A STRATEGIC STAFFING CHALLENGE

To realize the full potential of high-quality instructional materials (HQIM), schools must align their staffing
strategies to support instruction at every phase—by preparing new teachers to use HQIM, giving current
teachers the time and support to use it well, and empowering experienced educators to lead HQIM-
focused professional learning. These phases are interconnected and mutually reinforcing.

Strategic staffing responsibilities are shared by leaders across roles, with each sector leading important
work to create a sustainable staffing model.
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A SHARED VISION

In a future-oriented school system, all new and veteran teachers are equipped, empowered, and
supported to use HQIM effectively. This means:

Pre-service teachers enter the profession with exposure to HQIM and practice using HQIM
to plan effective lessons.

Teachers have collaborative planning using HQIM, protected instructional time, and
opportunities for student support.

Great teachers grow into roles where they lead content- and HQIM-focused professional
learning and coaching for peers and pre-service teachers.
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KEY ACTIONS AND AUDIENCE-SPECIFIC RECOMMENDATIONS

To bring this shared vision to life, education leaders must take three key actions that align staffing with
HQIM implementation.

by embedding HQIM into
every stage of teacher preparation.

by
prioritizing collaborative planning using HQIM, protecting instructional time, and
creating opportunities for student support.

that provide opportunities for effective teachers
to lead HQIM-focused professional learning and coaching for peers and pre-
service candidates.

Role-Specific Recommendations

e Share with EPPs that provide pre-service teachers the HQIM your school is using. Explain to
those EPPs why it is important that EPP coursework focuses on using HQIM rather than
creating novel lesson plans.

 Determine which teacher pipeline models (e.g., apprenticeship, residency, student teaching)
you can leverage and how the preparation of pre-service candidates in your school(s) can
both prepare them for future roles and contribute to HQIM implementation today (creating
planning time for other teachers, delivering responsive student support, etc.).

e Build HQIM expertise and experience into mentor teacher requirements.

e Ensure mentor teacher training reinforces, rather than contradicts, HQIM implementation
efforts (e.g, emphasize mentors’ role in supporting unit and lesson internalization rather
than creating novel lesson plans).
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Establish school schedules that support strong HQIM implementation.

e Audit current schedules to assess how much time teachers have for collaborative planning,
protected instruction, and responsive student support, and talk to educators to determine how
they actually use that time.

¢ Design master schedules to include regular collaborative planning blocks for grade-level or
content-alike teams, protected time for uninterrupted instruction, and flexible time for
responsive student supports.

¢ Set clear expectations for how educators should use planning and student support time.

e Use all adults in the building (e.g., paraprofessionals, enrichment instructors, residents,
apprentices) and creative scheduling (e.g., block scheduling, banking time) to create
extended time for planning and responsive student support.

e Reduce teacher workload by eliminating or reassigning non-instructional duties—such as
administrative tasks, lunch duty, and excessive paperwork—to other staff or appropriate
technology tools (e.g., Al), freeing up time for instruction.

e Train school leaders to build strong PLCs that support HQIM-aligned planning, instructional
delivery, and use of student data to plan and deliver student supports.

¢ |dentify, train, and compensate teacher leaders to facilitate content-specific PLCs, lead
collaborative planning, and support peer reflection tied to HQIM.

Develop Leadership Pathways

e Set a vision for a leadership pipeline that clearly states that all staffing decisions and policy
changes are made to strengthen academics through HQIM implementation. Make this vision
part of how leaders make hiring, role design, and resource allocation decisions.

« Define leadership roles based on instructional needs—not just titles. Ensure that each role (e.g.,
PLC lead, mentor teacher, resident coach) is tied to supporting HQIM use, improving lesson
delivery, or analyzing student learning data.

e Design hybrid roles that allow effective teachers to lead HQIM-aligned planning, coach peers,
and mentor pre-service candidates—within the school day. Use coverage models, co-
teaching, or scheduling adjustments to make time for these responsibilities.

e Only place pre-service teachers with mentor teachers who have used HQIM effectively.

e Ensure mentor teacher training reinforces, rather than contradicts, HQIM implementation
efforts (e.g., mentor roles in supporting unit and lesson internalization, not lesson planning).

e Use teacher leaders to provide training and support on effective HQIM use across schools and
departments.

e Design compensation and evaluation systems to recognize teacher leadership.

e Provide training to PLC leaders and coaches on effective HQIM-focused PLCs and coaching,
including training on the HQIM itself.

Read the full report.
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https://sites.google.com/mayaconsultingllc.com/ttshub/project-resources/phase-one
https://www.erstrategies.org/wp-content/uploads/2023/12/Finding_Time_for_Collaborative_Planning_Case_Study.pdf
https://docs.google.com/spreadsheets/d/1_4Fatme9tMFzzSzxMbkeiEr7LwaJEUcyceBDKdtvAfg/edit?usp=drive_link
https://docs.google.com/spreadsheets/d/1_4Fatme9tMFzzSzxMbkeiEr7LwaJEUcyceBDKdtvAfg/edit?usp=drive_link
https://www.erstrategies.org/wp-content/uploads/2023/12/Finding_Time_for_Collaborative_Planning_Case_Study.pdf
https://riveteducation.org/wp-content/uploads/2025/09/Public-Curriculum-Study.docx.pdf
https://riveteducation.org/wp-content/uploads/2025/09/Public-Curriculum-Study.docx.pdf
https://riveteducation.org/wp-content/uploads/2025/09/Public-Curriculum-Study.docx.pdf
https://youtu.be/w1pWn6Wz8kc?feature=shared
https://riveteducation.org/wp-content/uploads/2025/09/20250610_Teacher-Leader-Profile.pdf
https://doe.louisiana.gov/educators/professional-development/louisiana-mentor-teachers/louisiana-mentor-teachers-resources
https://riveteducation.org/wp-content/uploads/2025/09/20250610_Teacher-Leader-Profile.pdf
https://doe.louisiana.gov/docs/default-source/professional-development/2025-2026-resident-teacher-and-mentor-teacher-compensation-process.pdf?sfvrsn=ab37283a_3
https://riveteducation.org/aligning-people-time-and-high-quality-instructional-materials-a-path-to-instructional-excellence/

