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EDUCATION RESOURCE STRATEGIES 

Improve the Sustainability of the Core 
Teaching Job 

Challenge 

At District C, educators—including those teaching the critical ninth-grade transition year—teach 
as many as 180 students, which restricts time for planning, grading, collaborating, and building 
strong relationships with students. Students receive less-personalized instruction, and many 
teachers are frustrated and burnt out. 
 
Because District C’s leaders have struggled to hire teachers for STEM-related and advanced 
electives, which typically enroll as few as 10 students per class, principals often assign these 
courses to senior teachers, whose teaching loads end up being less than half of ninth-grade 
core teachers’. Despite the average per-pupil cost for these courses being three times higher 
than for ninth-grade ELA courses, 11th and 12th grade students’ opportunities for hands-on 
learning are limited to what is offered in the traditional school schedule. 
 

“Build Toward” Vision 

District C’s leaders want to create more sustainable, rewarding learning and teaching 
experiences, where: 

• Ninth-grade core teachers have lightened workloads, reduced non-instructional duties, 
and more time for collaboration, planning, personalizing instruction, and building 
student relationships. 

• Students transitioning into ninth grade have more support from core teachers who 
have bandwidth to get to know them more deeply. 

• 11th and 12th grade students have hands-on and advanced educational opportunities, 
enabling them to participate in college-, career-, and community-based learning. 

Catalytic Entry Points in Action 
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EDUCATION RESOURCE STRATEGIES 

“Do Now” Strategy 

High School C, which enrolls 1,300 students, will serve as a pilot for the district’s efforts to 
better support ninth-grade students and teachers and expand post-secondary opportunities for 
upper-grade students. High School C’s leaders will accomplish these goals by: 

• Developing a cohort model that maps ninth-grade teachers to specific groups of ninth-
grade students who share classes throughout the day. 
 

• Shifting the schedule from eight period days with 40-minute courses to four block 
periods per day, which will limit the ninth-grade teaching load to 85 students and give 
educators more time to plan and grade.  

 
 

Sample Teacher Schedule (Before and After Schedule Change) 
 

 
 
 
 

Rookie Teacher Schedule (Before and After Schedule Change) 
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EDUCATION RESOURCE STRATEGIES 

• Putting ninth-grade students in double blocks of ELA and math and rotating them 
between double blocks of science, social studies, and electives. This will give students 
more consecutive time with core classwork, opportunities for project-based learning, 
and time for their teachers to provide more individualized supports. 
 

Sample Student Schedule (Before and After Schedule Change) 

 

• Partnering with a local university to offer dual-enrollment courses for 11th and 12th 
grade students, expanding course offerings available to these students. 
 

• Piloting online college credit-bearing offerings from national providers for specialized 
courses across high schools, internships, and work-based learning experiences in years 
two and three. 

 

Resource Shifts 

To decrease teacher workload without sacrificing course quality and breadth, High School C’s 
leaders will: 

• Add four ninth-grade teaching staff to cap teaching loads at 85 students for English and 
math teachers—as opposed to the previous model of six periods per day of 28 students 
each—which will cost $328,000. Ninth-grade social studies, science, and electives 
teachers will continue to have similar teaching loads to what they had before. 

• Design a cohort model to enable ninth-grade teachers (especially those teaching ELA 
and math) to focus primarily on ninth grade, which will reduce the number of courses 
they need to prep for and enable them to use planning time to align curricular materials 
across subject areas. 

• Shift ninth-g ad  t ach  s’ n n-instructional responsibilities, such as making copies, 
taking attendance, and grading tests, to administrative support from 25 11th and 12th 
grade students who work during free time for $15 per hour, costing the school $33,750 
total. 
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EDUCATION RESOURCE STRATEGIES 

• Partner with local higher education institutions, high schools, and employers to offer 
shared learning experiences, internships, and dual-enrollment courses for upper-level 
electives over three years, including: 

o Shared coursework: Partnering with another school, High School C’s leaders will 
provide virtual or hybrid versions of high-level AP courses with low enrollment 
across the district (such as French III or AP chemistry) to 195 participating 11th 
and 12th grade students (30% of total students). A paraprofessional, which will 
cost the district $25,000, will monitor students’ work and provide technical 
support within the classroom. 

o Internships: Partnering with local industry leaders, the school will provide 
budget-neutral internships to 65 senior students. An assistant principal will run 
the program, and teacher mentors will check in with students to ensure their 
experience is fruitful. 

o Dual enrollment: The school will offer dual-enrollment courses, costing $9,000 
per course per year or $88,000 total, for 195 participating 11th and 12th grade 
students (30% of total students), including those who participate in more than 
one course per year. Offerings are capped at 28 students and staffed by a 
paraprofessional who monitors student work and provides technical support, 
costing the district $25,000.1 

 
Sample Senior Student Schedule (Dual Enrollment/Internship) 

 

 

 

 
 

 
1 This currently illustrates the cost of course sections being fully bought out and funded by a single school. In many cases, 

districts will partially or fully cover the cost of courses. Additionally, the cost of dual enrollment opportunities may decline 
when scaled at the district level. 
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EDUCATION RESOURCE STRATEGIES 

 
Resource Shifts in Action 

High School C’s leaders will need to shift resources over the course of three years, drawing on 
district support to make their investment in ninth grade feasible. The overall net cost, however, 
will be less than a single FTE. With budget flexibility, creativity, and support from district 
partners, leaders found resources for this investment by: 
 
Shifting some teachers within the new ninth-grade model and reducing staff in non-core and 
under-enrolled upper-level courses after student participation goals are met. These include: 

• Reducing 2.3 FTE worth of course sections through dual-enrollment offerings, which 
take up only two periods per day of a student’s schedule, decreasing the number of 
courses they’ll be enrolled in. 

• Reducing 1.5 FTE worth of course sections through internship opportunities, which take 
up four periods of a student’s schedule.  

• Reducing 1.2 FTE worth of course sections through shared course opportunities, of 
which the cost of staffing will be divided among all participating schools, decreasing the 
overall FTE required. 
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EDUCATION RESOURCE STRATEGIES 

 

 Total Costs Total Trade-Offs Net Budget Impact 

Year One 
 
Implementing: 
Dual Enrollment 
 
Planning: 
Internships 

Increased FTE in Ninth Grade 
$82,000 x 4 = $328,000 
 
Cost of Partner Programming 
$9,000 x 7 dual-enrollment 
courses = $63,000 
 
Cost of Additional Support Staff 
1 x $25,000 
 
$416,000 

Reduction in Upper-Grade 
FTE 
2.3 FTE positions x $82,000 
= $188,600 
 
 
 
 
 
 
$188,00 

Net Cost of 
$227,400 

Year Two 
 
Implementing: 
Dual Enrollment & 
Internships 
 
Planning: 
Shared Coursework 

Year One Costs 
$416,000 
 
Internship Investments 
Cost neutral 
 
Cost to Hire Students for 
Administrative Support  
25 students x 90 hours at $15 = 
$33,750 
 
$449,750 

Reduction in Upper-Grade 
FTE 
3.8 FTE positions x $82,000 
= $296,400 
 
 
 
 
 
 
 
$296,400 

Net Cost of 
$139,150 

Year Three 
 
Implementing: 
Dual Enrollment, 
Internships, & 
Shared Coursework 
 
Planning: 
Scaling and 
Sustainability 

Years One and Two Costs 
$449,750 
 
Cost of Additional Support Staff 
$25,000 x 1 = $25,000 
 
 
 
 
$474,750 

Reduction in Upper-Grade 
FTE 
5 FTE Positions x $82,000 = 
$410,000 
 
 
 
 
 
 
$410,000 

Net Cost of $64,750 
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The District’s Role 

District C’s leaders plan to scale the ninth-grade cohort model and early post-secondary upper-
level opportunities to three additional high schools per year until all high schools are 
implementing this model. To achieve this scale and support strong implementation, the district 
is considering: 

• Seeking philanthropic funding to cover two years of start-up costs for each high 
school—around 0.3% of a typical district operating budget.  

• Adding one FTE to coordinate with dual-enrollment, work-based learning, and 
internship partners for all 15 high schools, which is 0.01% of a typical district budget. 

• Maximizing cross-school learning opportunities by helping high school leaders design 
strategic schedules and staffing models and coordinating bell schedules across schools. 

To sustain and deepen change, district leaders can: 

• Define leadership pathways that enable deeper supports and growth opportunities for 
the most effective educators. 

• Include strategic shelter-and-develop opportunities for rookie teachers and 
compensated shelter-and-develop opportunities for pre-service teachers. 

• Leverage the improved value proposition in recruitment and retention efforts. 

 


