Envisioning a Teaching Profession for the 21st Century
If the United States is to resume its place as the world leader in student postsecondary success, a position it lost over a quarter of a century ago, we will need to re-establish the professional foundation of teaching.  This change will not come easily, but it is possible.  Other professions, like law, medicine and engineering, have some basic common features: high public regard, greater autonomy and responsibility, and greater career and earnings opportunities.  For teaching, which is just as important to the nation’s well-being, to share these features, we will have to re-examine fundamental aspects of the teaching profession that we have long taken for granted.  
This effort should be forward thinking. Instead of restoring the old ways of organizing schools, structures of the teaching career, or methods of thinking about student learning, we should recognize that as the field progresses, student learning will become more and more personalized and school design will be radically transformed.  One of the teaching profession’s jobs is to get in front of policy makers to ensure that these changes lead to both better results for students and a more fulfilling job for teachers.
We begin by articulating a vision of a teaching profession for the 21st century.  We should treat it as a set of assumptions or “givens.”   Next, we consider what might be possible for some of the profession’s most important structures – earnings and advancement opportunities, preparation and entry into the profession, class size and course loads, and retirement savings – when they are transformed to match the vision.   None of these possibilities is inevitable.  Our goal today is to get your help:

· Designing a compelling and feasible vision that could lead to better outcomes for students and more fulfilling careers for teachers;
· Building scenarios around this vision – scenarios that help us answer quantitative economic and workforce related questions – that will enable us to understand the financial and other challenges we will have as we attempt to transition from today’s reality to the tomorrow we are trying to create;
· Understanding how to communicate this vision to others. 
The Vision
Efficacy, autonomy and responsibility:  Teaching is a fulfilling career, thriving on individual and collective efficacy.  It is a rewarding, results-oriented profession.  Teachers are skillful and knowledgeable, especially at assessing student learning and deciding what to do to improve it.  They are passionately committed to improving student learning and closing achievement gaps.  Their work depends on reflection and continuous improvement, and they have access to data and time to work alone and together.  As individuals and on teams, teachers are self-directed, recognizing the importance of both individual expertise and accomplishment and shared responsibility for student outcomes.  
Career pathways: At every stage of the career, development and advancement depends on rigorous performance assessment that is predictive of future success on the job, and although it is based in part on measures of student learning, it also includes other measures that are associated with student success such as classroom performance and student engagement.  Accomplished teachers choose among multiple pathways for advancement.  Some recognize and reward technical expertise in teaching.  Others recognize and reward leadership and management skills.  Earnings opportunities in these pathways are similar, and they depend highly on the ability to improve student learning at a larger scale. Total compensation (salary and incentive compensation, and benefits including retirement savings), especially for accomplished professionals and teacher leaders, is substantially better than current compensation. 
Student learning:  Learning is guided by rigorous academic standards and high expectations but, supported by data and technology, is much more tailored to the needs of individual students.  Students are no longer held in lock-step, age-based cohorts (grades), but progress through the system based on what they know and can do.  Supports for students, even the length of the school day, week, and year are adjusted to their academic needs.  Education resources – not just teachers, but tutors, support staff, supplies, and wrap-around services – are allocated using a student-based budget that takes into account individual student need.  Technology is used extensively as a learning tool.
School or school system organization: Schools are organized like professional firms, and faculty members at the school are chosen based on their past and potential accomplishment, as well as on their compatibility with the faculty, school mission, and expectations.  Schools or systems of similar schools have strong and well-distributed leadership and control critical resources such as funding, time, staff selection, instruction, and curriculum – all with the aim of  meeting clear performance goals.  Teachers work longer years (235-250 days) and professional weeks and days. Technology is used extensively to support and inform teaching and learning.
High public perception: Teaching is a highly regarded professional opportunity, comparable to law, medicine, and engineering.  It is a desirable career option for successful college students and career switchers.  The public and policy makers regard accomplished teachers as knowledgeable experts in content and pedagogy, researchers in their field, thoughtful problem solvers, decision makers, and potential leaders in any field.

The Possibilities – Different Elements, Different Scenarios
1. Earnings and advancement opportunities.  Employers offer teachers total compensation packages (salary and incentive compensation, and benefits, including retirement savings). Compensation is understood as one incentive among others – good leadership, good school climate, opportunities to succeed and advance – that draws potential high performers into the profession and motivates them to stay.  Schools and districts offer additional compensation incentives, usually bonuses, to teachers for accomplishment and for commitment to high-need students, schools, and fields of instruction.  With these factors as given, consider this hypothetical career ladder and help us flesh out details for both earnings and advancement opportunities.
· Upon demonstration of professional expectations, any beginning teacher is advanced to professional status and a commensurate wage package (approximately $50,000), with additional incentives for accomplishment and commitment high-need students, schools, and fields of instruction.  
· Upon demonstration of advanced stage professional expectations, any teacher (usually within 4-7 years, but could be sooner for the highest performers) rises to advanced professional status (approximately $65,000), with additional incentives for accomplishment and commitment, as well as incentives for increased job responsibilities.  
· Upon demonstration of master professional expectations, any teacher (usually within 6-12 years, but could be sooner for the highest performers) rises to master professional status (approximately $85,000-$150,000), with additional incentives for accomplishment and commitment, as well as incentives for increased job responsibilities.  
· Teachers are permitted to stay indefinitely at their place on the career ladder, as long as their performance is satisfactory and there is a job opening for them within the school/district.
2. Preparation and entry into the profession.  All teacher preparation programs track and publish data on the classroom success and retention of their graduates, which helps aspiring teachers decide among the programs they can attend. Teacher preparation programs have a high bar for entry, but qualified candidates can take advantage of such options as tuition subsidies, portable licenses, and loan forgiveness if they commit to working in high-need schools or subjects.  Teachers reach full professional status only after completing a clinical residency experience of no less than a year, demonstrating entry level competence on rigorous performance assessments that are based in part on student learning and in part on other measures that predict student success.  With these foundations in place, it is possible to imagine two very different ways of entering the profession:
A. Multiple pathways/employer finished professionals. Teachers enter the profession through a large number of pathways (comparable to today’s 1,400+ traditional and alternative routes), but new teachers take on pre-professional roles as “resident teacher” or “tutor.”  Districts/schools are responsible for developing pre-professionals and concentrate professional development efforts in this direction.  Pre-professionals must pass a rigorous performance assessment before being granted full professional status.  When pre-professionals receive full professional status, they receive substantially higher rates of pay.  Although about half of the pre-professionals in a year’s cohort advance to professional status in 1-3 years, some who do not may continue indefinitely in service at the school, providing a “bench” of tutors and support staff who are aligned with the school’s/district’s academic mission and who have basic teaching skills. 
B. Limited high-performing pathways/job-ready professionals.  Professional teachers enter the career only through a very limited number (approximately 250-500) of proven high-performing preparation institutions that produce large numbers of teachers for regional labor markets.  Aspiring teachers complete a rigorous course of development, including at least a full year of pre-employment residency experience at their own expense, although there are loans/stipends to offset costs.  Aspiring teachers cannot be hired until they pass a rigorous performance assessment.  Entry level professionals receive substantially higher rates of pay than they do today. 
3. Typical class size and course loads.  The primary factor in assigning teachers to students is student academic need and the teachers’ ability to meet that need.  In a technology-enabled future, there are two different ways we have thought of to meet that need – and they have different cost and workforce implications. 
A. Connect the most accomplished teachers directly to the students in greatest need.  The most accomplished teachers are expected to serve the most challenging students.  Class sizes in high-need classes/schools are substantially lower than in other settings (12-15:1).  There are substantial packages of incentives to motivate teachers to take up these assignments, including strong school leadership and team members, smaller class sizes, and higher salaries or bonuses.  Professional teaching loads in other settings, where there is not a preponderance of high-need students, are slightly larger than today’s average (26-29:1) to compensate for this redistribution of teachers.
B. Use the most accomplished teachers as anchors for instructional teams.  The most accomplished teachers are expected to serve a larger number of students per class (150-200) in longer instructional periods (90-120 minutes), by leading vertically articulated teams of 2-3 pre-professionals (such as tutors or residents) and 1-2 professional teachers.  They are supported by technology that permits greater instructional reach through individualizing instruction, online learning experiences, and easy student, family and teacher access to data.  Teacher leaders have track records of accomplishment, and they are expected to have the skills and knowledge to lead other teachers.  They are responsible for team goal setting based on individual student learning and for managing their teams’ progress toward those goals.  They are also responsible for coaching their teammates and for leading the decision making process to advance pre-professional teachers to professional status.
2. Retirement savings.  Like other professionals, teachers take individual and shared responsibility for their retirement savings.  They have to address two fundamental problems: the present cost to public systems, which are relatively high compared to other professions, and long-term financial liabilities created through underfunding and problematic demographics (growing numbers of retirees in relation to the number of active employees).  The first principle of all pension reform is to protect the benefit of vested employees, but as terms of the benefit are changed for future employees,  cost savings can be directed to creating other forms of compensation that, along with other incentives, are aligned with improving student learning and the job of teaching.  As pension is reformed, it is possible to examine the cost of retirement savings in relation to the cost of present teacher compensation in a more dynamic fashion.  Instead of distributing the savings to all teachers equally, for instance, the savings may be more useful “frontloading” compensation to the beginning of the career and making the job more attractive.  This, in turn, creates new ways to think about the incentives created by present pensions, which tend to encourage teachers with more than 10 years of service to stay in their present pension jurisdiction, and limit professional mobility in ways not comparable to other professions.
A. Sustainable pensions.  Pension benefits are right-sized for newly hired teachers, reducing costs and freeing up revenue for active employee salary increases.   By reducing the costs of future benefits, the pension will also become more sustainable in the long run.  Pension leaders begin to investigate portability agreements that permit teachers the opportunity to move across the boundaries of one pension jurisdiction to another.
B. Defined contribution plans. Newly hired teachers are offered cash-balance savings plans (such as 401k plans) that are composed of employee contributions and limited employer matching payments (up to 5% of salary, for example), freeing up revenue for active employee salary increases.  Retirement savings accounts distribute employer investments in compensation more equitably (less experienced employees accrue the same benefit value as more experienced ones).  Cash balance systems offer teachers full professional mobility.  
2

