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How Alliance College-
Ready Public Schools Is
Reimagining the Educator

Role by Designing Innovative
School Schedules

As one of the largest and most successful nonprofit public school

networks in the U.S., Los Angeles’ Alliance College-Ready Public

Schools has challenged the educational status quo since its
founding 20 years ago. Alliance’s community-driven approach
has continuously put scholars—with different abilities, racial
identities, and socioeconomic backgrounds—at the center of
their work, building a track record of academic success. Despite
the average scholar arriving at Alliance middle schools reading
three grade levels behind, nearly all graduate and are admitted
to college. On average, Alliance scholars go on to graduate from

college at four times the rate of their peers from other districts.

In 2023, Alliance launched its Reimagining the Alliance Educator
initiative to improve scholar outcomes by giving teachers more
and better-quality time to reflect on scholar data and needs,
prepare for their lessons, and collaborate with other educators.
The question central to this innovative initiative was: How can we
reimagine school schedules to improve teacher preparedness,
efficacy, and work-life balance and scholar experiences and
outcomes, while providing greater access to enrichment

opportunities?

Two years into this initiative, leaders from Alliance College-
Ready Middle Academy 4 (Alliance Middle 4), Alliance Milt &
Debbie Valera Middle Academy (Alliance Valera), and Alliance
Dr. Olga Mohan High School (Alliance Mohan) have successfully
redesigned their schedules to give teachers longer, more
consistent, and uninterrupted time for independent course

preparation, professional learning, and collaboration. They've

also expanded meaningful enrichment opportunities for scholars.

Since implementing their redesigned schedules, each school has
seen significant impacts, with teachers reporting a dramatically
improved educator experience and scholars experiencing major

shifts in their learning and programmatic opportunities.

Fast Facts

v Teacher quality is the most important
factor in scholar success. By helping
teachers develop their instructional
practice in supportive, collaborative, and
sustainable roles, leaders can help drive

scholar achievement.

v Traditional school scheduling models
limit teachers’ planning and collaboration
time, reducing their ability to prepare
engaging and differentiated instruction

and contributing to burnout.

v Three Alliance College-Ready Public
Schools in Los Angeles created strategic,
innovative, and distinct schedules to
double teacher planning time, while
expanding enrichment and intervention

opportunities for scholars.

v Both teachers and scholars in these
schools are benefiting, demonstrating
how school districts and charter networks
can shift schedules to reimagine the

teaching role and support scholar success.



https://laalliance.org/
https://laalliance.org/

Why School Schedules
Are Vital to Teacher and
Scholar Success

Teachers are essential to scholars’ success in school
and beyond. According to RAND research, teachers
are the single most important in-school factor for
scholar achievement, projected to have two to three
times the impact on scholars than any other school
element, such as facilities or leadership. When teachers
are overburdened, are burnt out, or lack professional
development opportunities, however, they're less
equipped to drive such a positive impact. Retaining
and supporting effective teachers—including ensuring
their role is sustainable and rewarding—is critical to
improving scholars’ well-being and success.

Yet, like other states, California has been experiencing
a teacher shortage, largely due to systemic structures,
such as school budgets and schedules, that impact
the sustainability of the role. A 2025 Hart Research

Associates survey found that 16% of teachers in the

state planned to leave the profession altogether.
Reasons for leaving include high levels of administrative
work and too much work outside of contracted hours—
factors that contribute heavily to burnout. Sufficient
planning time is so important because it directly

supports teachers’ abilities to meet individualized

"16%

of teachers in California

planned to leave the

profession

of surveyed teachers
reported experiencing

burnout
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What Is Alliance College-
Ready Public Schools?

Founded in 2004 as a community-centered
organization, Alliance College-Ready Public Schools
(Alliance) has put innovation at the forefront of its
model. The organization prioritizes the social-emotional
well-being of its staff and scholars and personalizes

experiences at every school in its network.

Alliance serves 12,000 scholars across 25 Los Angeles
middle and high schools, driving strategic, innovative
transformation that achieves exceptional academic
outcomes. A staggering 96% of Alliance graduates
are accepted to college. All 16 Alliance high schools
have been designated as the “Best in the Nation,”

and all nine Alliance middle schools are ranked in the
top 30% in California by U.S. News & World Report.
In 2023, Stanford University's Center for Research on

Educational Outcomes named Alliance a “gap-busting”
school system for closing learning disparities between

low-income scholars and their higher-income peers.

Putting teachers and scholars at the forefront of
their work is essential to Alliance’s success, and the
network’s 2023 initiative of “Reimagining the Alliance

Educator” is a core part of that work.

“If we're looking at the success of our scholars,
then we really need to invest in our educators
so that we have enough planning time, proper
grading time, [and the ability to get] creative
with our lessons. And that [needs to happen]
during our work hours so we’re not taking all
of that home and taking away from our own
personal lives and self-fulfillment.”

Natalie Hickman
Teacher, 11th Grade English Language Arts,
Alliance Dr. Olga Mohan High School



https://www.rand.org/education-and-labor/projects/measuring-teacher-effectiveness/teachers-matter.html
https://www.rand.org/pubs/research_reports/RRA1108-16.html
https://www.rand.org/pubs/research_reports/RRA1108-16.html
https://laalliance.org/press-releases/alliance-schools-rank-in-u-s-news-world-reports-2024-best-high-schools/

scholar needs, deliver engaging instruction, manage their classrooms effectively, and minimize the need for scholar

discipline. Yet, according to the National Center for Education Statistics (NCES), U.S. teachers have an average of only 4.5

hours per week for planning. That's just 13% of their work week, which is significantly lower than Japan's teacher planning
time, in which teachers spend 68% of their work week on planning, grading, observing, and collaborating. Teachers in
Singapore and the U.K. spend about 60% of their time on these activities. Before the pilot, the average Alliance teacher

had about 4-5 hours of planning time each week-a fact that Alliance was motivated to improve.

The NCES reports that because of the time they must spend in the classroom:

* 49% of U.S. teachers experience conflicts that prevent them from participating in professional development

opportunities.
e 26% say they experience “a lot” of stress in their work.
e 30% report having too much administrative work to do.
® 29% say they have too much lesson prep to complete with little time to accomplish it all.

Despite growing and evolving scholar needs, however, the average planning time teachers are afforded hasn't changed
much at all, according to the National Council on Teacher Quality. Without significant time for planning, learning, and

collaborating, teachers are experiencing higher rates of burnout and don't have the time they need to effectively serve
their scholars. Recognizing this connection between teacher sustainability and the scholar experience, leaders at three

Alliance schools made remarkable changes to their master schedules.

3 Successful Scheduling Redesign Models

Drawing on the unique needs of their scholars, teachers, and communities, Alliance Valera and Alliance Middle 4 began
implementing new schedules during the 2023-24 school year. That same year, leaders at Alliance Mohan worked with
Education Resource Strategies to plan their new schedules for the 2024-25 school year. All three schools anchored their

redesign efforts on three primary elements:
1. Ensuring teachers had 10-12 hours of weekly planning time (more than double the previous Alliance average of 4-5
hours).
2. Implementing intentional planning structures, such as independent lesson planning, coaching, professional

development, and departmental or grade-level collaboration.

3. Expanding scholar enrichment and intervention time.

Rather than taking small, incremental steps, all three Alliance schools committed fully to their initiatives, investing in a
cohesive, schoolwide approach to drive bold change and long-term innovation. While the schools invested in teacher
sustainability and development as a means of improving scholar experiences, they each carried out distinct approaches

based on their school's context.



https://nces.ed.gov/whatsnew/press_releases/2_15_2024.asp
https://www.nctq.org/research-insights/planning-time-may-help-mitigate-teacher-burnout-but-how-much-planning-time-do-teachers-get/#:~:text=Sometimes%20referred%20to%20as%20%E2%80%9Ccommon,solutions%20to%20challenges%20they%20are

Alliance College-Ready Middle Academy 4: The 4+1 Schedule
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Planning Time

7 hours of weekly planning
time distributed across

5 working days

Planning Structures

¢ |nsufficient individual

planning and work time

* Inconsistent data analysis
and department planning

time

Enrichment/Intervention
Intervention provided based

on need

.
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Reimagining the Alliance Educator Structure

.

Planning Time

12 hours of weekly planning time
e 8 hours of uninterrupted, remote planning time

e 4 hours of in-person planning time

Planning Structures

¢ One full “remote planning day” with a 1-hour meeting for
departmental collaboration and 7 hours of uninterrupted

work and planning time

e Additional blocks for IEP meetings with scholars and
families, professional development, staff huddles, and
parent conferences

Enrichment/Intervention

Weekly math intervention for all scholars

In the new 4+1 approach, teachers provide instruction 4 days out of the week and devote 1 full day each week to

uninterrupted planning time, resulting in 12 hours of planning time per week.

All teachers within the same subject area have the same full release day, enabling collaboration and uninterrupted

planning time. On this release day, teachers can work remotely off-site, attending a virtual departmental meeting and using

the rest of the day for coaching, unit planning, lesson planning, departmental collaboration, or grade-level collaboration

during the school day.

In this new structure, scholars have 5 full days of instruction and an extra period of 1 course per week. Alliance Middle 4

leveraged this extra period to provide math intervention support for scholars to accelerate gains in mathematics.




How Alliance Middle 4 Achieved This
In the 4+1 approach:

e Scholars are grouped into cohorts that move through 5 blocks per day.
e Teachers teach 5 sections per day.
e One course is "dropped” from each daily schedule, giving teachers a full release day from that course.

e Two courses are dropped 1 day per week, creating an extra period of staffed programming outside the core rotation.

Scholars use this additional block for math intervention.

Resource Allocation

e Alliance Middle 4 leaders invested in 2 new positions and additional contracts with an external math tutoring service to

enable a schoolwide math intervention offering in the first year. This required significant initial investment.

¢ Inyear 2, however, leaders strategically reorganized course offerings and staff assignments to enable the program to run
without requiring additional staff, achieving a cost-neutral strategy.

Example 6th Grade Cohort A Schedule Example 6th Grade Science Teacher Schedule

M T w Th F M T W Th F
Math Advi Advi Advi Advi Sci Advi Advi Advi
Intervention visory visory visory visory cience visory visory visory
Science Math Math Math Math Science Science Science Science

ELA Science ELA Science Science Science Science Science Science
Planning
History ELA History ELA History Science Science Science Science
Reading Reading Reading History Reading Science Science Science Science
Early Elective Elective Elective Elective Teacher PD Science Science Science
Release

The 4+1 at a Glance

Benefits

e Teachers now have a full release day for uninterrupted planning, lesson planning, collaboration, and professional

development.
e Teachers work from home on their release day, allowing them to avoid their commute and giving them more flexibility.

¢ Scholars have more math intervention support, enabling targeted instruction and driving better scholar outcomes.

Trade Offs

e Previously, 1 period each day was designated for planning, so teachers only taught 4 periods per day. Now, teachers teach all

5 periods on their teaching days.
¢ Special schedules are required for weeks with holidays or half days to ensure fairness of planning time across the teaching staff.
e Scholars may have 1 day out of the week without any elective classes.

e While teachers have time for departmental collaboration, they may not have time for grade-level collaboration during the

school day.

¢ Non-teaching staff may feel that it's unfair that teachers are able to work one day from home on their remote planning day.
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Alliance Milt & Debbie Valera Middle Academy: The Double Daily
Schedule
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Planning Time Planning Time

5 hours of weekly in-person 10 hours of weekly teacher planning time

planning time e 2 planning periods stacked each day

Planning Structures Planning Structures

Insufficient individual planning Back-to-back periods for individual planning, content-
and work time focused collaboration, and weekly grade-level and

content-focused meetings
Enrichment/Intervention

2 electives blocks per day, taught Enrichment/Intervention

by core content teachers 2 stacked electives or intervention periods per day,

taught by specialized elective teachers

. _J . .

Reimagining the Alliance Educator Structure

In the new “"double daily” schedule, teacher planning time is doubled to 2 stacked periods per day, and teachers can use

this time for collaboration with their grade-level teams.

To support high-impact elective courses and reduce strain on their core teachers, Alliance Valera hired specialized elective
teachers to teach their double elective blocks on a daily basis. This provided scholars with access to high-impact elective

content and allowed core content teachers to focus their planning and instruction on their core teaching areas.

How Alliance Valera Achieved This

In the “"double daily” schedule:
e Scholars take 6 courses per day, 2 of which are elective or intervention courses, stacked by grade level.
e Teachers teach 4 periods per day.

® The 2 periods teachers aren't teaching per day are stacked back-to-back, giving teachers longer, uninterrupted

planning time.




Resource Allocation

e Intheir first year of the pilot, Alliance Valera leaders
hired 3 additional elective teachers to support the
“double daily” planning block model. Leaders paid
for 1 of the 3 positions—the art teacher position—with

Proposition 28 grant funds.

e Inits third year of the pilot, Alliance Valera will
successfully run this model with just 2 specialized

elective teachers, 1 of whom will be funded with

Proposition 28 grant funds.

Example 6th Grade Scholar Schedule Example 6th Grade Teacher Schedule

M T W Th F M T w Th F
8:00-3:20  8:00-3:20 8:00-2:05 8:00-3:20 8:00-3:20 8:00-3:20 8:00-3:20  8:00-4:00  8:00-3:20 8:00-3:20

ELA ELA ELA ELA ELA ELA-6A ELA-6A ELA-6A ELA-6A ELA-6A
History History History History History History—6A  History—6A History—6A History—6A  History—6A
Elective Elective Elective Elective Elective Planning Planning Planning Planning Planning
Elective Elective Elective Elective Elective Planning Planning Planning Planning Planning
Math Math Math Math Math ELA-6B ELA-6B ELA-6B ELA-6B ELA-6B
Science Science Science Science Science History-6B  History-6B  History—-6B  History-6B  History—6B
Early Professional

Advisory Advisory Advisory Advisory Advisory Advisory Advisory Advisory

Release Development

The Double Daily at a Glance

Benefits

e By doubling and stacking planning periods, teachers have more uninterrupted time for lesson planning and

grade-level collaboration.

e Teachers are able to see their scholars on a daily basis, and in-person planning time allows for greater collaboration

between grade-level peers.

e Scholars now receive more robust enrichment opportunities.

Trade Offs

¢ This model requires additional teachers or larger class sizes, which might be more expensive than other

scheduling options.



https://www.cde.ca.gov/eo/in/prop28artsandmusicedfunding.asp
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liance Dr. Olga Mohan High School: The 4/6 Schedule
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Planning Time Planning Time

4 hours of in-person planning time 11 hours of planning time per week

per week e 2 planning periods stacked each day
Planning Structures Planning Structures

Insufficient individual planning and 2 planning periods per day for individual and
work time collaborative planning, including common

departmental planning time for collaboration and

Enrichment/Intervention .
] professional development
7 sections of 4 dual-enrollment

courses Enrichment/Intervention

9 sections of 6 dual-enrollment courses

J . J
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imagining the Alliance Educator Structure

he new 4/6 schedule, teachers have double the amount of planning time to support scholars in preparing for college.

Scholars now have access to 9 sections of 6 dual-enrollment courses taught by local community college professors

primarily at the high school and sometimes virtually. Scholar participation in dual-enrollment courses has since doubled

from roughly 110 to 220 in the initial pilot program year.

How Alliance Mohan Achieved This
In the 4/6 schedule:

Scholars are enrolled in six courses.
Teachers teach four sections of scholars.
Teachers have biweekly departmental and monthly grade-level collaboration time.

Dual-enrollment courses are scheduled equally across periods, enabling department teachers to be released at the

same time.

On days in which dual-enrollment classes don‘t meet, scholars attend a dual-enrollment study hall for additional support.




Resource Allocation

¢ In the first year of the pilot, Alliance Mohan drew on their partnership with a local community college to expand

virtual and in-person dual enrollment. Alliance Mohan leaders also hired 1 additional teacher to support dual

enrollment instruction, study hall, and coordination. In consultation with teachers, leaders also strategically

increased class sizes in a limited number of classes with lower-than-average class sizes.

¢ Inthe second year of the pilot, Alliance Mohan will not require the 1 additional teacher, as dual-enrollment

programming is running well. Therefore, the school will run its Reimagining the Alliance Educator schedule without

requiring any additional roles.

Example Scholar Schedule Example ELA Teacher Schedule

M T w Th F
Chemistry
Chemistry |_\|/\./or|d Chemistry :Yorld
World istory istory
History
DE Study
el Intro to Spanish Il Intro to Spanish Il
Business pan! Business pan!
Spanish Il
Advisory
English 10 Integlll'ated English 10 IntegI:'ated
English 10
Integrated Power Hour Early Power Hour Early
Il Release Release

The 4/6 at a Glance

Benefits

e Teachers have double the amount of planning time and

opportunities for departmental collaboration.

e Scholars have access to more dual-enrollment courses,
enabling the school to uphold its mission to prepare
every scholar for their post-graduation steps with

rigorous, college-level programming.

Trade Offs

e Course periods need to align with college course periods,

which can be challenging for some schools.

e Leaders must spread dual-enrollment courses throughout

each period to create departmental planning time.

¢ Depending on the availability of a credentialed
supervisor, some dual-enrollment courses might not

count toward instructional minutes.

Planning

Planning

English 9

English 9

English 9

Advisory

English 10

T w Th F
Planning
(+45 min . . X
bi-weekly Planning Planning Planning
coaching)

English 9 English 9 English 9 English 9

English 9 English 10 English 9 English 10

Schoolwide

Power Hour PD

Power Hour
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While Alliance Middle 4, Alliance Valera, and Alliance of teachers indicated the pilot

Mohan only began their redesign processes recently, has increased time to reflect on

they'v h n promising results thus far. In ition 8
ey've each seen promising results thus far. In additio scholar data and curriculum
to reimagining the teaching job to make it more dynamic,
rewarding, collaborative, and sustainable, these changes
have led to greater and more varied opportunities for

scholars.

Educator Impact o
In the first pilot year, teachers at Alliance Middle 4, o

Alliance Valera, and Alliance Mohan each saw significant
gains in planning time. Alliance Middle 4's redesign of teachers indicated that
increased planning time from 7 hours to 12 hours per the pilot has improved

week, Alliance Valera's teachers shifted from 5 hours their ability to prepare and
to 10 hours per week, and Alliance Mohan teachers

deliver engaging lessons

boosted their planning time from 4 to 11 hours per week.

With more planning time, teachers at all three schools

have more and better-quality opportunities to work on o
individual lesson planning and collaborate with their
departments, grade-level teams, and special education o

teachers. At the end of the first pilot year at Alliance

Middle 4, Alliance Valera, and Alliance Mohan: of teachers indicated that
*  91% of teachers indicated the pilot has increased time the pilot has improved their
to reflect on scholar data and curriculum work-life balance

e 91% of teachers indicated that the pilot has improved
their ability to prepare and deliver engaging lessons

e 84% of teachers indicated that the pilot has improved

their work-life balance

“We will have double the planning time,
which is really important because we’'ll
be able to go over our procedures, our
routines, our lesson planning, and really
just find out the most effective way to
work together in the classroom.”

Natalie Hickman
Teacher, 11th Grade English Language Arts,
Alliance Dr. Olga Mohan High School




As demonstrated by this teacher survey data, teachers across pilot schools
attest that additional planning time has had a monumental impact on how
they prepare for their lessons and show up for their scholars. In interviews
and focus groups, teachers shared that not only are they better equipped

to meet differentiated scholar needs, but because they have better work-life
balance, they're more engaged with their scholars and able to manage their

classrooms more effectively.

These scheduling changes represent a bold vision for the teaching job

itself, one anchored in planning, professional learning, and collaboration.
Creating a more dynamic, rewarding, collaborative, and sustainable teaching
job has boosted teacher retention. After the first year of implementation,
teacher retention increased by 4% at Alliance Middle 4 and 6.3% at Alliance
Valera, improving on an already high retention rate among the Alliance
network (87%) in a year where their retention rate was flat. In the context of
the national education landscape, teacher retention was a primary goal of
the Reimagining the Alliance Educator initiative, and this early success is

exceptionally promising.

Alliance Middle 4 and Alliance Valera have improved teacher retention after their first

year of piloting new schedules’.

Alliance Middle 4

82%

Teacher Retention (+4% year over year)

Alliance Valera

(+6.3% year over year)

Alliance Average

92% 87%
(+0% year over year)

*Alliance Mohan teacher retention data will be available for the first year of the pilot in November 2025.

"l was more stressed [before the pilot]
because | was taking on a lot, not just at
school, but also taking it home. After school,
| would even have more work to do because
| hadn't finished everything. But now that we
have the new program, it's great because
I'm able to do it in school, in my classroom.
If I need to collaborate with someone,
they're right there for me. And that has
made it a lot easier for me."

Cynthia Cassandra
Teacher, Math and Integrated Science, Alliance Milt &
Debbie Valera Middle Academy

“There's always been some level of
collaboration, but the fact that now there
is protected time and a protected space
with an agenda and a goal for people to
come together has really elevated not just
the impact of that collaboration, but also
the participation across the board. The
opportunity to have a structured way to
collaborate where every voice is valued and
everyone's experience comes to the table
has made the biggest impact.”

Eva Flores Koops
Principal, Alliance College-Ready Middle Academy 4




Scholar Impact

Equipping teachers with more planning time via their schedule
redesign initiatives has enabled Alliance Middle 4, Alliance

Valera, and Alliance Mohan to provide more engaging core
instruction to their scholars, while expanding scholars’ enrichment,
intervention, and dual-enrollment offerings. By opening up more
and better opportunities for scholars, the three schools have seen

considerable improvements in scholar success.

Alliance Middle 4

At Alliance Middle 4, for example, leaders redesigned their schedules to allow for more math intervention time to improve
math proficiency—and their plan worked. Because scholars had more time to prioritize math, the school saw a 15% year-
over-year increase in the first year of the program in grade-level math, as evidenced by the assessment program i-Ready,
which measures scholar growth from the beginning to the end of the school year. i-Ready results also reveal a 15% year-

over-year increase in English language arts (ELA) proficiency.

Alliance Middle 4 saw similar improvements in the second year of the initiative, as well. i-Ready results for the 2024-2025
school year showed a 10% year-over-year increase in ELA and a 21% increase in math proficiency, far outpacing the

Alliance network averages of 8% growth in ELA and 12% growth in math during this school year.

Alliance Middle 4's investment in their math programming also paid off on California’s state test, the Smarter Balanced
Assessment Consortium (SBAC). The test reports the average “distance from standard” (DFS) as a measure of scholar
progress toward grade-level standards. After two years of implementation, Alliance Middle 4 scholars demonstrated
strong growth in math (+23). ELA results held steady over this period (-0.5), which is attributable to several factors,
including a principal leadership transition in the second year of the pilot.

The schools have also realized other benefits in addition to academic improvement. These new schedules have improved
teachers’ abilities to show up for their scholars more focused and better planned. Chronic absenteeism among scholars
at Alliance Middle 4 declined by 5% during the two years of the initiative. With well-rested teachers and fewer days out of
school, scholars were more engaged in school all around.

Alliance Valera

Similarly, Alliance Valera has also seen remarkable improvements in scholar success and has made considerable progress
toward achieving their goal of boosting English language and math proficiency. In the first year of the program, the school
saw a 15% i-Ready increase of scholars performing on grade level in ELA and 22% of scholars on grade level in math. In

the second year, i-Ready results revealed a 17% increase in ELA and a 21% increase in math. Like Alliance Middle 4's results,

these numbers far outpaced the Alliance network averages.

Alliance Valera has also seen SBAC improvements over the two years of implementation, with a DFS increase in ELA of
+14 and a DFS increase in math of +23 over that same time period.

At the same time, Alliance Valera scholars now have access to robust enrichment offerings, including STEM, art, Spanish,
robotics, and intervention. These shifts are having a big impact on how scholars feel at school. Chronic absenteeism declined
by 6% at Alliance Valera after they implemented the new schedule, and a scholar Panorama survey revealed a 9% increase in
positive teacher-scholar relationships over that same period, facts that teacher feedback reflects, as well. Teachers note that

they're able to show up better for their scholars in terms of both their intellectual and mental preparation.




Alliance Mohan

Alliance Mohan set out to increase scholars’ access to college-credit-bearing courses to prepare every scholar for their
post-graduation steps. In the first year of the pilot, the school has more than doubled their dual-enrollment course
enrollment year over year, with ultimately 220 scholars—or 49% of their total scholar population—enrolled in college-level

courses in the 2024-25 school year.

Like Alliance Middle 4 and Alliance Valera, Alliance Mohan saw considerable SBAC improvements, as well. DFS scores for
ELA increased by +9 and DFS math scores increased by +37. i-Ready results showed a 16% increase in ELA proficiency and

a 2% increase in math proficiency over the 2024-25 school year.

The pilot has also translated into scholars being more engaged in school. Through the first year of implementation,
Alliance Mohan saw a 2% reduction in chronic absenteeism and a 7% year-over-year increase in scholars reporting positive
teacher-scholar relationships.

Post-Implementation Academic Gains

2024-2025 i-Ready
SBAC DFS
% Scholars on Grade Level
ELA Growth Math Growth ELA Growth Math Growth
Alliance Middle 4 +10% +21% -0.5 +23
Alliance Valera +17% +21% +14 +23
Alliance Mohan +16% +2% +8.9 +36.5
Alliance Network Averages +8% +12%
\_ J




Conclusion

These opportunities—more fully prepared teachers, more robust

course offerings, more enrichment opportunities, more targeted
intervention for the subject areas in which scholars need support, and
better preparation for college and beyond—no doubt help drive better
outcomes, but also create better overall scholar experiences. Mariah, a
7th grader at Alliance Middle 4, says that the new schedule and scholar
grouping offers “more opportunities for us to do more group work

and for us to be more collaborative as a cohort.” Eric, an 11th grader at
Alliance Mohan, notes that, “l would be a fool if | didn‘t take a college
course next year because one, they're free, and two, they help boost my
GPA tremendously. I'm happy that Alliance Mohan offers that program.”

By making the teaching job more sustainable and improving scholar
experiences, Alliance Middle 4, Alliance Valera, and Alliance Mohan are
ushering in a new era for Alliance, one in which innovative schedules

support key areas for long-term success.

Change in Chronic Absenteeism Compared to Pre-Implementation

Alliance Middle 4

Year-Over-Year Change in

Alliance Valera

Alliance Mohan Alliance Average

Chronic Absenteeism 5% 6% 2% 2%
\
a )

“We have tripled the amount of classes that we're “As a result of this pilot program,
offering, and we've tripled the amount of scholars I see a lot more refreshed and
[taking dual-enrollment courses], which means excited teachers. | see kids that
scholars will not only see the rigors of college are engaged in really great
firsthand, but they're also going to be able to see projects and classes. I've really
themselves in future careers, get a chance to try out gotten to see just more joy, more
college courses with a safety net that a high school excitement, more enthusiasm and
can offer, and also pay $0 because all of this is engagement at our school from
absolutely free. We're so excited that our scholars both the scholars, the staff, as
will be able to try out new careers, see how it well as family levels.”
connects to their learning, and be college scholars .

Jonathan Tiongco
starting day one.” Founding Principal & Executive

Andrew King Director, Alliance Milt & Debbie

Principal, Alliance Dr. Olga Mohan High School Valera Middle Academy
\ J
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“I've seen a lot of joy around scholars this year about
the lessons that we have. And | know I've taken more
time throughout this entire year to kind of create them
and to augment them, to make them more in tune with
things that they think are important, while also hitting
the standards that | need. It's giving me more time to

have mastery of the lessons themselves.”

Caleb Klinger
Teacher, 8th Grade U.S. History, Alliance College-Ready Middle
Academy 4

. J

Lessons Learned

Alliance leaders deliberately sought out pilot schools that already had the right conditions in place for change. These
conditions included a willingness and desire to innovate; an appetite for continuous improvement; stable academic
performance and budget; and strong stakeholder engagement practices. Additionally, Alliance designated a network
leader with appropriate bandwidth, skills, and capacity to support the work across the network. Each school’s principal had
the capacity to lead the work at their school, and each school had a team of educators excited to contribute their ideas to
the innovation process.

With these structures in place, schools are more likely to secure alignment and commitment across staff, center design

decisions in accordance with key priorities, and drive toward truly transformative change.

Districts and schools looking to replicate this work to achieve the same benefits should consider these key takeaways:
¢ Transformative school schedules don’t have to break the bank. Schools can dramatically and affordably change how
scholars and teachers use their time by:
e Leveraging underutilized staff
e Consolidating under-enrolled courses
® Increasing class sizes (selectively)
e Expanding high school dual-enrollment courses
¢ School scheduling is never “one size fits all.” The master schedule is a delicate balance of scholar enrollment, the

number of classes available to scholars, the staffing mix, arrival/dismissal constraints, facilities spaces, and more.
Something as simple as the size of your cafeteria can impact your ability to create a consistent schedule.

¢ Schedule prototypes can offer successful models. While schedules aren’t one-size-fits-all, having some high-impact
examples of how to design a schedule to align with stated priorities can guide schools to make it work for their campus.
As Alliance continues to scale this work across its network, it's using these pilot schedules as prototypes to jump-start

the design process for additional schools.

¢ Schools should lead with priorities. Every school community has its own unique improvement priorities that the
schedule should address. District leaders can help articulate what schools should prioritize as they build their

schedules and on what they should center their schedule design.




¢ District leaders should provide support. Scheduling can be a complex puzzle, which is why it’s critical that schools
don't tackle this work on their own. District leaders should draw on internal capacity and expertise—or build that
capacity with an external provider—to support the work. Having thought partners who can test constraints, tee up trade

offs, help iterate on options, and facilitate decision-making is essential to success.

¢ The Reimagining the Alliance Educator schedules are so valuable to school culture that schools are prioritizing the

program even when facing challenging budget decisions.

As these three Alliance schools demonstrate, setting the right conditions can enable schools to create positive and
sustainable change. After realizing the benefits of a strategic schedule redesign initiative, Alliance Middle 4, Alliance Valera,
and Alliance Mohan will be continuing their scheduling work in the coming school year. Additionally, three new schools—
Alliance Christine O'Donovan Middle Academy, Alliance William & Carol Ouchi High School, and Alliance College-Ready
Middle Academy 8—joined this work in fall 2024 to launch their own new schedules in fall 2025, expanding this success

further across the Alliance network.

With the right conditions in place and a bold vision for better teacher and scholar experiences, these schools serve as

positive examples of what's possible for the future of education.

How Leaders Can Support This Strategic Work

State Leaders

State legislators should enact legislation that is supported by research, demonstrably enhances educational outcomes,
and is responsive to the unique needs of students within their state. With the goal of improving educator experiences, this
legislation could include funding that supports schools in staffing innovative scheduling models and laws that provide

more flexibility in instructional minutes and course-taking requirements.

For these laws to translate into practices that change students’ and teachers’ experiences—and ultimately improve student
outcomes—states must leverage their state education agencies (SEAs) to create the enabling conditions for transformation.
SEAs help establish high-level priorities that then trickle down to districts and schools. As such, SEAs are in a position to

identify a reimagined teaching job as a state priority by directing attention, policies, and resources toward that work.

More specifically, SEAs can use policies to encourage and support research-based redesign, teacher-of-record
requirements, class-size-maximum rules, and instructional minute minimums. In some cases, these things can
unintentionally constrain schools’ abilities to create schedules that break the mold of how school has historically operated.
By balancing policy flexibility with accountability, SEAs can help ensure scholars receive rigorous, supportive experiences

while the school transitions to a new model.

SEAs can also create incentives to foster district innovation, offer

grant funding for school design initiatives that support robust scholar
experiences, create flexibility in school staffing mixes, and provide
technical assistance to support the implementation of new structures.
Alliance, for example, drew on state grant structures to expand dual-
enrollment opportunities and relied on grant funding for arts positions

to foster staffing flexibility.

Finally, SEAs have access to statewide data that districts often lack.
By collecting and sharing data on teacher retention, sustainability, and
other metrics, SEAs can support schools’ continuous improvement

and benchmarking processes.




District and System Leaders

Just as SEAs play a role in setting priorities for districts, district and system leaders can do the same for schools. These
leaders are in a position to establish a "build toward” vision for the teaching job and support schools in implementing
structures that deliver on this vision. By assessing the current state of the teaching job in their district, leaders can also

identify strengths to build on and gaps to address.

Running pilot programs allows district and system leaders to build central capacity for support that they can then scale
after the first pilot cohort. Leaders should convene multi-functional design teams to build innovative schedules that
work for each school community and share lessons learned by adding best practices and prototype schedules into their
guidance. District and system leaders can also provide funding for startup costs related to designing and implementing

models with different staffing mixes.

Philanthropic and Advocacy Organizations

Philanthropic and advocacy organizations play a key role in providing funding for redesign efforts in public schools
and districts. These groups can fund startup costs for districts, while supporting efforts to build capacity to support an
overarching structural redesign process. Furthermore, they can help set the enabling conditions that allow districts to

better understand and work within the policies and regulations set in place.

Thank you to the Edgerton Family Foundation for its investment in the Alliance Reimagine
the Educator Pilot.




