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BTR’S SELECTION DAY

The culmination of the recruitment process for BTR is Selection Day,
held at one of the Boston public schools. This is a day-long event that
brings together representatives from the schools (teachers, Mentors,
and principals), the district (human resource personnel), BTR staff,
and members of the community to engage with BTR program appli-
cants in an intensive process. Applicants participate in a variety of
activities and interviews, including working with fellow applicants to
solve a group problem, a five minute segment of teaching students,
writing and math assessments, and one-on-one or team interviews.
One Resident described the selection process as “overwhelming, but
effective in helping applicants understand the program they were
applying to.” She described the day in this way:

“We spent an entire day at one of the Boston public high schools,
working in small groups to discuss scenarios, having one-on-one
interviews with BPS staff, and teaching a mini-lesson to a group of
students. Each part of the day helped me understand what the differ-
ent parts of my year would look like in BTR. When I was working
with the small group to solve a dilemma, it was a great experience to
start thinking about how as colleagues I would be working with other
teachers to think about the best way to teach students. While inter-
viewing with staff from BPS I got a better sense of what it was like to
teach in an urban school setting, as well as what schools I would be
interested in teaching in. The mini-lesson portion of the interview
day was the most nerve-wracking! Being in front of a group of
teenagers and presenting a five-minute lesson was a bit daunting. I
had five minutes to grab their attention and impart information. Now
that I have been teaching 8th graders for almost seven months, I real-
ize how important those five minutes can be. Some days it can set the
tone for the entire lesson.”

-- BTR Resident

Sixth, UTRs support Residents once they are hired as teachers of record. UTRs recognize that even well
prepared novices in high-needs schools demand long-term support and have only begun to embark
upon a continuum of professional growth. Residents are surrounded by support at every step includ-
ing Mentors, principals, university professors, university liaisons, and UTR staff members. For many
it is this intense level of support that attracted them to the program.
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UTRs work in partnership with school districts to continue to support Residents once they grad-
uate and become teachers of record in their own classrooms through mentoring, professional devel-
opment, and networking opportunities. UTRs have increasingly offered more sophisticated
induction programs than found elsewhere. For example, in Chicago, after graduating from the resi-
dency program, individualized coaching and induction support continues through year two of teach-
ing and additional professional development support is provided for graduates in years three and
four. An induction coach works with the new teacher once or twice a week; new teachers are
assigned a grade partner and cluster leader; there is common preparation time with grade level part-
ners; and other preparation time is used for observations. Coaches are trained in using the cognitive
coaching model. Because these teacher supports are all rooted in a common definition of quality
teaching, they are beginning to pay dividends for the schools and the students served.

This support for beginning teachers is critical, particularly in the high-needs schools in which grad-
uates are placed. As one university faculty member noted:

AUSL is okay with putting teachers into low-performing schools, because AUSL believes
teachers have to learn…what it’s like to teach in those environments. But what AUSL does,
is the second half of the equation —which has to be addressed. It provides strong support
for teacher candidates in those low-performing schools. And you can’t have one without the
other. … Support in place for alt cert people needs to be very intentional and very careful
and then they can succeed.

Seventh, UTRs establish and support differentiated career roles for veteran teachers. The UTRs have begun
to “create opportunities for excellent veteran teachers to take on roles as Mentors, supervisors and
instructors while still holding positions as K-12 classroom teachers.” With AUSL Mentors earning a 20
percent salary supplement (and if they are NBCTs they earn even more), these experts can be recog-
nized and rewarded substantially. Also, they can be offered meaningful leadership opportunities with-
out becoming administrators. Both BTR and AUSL are beginning to see their most successful
Residents become Mentors. As described earlier, AUSL is working with UIC to prepare Residents as
instructional leaders and is forming an informal partnership with Chicago’s New Leaders for New
Schools in order to introduce excellent graduates to their school leadership program.

LEADERSHIP OPPORTUNITIES FOR UTR GRADUATES

“As AUSL has grown, we have recognized the enormous talent that
exists within our Mentor teachers. Three of our current Mentor
coaches are past Mentor teachers. We have also tapped Mentor teach-
ers to create writing and math benchmark assessments and curricu-
lum to be used across our network schools. AUSL is working to
increase leadership opportunities for our Mentor teachers while not
taking them away from their important work of educating students
and training Resident teachers.”

--AUSL Mentor
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The Effectiveness of UTRs

While UTRs appear to be a promising innovation, the critical questions are whether UTRs are
making a difference in schools and classrooms and if so, can those differences be measured. While
evidence is preliminary, it does suggest that this innovation holds promise for improving urban
teacher and school quality. Several areas in which UTR outcomes might be expected and what is
known to date about the impact of BTR and AUSL are described in this section.

Student Learning. Only a few years in operation, UTRs do not yet have sufficient data to determine
the impact of their graduates on student learning. However, both BTR and AUSL see this question
as the one that defines their success and are investing in the data and analysis to answer it. BTR has
commissioned outside research to determine the impact of their graduates on student learning,
drawing on the value-added methods of Harvard education economist Tom Kane. The study is
matching individual teachers with data on students’ test scores as one source of evidence of student
growth and development.

In Chicago, AUSL is planning research to draw on school and grade level student achievement data
in the AUSL turnaround schools in order to unpack the impact of AUSL’s training and placement
model. Both sites are seeking to go beyond the typical value-added models to provide a more com-
prehensive understanding of impacts on student learning, in part because standardized test score
data are available for only a small number of Residents who teach tested subjects or grades. Also, pro-
gram officials have come to understand how difficult it is to solely use standardized test score data
to tease out statistically the effects of the multi-layered UTR model on teacher and student learning.
While standardized test scores may be valuable, they still do not measure the full array of learning
that UTR graduates are expected to support in their students.

Skills and Competencies. School administrators’ assessments indicate that UTR graduates enter
teaching with well-developed skills and competencies that enhance their effectiveness as teachers.
Administrators report that UTR recruits, compared to both local teacher education graduates and
alternative certified teachers, seem to be much better at reflecting on the quality of their teaching
and collaboration with their colleagues. When asked to compare the effectiveness of BTR graduates
to other first-year teachers, principals rated 88 percent of BTR graduates as effective or more effec-
tive than their counterparts, with a majority rated as “significantly more effective.” Over 94 percent
indicated their desire to hire additional BTR graduates. When a Chicago principal of a turnaround
school was asked about the differences he sees in AUSL graduates and other beginning teachers, he
echoed similar sentiments. He described how AUSL graduates “take advantage of the mentor coach-
es in sophisticated ways that other teachers do not; they know how to ask for and receive construc-
tive feedback.” He also noted that the AUSL teachers tend to be more reflective about their practice
and better versed on the best practices, and “whenever you have a teacher like that you’ll see impact
in student achievement.”

Additionally, clustering the Residents in schools and supporting them so they stay in the same
schools over time seems to be fostering school cultures of consultation, shared learning, and data driv-
en decision making—all essential practices for schools that want to improve teaching and learning.
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A STUDENT’S REFLECTIONS ON TEACHERS IN A TURNAROUND SCHOOL

I think the difference [after AUSL took over the school] is that these
teachers care. Last year teachers didn't care. They use to just sit and
watch… There was no learning. They taught only when they see the
principal walk in. But this year teachers care a lot. They teach …like
every second. They teach whatever needs to be learned.

5th Grade student at Harvard Elementary School
(AUSL Turnaround School)

Hard to Staff Areas and Diversity. Both AUSL and BTR have been successful in recruiting high-cal-
iber candidates of color – 57 percent of AUSL and 55 percent of BTR Residents are minorities. In
Boston, BTR is a major source of African-American and Latino teachers. All UTR teachers teach in
high-needs schools. Boston has also been particularly successful in recruiting and preparing teachers
for high-need content areas. For example, 57 percent of BTR’s middle and high school Residents
teach mathematics or science — and every Resident receives a dual certification in special education.

Retention. UTRs, compared to both higher education and alternate preparation programs, retain
their recruits for a longer period of time. After three years, 90 percent of BTR graduates and 95 per-
cent of AUSL graduates are still teaching. While comparable data are not available for all recruits
from university-based master’s level programs and alternate pathways in the Boston and Chicago sys-
tems, we know that nationally about 30-50% of teachers leave within the first five years, and that
number is significantly higher for teachers in high-poverty schools and certain subjects like math, sci-
ence and special education.15 By any standard, the current retention rates for the UTR programs are
extremely high. Causes for the high retention rates likely include the high-quality preparation pro-
gram, on-going support, the upfront commitment to teach in high-needs schools, and the financial
penalties if those commitments are not honored.

Mentor Skill and Retention. The UTRs’ investments in selecting, preparing and supporting the
Mentors who work with Residents have further developed veteran teachers themselves. Mentors
learn new instructional skills and how to spread their expertise to novices. Mentors and principals in
the BTR and AUSL programs attested to the professional learning that occurs for Mentors as they
analyze and reflect with Residents about their own practice or observed classroom instruction. These
new roles for experienced teachers have led to renewed enthusiasm and motivation and contributed
to the retention of some teachers who might have otherwise left the classroom or district. Finally,
the leadership skills that Mentors develop are serving as a potential pipeline to leadership positions.
Both BTR and AUSL recruit graduates of their own programs to become Mentors for new Residents.
Each program has also created positions, often filled by Mentors, to manage and/or continue devel-
oping school-based or cross-school groups of Mentors.



Impact on the Human Capital System. While the UTRs are still relatively young programs, there are
examples in Chicago and Boston of ways that BTR and AUSL have begun to impact their districts’
human capital systems. BTR has spurred important changes in how BPS recruits and screens teach-
ers. BTR and BPS staff members recruit side-by-side at career fairs and generally work in a coordi-
nated way to direct potential teachers to appropriate preparation pathways based on individuals’
strengths, interests, and needs. BTR and BPS have adopted one set of standards for teaching, and
those standards are becoming an increasingly integral part of the professional development and
teacher assessment systems throughout the district.

Chicago is a far more decentralized system than the smaller Boston district, yet impacts of AUSL are
clear. AUSL is a significant part of the CPS plan for improving low-performing schools, with increasing
numbers of turnaround schools being placed under AUSL governance. The close link between AUSL
and National-Louis University has resulted in changes in the university’s preparation program. The
most direct change is in the course of study designed specifically for AUSL Residents. However, facul-
ty report that the success of Residents in the AUSL training academies and high-needs CPS schools has
prompted new kinds of clinical placements in other NLU preparation programs as well.

In both districts, recognition of the importance of supporting new teachers in hard-to-staff urban
schools has led to a differentiated program of induction and mentoring that directs the most inten-
sive resources to teachers in the highest-needs schools. For example, Chicago recently became the
home of a New Teacher Center site, and the NTC mentors are placed in the regions with the great-
est need for improvement in student learning. Boston has also adopted an intensive model of induc-
tion support with well-prepared induction coaches. At both sites, coordination between the UTR and
the districts ensures that mentoring services complement rather than duplicate each other. Similarly,
both UTRs’ emphasis on new roles for exemplary teachers is starting to influence thinking on
teacher career ladders in the two districts.

Budget and Financial Structures

Policymakers and community leaders considering whether a UTR should become one of the district’s
pathways into teaching will want to know how much these programs cost and how they are funded. The
two UTR programs highlighted in this study demonstrate how different design and implementation
decisions, as well as different district contexts, have profound impacts on total program costs.

In Boston, for example, BTR relies on BPS-operated host schools to provide the training site.
BTR’s primary costs are: half the salary for a teacher at each school to serve as a site director and
stipends to the Mentors. AUSL has a very different approach in which the UTR has taken over oper-
ations of selected CPS schools, some of which serve as training academies while others are desig-
nated turnaround schools where large proportions of teachers hired are AUSL graduates.16 CPS
contributes a portion of the funds required to operate these schools, but AUSL must raise addition-
al funds to fully support their operation. Another key difference, largely due to the fact that Chicago
hires from many alternative certification programs while up to now Boston has not, is that Chicago
pays Residents a slightly higher stipend.
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Variation in the programs’ scope and structure limits the relevance of direct comparisons of budg-
et expenditures and revenue sources; however there are some commonalities that surface important
issues about initiating and sustaining UTR programs.

BTR and AUSL each have four major budget areas: upfront recruiting costs; preparation costs,
which include financial support to Residents during their training year; induction costs; and the costs
of running an effective program which includes coordination and communication across programs
and participants.

Both programs invest heavily in recruiting excellent candidates for their programs, in sharp contrast
to traditional teacher preparation programs which rarely have been funded by their university admin-
istrators and state higher education agencies to proactively recruit top-notch teacher candidates.

Both BTR and AUSL invest heavily in the training and preparation of their Residents, including
compensating faculty engaged in instruction and Mentors and faculty who assess candidates’
progress and needs. Of note is the heavy investments both programs make in developing and sup-
porting Mentors who work with Residents in their classrooms throughout the entire academic year.
In contrast, some universities are making new investments in finding and preparing the right
Mentors for their student teaching interns, but many are not funded sufficiently to recruit, prepare,
and support master teachers for their teacher candidates.

UTR programs also provide significant financial support to Residents. They pay stipends and
health benefits to Residents during their year of training, which helps to attract a diverse pool of
qualified candidates in the high-need areas. Since Residents are not teachers of record and thus are
not getting a teacher’s salary and benefits, stipends and health benefits are necessary for UTRs to be
competitive with other programs that target similar populations of candidates but enable them to
earn a full teaching salary after only a brief preparation period. BTR and AUSL also offer other finan-
cial incentives to attract candidates and retain graduates. For example, in both programs, candidates
are able to readily acquire loans to cover the cost of tuition to universities for the master’s degree.
Importantly, there are also built-in financial incentives for graduates to fulfill their teaching commit-
ment in the districts’ high-needs schools. BTR forgives a portion of Residents’ tuition costs for each
year of teaching. AUSL requires proportional repayment of the stipend with less than the contract-
ed four years of teaching.

Induction is also a major area of investment, as both programs pay for a corps of induction coach-
es who support graduates in their beginning years as teachers.

Finally, while specifics vary, the programs share many common categories of administration costs,
as a function of similar needs to support Residents and coordinate among schools, partners, and pro-
gram participants. Each UTR employs staff to maintain program operations and has directors on site
at each school where Residents are placed. Funds are required for positions that are dedicated pri-
marily to planning and coordination, as well as embedded in the salaries of all who invest the time
that is needed for partnerships to function effectively.
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The sources of funding for the UTR programs are currently a mix of private and public resources.
In both programs, private sector funds were the sole source for initiating the UTRs and continue to
be one source for sustaining them. In Boston, private funds were invested in the start-up of BTR with
an upfront commitment by the district to fund an increasingly larger portion each year. BTR had
transitioned to primarily public sources of funding by 2007-08. AUSL continues to have a large por-
tion of funds from philanthropy, which make an important contribution toward supporting the rapid
increase in the number of turnaround schools that the program will operate.

A fiscal snapshot of BTR provides a window into how funding and costs play out in that program’s
budget. In 2007-08, expenditures for the 13-month BTR program totaled approximately $3.4 million
with about 12 percent allocated to recruitment, 76 percent to preparation and 12 percent to induc-
tion expenditures. (See Figure 1 below.) These figures are based on dividing program administration
and coordination costs across the three key program areas. These expenditures result in a total aver-
age cost per Resident of approximately $38,000.

Boston provides a promising example of transitioning from private to more sustainable public
funding. Currently, a significant portion of funds are public resources, with the district covering
about half of the program costs and federal AmeriCorps and Transition to Teaching grants con-
tributing a sizable portion of resources, as well.

In its first two years of funding, the BTR program was funded 100 percent through private funds.
Strategic Grant Partners (SGP), a coalition of local family foundations, was the source of what
Director Jesse Solomon equated to “venture capital” for the start-up of the UTR. Solomon com-
mented, “Public funds…kicked in once we had some strong initial retention results.” In addition, the
Boston Plan for Excellence (BPE) provided significant in-kind support, including costs for office
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space, administrative staff, and meetings. As noted earlier, BPS committed to fund a progressively
increasing percentage of program costs over the first three years with the goal of becoming the
majority funder by reallocating professional development funds. In 2007-08 approximately 90 percent
of BTR’s budget consisted of public sources of funding, including 60 percent from BPS, and an addi-
tional 30 percent in grants from the federal AmeriCorps and Transition to Teaching programs. The
remaining 10 percent of funding was from private sources. (See Figure 2.)

BTR PARTICIPANTS AND PERSONNEL

In the 2007-08 BTR program:

• Eighty-four Residents were placed for one year in a classroom with
a Mentor in 14 host schools;

• In each host school, a half-time site director coordinated the
school-based mentoring activities and served as a liaison to BTR
program staff;

• About 25 instructors with varied affiliations (local universities,
BPS staff, consultants) taught classes for the Residents;

• Eighty-five Residents were recruited for the incoming 2008-09
cohort;

• Eight BTR induction coaches supported 125 BTR graduates
placed in BPS high-needs schools (a ratio of 1:16); and

• Eight program staff administered and implemented the BTR
program.



Long-Term Financing of UTRs

The appeal and promise of the UTR model have been compelling to funders thus far. However,
long-term sustainability of these and other UTRs will require stable sources of funds that support
the work without placing undue constraints on their independence and responsiveness to changing
contexts.

Federal funding will be available for the start up of new UTRs – but long-term sustainability will
undoubtedly rely, in significant measure, on rethinking the use of existing state and district funds or
different uses of federal funds such as Title I or Title II of the Elementary and Secondary School
Act.17 Based on data and analysis from Education Resource Strategies (ERS), an organization with a
strong track record of analyzing urban district spending for teacher support, several strategies to sup-
port sustained district and state funding of UTRs emerge.18

1. Cost savings from reduced teacher attrition to redirect for support of UTRs

The current rate of attrition of new teachers in high-needs schools costs districts millions of dol-
lars annually. BPS has reported that they lose about 47 percent of their novices in their first three
years of teaching — costing them approximately $3.3 million annually.19 Recent research conducted
by the National Commission on Teaching and America’s Future on the cost of teacher turnover
shows that in the Chicago Public Schools the cost of a teacher leaving the district can be as much as
$13,650 per teacher — and over 37 percent of teachers leave in their first five years. The study esti-
mates the annual cost of all teacher turnover in CPS is $64.5 million, which reflects the districts’
investments in recruitment, screening, placement, training and support of new teachers.

The much higher retention rates of BTR and AUSL graduates, 90 percent after three years for BTR
and 95 percent after three years for AUSL, result in significant cost savings to the districts. While
these savings only accrue over time and may be difficult for policymakers to see in districts’ budgets,
the savings are nonetheless real and quantifiable and can be taken into account in the financial sus-
tainability equation. With retention rates nearly twice as high as typical urban districts, these UTRs
could pay for themselves quickly.

2. Strategic reallocation of district teacher professional development funds

Districts may be able to directly fund UTRs by redirecting professional development dollars cur-
rently spent on new teacher support toward more effective uses. ERS’s analyses of professional devel-
opment spending in urban school districts find that districts spend between 2 and 6 percent of their
operating budgets on professional development – and that much of this spending is neither focused
nor aligned with the districts’ strategic objectives. In Chicago the district spends about $250 million
on professional development annually. However, expenditures on new and experienced teachers can
range widely. While the era of one-shot workshops is waning, districts continue to spread profes-
sional development spending across a multitude of departments and initiatives, often with neither an
explicit strategy nor an ability to assess impact. For example, a single school may benefit from dis-
trict resources invested in math coaches as well as on teacher certification instructors and new
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teacher mentors. All of them may focus on helping a novice teach more effectively but do so in
duplicative or even conflicting ways.

By aligning new teacher support to district priorities, curricula and instructional materials and
focusing that support on clusters of new teachers strategically placed in schools, UTRs offer an exam-
ple of strategic use of resources for new teacher support. As districts’ analyze the array of new
teacher support strategies they have in place, they may find opportunities to eliminate repetition and
direct resources toward the strategies with the most potential for impact.

In addition to investments in professional development, districts also commit millions of dollars
to salary lane increases teachers earn by pursuing graduate credits. Many districts pay twice – pro-
viding tuition reimbursement to teachers for the cost of their graduate credits as well as providing
salary increases upon attainment of graduate credits for the tenure of a teacher’s career. For exam-
ple, recently BPS spent $29 million in one year for additional coursework and graduate credits and
degrees. This amount grows substantially if one calculates the credit attainment as an ongoing cost
over the course of a teacher’s career. In many districts, teachers can earn salary increases for a wide
array of courses, some of which have little direct relationship to the content or students they teach.
Tightening these policies might increase the impact of these investments on teaching and learning.
Offering alternative ways for teachers to increase their salaries, such as through the job-embedded
mentoring that UTRs offer, would result in more strategic use of a district’s funds.

3. Change in practice of billing teachers at average salaries

UTRs might be also able to find fiscal support and sustainability from changes in the way districts
bill for teacher salaries. Most districts’ school budgets reflect the cost of each teacher using the dis-
trict average—not the actual salary of the teachers in the school building. With this practice, the cost
of highly-experienced teachers at certain schools are, in effect, subsidized by the lower cost of
schools that have a larger portion of young, less expensive teachers. A modified funding and billing
system could be adopted for more equitable funding. Funds could be distributed to schools based on
a weighted student funding system in which dollars follow students to schools. If schools were then
billed based on actual teacher salaries, those with larger proportions of inexperienced teachers would
have more resources to invest in UTRs. Recouped dollars could go toward Resident stipends and
tuition as well as Mentor salaries — or developing Mentors, if too few qualified teachers were avail-
able for this role.

4. Strategic reallocation of district spending on alternative certification

UTRs could also benefit from a more strategic reallocation of a district’s alternative certification
expenditures. School districts spend significant dollars to help uncertified or alternatively certified
teachers meet state certification requirements. For example, in one large city the school district pro-
vided $3,850 in tuition reimbursements to first- and second-year TFA teachers. District support of
alternative route teachers tends to be directed toward a small number of its total new teachers. And,
while these teachers may bring value to the classroom compared to uncertified teachers they replace,
they are likely to leave teaching at a higher rate than UTR graduates despite the district’s investment.
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Additionally, their training is not always specific to the district’s curricula or instructional strategies
as is the case with UTR models. While many districts may keep strong alternative certification pro-
grams in their preparation and induction portfolio, they could focus more of their resources on iden-
tifying which alternative certification candidates are more likely to stay and make deeper investments
in their preparation so that they do.

5. Strategic reallocation of state funding for teacher preparation.

The cost of teacher preparation traditionally is borne by individual teacher candidates (in the form
of tuition payments to their preparing institutions), the federal government (in terms of grants and
loans to students to pursue their college and graduate studies), and state governments (in the form
of subsidies they pay to support public colleges and universities within their states). State govern-
ments subsidize public teacher preparation programs to the tune of hundreds of millions of dollars
a year (and 90 percent of all teachers are prepared in public institutions). Many state-supported edu-
cation schools produce teachers that are in relatively low demand — e.g., elementary, social studies,
and physical education. However, universities will be reimbursed all the same — no matter whether
they are producing the math, science, special education, and bilingual teachers urban schools need.
Researchers and reformers have long lamented the fact that university leaders use teacher education
as a “cash cow” — preparing anyone who wants to get a degree with as little expense (and clinical
training) possible and few skills and supports to teach in challenging public schools.

To further deepen the problem, of the approximately 200,000 licensed teachers graduating from
university-based preparation programs annually, only about 70 percent of them actually end up
teaching.20 The return on this investment is compromised when 30% of the people universities are
preparing never enter the profession and only a small proportion of the remaining 70% are prepared
to teach in high need content areas and/or high needs schools. Consequently, the higher education
community invests in teacher education students and graduates that widen the supply and demand
gap. The percentages of teachers who do not graduate may include candidates who were appropri-
ately counseled out of becoming teachers; however, this also demonstrates a costly form of quality
assurance that could have occurred earlier with more attention to proper screening of those accept-
ed into the program. As we will suggest in more detail later in the report, directing state funding for
teacher preparation to programs with a demonstrated ability to meet the needs of urban districts
could provide opportunities for additional support for UTRs and potentially strengthen other teacher
preparation programs, as well.

Moreover, states could consider restructuring state certification requirements so that teachers can
earn certification through participating in a UTR program, being a Mentor to a Resident, or other
job-embedded work aligned with their districts’ curricula. The money that districts and states cur-
rently spend on certification could be redirected toward UTRs.
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Lessons Learned

The “right” implementation of a UTR program will vary based on the unique ecosystem of each
district and community. But despite the two very different contexts in Boston and Chicago, there are
some district and community pre-conditions that are important for any aspiring UTR to consider.
We propose six action steps districts and their partners should take to understand, analyze and plan
around the relevant conditions on the ground. It’s worthwhile to note here that no district, includ-
ing BPS and CPS, has all of the conditions detailed below in place. But the action steps below can
guide an analysis of a district’s readiness to implement a successful program and direct attention
toward important features for initiating and sustaining a successful UTR.

1. Assess the readiness of a school district, institution of higher education and/or a non-profit organiza-
tion to undertake the work of developing a UTR.

First, districts must have a sustained, well-developed teaching and learning infrastructure where
good teaching and learning are clearly defined and consistently supported. Districts need well-
aligned curricula, instructional materials, and pedagogical approaches, and the UTR must be part of
the district’s coherent framework and overall strategy for improving teacher quality. Diagnostic and
summative assessments should be in place to inform instruction. In addition, districts should have a
clear understanding of their particular teacher talent needs (e.g. more special education or middle
school math and science teachers) and be able to communicate these to the UTR and its partners.

Second, higher education institutions must develop an organization-wide commitment to investing
in teacher education and rewarding faculty who teach in Residency programs. The right kinds of
pedagogical coursework need to be designed and faculty who teach the classes need to have expert-
ise and experience in teaching in high-needs schools. There must be institutional support of faculty
who work with UTRs — most commonly indicated through providing time to teach the courses and
valuing their contributions in the university tenure decision-making process. The tenure incentives
for most professors run counter to the needs of school-university partnerships. Many higher educa-
tion faculty may be willing and able to support UTRs, but policymakers have not enacted the incen-
tives and policy tools to encourage them to do so.

Third, non-profit organizations must have the expertise to lead teacher education efforts and a staff
with the necessary content knowledge to help build teaching and learning programs. These “third-
party” organizations play an important role that may be critical for bringing together partners from
disparate institutions. School districts and institutions of higher education, in particular, may have
similar goals for producing well-prepared teachers, but also bring their own bureaucracies, histories,
and relationships that must be at least recognized and possibly overcome for a successful UTR part-
nership. Non-profits must have the capacity to serve as a boundary spanner between school districts
and universities, and other parties. These organizations should have the capacity to raise funds to
help launch and support the UTR, and its leaders need to understand the values, culture and inter-
ests of each partner and know how to negotiate necessary changes that must take place.
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ASSESSING READINESS

Key Considerations

A. Who are the right partners to develop and implement the UTR?

B. What are the roles and responsibilities of each partner?

C. Which partner will lead the UTR and what will that entail?

D. To ensure effective collaboration, what issues will need to be nego-
tiated and what new systems or structures will be needed to facil-
itate new ways of doing business?

2. Identify high-quality schools and classrooms in which to prepare Residents.

As for any new teacher, the school conditions under which Residents learn to teach influence their
practice. Research has shown how certain working conditions – especially those factors related to
trust and relationships among teachers and administrators — affect teachers’ retention,21 which
impacts their effectiveness in the classroom. For UTRs to be successful districts must have a sufficient
number of schools at all levels where the culture is collaborative and collegial for adults, encourag-
ing and supportive of all students’ learning and high performance, and constantly focused on learn-
ing and continuous improvement. This requires excellent school leaders and Mentors.

First, school administrators must know how to transform organizational structures to promote
collaboration and integrate teacher learning with student learning. They should provide opportuni-
ties for teachers to take on leadership roles and provide time during the day to support teacher col-
laboration. UTRs have found time for teacher collaboration by “buying more of it” but could also
consider adopting innovative school schedules such as those in Japan and other nations where teach-
ers regularly have time for lesson study and novices have reduced teaching loads. UTRs demand a
culture of excellence that drives constant learning and collaboration. Too few school leaders have the
knowledge and skills required to create and sustain these conditions, therefore principals themselves
may need training and support in promoting this type of working environment.

Second, there must be the necessary number of excellent teachers who can act as strong Mentors,
and they should be working in high-needs areas. These criteria may sound basic at first, but the expe-
riences of Boston and Chicago suggest that it is a challenge to meet them. Setting high expectations
for the schools and classrooms that will serve as training sites is critical to ensuring program quality.
AUSL has approached this challenge by taking over full operation of turnaround schools; BTR has a
more embedded strategy of working with selected host schools that are BPS-operated.
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IDENTIFYING HIGH QUALITY SCHOOLS AND CLASSROOMS

Key Considerations

A. What schools at each level meet the quality criteria in terms of
school culture and Mentor quality?

B. How does the number of schools that meet the criteria inform the
UTR start-up and development plan?

C. What can the UTR, its partners or the district do to build the
capacity of potential future sites?

3. Define clear standards for high-quality teaching and support teachers’ progress toward meeting
those standards.

A centerpiece of both BTR and AUSL’s programs is a set of standards and common expectations
for what high-quality teaching looks like. Standards, drawn from emerging research on teacher effec-
tiveness, should drive the curriculum design of any UTR and the recruitment, selection, support and
evaluation of Residents, Mentors and school-based program staff. While the UTRs prepare teachers
for the district curriculum, they also attend to the underlying theory of the selected content and
instructional strategies. By integrating educational theory with practice in specific curricula, teach-
ers develop deeper understandings of how children think and learn and the rational for pedagogical
approaches. This approach leads to sound knowledge of specific curricula, while also broadening
teachers’ knowledge of how the content and pedagogy intersect with the needs and developmental
levels of their students. This level of understanding is critical for long-term success in the face of
changing curricula and for adapting existing curricula to students’ needs.

For teachers to be effective there should be coherence in the standards that guide their preparation
and the standards to which they will be held accountable when placed as teachers in their own class-
rooms. In some cases, the UTR will develop the standards as part of developing the residency pro-
gram. In other cases, the district in which Residents work will have standards that the UTR will either
adopt or adapt. In still other instances, the UTR will partner with the district to develop standards
collaboratively with the intention that these will be the standards for preparation, recruitment and
selection, induction and tenure and teacher leadership decisions.

While there is no “best” way to do this, there are a few guiding principles that must drive what-
ever process the UTR pursues. Districts need to be clear about expectations for new teachers — rec-
ognizing that even a well-prepared teacher is not fully developed while also establishing clear
standards that novices need to meet by the end of year one and for being rewarded tenure. An effec-
tive and sustainable UTR depends on having in place clear standards for high quality teaching that
are consistent with or identical to the district’s standards for all teachers. The district and the UTR
and its partners need to work closely to ensure this coherence.
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DEFINING CLEAR STANDARDS

Key Considerations:

A. What are the expectations of the UTR for Residents’ performance
relative to standards at the end of the residency year? At the end
of the first/second year of teaching?

B. How does the status of standards in the district influence the
design and delivery of the UTR program?

C. What are the district’s expectations for new teachers at the end of
year one? In order to receive tenure?

D. What systems will be in place to track teachers’ progress and sup-
port them in meeting expectations?

4. Develop teacher leaders and expand teachers’ career options.

UTRs, by design, introduce a variety of teacher leadership roles: mentoring Residents, coordinat-
ing the work of school-based clusters of Mentors and Residents, and teaching UTR coursework.
Developing teacher leaders allows districts to spread teaching expertise and keep its best educators,
however it doing this well poses significant challenges as well as opportunities.

For example, UTR sites need a density of teacher and school leader talent that may require school
districts to recruit and use teacher leaders differently. Historically teachers have been selected and
placed individually in schools, often defined by district-union internal transfer rules and hiring prac-
tices. UTRs require districts to cluster cohorts of new teachers and Mentors and to focus recruitment
and placement efforts on teams of teachers with key teacher leaders rather than on individuals.

In addition, there may be insufficient numbers of expert teachers who can mentor and prepare
teachers. If so, the district, university, and community partners must actively cultivate teacher lead-
ers and devise new policies that can free up time and space for their best teachers to be Mentors and
teacher educators while still allowing them to teach. Currently, both AUSL and BTR are beginning
to use their highest performing graduates as Mentors — offering a career pathway for its graduates.
However, districts have done little to capitalize on these efforts by designing more expansive leader-
ship roles and aligning professional compensation with their teacher development systems.

Attention to the importance of teacher leadership is on the rise for some institutions of higher
education. However, many institutions of higher education could do more to prepare teacher lead-
ers — especially in their roles as data coaches, assessment experts and teacher educators. Indeed, the
Mentors UTRs are beginning to recruit and prepare could serve new roles in transforming universi-
ty-based teacher education writ large.
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DEVELOPING LEADERS AND CAREER OPTIONS

Key Considerations:

A. What teacher leadership roles does the UTR need to create to
ensure the program’s success?

B. What additional preparation and support are needed for teachers
in leadership roles? Who is best positioned to provide it?

C. What school structures and policies must be in place to develop,
implement, and support new teacher leader roles in schools where
they are needed?

D. What are possible pathways from one UTR teacher leadership role
to the next (e.g. how can a talented Mentor become a site director
or teacher education faculty member)?

E. What might the pathway be for UTR graduates to assume increas-
ingly senior teacher leadership roles within the UTR itself and in
the district more broadly?

F. How can the UTR, districts, and universities collaborate to take
full advantage of emerging teacher leaders?

5. Collect evidence to improve programs and build political will.

UTRs are beginning to assemble evidence on the effects of their programs on teacher retention and
student achievement. These data will be critical for improving their efforts and attracting the support
of policymakers, practitioners, and the public. UTRs must be able to quantify who they attract, how
they are prepared, where they teach and under what conditions, how effective they are in helping stu-
dents learn — both as individuals and as small teacher teams. UTRs need to demonstrate more clear-
ly the cost-effectiveness of their programs in terms of both student learning and teacher retention.
Each program has assembled an array of studies to assess their programs and begin telling their sto-
ries. However, no common database exists and no overarching evaluative framework exists. In fact,
despite the enormous contributions and efforts of program administrators, we could not assemble
some of the data we sought — and much of what we did collect was not available in any comparable
form. Organizations such as NCATE and UTRI or accountability requirements in federal legislation
could promote attention to gathering data on program’s impacts and effectiveness.
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COLLECTING EVIDENCE AND BUILDING POLITICAL WILL

Key Considerations

A. What are the right metrics to measure UTRs’ effectiveness, and
what is most informative for program improvement?

B. How might these measures correspond (or not) to those of the
district?

C. How can data collection be systematically embedded in program
activities?

6. Determine how UTRs can play a broader role in strengthening a district’s human capital system.

AUSL and BTR demonstrate two approaches for how UTRs can go beyond preparing teachers to
impact teacher quality and student achievement. In Chicago, AUSL has begun to manage turnaround
schools and create the conditions where their Residents can effectively learn and thrive. As one of
many organizations that partners with this large and fairly decentralized district to manage turn-
around schools, AUSL has deep involvement in and impact on this subset of schools but limited
impact on district-wide strategy. In Boston, on the other hand, BTR partnered with the central office
to inform and shape district policies and practices, identifying system barriers and bringing to scale
some of BTR’s most promising practices. The choice of how the UTR can best engage with and
impact the district depends, of course, on district context and needs as well as the leadership and
capacity within the UTR.

DETERMINING UTR’S BROADER ROLE

Key Considerations:

1. What are the district policies, practices and contextual features
that promote or inhibit successful implementation of a UTR?

2. How can the UTR best address these issues (e.g. work with the dis-
trict to address these issues, create conditions for the UTR and its
graduates where these issues won’t arise)?

3. What role can and should the UTR play given the district context
and overall strategic plan and the funding and capacity limitations
of the UTR?
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TOP FIVE LESSONS LEARNED FROM AUSL LEADERSHIP

1. The importance of a collaborative, collegial relationship between the district and the UTR
operator: The district needs to be the lead partner, especially in terms of mission alignment,
strategic planning, and resources. In our case, the autonomy to govern schools (both train-
ing and placement sites) has been as important as the financial support the district has provided.

2. Need for a clear understanding of the goals and outcomes for the program: Identifying the
skills, dispositions, and knowledge of a successful Resident graduate is necessary to inform
the design of the program, from recruitment and admissions to university coursework and
clinical experiences to graduate supports.

3. Need for performance measures with accountability systems: Setting clear expectations for
the program’s development influences program design and allows for continuous learning
for the organization.

4. Long term funding plan: Teacher residencies, while a good investment long term, are costly
in the short run; having a strategy to raise the necessary funds is critical to getting off the
ground.

5. Strong relationship with university partner/credentialing agent: The effective alignment of
university coursework, as well as the broader programmatic and financial support this part-
ner can provide, are essential to maximizing the theory to practice element of a UTR.

TOP FIVE LESSONS LEARNED FROM BTR LEADERSHIP

Residency programs will prosper to the degree that they consider the following:

1. Make the residency program the cornerstone of a larger human capital framework in the
district that includes the hiring and assessing of teachers and leaders, their on-going school-
based support and professional development, the creation of new roles and opportunities
for professional careers.

2. Define and study teacher effectiveness and measure the graduates by the progress of their
students.

3. Make sure the program has an instructional reform agenda that is internally coherent, and
has aligned assessments and professional development.

4. Don’t layer the residency program over current review practices and spending patterns;
instead, reallocate resources in order to make the effort sustainable. Redirect dollars in places
like salary lanes and recertification requirements.

5. Partner with a strong local organization; the “one foot out” of the district will ensure
creative tension needed for continuous reflection and improvement.



Policy Implications

UTRs suggest a different way of doing the business of preparing teachers. These programs also
challenge policymakers, higher education officials, and school district administrators to think and act
differently about recruiting, preparing, and supporting quality teachers for urban schools. Attention
to three major areas is particularly important for creating and sustaining successful UTRs.

Demanding High Standards. State and local policymakers should hold various preparation pathways
to the same high-quality assurance standards. Massachusetts offers a good example where school dis-
tricts can certify teachers who meet or exceed the expectations held for those who matriculate
through university-based programs. In addition, policymakers could invest in new teacher perform-
ance assessments that would certify candidates are indeed ready to teach in challenging urban
schools. Such new tools — e.g., the Performance Assessment for California Teachers — would allow
for a wide variety of recruits, who enter teaching through traditional and alternative pathways, to
establish they are “ready” to serve children responsibly. Policymakers should be willing to pay teach-
ers who demonstrate knowledge, skills and effective practices with students more than other
recruits.

Creating Financial Incentives. Policymakers should target available teacher preparation funding to
providers who are best able to respond to high-needs school districts. At the federal level, the fund-
ing authorized under the Partnership Grants for the Establishment of Teacher Residencies in the
Higher Education Opportunity Act is a step in this direction, providing resources to enable districts,
universities, and non-profit organizations to develop UTRs.

State policymakers should work to ensure that state investments in teacher education are prepar-
ing teachers committed and able to teach in the state’s high needs schools. States may take different
routes to this policy goal – but creating competition and accountability to prepare teachers that meet
specific state and district needs is essential. States might consider redirecting funding currently avail-
able for post-baccalaureate teacher education towards preparing institutions – be they universities,
education non-profits, teacher organizations or others – that can demonstrate their ability to prepare
high quality candidates for high-needs schools and are willing to be held accountable for their results.

Also, as mentioned previously, local policymakers should allocate salary dollars so that high-needs
schools with more novice teachers receive their fair share of average salary dollars, which would
allow greater investment in recruitment, preparation and support of new teachers, including those
in UTRs. These schools would then have funds to pay novice teachers stipends so that they can afford
to spend a year preparing to teach, and districts would be able to invest more heavily in the on-site
Mentors and teacher educators needed to prepare them. While districts currently tend to spend
“extra” salary dollars on reducing class size, some researchers have concluded that deeper invest-
ments in recruiting and preparing more qualified teachers are a more cost-effective way to achieve
better overall student learning results.22

Managing a Portfolio of Pathways. Increasingly, urban districts have – by plan or by default – a port-
folio of pathways into teaching. UTRs are potentially a valuable addition to this portfolio. Districts
should take steps to actively manage the portfolio to increase the odds that they can gain the mix of
talent that best meets the needs of children for well-prepared and committed teachers in the most
cost-effective way possible.
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To accomplish this, district administrators should develop metrics to assess new teachers’ per-
formance and retention, report these data by preparation source and the cost to the district, forecast
teacher workforce needs, and use this information to guide decisions about which programs to sup-
port and use for hiring. States should also use this data to guide funding and program approval deci-
sions. Districts and preparing institutions should communicate findings to policymakers, teaching
candidates and the public who ultimately fund their human capital system.

In Closing

The power and potential of UTRs lies in their commitment to: (1) address the real teacher supply
and quality needs of school districts, (2) leverage the best K-12 educators as mentors and teacher edu-
cators in preparing the next generation of teachers, and (3) promote redesigned schools organized
for students and teachers to learn. These commitments are simultaneously basic and revolutionary.
They are not proprietary to UTRs; they are not new. But UTRs represent a renewed approach that
can alter the current debate over university- based teacher education and alternate certification as
well as expand the vision for recruiting, preparing, and retaining quality teachers for urban schools.

UTRs may cost more in upfront investments than most university-based and alternate pathways
to certification, but they have potential to bring important benefits that reach well beyond the scope
of most teacher preparation programs. Also, financial data suggest that successful UTRs could be
quite cost-effective. The initial expense of a full-time, paid internship under the supervision of a mas-
ter teacher can be offset by both the retention of novice teachers and their increased teaching effec-
tiveness over time.

UTRs represent an approach to teacher preparation and retention that can shift the focus from the
needs of preparing institutions and organizations to those of districts and schools, and the students
they serve. We hope the data and issues raised in this report generate community dialogues on
teacher preparation and retention and prompt policymakers to think differently about the human
capital systems in urban public schools.
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Urban Teacher Residency Program Elements and Components 2007-2008

Boston Teacher Residency Academy for Urban School Leadership

Residents, Mentors, and
Director Staff

Total Residents AY ’07-08 84 53

Applicants 450 219

Acceptance Rate 18% 24%

Total Number of
teachers in district 4,979 (FY 07) 24,664 (FY 2006-07)

Target Population Recent college graduates from College graduates and
top universities, career changers mid-career professionals
from other professions, and
people who have demonstrated
a commitment to Boston

Percent of Residents in high 57% of middle/high school 32%
need areas: math, science, Residents; all Residents get dual
special education, ELL licensure in special education

Retention Rates 90% (after 3 years) 95% (after 3 years)

Resident Financial and Employment Agreement

Resident Compensation: $11,100 stipend & health insurance $32,000 stipend & health insurance
(Residents sign a contract to teach
4 years or repay their stipend.)

Resident Expense: Tuition $10,000 (one-third forgiven for none
for program each year as a BPS teacher)

Tuition for master’s degree $3,700 (AmeriCorps funds used to $11,500 (Students may take out loans
reimburse U-MASS this amount) through the university financial office.)

Employment Commitment Four years: one year of training and Five years: one year of training and
to District’s) three years teaching in the BPS four years teaching in the CPS

Appendix

Key elements and components of the BTR and AUSL programs
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Urban Teacher Residency Program Elements and Components 2007-2008

Boston Teacher Residency Academy for Urban School Leadership

Program Components

Length of Residency 13 months 12 months

Assessment Tool for BPS Dimensions of Effective Illinois Professional Teaching
Residents Teaching + Massachusetts Standards

Professional Teaching Standards

Program Components Year 1: July-August: Classroom Year 1: June-August: Full-time
management and lesson planning graduate level coursework
courses, work in summer delivered by university partners
school classes or take Sept.-June: Four days a week in
content classes, depending on need. training academy; continue
Sept.-June: Four days a week in host graduate level coursework at
school with mentor teacher; continue training sites and university sites
graduate level coursework; develop a one day a week; develop a teaching
teaching portfolio, consisting of portfolio, consisting of performance-
performance-based assessments aligned based assessments aligned with
with program and district standards. program and district standards.
July (2nd summer): Residents February: Elementary Residents
complete coursework switch training academies and
for master’s degree and work are assigned to a new mentor
towards Special Education Licensure. teacher.
Year 2: Graduates have a full-time, Year 2: Begin teaching in AUSL
paid teaching position with turnaround school or affiliate and
induction support from BTR and receive coaching and induction
BPS. Complete Special Education from AUSL field coaches.
licensure. Year 3: Coaching continues through

AUSL coach

Resident Weekly Schedule Four days a week with a mentor Four days a week with a mentor
teacher; classwork all-day on teacher; graduate classes held
Fridays and one afternoon a week. one day a week

Certification Requirements and Licensure

State Certification BA, pass Massachusetts Test for BA, pass Illinois Certification
Educator Licensure (MTEL): Testing System (ICTS): Basic
Communication and Literacy Skills Skills Test and Stat Content Area
and Subject Matter Tests, complete Test (for secondary teachers)
approved program

University Partnerships

University University of Massachusetts/Boston National-Louis University (NLU) and
University of Illinois at Chicago (UIC)

Degree Earned Master’s in Education (after one year) NLU: Master’s of Arts and Teaching
(MAT) UIC: Master’s in Educational
Studies
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