
programs. We partnered with universities and 
high-need school districts across Texas to train 
high-quality teachers to educate diverse class-
rooms of students, particularly in the critical 

subjects of English learner education, STEM and 
special education. 

Between 2001 and 2018, IDRA operated six 
programs through this accelerated teacher certi-
fication model. Altogether, these programs 
recruited, prepared and certified over 800 teacher 
candidates in the required subjects who went on 
to positively impact English learners, children 
who receive special education services, low-
income students and students of color across 
Texas. 

IDRA’s Transition to Teaching model uniquely 
combined university-level coursework, class-
room experience and dynamic coaching with 
a focus on serving schools deemed high-need. 
IDRA released a report in 2018 offering three 
key recommendations for teacher preparation 
and certification programs to address the teacher 
shortage issue: (1) value and practice diversity; 
(2) include all key stakeholders; and (3) expand 
intervention models (IDRA, 2018). 

Value and Practice Diversity
University-level schools of education must place 
a high value on teacher education designed for 
a diverse student population and support the 
work of teacher candidates across areas of disci-
pline. Universities should express commitment 
to diversity both in formal coursework and in 
practice by having teacher candidates experience 
diverse classrooms, use culturally-sustaining 
practices, and complete diversity training as part 
of their preparation. 

To increase diversity among teacher candidates 
themselves, universities and other educational 
institutions can practice and share successful 
approaches for recruiting and retaining bilin-
gual and more diverse teachers, especially in 
high-growth states. For example, IDRA added 
more mentors to the bilingual/ESL classrooms 
in participating schools to assure that teachers 

by Chloe Latham Sikes, M.A.

(cont. on Page 4)

•	 Bilingual Education / English as a 
Second Language

•	 Computer Science / Technology 
Applications

•	 Mathematics

•	 Science

•	 Special Education

•	 Career and Technical Education

Top Teacher Shortage 
Areas in Texas
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(Teacher Preparation for Diverse Classrooms, continued from Page 3)

of record received the quality time needed to 
become successful teachers.

The IDRA EAC-South developed a free 
on-demand web-based technical assistance 
package to help educators increase the diversity 
of their teaching staff (see box on Page 5).

Include All Key Stakeholders
Universities and school districts can come 
together, particularly through nonprofit partner 
programs like IDRA’s program, to expand the 
body of research and knowledge to improve 
effective teacher preparation programs. 

Schools of education themselves also need inno-
vative and meaningful partnerships with schools 
and their communities to support teacher recruit-
ment, preparation and placement. Most commu-
nities have untapped human resources that can 
contribute to fill many of the current needs in the 
schools.

Expand Intervention Models
Rather than rely on a test-based assessment 
system, teacher preparation programs should 
use holistic educator assessment and support 
programs. These programs should rely primarily 
on the demonstration of knowledge and perfor-
mance in the classroom. For instance, in IDRA’s 
Transition to Teaching programs, the assessment 
and support strategies included principal recom-
mendations and successful completion of a one-
year internship. These strategies contributed to 
better teacher preparation and retention. 

New teachers in training need consistent, long-
term support through asset-based coaching and 
mentoring (see article on Page 6). Teacher train-
ing should not stop with certification. As in the 
IDRA model, in-classroom teachers can engage 
in co-teaching, group planning and similar 
collaborative strategies to continuously engage 
teachers in their own learning of theory and prac-
tice.

Through collaborative, persistent and cultur-

ally-sustaining models, such as 
the IDRA Transition to Teach-
ing program, we can address the 
teacher shortage issue that affects 
many Texas students. High-
quality, certified teachers have 
the potential to expand students’ 
educational opportunities for the 
rest of their lives. More qualified 
teachers for a more multicultural 
nation benefits all students now 
and will for years to come.

Resources
Attebury, A., Loeb, S., & Wyckoff, J. 

(2017). “Teacher Churning: Reassign-
ment Rates and Implications for Stu-
dent Achievement,” Educational Eval-
uation and Policy Analysis, 39(1), 3-30. 

Craven, M. (2019). “Texas Legislature 
Concentrates on School Funding,” 
IDRA Newsletter. 

Gallego, R. (September 11, 2019). Reps. 
Gallego, Cisneros, Hayes and Houla-
han Introduce Legislation to Improve 
Diverse Teacher Recruitment and 
Retention, news release. Washington, 
D.C.: Office of U.S. Rep. Ruben Gal-
lego.

IDRA. (2018). IDRA Transition to Teach-
ing Program 15-Year Synthesis. San 
Antonio: Intercultural Development 
Research Association. 

Sutcher, L., Darling-Hammond, L., & 
Carver-Thomas, D. (2016). A Com-
ing Crisis in Teaching? Teacher Sup-
ply, Demand, and Shortages in the 
U.S., Research Brief. Palo Alto, Calif.: 
Learning Policy Institute. 

Texas Education Agency. (July 13, 2018). 
2018-2019 Teacher Shortage Areas, 
letter. Austin, Texas: Texas Education 
Agency. 

Westervelt, E. (September 15, 2016). 
“Frustration. Burnout. Attrition. It’s 
Time to Address the National Teacher 
Shortage,” NPR. 

Chloe Latham Sikes, M.A., is IDRA’s 
deputy director of policy. Comments and 
questions may be directed to her via e-mail 
at chloe.sikes@idra.org. 

Real, Large and Growing, and Worse than We Thought. Washington, D.C.: Economic Policy Institute.
IDRA. (2018). IDRA Transition to Teaching Program 15-Year Synthesis. San Antonio: Intercultural Devel-

opment Research Association. 
Ramsay, M. (2019). Employment of Initially Certified Teachers 2014-2018. Austin, Texas: Texas Educa-

tion Agency.
Texas Education Agency. (2019). Student Loan Forgiveness for Teachers: Teacher Shortage Areas, web 

page. Austin, Texas: TEA.

Ana Ramón is IDRA’s deputy director of advocacy. Comments and questions may be directed to her via email 
at ana.ramon@idra.org.

(State Policy Recommendations, continued from Page 2)
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IDRA EAC-South Focus

Diversifying the Teacher Workforce
The national teacher 
shortage significantly 
impacts a district’s 
ability to increase diver-
sity among its instructional staff. An increasing 
body of literature promotes the benefits of a 
racially-diverse teacher workforce. Concur-
rently, schools struggle with cultivating a 
robust pool of highly qualified educators. This 
is especially problematic for many districts 
across the South that are still under legal obli-
gation to do so. 

In most cases, the U.S. Department of Justice or 
Office for Civil Rights files a complaint against 
the districts. When a court finds a district to 
be noncompliant because of discriminatory 
faculty assignment, the district often enters 
into a voluntary agreement with the court or 
is under a consent decree. The court outlines a 
detailed plan for the district to increase recruit-
ment, hiring and retention of teachers of color. 
If the district meets its required actions within 
the time set by the court, the court may grant 
the district unitary status.

The IDRA EAC-South is currently provid-
ing technical assistance services in five states 
to seven school districts that are under federal 
desegregation orders related to faculty recruit-
ment and assignment. 

Districts also can self-identify the need to diver-
sify their staff. More than 20 school districts are 
presently under voluntary agreement with the 
courts to address inequitable hiring and reten-
tion of diverse and highly-qualified teachers 
of color. For example, one district partner in 
Virginia reported that its Black student enroll-
ment was 26% while the staff comprised only 
5% to 6% Black teachers. The Common-
wealth’s director of the equity and inclusion 
office seeks to increase representation of Black 

educators and provide students with a more 
culturally-sustaining learning environment. The 
services we provide include research-based solu-
tions and recommendations for districts.

In addition, the IDRA EAC-South published 
a web-based technical assistance package on 

diversifying the teaching field that contains 
videos, literature reviews and other resources 
on recruiting and retaining teachers of color. 
The on-demand package is available free 
online. For information on IDRA EAC-
South services, visit www.idraeacsouth.org or 
email eacsouth@idra.org.

idraeacsouth.org/resources/diversifying-the-field

Subscribe Today!

http://budurl.com/IDRAsubscribe

Sign up for IDRA’s free 
email newsletters!

http://www.idra.org/Podcasts

Get IDRA’s Classnotes 
Podcast via iTunes or online facebook.com/IDRAed 

twitter.com/IDRAedu

Connect on with us on social media
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Educator Coaching Model Strengthens Schools 
Serving Diverse Student Populations
By definition, coaches “transport people from one 
place to another.” It means supporting people 
as they move to a higher level of competence, 
confidence, performance or insight in building 
self-efficacy, content knowledge and expertise. 
In schools, coaches help teachers reflect on their 
own practices to improve student achievement as 
well as further teacher growth.

Through IDRA’s multi-year School TurnAround 
and Reenergizing for Success (STAARS) 
Leaders project, funded by the U.S. Department 
of Education, our coaches positively impacted 
a cluster of schools in San Antonio facing state 
education agency accreditation consequences.

IDRA brought its decades of experience, exper-
tise and collaboration to 41 campuses through the 
project’s comprehensive professional develop-
ment program. Using 2018-19 state accountabil-
ity results criteria, these 41 campuses likely would 
have received an F rating without this project. 
In 2019, the Texas Education Agency assigned a 
B grade to the district, an increase from a C the 
previous year. The number of individual schools 
receiving an F grade dropped from 41 to 16 within 
a four-year span of time. 

In addition, IDRA provided specialized, inten-
sive, differentiated professional development 
to five low-performing schools with dramatic 
results. One of the schools not only met the state 
standard two years ago, it gained a designated 
distinction in Academic Achievement in Science 
twice. The state recognized the campus for Post-
secondary Readiness as well. 

An elementary school met the state standard 
in 2018 and gained designated distinction in 
Academic Achievement in Mathematics, Academ-
ic Achievement in Science, and Top 25 Percent: 
Comparative Academic Growth. Another elemen-
tary met the state standard in 2018 and gained 
designated distinction in the Top 25 Percent: 
Comparative Academic Growth. In 2019, a high 
school also received a distinction recognition.

by Nilka Avilés, Ed.D.

The schools serve a sizeable English learner popu-
lation whose performance on the state assess-
ment test showed substantive improvement in all 
subjects at the end of IDRA’s project period. The 
high school improved by 14 percentage points. A 
middle school improved by 5 percentage points. 
And two elementary schools improved by 26 
percentage points each. 

When we asked principals to comment on the 
impact of the project’s activities on success in 
turning around campuses, they named three 
major project activities: 

•	 IDRA’s coaching and mentoring, which en-
abled “principals to have a sounding board, 
share ideas, express concerns and allow for the 
mentor to provide a different lens on address-
ing issues and challenges on campus;” 

•	 IDRA’s professional development, which fo-
cused on “inferential skill development,” led 
to significant improvement on the state assess-
ment and contributed to project schools’ suc-
cess (Avilés, 2018b); and 

•	 The project’s campus leadership certification 
program, which added more than 24 certified 
principals who were specifically trained to 
work in urban schools with a diverse student 
body.

IDRA’s unique model for school improvement 
demonstrated that coaching and supporting 
campus leadership leads to cohesive, meaningful 
change for struggling schools.

The transformation begins on Day 1. In the initial 
meeting, we work with the principal and leader-
ship team to outline how our coaching process 
will integrate with campus activities and identify 
students’ academic needs and leaders’ individual 
needs for professional growth. 

Coaches then visit the school to become 
acquainted with the school faculty, get a sense 
of the school climate, and observe various opera-
tions of the school. Coaches and school leaders 

Learn more about IDRA 
coaching and mentoring services 

https://idra.news/Coaching

(cont. on Page 7)
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IDRA’s school improvement coaches are avail-
able to work with district and campus leadership 
teams to help them polish their own skillsets and 
take practical steps to raise student academic 
achievement through reflective practices. IDRA’s 
coaching and mentoring is aligned to the Profes-
sional Standards for Educational Leaders, 
grounded in current research and the real-life 
experiences of educational leaders to meet the 
needs of schools and students.

Resources
Avilés, N. (March 2018). “School Leaders Create Culture 

of Equity and Success,” IDRA Newsletter. 
Avilés, N. (September 2018). “School Leaders Improve 

English Learner Literacy with Focus on Inferencing,” 
IDRA Newsletter. 

Kostin, M., & Haeger, J. (2006, May). “Coaching Schools 
to Sustain Improvement,” Education Digest, 71(9), 29-
33. 

Laba, K. (2011). Coaching for School Improvement: A Guide 
for Coaches and Their Supervisors. Lincoln, Ill: Aca-
demic Development Institute Center on Innovation and 
Improvement. 

Nilka Avilés, Ed.D., is an IDRA senior education associate 
and directed IDRA’s STAARS Leaders project and co-directs 
IDRA’s Re-Energize project. Comments and questions may 
be directed to her via email at nilka.aviles@idra.org.

review the school’s data and conduct classroom 
observations together. The observations have 
a specific focus on the identified teacher needs, 
such as student engagement, teacher content 
knowledge and classroom management. 

Our coaches then sit down with the principal 
to debrief and compare notes. We then develop 
a plan of action to address the feedback and 
coaching that needs to follow. The plan includes 
professional development needed by individuals 
or groups of teachers. 

Most of the professional development activities 
focus on areas of concern for reframing instruc-
tion and its delivery to a diverse population as 
identified though IDRA’s analysis of student 
and teacher performance. A unique component 
IDRA offers is classroom demonstrations with 
the teachers’ own students while teachers observe 
how their students interact with the lesson and 
show evidence of mastery of concepts. Debrief-
ing sessions follow where coaches and teachers 
discuss what they learned and how to improve 
teaching and learning practices.

Coaches are non-judgmental throughout the 
coaching process in order to build the required 
trust and to support leaders’ capacity-building to 
guide and manage systemic changes. Kosfin & 
Haeger (2006) state that an outside school coach, 
properly prepared and sensitive to individual and 

whole-school concerns, can provide a balance 
of pressure and support to sustain meaningful 
school improvement. 

When certain practices do not work or when 
addressing specific challenges, we engage in 
conversations to perform a root cause analysis of 
the issues at hand. It is paramount that teachers 
have space to take risks in sharing innovative ideas 
to increase achievement. Coaches, leaders and 
teachers ensure that the school vision becomes a 
reality by targeting priorities in the curriculum to 
increase students’ mastery of skills and by making 
decisions to impact students’ progress. 

A leadership coach’s essential goal is to ensure 
that the school organization works in harmony 
and that students reap the benefits from their 
school experiences. Effective school improve-
ment coaches use two lenses: the asset-based 
lens and the social justice and equity lens. They 
examine the data to point to equity gaps, resource 
gaps and opportunity gaps, and they monitor the 
power dynamics present at the school. 

Such coaching activities also help hold educators 
accountable for the actions they commit to do 
while establishing new strategies. As a catalyst for 
change, coaches are readily available to collabo-
rate and provide resources to engage others to 
take action. 

Following are some of the outcomes of coaching 
and mentoring that, if put in place with fidel-
ity, will positively improve students’ academic 
achievement:

•	 A new or renewed culture of valuing beliefs 
and attitudes;

•	 Enhanced people skills;

•	 Improved organizational efficiency and effec-
tiveness;

•	 New internal and external networks;

•	 Habits for addressing internal and external 
conflicts;

•	 A system for planning, implementing and as-
sessing school innovations and interventions; 
and

•	 An internal accountability system that guar-
antees transparency and respect for individual 
differences.

Since every school is unique, skilled coaches can 
lead educators to reflect on their own school and 
instruction and to strengthen their individual 
leadership competencies. 

(Educator Coaching Model Strengthens Schools Serving Diverse Student Populations, continued from Page 6)

Learn more about IDRA 
services on instructional strategies 

for building inferencing skills
https://idra.news/Inferencing

Podcasts about IDRA’s 
Coaching Model
Coaching and Mentoring New 
Teachers – Episode 24

Growth Mindsets to Increase 
Achievement – Episode 180

Capacity Building Among School 
Leadership – Episode 177

A Principal on Leadership for a 
Turnaround School – Parts 1 & 2 – 
Episodes 168 & 169

The Teacher as a Culturally 
Proficient Coach – Episode 58

Available free online and 
via iTunes and Spotify!

http://www.idra.org/podcasts
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