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PART 1: Introduction

The Scheduling and Staffing Guidance Document is designed to help schools and systems
improve student outcomes through strategically aligned scheduling and staffing practices.

The guidance acknowledges that:
● As students’ needs continue to evolve, a return to past practices will not address

the needs of students.
● Many students struggle academically and have not yet mastered previous

grade-level content.
● Practical best practices exist, and all children should benefit from this

well-established research.

This guidance was developed in partnership with New Solutions K12. A full list of research
and evidence-based practices that inform the guidance can be found at the end of this
document.

This document is also aligned with LDOE’s education priorities:

● Early childhood leading to kindergarten readiness

● Literacy instruction aligned with the Science of Reading

● Math instruction from foundational to advanced skills

● Opportunities ensuring a meaningful high school experience

● An effective teacher for every student

● Expand educational choice for students and families

1.1 Why focus on staffing and scheduling?

The experience of schools and school systems that have accelerated learning and closed
achievement gaps has taught us that best-practice staffing and scheduling are needed to
implement many transformational teaching and learning practices. Essentially, if staffing and
scheduling don’t directly support teaching and learning best practices, these otherwise successful
strategies will not bear fruit.

In creating the Staffing and Scheduling Guidance Document, we are addressing the unfortunate
reality that many school systems have embraced proven best practices, trained their staff, planned
and worked hard to implement, but still did not see outcomes improve. It is not that they selected
the wrong materials or strategies or did not try hard enough, but often that their schedule or
staffing practices undermine effective implementation.

In short, the practices in the Staffing and Scheduling Guidance Documents are the supports and
structures needed to bring other teaching and learning best practices to life.
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1.2 What is the Staffing and Scheduling Guidance?
This document provides guidance for how to most strategically organize schedules and
staffing to positively impact and drive student learning. It covers three interrelated topics:

1. What are the best practices for helping students with unfinished learning?

2. How should staffing change in order to effectively implement these best practices?

3. How should schedules change in order to effectively implement these best practices?

1.3 Who is this document for?

This guidance will assist school and system leaders as they work to meet the needs of all
students. Roles that this document is relevant for include:

● Superintendents
● Chief academic officers
● Special education directors
● English learner (EL) directors
● Directors of teaching and learning
● School principals and assistant principals
● Department heads
● School counselors and others involved in scheduling
● School business officers

1.4 Which students will this guidance help?
This document is designed for the majority of students in a school system, regardless of
their abilities or disabilities. An asset-based mindset, which values all learners, best
supports students and their diverse needs. This requires viewing student supports,
including the best practices outlined in this document, as opportunities to build upon and
leverage the unique strengths or assets that learners bring to the classroom. The best
practices apply to a wide range of students and are designed to meet the needs of:
● Students With Unfinished Learning: Students who have grade-level skills and

knowledge that they have not yet mastered.
● Students with Disabilities and English Learners: Students with disabilities as

identified with an Individualized Education Plan (IEP) and English learners. Note:
Students with significant disabilities will likely need more specialized services than
those discussed in this guidance.

Legal Disclaimer

The information provided in this document does not, and is not intended to, constitute legal
or regulatory requirements; instead, all information, content, and materials available in this
document are for general informational purposes only and to assist LEAs in their planning
efforts.
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PART 2: What are the scheduling and staffing best practices?
Building student learning and closing the achievement gap is not easy, but well-established
best practices provide a roadmap. At the highest level, this guidance includes four
interconnected recommendations:

1. High-quality core instruction is the foundation.

2. Effective literacy instruction is central to student success.

3. Students with unfinished learning need extra learning time to catch up and build
proficiency.

4. Both core instruction and extra time learning must be provided by content-strong staff.

2.1 High-quality core instruction is the foundation.

Ensuring high-quality core instruction is fundamental to addressing the needs of all
students. Throughout this document, when core instruction is referenced, this is referring
to core ELA, math, science, and social studies. While extra time learning, special education,
and English language services are also important, they are not a replacement for
high-quality core instruction, which requires the following elements:

2.1a. Core instruction must be on grade level and provided in the least restrictive
environment.While the challenges and disruptions that lead to student needs academically
can be significant, it is essential that core instruction remains on grade level, or students
will fall further behind.

A caution: Some educators will, from a place of “kindness,” think that core instruction for
students should be below grade level to “meet them where they are.” Sometimes, core
instruction is diluted in an attempt to address prerequisite or unfinished learning for these
students as well. While well-intentioned, this lowering of expectations locks students into
staying below grade level. Extra time learning is the time and place to address prerequisite
or unfinished learning instead of diluting the rigor of core instruction.

2.1b. More time on a subject increases learning. Research shows that there is a positive
relationship between annual time spent on teaching and learning a subject and student
mastery, assuming high-quality teaching and high-quality instructional materials.

2.1c. Students should not be pulled from core subjects for extra time learning or other
services. As part of safeguarding core instruction, students should not be pulled from core
subjects for services or extra time learning. Core instruction time is paramount for all
students, especially so for those who struggle. Ideally, schedules will include designated
extra time learning blocks and related services outside of core instruction. If there are
conflicts, core instruction in literacy, math, social studies, and science should be
protected.

At the elementary level, students should receive extra time learning or other services during a
designated extra time learning block (e.g. WIN (What I Need) block, flex time, RTI block).
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A note about IEPs:Nearly all of the best practices listed here are appropriate for many
students with disabilities. By law, IEPs must be individualized to meet the individual needs
of students. The best practices should be considered by IEP teams and incorporated if the
IEP team determines them to be appropriate.

Conversely, best practices should not be dismissed for students with disabilities if they are
not currently in the IEP. IEPs are intended to be living documents and can be amended at
any time by the IEP team, which of course, includes the parent or guardian. For additional
information on IEP language and how these practices apply to students with disabilities,
see section 2.5.

2.1d. Coaching impacts teacher content retention. Coaching increases the percentage of
content that teachers retain by sixteen times the amount that teachers tend to retain from a
presentation or lecture alone. Source: Joyce & Showers, 2002.

School systems can reference the LDOE Professional Learning Roadmap for additional
guidance on professional learning best practices. The document provides a clear pathway
for school systems and schools to align their priorities to improve instructional practice
through three essential professional learning structures:

1. Instructional leadership teams (ILTs)
2. Teacher collaboration
3. A Career pipeline that follows the High-Quality Professional Learning Cycle and is

based on cycles of continuous improvement.

2.1e. High-quality instructional materials and curriculum are important.High-quality
core instruction requires that all classrooms utilize high-quality instructional materials.
LDOE is committed to ensuring that every classroom has access to high-quality
instructional materials. It assists local school systems in selecting high-quality
curriculum and aligning that curriculum with assessments and professional learning by
reviewing curriculum for quality and supporting school systems in accessing the best
materials, building high-quality tools to fill in the gaps where needed, and providing
ongoing training and instructional resources around high-quality curricula.

An Important Note: School systems should use LDOE-designated and approved
high-quality instructional materials and curriculum and avoid using school-created,
teacher-created, or teacher-purchased materials. This is to ensure students across the
state have the same access to high-quality materials.

2.1f. Regular progress monitoring from assessments embedded in high-quality
instructional materials should guide core instruction. In conjunction with a
high-quality curriculum, a robust system of assessments, both formative and
summative, should be integrated into core instruction. Such assessments provide
students and teachers regular feedback to determine how students are
progressing, what they do or do not understand, and what adjustments may be
needed to better support students’ varied learning needs.

All HQIM contain multiple embedded assessments to ensure teachers can monitor
student progress. Curriculum-embedded assignments such as section assessments, exit
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tickets, end-of-unit assessments, and in-class “do now” assignments are effective
progress monitoring resources. All assessment activities must be aligned to lesson and
unit goals. Teachers should avoid creating their own assessments and instead rely on
assessments provided as part of HQIM.

A caution: Given individual student needs, there may be a tendency to assess less than
other students. This is not in line with best practices. It is critical for students and teachers
to have a clear picture of what students can and cannot do, and where students are
struggling. Easily administered formative assessments (including examples of student
work, listening to student discussion, etc.) can give teachers and school leaders a clear
picture of how students are performing so that lessons and extra time learning supports
can be adapted accordingly in real time.

2.2 Effective literacy instruction is central to student success.
Within core instruction, literacy is of paramount importance. Building word recognition,
along with language comprehension, is essential to student success.

Reading is the gateway to all other learning.Without literacy proficiency, students will
struggle in many subjects. Moreover, third-grade reading proficiency is a strong predictor
of lifetime achievement. Difficulty with reading is the most common reason for students to
be referred to special education. School schedules should dedicate sufficient time to
reading instruction.

2.3 Students with unfinished learning need extra learning time to catch up and build
proficiency.
Effective tier I core instruction is every school’s most important lever to drive student
learning. High-quality tier I instruction prevents most students from needing extra time
learning, should always be prioritized, and should never be sacrificed in service of providing
extra time learning. Said another way, schools cannot expect to intervene students to
grade-level proficiency.
While core instruction is the foundation, some students who struggle will require more than
just core instruction. This dedicated extra time for learning should be used to connect
unfinished learning to new learning within grade-level content, utilizing high-quality
materials to provide just-in-time support.

2.3a. Core instruction should focus on grade-level material while extra time learning should focus
on prerequisite knowledge and skills required for success with grade-level content. Core
instruction is grade-level content with moments of scaffolding. Such just-in-time scaffolding should
provide students with the necessary skills or knowledge to engage with grade-level material.

Extra time learning, by comparison, is meant to address students’ unfinished learning, which may
include teaching prerequisite content knowledge or standards. The end goal of doing so is to prepare
students for mastering current year grade-level content. Below is a visualized summary.
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Common Elements of Approaches to Extra Time to Learn

Extra time to learn has common elements that align to best practices. These include:

Scheduling

For extra time learning to be successful, time must be carved out of the schedule. Elements
of doing this well include:

● Provide extra time learning during the school day. Extra time learning should happen
within the school day to reduce the barriers to student attendance. This also
increases the perceived importance of extra time learning for both students and
teachers.

● Make extra time learning in addition to—not instead of—core instruction. Tier 1,
grade-level, time for core instruction should not decrease as a result of extra time
learning.

● Schedule as content-specific courses. Extra time learning should be scheduled like
all other classes in student and teacher schedules to emphasize the importance of
extra time support.

● Group students by area of need. A data-driven system and process should be used to
assess student area(s) of need to inform extra time learning placements. All students
should be grouped with others who have similar academic needs, so that the
instruction can always be targeted. Groups should be flexible, meaning students
should be able to move throughout groups based on need and progress as indicated
in current data.

Staffing

It is equally as important to have the right person in the room to deliver and manage extra
time learning. Key staffing requirements include:

● Teachers, tutors, and interventionists should be content-strong. All staff providing
extra time learning should have deep, demonstrated content expertise for the
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subject(s) they support. Staff must be able to connect and teach content and skills
from the current year and past years. They must be able to scaffold upcoming HQIM
core lessons and most importantly, they must be able to teach a concept two or three
different ways. To do all this, they must have aptitude and training in the subject they
are teaching, as well as the high-quality instructional materials implemented in core
instruction.

Instruction

How the extra time learning is utilized is central to its success. Key features of effective
extra time instruction include:

● Extra time learning should be in the form of direct instruction. Students learn from
teachers. While software platforms can play an important role in tutoring, they cannot
replace a teacher. Content-strong teachers can explain a concept in multiple ways,
determine and address a student’s misunderstanding, build relationships, and
motivate a student.

● Extra time learning content should be standards-aligned. All extra time learning
sessions should have a clear connection to specific, prerequisite standards connected
to the core curriculum. All support should be strategic and aimed at preparing for
readiness in core.

● Pace instruction to front load soon to be taught core instruction. Extra time for
learning should provide instruction in prerequisite content knowledge and skills needed
for upcoming core HQIM lessons. In literacy, the order of lessons and skills should align
with screener and diagnostic data regarding where students are, and should be
consistently progress monitored in grades K-12.

● Students should receive support in only one subject per cycle. It is important to go
deep, not wide when it comes to extra time learning support. For every support cycle,
students should receive extra time learning in only one subject and their progress
should be monitored consistently.

● Student progress should be monitored and acted upon weekly. Data on student
academic progress should be assessed and acted upon at least weekly by teachers,
tutors, and school leadership.

Students with Disabilities

For many students with mild-to-moderate disabilities, extra time learning may be the most
appropriate and effective form of academic support. Two elements necessary for this to
happen include:

● Students with mild-to-moderate disabilities should receive extra time learning
based on similar criteria as their non-disabled peers. There is no requirement or
benefit to excluding students with disabilities if general education extra time learning
is an appropriate support. The fact that tutoring is a general education initiative
should not exclude students with disabilities.

● Adjust IEPs to reflect extra time. Student IEPs can include extra time learning as an
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IEP service, even if the teacher, tutor, or interventionist is not special education
certified and if students without a disability will be in the same group. Generally,
extra time learning will replace some portion of existing academic support, not simply
added atop existing services.

Unique Elements of Approaches to Extra Time Learning

Extra time to learn has a common goal of providing targeted supports to students, but may differ in
specific ways regarding implementation. Foundational expectations for extra time learning should
include:

● Frequency/duration: Extra time intervention assumes daily targeted support for either 30-45
minutes or less if developmentally appropriate for a minimum of 3x per week.

● Group size: Extra time intervention allows for student group sizes of up to 6 students at the
elementary level, while tutoring is more focused on providing individual, 1:1 support to
students. LDOE Accelerate: High Dosage Tutoring may have group sizes of up to 4 students.
Groups should be flexible and adjusted as students demonstrate understanding of content
and new student needs are identified.

● Instructor: Extra time intervention should be provided by a teacher or interventionist. Tutoring
should be provided by a content-strong tutor, which may be a teacher, paraprofessional, or
designated tutor (e.g. a college student, a tutor from an approved tutoring vendor).

Extra time learning may also come in the form of high dosage tutoring, as outlined below:

Elementary Level
Approach to
Extra Time
Learning

Time of Day Frequency &
Duration

Group Size Instructor

LDOE accelerate
high dosage
tutoring

Designated
extra time
learning block
(e.g. WIN block,
tutoring block,
math
intervention
block, etc.)

Approximately
30 min
3x/week for 10
weeks

Up to 4:1 Content-strong tutor
(teacher,
paraprofessional, or
approved tutoring vendor)

2.3b. Students who struggle need dedicated extra time for learning, typically in reading,
math, or writing. Reading, math, and writing are fundamental knowledge that spiral
throughout grades K-12. Science, social studies, and world languages are more accessible
with strong skills in reading, writing, and math.

Addressing student needs should occur during grade-level core instruction and during
dedicated extra time for learning. Teachers should use the scaffolding and support within
their HQIM to improve student understanding of grade-level content during core. Even
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when using this practice; the vast majority of core instruction time should be spent on
grade-level content. Time must also be set aside to address the needs of students who are
struggling.

Students are not receiving extra time for learning at the expense of grade-level core
instruction but rather during a dedicated extra learning block. Note that the below schedule
is an example.

2.3c. Students with similar areas of need may be placed in small groups for extra time
learning. Since extra time learning must target the specific needs of the students,
narrowing the range of needs can be beneficial for students and teachers alike.

For example, at the elementary level, groups can be created for students who need
additional support in segmenting phonemes while another group may be created for
students who need additional support on short vowel sounds.

● Math: Student needs should be determined by prerequisite skills needed for topics
upcoming in core instruction.

● Literacy: Students should progress to a new skill set by looking at progress
monitoring data to determine mastery of that skill.

● English learners: English learners should be grouped according to skills dictated in a
diagnostic, similar to regular education students.

Groupings must not be static and should be modified or updated on a regular basis as
students progress through content or additional needs are identified.

This intentional grouping by similar areas of need allows content experts to target specific
skill sets in an efficient manner allowing for personalization that would be more difficult in a
mixed group.

Sample grouping of students by need. Students with similar needs and who are struggling in
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phonics, for example, should be grouped together. Doing so allows a reading teacher to target
instruction to the specific needs of the students.

A tip: If creating small groups for extra time learning poses complexities, consider two
questions. 1) Will smaller group sizes mean some students who need support will not
receive it? 2) Will smaller group sizes mean that some students in need of support receive
instruction from teachers who may not be considered content experts in the given subject
area? If the answer is yes to either question, consider increasing group size by two to three
students to meet the school’s needs. Although not ideal, increases in group size may be
necessary to prevent students missing out on extra time learning entirely, not receiving
extra time learning as frequently as they need it, or receiving extra time learning from less
qualified staff.

Consider the two groups below. Each student has been identified as needing additional
support in reading, though individual needs vary between fluency, comprehension, and
vocabulary. Group A is smaller and consists of only three students with varying needs.
Group B, alternatively, is slightly larger, consists of five students, and has been grouped
according to one common need (fluency). Because Group B has been grouped according to
a similar area of need, these students are more likely to demonstrate accelerated progress
compared to their peers in Group A.

Needs of Group A Needs of Group B

Multisyllabic words Fluency

R-controlled vowels Fluency

Consonant-vowel-consonant words Fluency

Fluency

Fluency

2.4 Both core instruction and extra time learning must be provided by content-strong
staff.

Who provides the extra time learning matters as much as the amount of time dedicated to extra
time learning.

2.4a. Knowing the content deeply improves instruction and learning. Research shows that
the content expertise of an instructor has significant bearing on the student’s likelihood of
mastering the material. Content-strong experts can teach a concept multiple ways, identify
missing skills, correct misconceptions, and break down complex ideas in a way that is more
accessible for students who struggle.
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If schools are using HQIM, any staff providing intervention or tutoring, analyzing student
data, and preparing lessons should be trained in that program. This should include ongoing
professional learning to develop proficiency and track success.

A caution: Providing extra time learning led by staff without deep content knowledge and
expertise is seldom effective. See part 7 in this document for how to find sufficient staff
with the needed skills.

2.4b. General education staff should play a major role in extra time learning, including
intervention or tutoring for students with mild-to-moderate disabilities. Increasing the
role of content expert general education staff can improve results for students with
mild-to-moderate disabilities and students who struggle. This increases the likelihood of
addressing student needs. Students who struggle benefit from extra time learning taught
by teachers with content expertise, which includes general education staff. While some
special educators have content expertise, some do not.

2.5 How do these practices apply to students with disabilities?
Many of the practices noted in this guide are intentionally very similar to those detailed in
the LDOE Special Education Playbook for System Leaders. The practices outlined in this
playbook are applicable to all students, including those with mild-to-moderate disabilities.
While every student’s needs are unique and should be evaluated by the IEP team,
sometimes, unintentionally, IEP language undermines a student’s access to the best
practices outlined above. Small changes to IEP language can help ensure students with
mild-to-moderate disabilities benefit from best practice supports.

Recommended IEP language should address:

● When services are provided
● Who provides the services
● Inclusion in general education extra time learning

The typical IEP often assumes all services are provided by special education certified staff
or special education paraprofessionals. The best practices encourage some needs being
met by classroom teachers and other content-strong staff. The typical IEP also assumes
that each provider will schedule services at their best discretion. However, best practices
require clarity about when services are provided.

Sample language that may be added to the comment section of the IEP to ensure
services don’t reduce access to core reading and math:

● Student shall receive 100% of core reading and math instruction each day. Services
will be scheduled at other times during the school day.

● Student shall receive services during regularly scheduled extra time learning period.
● Student shall receive services during regularly scheduled reading extra time

learning/RTI/MTSS period.
● Student shall receive services during (state what will be missed).

Sample language to ensure services are provided by content-strong teachers:

● Services to be provided by certified reading teacher or classroom teacher.
● Services to be provided by certified math teacher.

12

https://www.louisianabelieves.com/docs/default-source/students-with-disabilities/ldoe-special-education-playbook.pdf?sfvrsn=17cb6018_2


● Services to be provided by reading specialists, interventionists, or individuals
strong in the content area.

● Phonemic awareness skills will be taught by the speech language pathologist and a reading
specialist in addition to 100% of core reading and math.

● Given (student’s) learning disability in the reading areas of phonemic awareness, fluency, and
comprehension, the reading specialist will provide extra reading support (30 minutes/daily)
outside core instruction in reading and math. The special education teacher will serve in an
indirect consultative role with (student’s) general education teacher and reading specialist for
15 minutes/week to review progress and adjust practices, if necessary.

2.6 How do these practices apply to students who are English learners?
The practices outlined in this resource are applicable to all students, including those who
are learning English. For additional strategies and guidance specific to implementing strong
EL programming, please refer to the English Learners Guidebook: Changing Educational
Outcomes for English Learners.

There are three key strategies central to high-quality, impactful instruction for English
learners, all of which can be implemented alongside the staffing and scheduling best
practices:

1. English learners receive standards-based instruction alongside their English
speaking peers. This strategy is where teachers are deeply knowledgeable of
students’ English proficiency and meet individual student language needs through
the four language domains (listening, speaking, reading, and writing).

2. Progress monitoring is an ongoing practice to support and accelerate instruction.
This strategy is where student data is consistently monitored through their content
classes and the use of the English Language Proficiency Test (ELPT) trajectory goals.

3. Two-way immersion instructional model. For school systems or schools that enroll
large concentrations of ELs with one common language, the first two strategies
should be implemented within a Two-way Immersion instructional model - more
details on how this model can be structured within the school schedule can be found
in the English Learners Guidebook: Changing Educational Outcomes for English
Learners.

2.7 Common staffing and scheduling misconceptions and practices to avoid
As schools and systems shift to these best practices, it’s equally important that some past
practices come to an end to provide time, staff, and energy to the new approaches. A
number of practices regularly observed across the state are at odds with the guidance in
this document, including the following:

2.7a. The use of paraprofessionals for academic support or reading instruction seldom
accelerates learning. Paraprofessionals play an important role in serving many students
with disabilities and behavioral challenges. They are a critical component of meeting the
needs of students with significant disabilities and supporting inclusion. They are not,
typically, highly trained and skilled content-strong teachers who are best able to support
students who struggle and accelerate student understanding.
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Paraprofessionals with some college, who have a 2- or 4-year degree in a relevant field, or
specialized training will also be more impactful than staff who lack content expertise.
Should a paraprofessional provide academic support, the paraprofessional must have
content expertise and receive the same ongoing professional learning as certified teachers
of the subject they are supporting.

2.7b. Co-teaching is hard to scale and often crowds out more impactful alternatives.
Co-teaching, pairing a special education teacher with a general education teacher in a
general education classroom, is a popular means of increasing inclusion and access to
grade-level instruction. Inclusion and access to grade level material are best practices, but
research indicates that co-teaching is a difficult means to a desirable end.

The research is clear. On average, co-teaching does not accelerate learning and in many
cases has the opposite effect. It’s not that co-teaching is ineffective, but that it’s hard to do
well at scale. It requires:

1. Both teachers are content experts.

2. Good chemistry between both teachers.

3. Long-term working relationships between both teachers.

4. Daily common planning time for both teachers.

If even one of these critical ingredients is missing, the results can be disappointing for
students and frustrating for staff. The funds for co-teaching can be more impactful if
invested in extra time learning with content-strong staff.

2.7c. Push-in support during core instruction is not a substitute for extra time learning
from content-strong staff. Push-in support alone does not give students extra time to
master content from prior years or teachers the time they need to address student
needs.

2.7d. Providing extra help before school or after school should not take the place of
providing extra time learning during the school day.While well-intentioned, extra time
learning outside of the school day is often out of reach for students who are unable to
attend such programming.

2.7e. A focus on building authentic student-teacher relationships is a key element for
increasing student engagement which in turn increases attendance and
achievement.Many schools are experiencing increased absenteeism, students less
engaged, and more children than ever wondering why school even matters. Most school
systems are working hard to address these issues and have placed a priority on
building authentic student teacher relationships. This is aligned to best practices.

Research regularly points to the importance of strong student-teacher relationships in
supporting student achievement. Students care when they know their teachers care.

Effective strategies for building student-teacher relationships prioritize shared
interests or small group, personalized interactions. Small group, personalized
interactions can increase student engagement. High dosage tutoring, often done 1:1 or
in very small groups, for example, can have the added benefit of students feeling an
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adult knows and cares about them. Taking a few minutes at the start of a few lessons
each week to check in and get to know the student can be time well spent.
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PART 3: What are elementary scheduling best practices?

Schedules matter!

How time is used during the day is central to implementing the best practices effectively.
This section provides guidance on how schedules can bring the best practices to life. It is
unlikely that the best practice guidance can be implemented well without some changes to
school and staff schedules.

How are schedules impacted by the guidance?

Time on learning matters, and schedules impact the amount of time that students learn
from teachers. Specifically, the following best practices impact the schedules:

1. Time for instruction in all core subjects: Research indicates that there is a large,
positive relationship between academic learning time and student achievement.1
In other words, the more time a student spends in a given subject, the more they
will learn (assuming an effective teacher and high-quality curriculum).

2. Time for literacy: Schools must find time for direct literacy instruction five days a
week at the elementary level for all students. How time is spent during the
elementary literacy block also matters greatly.

3. Time for extra time learning: For students who are struggling academically, time
for extra time learning can and needs to be incorporated into school schedules.

1 What Works in Schools: Translating Research into Practice, Marzano, 2003

In general, howmuch time is needed?

The LDOE has requirements for instructional time aligned to Louisiana Revised Statute 17:154.1.

Category Requirement

Minimum Length of School Year for Students 177 instructional days

Minimum Number of Teacher Work Days 182

Length of School Year 63,720 instructional minutes

Minimum Length of School Day Grades 1-12 360 instructional minutes

Physical Education Requirement 150 minutes per week (K-8 only)
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3.1 Howmuch time should be devoted to core instruction?

3.1a. LDOE recommendedminutes by subject and grade
The amount of time to devote to subjects and activities in the schedule is one of the most important
decisions of the scheduling process. The charts below outline elementary-specific
recommendations from the LDOE for the amount of time to devote to different subjects and
activities. All recommendations are feasible within a 7-hour (or 420 minute) school day. (This figure
is approximately 15 minutes less than the average length of the school day of elementary schools in
the state, which is approximately 435 minutes. This means that schools with a school day that is
longer than 7-hours will have additional minutes to allocate.)

At the elementary level, K-2 schedules should allow for:

Grades Subject Recommended Daily Time

K-2 Literacy ● Tier 1 Core: 120 minutes
○ 60 minutes for foundational skills, including phonological

awareness, phonics, sight word recognition, and writing
○ 60 minutes for building knowledge, including background

knowledge and vocabulary
● Literacy-specific extra time learning and extension: 30 minutes
● Total Recommended Daily Minutes: 150 minutes

Math ● Tier 1 Core: 60 minutes
● Math-specific extra time learning and extension: 30 minutes
● Total Recommended Daily Minutes: 90 minutes*

Science ● 30 minutes

Social
Studies

● 30 minutes

Total Core ● 300minutes

*It is recommended that schools schedule extra time learning & extension blocks
immediately following the core content block.

Schools should spend 300 minutes per day on core instruction, as outlined in the chart above. In a
7-hour school day, this leaves 120 minutes for all other subjects and activities, such as morning
meeting, lunch, recess, and specials classes such as art, music, physical education, etc. An example
of how all subjects and activities can be scheduled in the school day for a sample elementary grade
is detailed below.
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At the elementary level, 3-5 schedules should allow for:

Grades Subject Recommended Daily Time

3-5 Literacy ● Tier 1 Core: 90 minutes for building knowledge, including
background knowledge and vocabulary

● Literacy-specific extra time learning and extension: 30 minutes
● Total Recommended Daily Minutes: 120 minutes

Math ● Tier 1 Core: 60 minutes
● Math-specific extra time learning and Extension: 30 minutes
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● Total Recommended Daily Minutes: 90 minutes*

Science ● 45 minutes

Social
Studies

● 45 minutes

Total Core ● 300minutes

* It is recommended that schools schedule extra time learning & extension blocks immediately
following the core content block.

Schools should spend 300 minutes per day on core instruction, as outlined in the chart above. In a
7-hour school day, this leaves 120 minutes for all other subjects and activities, such as morning
meeting, lunch, recess, and specials/exploratory/unified arts classes (such as art, music, physical
education, etc). An example of how all subjects and activities can be scheduled in the school day for
a sample elementary grade is detailed below.
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3.1b. Align literacy blocks to established best practices.
Clear best practices for elementary literacy instruction exist and best practices for
teaching reading are well-established. The National Reading Panel, What Works
Clearinghouse, and achievement-gap-closing schools all agree on a clear set of practices,
which are summarized below.
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School systems should ensure how literacy blocks are organized and used to align with best
practices. This may include using micro-schedules to specifically detail how 90-120 minute literacy
blocks should be used in 10-15 increments, ensuring pacing is aligned to the high quality
instructional materials the school or system has implemented.

3.1d. Stagger reading, math, and extra time learning blocks.
School and school system leaders should take a whole-school approach to creating elementary
schedules. This means scheduling and staggering when key blocks of time like literacy, math, and
extra time learning run within all classrooms and across all grade levels. Doing so allows
interventionists, special educators, and specialists to more effectively spread across grade levels and
spend more time directly supporting students.
A simplified visual of this approach is outlined below in which the time for reading, extra time
learning, and math are staggered across grade levels.
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Note: The above simplified visual is meant to demonstrate how reading, math, and extra time learning blocks can be staggered
across grade levels. Exact minute allocations for core subjects and extra time learning blocks should adhere to time allocations
listed in section 3.1a of this document.

● Core literacy blocks are staggered across grade levels to allow reading specialists,
interventionists, and special educators with content expertise in reading to support literacy
instruction across multiple grade levels.

● Core math blocks are staggered across grade levels to allow math specialists,
interventionists, and special educators with content expertise in math to support math
instruction across multiple grade levels.

● Extra time learning blocks are staggered across grade levels to allow specialists,
interventionists, and special educators with content expertise in math or reading to support
students struggling in math or literacy across multiple grade levels.

3.2 Howmuch time should be devoted to extra time learning?

3.2a. Extra time learning needs to be built into the schedule. Students struggling in
reading or math need dedicated time in the schedule. Extra time learning assignments
should be based on a diagnostic assessment. During extra time learning, students should
receive direct and explicit instruction based on the needs identified in the diagnostic and
receive progress monitoring.

Students who have academic needs should receive extra support in addition to, not
instead of, their regular instruction. Scheduling an extra time learning and extension
block allows for schools to provide extra time. It is recommended that this block be at
least 30-minutes every day at all grade levels and not take time from core subjects. It is
recommended that schools schedule extra time learning & extension blocks
immediately following the core content block.
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Students who may not need extra time learning would have opportunities for enrichment or
extension during this time.

A tip: Do not exclude students with disabilities from high-quality general education-led
extra time learning. Schools should schedule students with disabilities into extra time
learning with peers in a general education setting rather than in separate special education
extra time learning, when appropriate.

It is important to ensure that students who struggle, students with disabilities, and English
learners are not pulled out of core instruction in reading, math, science, or social studies. Related
services should occur during other times of the day, in consultation with a student’s interests and
needs.

3.3 How should time for professional learning and collaboration be incorporated into the
schedule?

3.3a. Time for teacher collaboration is driven by the placement of specials (e.g. art, music, etc.)
classes at the elementary level.
Time for teacher planning and collaboration is driven by when specials/exploratory/unified arts
classes (e.g. art, music, etc.) happen in an elementary school schedule. To facilitate common
grade-level planning time, schools should work to assign specials classes at the same time across all

23



classrooms within a grade-level (e.g. all 2nd grade classrooms have specials at the same time). At
very large elementary schools, this may require separating grade levels into multiple teams (e.g. five
2nd grade classrooms receive specials at 9:15am while the other five 2nd grade classrooms receive
specials at 10:00am). A sample simplified schedule of a 2nd grade with three classrooms to show
when collaboration can occur is outlined below.

Having specials, core subjects, and other time blocks similar by grade level but staggered across the
school day creates automatic common planning time for grade-level teachers. When it is done well,
teachers planning together can help improve teaching and learning.

In addition to using specials periods to facilitate teacher planning, schools can also run a monthly
school-wide assembly or event to facilitate multi-grade planning. This is done by implementing a
monthly 90-minute school-wide assembly or event that is supervised by school administration and
other non-classroom teaching staff.

This time could be utilized for various collaborative activities, such as multi-grade team meetings,
whole-school curriculum planning sessions, or professional learning workshops. Teachers may
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choose to use this time to unpack high-quality instructional materials, discuss analysis of student
data, or coordinate interdisciplinary projects. Additionally, staff members could use the time for other
necessary tasks, such as planning for instruction, organizing classroom materials, or communicating
with parents.

Facilitating collaboration across schools: Schools systems that are interested in facilitating
opportunities for teacher collaboration across schools within their system can accomplish this by
taking the following three steps:

● Aligning start and end times: Schools of the same grade level (e.g. all elementary schools)
should start and end at the same time.

● Align schedules: Schools should also align schedules so that students across schools of the
same grade level receive the same amount of time on the same set of subjects (e.g. 90
minutes of literacy, 90 minutes of math, etc.).

● Align planning periods: Finally, schools must also align planning periods of teachers they
would like to be able to collaborate. For example, all 2nd grade classrooms in all schools
should have a planning period at the same time to allow 2nd grade classroom teachers to
meet virtually, if desired.

3.3b. Effective teacher collaboration requires a systematic approach.
Teacher collaboration is associated with a range of positive effects, including improved teacher
self-efficacy (cf. Puchner and Taylor, 2006), increased teaching effectiveness (cf. Graham, 2007), and
improvement of instructional quality (cf. Jackson and Bruegmann, 2009; Hochweber et al., 2012),
among many other benefits. Common best practices to organize teacher collaboration time
effectively (in addition to what is outlined in the LDOE Professional Learning Roadmap) include:

● Utilize expertise in the room: Simply putting a group of teachers in a room together does not
make them all more effective teachers. Effective collaboration requires a leader in the room
for every session that is a master instructor with insights and abilities worth sharing. This can
be a classroom teacher, a principal, an instructional coach, or other highly skilled person. This
person should also be a skilled meeting facilitator.

● Set clear agenda and meeting purpose: There are many good and important reasons for
teachers to meet. Best practice calls for teams of teachers to set a clear agenda and goal
prior to or at the beginning of every meeting. Agendas should follow the HQPL cycle outlined
in the LDOE Professional Learning Roadmap and be shared with teachers prior to the meeting.

● Prepare data ahead of time: If the team is reviewing student data during the meeting, any
analysis of the data should be completed prior to the meeting. Time for teacher collaboration
is best spent discussing data and using it to inform decisions about instructional choices and
student groupings–not compiling, organizing, and running analyses of data, all of which
should happen prior to the meeting. The data being reviewed should be timely and relevant to
upcoming instruction.

● Connect to teacher development and professional learning: Best practice teacher
collaboration is a driver of teacher growth and development. It connects to teacher
certification steps, is aligned to teacher development goals, and is a time in which teams can
collaboratively support one another.
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● Refinement in teacher practice, not just “rich discussion:” Outcomes only change when
teachers change. Too often, collaboration time is a thoughtful discussion, an analysis of a
challenge, or a hope for something new from the district. Effective collaborative planning
should create a change in teacher action or practice in the next few days.

● Candid assessment of impact: Effective collaboration actually measures effectiveness of
collaboration. Often systems celebrate the act of collaborating, rather than the results of
collaborating. Surveys of teachers to gauge the inputs and tracking of student growth to
gauge the outcomes should be designed into the plan from the start.

● Set a clear meeting cadence: Highly structured and facilitated teacher collaboration does not
need to happen every day. A better practice is to set a clear meeting cadence for what types
of meetings happen on what days of the week (or cycle). A sample weekly schedule for an
elementary 2nd grade team is below.

*Facilitated by a principal or other knowledgeable instructional leader

3.4 Sample Best Practice Schedules

School systems can access a catalog of best practice elementary schedules using the LDOE
elementary schedule catalog. The purpose of this catalog is to provide school systems with sample
schedules that align to the guidance outlined throughout this document and reflect the needs and
context of students and staff in Louisiana.

All sample elementary schedules, regardless of school size or composition, have common elements.
These include:

● Alignment of specials classes by grade level allows classroom teachers to have
common planning time by grade level.

● Literacy and math blocks are staggered, both to maximize the impact of support
staff, and also to allow support for special education and English learner students to
run outside of core instruction.

● Use of extra time learning & extension blocks should provide time to support
students who are struggling academically in literacy or math.

● Extra time learning & extension blocks are staggered across grades such that
skilled staff are available to meet with students across all grade levels.

● Use of a 15-minute daily morning meeting, welcomes students and builds
community.

26

https://docs.google.com/spreadsheets/d/1PmdR9WYFV5JeaMh8PPRFim8zNe-lrm2ceHTNIqZdKXY/edit?usp=sharing
https://docs.google.com/spreadsheets/d/1PmdR9WYFV5JeaMh8PPRFim8zNe-lrm2ceHTNIqZdKXY/edit?usp=sharing


A tip: How long core instruction happens is more important than which part of the day it
happens. Whether reading, for example, occurs in the morning or after lunch is less
important than having an uninterrupted reading block taught by a skilled teacher. In fact,
research indicates that reading instruction can be effective at any time of the day, despite
the commonly held belief that it's better in the morning. If all grades teach reading in the
morning, then it’s nearly impossible to provide special education, EL, or related services to
some students without pulling them from reading.

3.5 Best Practice Schedule Checklist

There is no one best practice elementary schedule. In fact, there are hundreds of schedules
that are best practice schedules. What they all have in common is that they incorporate
critical elements. A best practice elementary schedule includes all of the following:

⬜ The minutes add up: All the minutes of different subjects and activities add up to
equal the length of the school day, match the minimum LDOE minute
recommendations, and are precise minute allotments, not ranges.

⬜ Blocks of time and curriculum are aligned: Length of reading and math time blocks align
with the curriculum developer’s recommendations.

⬜ Use of micro-schedules: There are micro-schedules for literacy blocks that include precise
minute allotments, not ranges.

⬜ Extra time learning: There is an extra time learning block of at least 30 minutes devoted to
daily extra time learning and extension.

⬜ Stagger literacy, math, and extra time learning: Literacy, math, and extra time learning
blocks are scheduled at a common time within a grade level (e.g. all 2nd grade WIN blocks
run at 10:00am), but are staggered across grade levels throughout the day (e.g. 2nd grade
WIN blocks run at 10:00am, 3rd grade WIN blocks run at 10:30am, etc.). This is to maximize
the reach and impact of interventionists, tutors, special educators, and other support staff.

3.6What is the best process to create an elementary schedule?

A thoughtful scheduling process with opportunities for staff feedback is essential to
building a school schedule that supports the best practice guidance. Having a scheduling
process in place that incorporates staff feedback increases staff buy-in, reduces
scheduling headaches, and positively impacts the school environment.

3.6a. Determine scheduling non-negotiables. Determining scheduling non-negotiables
can guide the scheduling process, guarantee the most important priorities get scheduled,
and ensure fair student experiences across classrooms and buildings. Sample scheduling
non-negotiables can include:

● No pull-out from core instruction.

● Reading block will be at least minutes long.
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● minutes of foundational skills each day in grades .

● Extra time learning will occur ____ times a week for minutes per session.

3.6b. The order in which schedules are built matters. The actual act of building a best practice
schedule is both an art and a science. The science includes knowing that the order in which the
blocks are placed on the schedule impacts the ability to meet the best practices. For example, if you
first place reading first thing in the morning in every grade, it will not be possible to provide
staggered extra time learning blocks throughout the day.

Experience has shown that the following order facilitates implementing the best practice guidance:

1. Specials Subjects (light purple) and Fixed Blocks (dark gray): Subjects like music,
art, and PE often have the most constraints and must be scheduled across all
grades. In addition, a common class at the beginning or end of the day such as
morning meeting should be added to the schedule first.
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2. Lunch and Recess (gray): Cafeteria and recess space must be coordinated early in
the schedule process.
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3. Reading &Math (orange and dark purple): Reading should be scheduled
first, and then math.

Note: Exact length and placement of math and literacy blocks may vary by school.
Example includes separate placement of core blocks and extra-time learning blocks to
demonstrate order in which schedules can be created with maximum flexibility.
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4. Extra time learning & Extension (teal): Blocks for extra time learning & extension
need to be staggered to allow for more students to receive targeted support from
staff with specialized skills as well from classroom teachers during these times
throughout the day.

Note: Exact length and placement of math and literacy blocks may vary by school.
Example includes separate placement of core blocks and extra-time learning blocks to
demonstrate order in which schedules can be created with maximum flexibility

It is critical to stagger reading and math blocks by grade level to provide multiple
push-in and pull-out opportunities for special educators, related services, and
reading teachers. For example, in a school with K-2 reading occurring from 9:00 to
11am, a special education teacher would be unable to pull groups for most of the
morning.
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5. Science & Social Studies (light green and yellow): Science and social studies
periods should then be scheduled, according to grade-level guidelines.
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3.6c. Make scheduling a team sport.Whole school schedules are highly interconnected and deeply
impact the individual schedules of multiple staff members. When special educators, related service
staff, reading teachers, and principals build all their schedules together in the same room and at the
same time, the many interconnections come to life and can be harmonized to support the best
practices. If staff are shared across schools, then the principals of those schools should build their
schedules at the same time.

3.6d. Have an escalation protocol to resolve scheduling conflicts. An escalation protocol is a plan
for bringing scheduling sticking points to a higher authority. Often a school-based leader can’t meet
the scheduling non-negotiables because of a limitation or constraint that is beyond their authority.
Such non-negotiables can include a shared staff member not available when needed or a rule or
expectation that makes the schedule “impossible.” Often, only a district or system leader has the
authority to remove the obstacle.

3.6e. Infuse scheduling expertise. Scheduling is a skill that some are better at than others. When
building your scheduling team, it is important to recognize who on or outside your team has
scheduling expertise and utilize their skills.
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PART 4: How can school systems staff strategically to
maximize the impact of staff?

The best practice guidance for supporting students who struggle, students with
disabilities, and English learners requires a systems thinking approach to implementation.
A number of interrelated steps must be taken in order to implement the system well.
Aligning staffing to support the best practices is a key step to effective implementation.

In fact, one common reason schools that embrace best practices fail to achieve expected
student outcomes is the lack of alignment in staffing to support these practices. Staffing is
also an important aspect to ensuring fair access to support and that the most effective
teachers work with students with the greatest need.

4.1 What positions are impacted by the best practice guidance?

To effectively implement the best practice guidance and support students who are
struggling academically, schools and systems need staff with the right skills and training.
Key roles that are central to implementing the best practices include the following.

● Highly skilled classroom teachers are the foundation of high-quality core instruction.
No strategy, program, or curriculum can be effective without highly skilled classroom
teachers. Nothing in this guidance is a substitute for high-quality teaching. In fact, the
guidance requires and prioritizes high-quality teaching above all else.

● Effective support from instructional coaches can be instrumental in improving the
quality of core instruction. Given the critical role of classroom teachers, instructional
coaches are greatly valued. Research shows that instructional coaching is the most
impactful means to improving classroom teacher effectiveness. Instructional coaching
may come from designated instructional coaches, master teachers, or school
leadership with instructional coaching experience.

● Experienced teachers of foundational literacy skills and reading are important for
ensuring that all students who struggle to read get extra help from content-strong staff.
Helping striving readers catch up is foundational to the best practices. Teaching striving
readers is a very specialized skill.

● Content-strong math and ELA interventionists are key to providing effective extra time
learning. This is especially true at the secondary level as content is complex, and usually
only certified math and ELA teachers have the required skills and content expertise to
provide the needed extra time learning services. As the number of students who
struggle grows, so must the number of qualified math and ELA teachers. School
systems might consider using approved vendors to boost the number of content-strong
math and ELA teachers.

● EL teachers play a vital role in providing the intentional support, resources, and
instruction necessary to drive English Language Development and English
language proficiency.

● Counselors, social workers, and others with mental health expertise play an
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important role in meeting the well-being needs of students, which is central to
meeting their academic needs. In today’s world, there are significant levels of stress,
anxiety, and trauma facing students.

● An experienced and savvy schedulerwill also help to ensure an efficient plan. As
outlined in the prior section, aligning schedules to the best practice guidance is also
critical.

● Tutors can play an important role in supporting students who struggle. Tutors from
outside the school should bring a high level of content expertise, be available on a
regular basis, bring a passion for working with students, and be from a LDOE-approved
vendor. Current or recent college students often make for effective tutors.

4.2What are the key skills needed and reasonable staffing levels for these critical roles,
and howmight staff be fairly allocated across schools?

It’s not sufficient to simply have the right number of full-time equivalents (FTE) in these
critical roles, nor is it enough to just focus on the skillset of the staff. School systems
should make sure to place importance both on having enough staff to do the work, as well
as that the staff they have are the right ones for the job. A leading reason that these best
practice strategies fail to make a meaningful difference is that historic staffing patterns
lead to too few staff and key players being stretched thin or reassigning the staff they
already have that are closest to what is needed even if they lack some key skills. While both
patterns are understandable given the pressures and challenges, both also result in too
many students with needs going unserved.

For example, imagine a highly skilled teacher of reading providing extra time learning
services to students who struggle. On the surface, this is good, but what if the teacher of
reading was assigned 100 striving readers? It is unlikely they could meet often enough or
have small enough groups to be effective. Similarly, imagine a school with 100 striving
readers and five teachers of reading that lack the skills needed to be highly effective. In
either scenario, students aren’t getting the support they need. It would be better to think
strategically and intentionally to ensure there are enough staff and that the staff have the
skills needed.

Once the right number of people with the right skills are identified, school systems must
determine how to fairly allocate staff. It is critical that fairness be at the forefront of
serving students who struggle. Unfortunately, staffing practices have been a common
cause of unfairness in the past.

Fairness in its most basic form calls for staffing levels to be based on student need, not
overall enrollment, historic staffing patterns, 1-per-school staffing rules and ratios, or
relying solely on Title I to ensure sufficient extra resources.

Key skills needed, staffing level recommended actions, and how to fairly allocate staff for the
identified positions and roles are provided below:

4.2a. Classroom teachers

● Key Skills: All the qualifications that make for effective, content-strong teachers still
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apply. A highly skilled teacher should be one that implements strong core instruction,
provides effective extra time learning, and supports students who are struggling
academically.

To the extent that schools and systems have data about the strengths of teachers,
leaders can consider pairing teachers with students based on the relative strengths
and needs of staff and students. For example, a school might ensure that staff who
are skilled at and have the required literacy training to teach foundational reading
skills teach students who have a need in foundational reading skills. Teachers with
the highest evaluation scores should support students with the greatest needs.

● Reasonable Staffing Levels: Reducing class size as a strategy to address missed
instruction or prerequisite or unfinished learning is not supported by the research,
with one exception.

One exception to the rule: Research has shown that in grades K-3, in schools serving
students primarily living in poverty, reducing class sizes to 15 and staffing these
classes with a skilled teacher can be effective. Slightly reducing class size (e.g. from
22 to 18 students) is not impactful, nor is the strategy helpful in older grades or
serving students not living in poverty.

● Staffing Allocation: Research shows that reduced class size does not raise
achievement. Providing other supports in greater numbers such as instructional
coaches, interventionists, mental health counselors and behaviorists does help
improve student outcomes.

A smaller class size strategy can actually harm student achievement. If new,
inexperienced teachers are hired to staff the added classrooms, then students in
these classrooms could make fewer academic gains than if they had a slightly larger
classroom with a more effective teacher. If resources for smaller classes preclude
hiring of sufficient instructional coaches, skilled teachers of reading or
content-strong secondary interventionists, then students’ gains are also likely
diminished.

4.2b. Instructional coaches

● Key Skills: To be an effective instructional coach requires two distinct skills. 1) Being
an effective teacher of students and 2) being a tactful, helpful guide for adults.

It may seem obvious that in order to help others become more effective teachers,
instructional coaches themselves must be highly effective teachers of students. In
many schools, however, this may not be the case. When selecting individuals for
instructional coaching roles, be sure to keep the following in mind:

● Emphasizing skill over seniority: In some schools, there is an expectation
that veteran staff should get these roles. Research indicates little
correlation between teacher effectiveness and longevity after the first few
years of teaching. It matters more that staff selected for these positions
have the requisite skill sets.
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● Value effectiveness over energy: Highly effective teachers generate
above-average growth in student learning. If effectiveness is measured by
observation, rather than student growth scores, a teacher with energy,
enthusiasm, and high student engagement can be mistaken for highly
effective. (As defined by the LDOE, a highly effective teacher is
determined by their final evaluation from the previous year. For the
2023-2024 school year, this would be a teacher who scores a 3.5 overall
in COMPASS or LEADs.)

● Using the instructional coaching role to remove a teacher from the
classroom: Sometimes a less-than-effective teacher is put into an
instructional coaching position to be placed outside the classroom (though
still in the school system). This is not best practice and the school system
must avoid doing so.

Simply being an effective teacher of students is not sufficient to be an effective
instructional coach. Teaching adults is very different. An instructional coach must be
able to help their adult peers change behavior. This skill set requires the following:

● The ability to explain to others best teaching practices, not just knowing instinctively
what to do

● The ability to build trust and rapport with colleagues

● The tact to deliver constructive feedback in a way that avoids defensiveness

● Courage to have sometimes challenging conversations

A tip:Neither observing a teacher work with students nor a standard interview is
an effective means to assessing a teacher’s skill at working with adults. Real-life
roleplay and observing a mock feedback session are more indicative of future
success.

● Reasonable Staffing Levels:No position is more prone to being stretched too thin
than instructional coaches. Despite being one of the highest-leverage
investments to improve outcomes for students who struggle, coaches are often
chronically understaffed in many systems.

Ideally, schools will have the equivalent of one full-time instructional coach per
every 20 teachers to be supported. This does not have to be one person working
full-time as an instructional coach. It could be two part-time coaches or two
people who teach half the day and are coaches the other half.

If a person, for example, spent 50% of their time teaching students, then they
would be expected to support 10 teachers, not 20. Similarly, if a person spends
25% of their time as an interventionist, they would be expected to support 15
teachers.

Because instructional coaching can be so impactful for improving core instruction
and high-quality core instruction is the foundation of supporting the needs of
students who struggle, every minute in an instructional coach’s day is precious. To
maximize their impact, their schedules should include:

● 75% of their time is spent working with, observing, and modeling for
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classroom teachers. Time for planning, writing up notes, and other activities
should be limited to 25% of their instructional coaching time.

● Giving mostly verbal feedback rather than detailed written feedback is
quicker. It is also less threatening and easier to provide in the moment.

● Coaching with individual staff should take place weekly or every other week.

● Small group coaching during common planning, team time, or department
meetings can extend the reach of the instructional coach. The majority of
time, however, should be spent working with individual teachers.

A tip:Which teachers receive coaching should not be left up to the coach.
Haphazard assignments put coaches and teachers in an awkward position.
Generally, all teachers benefit from instructional coaching, not just new teachers.
Instructional coaches should work closely with their school’s Instructional
Leadership Team (ILT) to determine which teachers receive coaching.

A caution: Instructional coaching is not intended to primarily support teachers who
struggle. Coaches should have systems and structures in place that ensure all
teachers are supported.

● Staffing Allocation: Instructional coaches might have different staffing ratios based
on staff experience. While the system-wide target could be one full-time equivalent
(FTE) for instructional coaching for every 20 teachers supported, a school serving
students with greater needs might have a lower ratio, such as 1:15, and a school
serving students with fewer needs might have 1 FTE to every 25 teachers supported.
This is influenced, in part, because schools serving high-needs students tend to have
less experienced teachers.

4.2c. Teachers of reading

● Key Skills: Teaching students who struggle to read and comprehend well is a skill. At
the elementary level, strong teachers of reading may have many different types of
certification. Some are certified reading teachers, many are general education
classroom teachers, and some are special educators or speech therapists.

Certification, however, is not a strong indicator of skill. Reading teachers must be
deeply trained in reading best practices. Their training, rather than their certification,
is a better indicator.

The best indicator of who is an effective teacher of reading is past student growth. A
highly effective teacher of reading can be expected to help readers who struggle
make 18 months of reading gain in a single school year, as measured by literacy
screeners.

● Reasonable Staffing Levels: At the elementary level, a full-time reading
interventionist can support 35-50 readers in intervention. This estimate assumes an
average group size of 3 to 5 students and 8 to 10, 30- minute sessions, 5 days a week.
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How many striving readers can a teacher of reading support?

A tip: If more than 40% of a school’s students need reading intervention, then
classroom teachers also need to provide intervention in addition to core instruction. In
some models, most classroom teachers also provide intervention to readers who
struggle, not just dedicated teachers of reading.

4.2d. Content-strong math and ELA interventionists

● Key Skills: Intervention at all levels requires staff with deep content expertise. To
teach core content that addresses student needs takes the same skills and
knowledge as any other core content. If a certified math or ELA teacher normally
taught the material in the past, they are best suited for teaching it in the future.

Intervention for students who are struggling academically also requires instructors
with deep content knowledge. Because students who struggle often have already
been taught a concept in the past, but haven’t yet mastered it, the instructor will need
multiple means of teaching the concept. Ideally, teachers will be able to see a wrong
answer and infer where the student had a misunderstanding. Both skills require deep
content expertise. School systems should staff these roles with certified math and
ELA teachers.

A caution: Too often students with mild-to-moderate disabilities do not receive extra
help or intervention from staff with content expertise. Some IEPs are written for
students to get this help from special educators or paraprofessionals. Often, these
staff members lack the required level of content expertise to directly support
students’ academic needs. Students with mild-to-moderate disabilities can and
should receive intervention and/or extra help from general education, content-strong
teachers. See section 2.5 for more information on possible IEP language.
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Some special educators of course have deep content expertise, and they are well
equipped to provide intervention. Some special educators have the interest and
aptitude to develop content expertise; however, they are not provided the opportunity.
Including interested special educators in general education, content-specific teacher
collaboration, instructional coaching sessions, department meetings, and other
professional learning can increase the number of content experts in a school. Not all
special educators need to be content experts as there are a multitude of other key
responsibilities necessary for the successful implementation of special education
programming including student advocacy, instructional support, pupil appraisal, IEP
development and maintenance, related services provision, compliance monitoring,
and case management.

● Reasonable Staffing Levels: These are often not a full-time role. They are often
either a few sections of a math or ELA teacher’s teaching load or a few sections
taught by a part-time teacher.

● Staffing Allocation. Content-strong interventionists should be staffed based on the
number of students who struggle in ELA or math in a school. For example, the greater
the number of students who struggle in ELA or math, the greater the number of
content-strong interventionists.

4.2e. EL teachers

● Key Skills: Teaching students English as a second language requires a mix of skills.
There is a science to language acquisition. Beyond this, having a solid understanding
of how to teach reading is very beneficial. More information on supports for EL
teachers and students can be found in the LDOE English Learners Library.

● Reasonable Staffing Levels: The best practices don’t call for more EL staff, but they
place a high value on their time. EL teachers should spend as much time with
students each day as reading teachers at the elementary level and core subject
teachers at the secondary level. Based on schedule sharing data from staff in over a
hundred systems across the country, in some systems, EL staff spend 30-50% less
time with students than many of their peers.

4.2f. Counselors, social workers, and others with mental health expertise

● Key Skills: Formal training in counseling and mental health-related services
is of the greatest value.

● Reasonable Staffing Levels: In recent years, the needs for counseling
services have increased significantly. Given this great need, it may be
prudent to allocate funds for additional mental health providers such as
social workers and counselors.

4.2g. Tutors
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● Key Skills: Some schools may utilize small group tutoring to support students who
are struggling academically. The term tutoring can be misleading. Some leaders have
mistakenly assumed that tutors can be typical paraprofessionals or community
volunteers. While some effective tutoring models do use non-certified staff, such
staff are usually college students or recent college graduates with deep content
expertise in relevant fields. For example, tutors majoring in math or engineering might
support math, while English or history majors could tutor ELA.

When staffing tutoring, the following hierarchy can ensure skilled staff members are
supporting students:

1. Content-strong certified teachers

2. Accelerate: High Dosage Tutoring Vendor Guide

3. College graduates with specific, relevant expertise

4. Current college students with specific, relevant expertise

5. Well-trained and closely supervised paraprofessionals (although, their
impact is often marginal compared to options 1, 2, 3, and 4)

● Reasonable Staffing Levels: Tutoring group sizes should be based on student need
and with an eye to maximize tutors’ reach, though the ratio of students to every tutor
should be no more than 4:1. At least 75% of full-time tutors’ days should be spent
with students, and tutors should work with the same set of students for the duration
of a tutoring cycle to give consistency to students.

● Staffing Allocation: Tutors should also be staffed based on the number of students
who struggle in the subjects in which tutors provide support. For example, the greater
the number of students who struggle in math, the greater the number of skilled tutors
of math.

4.3What are strategies school systems can use to find and retain content-strong staff?

Finding the highly skilled staff needed to implement the best practice guidance can be
challenging. While difficult, it is central to meeting the needs of students. The search for
such staff should be a top priority and will likely require looking in new places and
searching in new ways. Traditional channels and approaches may fall short. Allowing
inadequate staffing will be detrimental to students.

Too often when school systems struggle to find sufficient staff with the needed skills and
expertise, they either reduce the number of students served or they rely on lower skilled
employees.

4.3a. Finding Teachers: Beyond the traditional sources for hiring teachers, a few additional options
include:

● Existing staff used more efficiently can reduce the need for hiring new staff. By
staffing more precisely to class size or group size targets, existing staff can often be
freed up for extra time learning.
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Note: Systems should not increase class sizes above system targets. However, staffing
precisely to class size targets can help to free up staff for extra time learning or other
supports.

● Hire from the LDOE non-traditional pathways: In Louisiana, there are three pathways
to teaching that individuals can pursue. Hiring and supporting candidates through the
two less traditional pathways is a growing trend:

● Aspiring Educator/Pre-Educator Pathway: Many school systems have turned to
this pathway to cultivate and grow the next generation of teachers within their
own communities. Through this program, high schools can offer courses and
programming that can support aspiring educators to get a jump start on
teacher certification and investment in the field. More resources and details
can be found here.

● Post-Baccalaureate: There are three types of post-baccalaureate programs
that aspiring teachers can pursue: practitioner teachers programs (intensive
coursework paired with full-time teaching), master’s degree programs (best for
individuals who might need more support developing as a teacher), and
certification-only programs (best for those not wanting to participate in
full-time coursework who already have natural teaching instincts). For all of
these programs, direct billing to the school systems when teachers don’t have
the funds to front can be a successful strategy in hiring candidates. More
resources and details on programs can be found here.

● Look to job matching and hiring platforms: Platforms such as Indeed.com or LinkedIn
can actually be great places to find strong teaching candidates. While this can be most
effective for hiring career switchers, it can be a great place to source already certified
teachers as well.

Part-Time Teachers
● Retired teachers are an important source for teachers of reading, instructional

coaches, and content-strong interventionists. Many retired teachers do not want
full-time work, but they miss working with students. These critical roles can easily
be served by part-time retired teachers.
The school system should consult with TRSL for information about rehiring retired
teachers.

● Teachers who left to care for children or parents are also a source for part-time
roles similar to retired teachers. Nearly half of all teachers leave the profession
within their first 5 years. Some individuals leave because they do not want
full-time jobs given the need to care for children or parents. Many would welcome
a part-time opportunity.

A tip: To attract and retain part-time staff, it is important that the school and teacher
schedule is “part-time friendly.” This means the schedule is based on the days of the week,
Monday through Friday, and class times do not rotate or drop. A part-time person can, for
example, plan around working Monday and Tuesday or working 9:00 to 11:00 but not on ‘A’
days, that might be a Monday one week and a Tuesday the next. Bell schedules that place
period 1 at 9:00 am one day and 10:00 am the next also make part-time work very difficult.
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4.3b. Finding Tutors: Some of the most successful places to find tutors can be:

● Approved vendors for tutoring services can be a source for additional skilled
staff. See the Steve Carter Literacy Tutoring Providers for additional information.

● Recent college graduates with math, science, and English majors. The role of a
tutor for extra time learning need not be a certified teacher. A college graduate with
content expertise (supported by training, supervision, and high-quality curriculum)
can be a better option than a less content-strong paraprofessional.

● Current college students with math, science, and English majors. Similar to
recent college graduates, current college students can supplement the pool of
tutors on a part-time basis.

Staffing Tutors Post-ESSER: The end of ESSER funding does not necessarily mean school
systems need to reduce the number of tutors available to students. Potential funding
streams that can replace ESSER funding to help provide highly effective tutoring in new,
cost-saving ways include:

● Title 1: Of all the federal Education Department’s funding streams, Title 1 is the
best-known, the largest, and the most appropriate for tutoring. It was designed to
target extra resources to high-need schools, specifically for math and reading.
Tutoring is most important for students struggling to demonstrate proficiency in
reading by the end of third grade or in Algebra 1 by the end of ninth. School systems
should look at how they are spending Title 1 dollars and potentially reallocate some to
tutoring to help students reach these two goals.

● AmeriCorps: One of the priorities of this program is to support effective tutoring for
high-need students. AmeriCorps awards tens of millions of dollars in grant funding for
tutoring and mentorship in early learning and K-12 schools. School systems can apply
directly for federal funds through their State AmeriCorps commissions. These
three-year grants can largely cover the costs of tutors and supervisory staff. School
systems can also seek vendors that are AmeriCorps partners to provide tutoring,
which brings a subsidy from the vendor directly into the school system.

● Work-study: This program enables lower-income students to work their way through
college and allows colleges to use federal funds to subsidize work by their students.
Recent guidance has called on colleges and universities to spend at least 15% of
those funds on community-based jobs, and tutoring is among the roles prioritized.
With a school system as a community partner, a college can subsidize up to 100% of a
tutor’s wages.

● U.S. Department of Education teacher preparation funds: The Hawkins Program is
designed to increase the number of well-prepared teachers from varying
backgrounds. The program has a focus on the teacher preparation pipeline, including
the recruitment, support, and placement in under-resourced schools with
underserved students. This fund goes directly to institutes of higher ed; school
systems can partner with local colleges to design a tutor-to-teacher pathway.
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● U.S. Department of Labor apprenticeship funds: These can support apprenticeship
programs for future teachers and help systems address teacher shortages by
strengthening the pathway to the classroom through the real-world experience of
tutoring in schools.

4.3c. Finding Counselors: There is a limited pool of social workers, counselors, and other
mental health staff who want to work full-time in K-12. More than other positions, mental
health professionals may work in a variety of settings including private practice,
community-based centers, or larger hospital systems. Fortunately, schools can tap into this
larger pool:

● Engage fee-for-service providers. As an alternative to full-time staff, school
systems can utilize fee-for-service providers as contractors. Often much of the
cost of them providing services can be offset by other funding sources as well.

● Utilize tele-therapy. In recent years, Zoom-based counseling has become a
very popular alternative.

● Hire a director of community mental health partners.Having a dedicated
resource responsible for finding and managing outside, community-based
mental health providers can double or even triple the number of staff with
mental health expertise available to students.

4.3d. Additional strategies for hiring and retaining content-strong staff

In addition to role-specific strategies, there are a number of other strategies and tools that
school systems across the state have used to hire and retain content-strong staff. These
include the following:

Systems-Level

● Creating a hiring calendar and data tracking. Develop a clear hiring calendar
and start the process early. Track application and hiring data in order to follow
up with potential candidates.

● Implementing values-based recruiting. Ensure there is a clear vision and set
of values for the school and clarity on what a successful staff member in that
school looks like. Share this early and often in the recruiting process. This can
include highlighting the school environment and the community staff would be
joining.

● Clearly organizing and communicating all incentives and benefits. Have a
clearly communicated resource, such as a flier, that contains all the details
surrounding the benefits and incentives offered.

● Offering staff referral bonuses. Provide financial incentives for staff when
they refer individuals that end up being hired.

Leveraging Staff
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● Position principals as talent recruiters. Staff are more likely to accept offers
when they feel they are aligned with the vision for the school set by the
principals. Principals should play an active role in the recruiting process and be
able to clearly communicate how any prospective teacher’s skills and
experiences can contribute to the school’s overall mission and vision.

● Utilize talent recruiters. Hire individuals with connections and recruiting skill
sets to recruit staff across the state.

Financial Resources and Support

● Organize housing support. Provide resources and supports for finding housing
opportunities that are affordable or mortgage assistance programming.

● Offer competitive benefits. Competitive benefits packages are more
important than ever. In addition to offering health care benefits, other benefits
programs can also attract and retain candidates (such as PeopleJoy,
Headspace, gym reimbursements, nutritionists, etc.).

● Provide flex time or personal days. Where possible, offer staff opportunities
for flexible work schedules or additional personal time to provide more
flexibility to staff.

● Offer moving expense coverage.When trying to attract staff that would have
to move in order to be hired, some school systems have experienced success
with offering support with moving expenses.

● Provide tuition assistance. Provide tuition assistance for staff pursuing
masters programs, loan support, etc.

● Create competitive salary ladders. Staff teachers, administrators, and other
staff efficiently to ensure the ability to offer competitive salaries with bonuses
or increased benefits associated with retention.

● Ensure sufficient resources and classrooms. Provide teachers and staff with
well-stocked classrooms and resources to best support students.

Growth & Professional Learning

● Set clear administrator pathways. For teachers and staff who might be
interested and most qualified, offer pathways to earn administrator licenses.

● Offer high-quality professional learning, instructional coaching, mentorship,
and growth opportunities. Offer teachers and other staff opportunities to
grow through professional learning and instructional coaching that includes
strong modeling and exemplars, as well as cultivating a strong mentorship
program.

4.3e. What do school systems need to know regarding hiring retired teachers?
Content-strong staff providing extra time learning is critical to successfully supporting
students who are struggling academically, and hiring retired teachers is one way to expand

45



the pool of these high-skilled staff. Some school systems have had great success hiring
highly skilled retired teachers. Many school systems, however, worry that they will run
afoul of the many rules governing retired teachers returning to work.

Given the importance of content-strong expertise and chronic teacher shortages, fully
understanding the steps necessary to hire retired teachers is a worthwhile investment of
time and energy. Any effort to hire retired teachers should be reviewed by a school system’s
human resource administrator and Teachers’ Retirement System of Louisiana (TRSL).

4.3f. What if highly skilled teachers do not want to leave the classroom?
Some positions like teachers of reading, interventionists, instructional coaches, and
content leaders (such as math department heads or English department heads, etc.) have
limited pools of applicants because staff do not want to leave the classroom. These roles
can be structured so that teachers do not completely give up classroom instruction, thus
expanding the pool of highly skilled candidates.

Instructional coaching: At the elementary level, the role can be configured to require
leaving the classroom just 5-8 hours a week. The teacher supports 3-5 other teachers, and
other adults cover their class during test taking, independent reading, etc.

Content-strong math and ELA interventionists: Schools could consider splitting a
teacher’s time between core content and intervention. For example, a math teacher could
teach three periods of core math such as Algebra 1, then two periods of intervention.

4.3g. Can incentive pay help fill staff shortages?
Unlike most other sectors, traditionally, all types of teachers and positions are paid the
same based on the school system, experience, and graduate courses taken. Supply and
demand do not factor in. In most other sectors, employers raise the compensation of
positions in short supply to attract more people with the needed skills.

Systems might consider incentive pay for selected positions, such as content-strong
interventionists, instructional coaches, content leads, or mental health professionals.

A few cautions:

● Avoid long-term commitments that may be difficult to keep. People like when
their compensation goes up but tend to be very unhappy when it goes down. Extra
pay incentives can sometimes be hard to maintain. It can be important to message
that the incentive is not a permanent salary adjustment but is instead a bonus that
will most likely last for just 1 or 2 years. While additional pay should accompany
additional responsibilities, systems must plan for sustainability for years to come.

● Consider the cost to existing staff. It’s not just the additional staff that typically get an
incentive boost, as existing staff in the role would also be subject to the boost. Consider the
case of a system with 10 reading interventionists searching for one additional teacher to add
to its staff. After struggling to hire through conventional means, the district offers a $10,000
incentive. This equates to paying an extra $110,000 plus their regular salary for this one extra
teacher, as the existing 10 teachers will receive the extra $10,000. Other alternatives such as
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tapping into retired or part-time teachers may be more cost-effective.

4.4What is the role of superintendents in staffing decisions?

All superintendents already play a large and important role in staffing decisions in accordance with
ACT 1. As a key architect of each year’s budget, superintendents have a significant role in
determining the number of FTE in each line of the budget. However, staffing best practices require
superintendents to play a larger role in two specific ways:

4.4a. Setting guidelines or expectations of the skills of staff who support students who struggle
academically. Too often students who struggle to read at the elementary level get extra help from
paraprofessionals who are not highly skilled teachers nor trained in the science of reading.
Sometimes, a student with disabilities receives math support from teachers who may have also
struggled with math. In all these cases, staff care and work hard, but achievement gaps seldom
close. These less effective strategies are deeply ingrained in many school systems and
superintendent leadership is required to set the bar higher.

4.4b. Ensuring sufficient FTE with the required skills. In a time of tight budgets and staff
shortages, even school systems that do set the bar high for the skills and background of staff who
support students who struggle academically can find it difficult to fund and find sufficient people.
Here too, superintendent leadership is key.

A great many principals across the state have reported that often they don’t have sufficient
candidates with the required skills. While the central office budgeted for staff with the right mix of
skills and training, the job of hiring them often falls to school leaders. School leaders, however, can’t
grow the pool of candidates, but superintendents can help. This includes:

● Supporting and streamlining the hiring of retired teachers: principals report that they are not
receiving sufficient help in this area from many HR departments.

● Contracting with online tutoring companies, which is difficult to do at the school level.
● Embracing and simplifying the hiring process for alternative certified “career switcher”

teachers with backgrounds in math or science.
● Empowering principals to “swap” x number of paraprofessionals for a certified reading

interventionist.
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PART 6: LDOE Resources

LDOE has a wide range of additional resources and tools available to school systems related to the
topics detailed in this guidance document. These include:

● LDOE Special Education Playbook for System Leaders
● Let Teachers Teach Recommendations
● ELA Guidebooks: Diverse Learners
● ELA Guidebooks - Curriculum Guide 9-12 (includes sample schedules)
● Math K-12 Resources & Guides to Implementing HQIM
● Science K-12 Resources & Implementation Guides
● Bayou Bridges: A K-8 Social Studies Curriculum Guide
● LDOE Professional Learning Roadmap
● Comprehensive Literacy State Plan
● Literacy Road Map
● Accelerate: High Dosage Tutoring FAQ
● Accelerate: High Dosage Tutoring (HDT) School System Support
● High-Quality Materials and Resources
● Comprehensive List of Tiered Reviews
● ELA Guidebooks
● Bayou Bridges
● Louisiana Math
● High-Quality Science Curriculum
● FUEL Materials Overview developed by LDOE
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