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Induct ion Programs That  Keep New
Teachers Teaching and Improving
Harry K. Wong

T his article features schools and school districts with successful induction
programs, all easily replicable. Increasingly, research confirms that teacher
and teaching quality are the most powerful predictors of student success. In
short, principals ensure higher student achievement by assuring better teach-
ing. To do this, effective administrators have a new teacher induction pro-
gram available for all newly hired teachers, which then seamlessly becomes
part of the lifelong, sustained professional development program for the dis-
trict or school. What keeps a good teacher are structured, sustained, inten-
sive professional development programs that allow new teachers to observe
others, to be observed by others, and to be part of networks or study groups
where all teachers share together, grow together, and learn to respect each
otherÕs work.

T h e teac h ers h i red  to d ay are th e teac h ers fo r th e n ex t  g en erat i o n .
T h ei r su c c ess wi l l  d eterm i n e th e su c c ess o f an  en t i re g en erat i o n  o f stu -

d en ts. T h ei r su c c ess can  b e en su red  b y p ro vi d i n g  th em  wi th  a c o m p reh en -
si ve, c o h eren t  p ro fessi o n al  d evel o p m en t  p ro g ram . 

T h e u l t i m ate p u rp o se o f an y sc h o o l  i s th e su c c ess an d  ac h i evem en t o f i ts
stu d en ts. T h erefo re, an y effo rts that  are m ad e m u st i m p ro ve stu d en t ac h i eve-
m en t. Im p ro vi n g  stu d en t ac h i evem en t b o i l s d o wn  to  th e teac h er. What  th e
teac h er kn o ws an d  can  d o  i n  th e c lassro o m  i s th e m o st i m p o rtan t fac to r re-
su l t i n g  i n  stu d en t ac h i evem en t. Su b stan t ial  evi d en c e ( Green wal d , H ed g es, &
Lai n e, 1 9 9 6 )  sh o ws that  teac h er q ual i fi cat i o n  i s t i ed  to  stu d en t ac h i evem en t.
Stu d i es that  u se val u e-ad d ed  stu d en t ac h i evem en t data have fo u n d  that  stu -
d en t  ac h i evem en t gai n s are m u c h  m o re i n fl u en c ed  b y a stu d en tÕs assi g n ed
teac h er than  o th er fac to rs l i ke c lass si ze an d  c lass c o m p o si t i o n  ( D arl i n g -
H am m o n d  & Yo u n g s, 2 0 0 2 ) . Effec t i ve teac h ers m anag e to  p ro d u c e b etter
ac h i evem en t regard l ess o f wh i c h  c u rri c u l u m  m aterial s, p edag o g i cal  ap p roac h ,
o r read i n g  p ro g ram  i s sel ec ted  ( Al l i n g to n , 2 0 0 3 ) .

H an u sh ek, Kai n , an d  Ri vki n  ( 2 0 0 1 )  fo u n d  th at  th e m ag n i tu d e o f th e
teac h er effec t  i s stri k i n g . Based  o n  researc h  i n  Tex as, th e i m p o rtan c e o f h av-
i n g  an  effec t i ve teac h er i n stead  o f an  averag e teac h er fo r 4  o r 5  years i n  a ro w
c o u l d  essen t ial l y c l o se th e gap  i n  m ath  p erfo rm an c e b etween  stu d en ts fro m
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l o w-i n c o m e an d  h i g h -i n c o m e h o u seh o l d s. Wh en  h e was at  th e U n i versi ty o f
Ten n essee, Wi l l iam  San d ers ( 1 9 9 6 )  c o n c l u d ed  th at  th e c h i l d ren  wh o  h ad  th e
m o st  effec t i ve teac h ers 3  years i n  a ro w p o sted  acad em i c  ac h i evem en t  gai n s
th at  were 5 4 % h i g h er th an  th e gai n s o f c h i l d ren  wh o  h ad  th e l east  effec t i ve
teac h ers 3  years i n  a ro w. 

T h e I sl i p  ( N Y)  Pu b l i c  Sc h o o l s ( Wo n g , 2 0 0 3a)  i m p l em en ted  a 3 -year
i n d u c t i o n  p ro g ram  fo r n ew teac h ers i n  1 9 9 9 . T h ey ex p eri en c ed  a c o n c o m i -
tan t  i m p ro vem en t  i n  stu d en t  ac h i evem en t , wh i c h  th ey vi ew as resu l t i n g  fro m
i m p ro ved  teac h er p erfo rm an c e. T h e d i fferen c e i n  stu d en t  ac h i evem en t  i s
sh o wn  i n  Fi g u re 1 .

T h i s art i c l e  i s c o n c ern ed  wi th  teac h er i n d u c t i o n ; i t  i s n o t  ab o u t  m en to r-
i n g . A m en to r i s a c o m p o n en t , al b e i t  an  i m p o rtan t  c o m p o n en t , o f an  i n d u c -
t i o n  p ro g ram  ( see Fi g u re 2 ) . I n d u c t i o n  i s a system wi d e, c o h eren t ,
c o m p reh en si ve trai n i n g  an d  su p p o rt  p ro c ess th at  c o n t i n u es fo r 2  o r 3  years
an d  th en  seam l essl y b ec o m es p art  o f th e l i fe l o n g  p ro fessi o n al  d evel o p m en t
p ro g ram  o f th e d i stri c t  to  keep  n ew teac h ers teac h i n g  an d  i m p ro vi n g  to ward
i n creasi n g  th e i r effec t i ven ess.

The Difference Betw een Induct ion and Mentoring 
T h ere i s m u c h  c o n fu si o n  an d  m i su se o f th e wo rd s m en to ri n g  an d  i n d u c t i o n .
T h e two  term s are n o t  syn o n ym o u s, yet  th ey are o ften  u sed  i n c o rrec t l y. I n -
d u c t i o n  i s a p ro c essÑ a c o m p reh en si ve, c o h eren t , an d  su stai n ed  p ro fessi o n al
d evel o p m en t  p ro c essÑ th at  i s o rgan i zed  b y a sc h o o l  d i stri c t  to  trai n , su p p o rt ,
an d  retai n  n ew teac h ers an d  seam l essl y p ro g resses th em  i n to  a l i fe l o n g  l earn -
i n g  p ro g ram . Men to ri n g  i s an  ac t i o n . I t  i s wh at  m en to rs d o . A m en to r i s a si n -
g l e p erso n , wh o se basi c  fu n c t i o n  i s to  h el p  a n ew teac h er.  T yp i cal l y, th e h el p
i s fo r su rvi val ,  n o t  fo r su stai n ed  p ro fessi o n al  l earn i n g  th at  l ead s to  b ec o m i n g
an  effec t i ve teac h er.  Men to ri n g  i s n o t  i n d u c t i o n . A m en to r i s a c o m p o n en t  o f
th e i n d u c t i o n  p ro c ess ( see Fi g u re 3 ) .

T h e i ssu e i s n o t  m en to ri n g ; th e i ssu e i s m en to ri n g  al o n e. Men to rs are an
i m p o rtan t  c o m p o n en t , p erh ap s th e m o st  i m p o rtan t  c o m p o n en t  o f an  i n d u c -
t i o n  p ro g ram , b u t  th ey m u st  b e part  o f an  i n d u c t i o n  p ro c ess al i g n ed  to  th e
d i stri c tÕs vi si o n , m i ssi o n , an d  stru c tu re. Fo r a m en to r to  b e effec t i ve, th e m en -
to r m u st  b e u sed  i n  c o m b i n at i o n  wi th  th e o th er c o m p o n en ts o f th e i n -
d u c t i o n  p ro c ess. I n  fac t , i n  m an y i n d u c t i o n  p ro g ram s, m an y o f th e m en to rs
are th e trai n ers o f th e o th er c o m p o n en ts. H o wever,  fo r a m en to r to  b e effec -
t i ve, h e o r sh e m u st  b e trai n ed  to  th e m i ssi o n  an d  g oal s o f th e d i stri c t .  Fo r
i n stan c e, Pri n c e Geo rg eÕs Co u n ty i n  Marylan d  p ro vi d es 4 0  h o u rs o f trai n i n g
fo r eac h  m en to r.  Fo rsyth  Co u n ty i n  Geo rg ia p ro vi d es 1 0 0  h o u rs o f trai n i n g
fo r th ei r m en to rs.

I n  H o p ewel l ,  Vi rg i n ia,  eac h  n ew teac h er h as ac c ess to  a vari e ty o f su p p o rt
h el p . T h ey eac h  h ave a p erso n al  m en to r to  g o  to  fo r i m m ed iate, si m p l e h el p
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wi th  p ro c ed u ral  q u est i o n s. An  assi g n ed  m en to r i s esp ec ial l y i m p o rtan t  i n
h el p i n g  to  ease an x i ety q u i c kl y an d  serve as a c o n fi dan te wh en  n eed ed . T h e
n ew teac h ers h ave ac c ess to  fo u r c oac h es i n  eac h  sc h o o l  wh o  h ave b een  trai n -
ed  an d  are c o m p en sated , eac h  wi th  ex p ert i se i n  c lassro o m  m an ag em en t  an d
i n stru c t i o n al  ski l l s. O n  eac h  cam p u s, th ere are al so  fi ve l ead  teac h ers, al so
trai n ed  an d  c o m p en sated , wi th  kn o wl ed g e an d  ski l l s i n  En g l i sh , m ath em at -
i cs, sc i en c e, so c ial  stu d i es, an d  tec h n o l o g y. I n  ad d i t i o n , th e n ew teac h ers re-
c ei ve assi stan c e fro m  staff d evel o p ers an d  ad m i n i strato rs fro m  b o th  th e
c en tral  o ffi c e an d  th e b u i l d i n g  si tes. Mo st  i m p o rtan t , th ere i s an  ad m i n i stra-
to r wh o  stru c tu res an d  c o o rd i n ates th e en t i re i n d u c t i o n  p ro c ess.

Wi th  th e p l eth o ra o f al ternat i ve cert i fi cat i o n  teach ers, g i vi n g  su ch  a teach -
er a m en to r al o n e to  m eet o n  o c casi o n  i s n o t su ffi c i en t. T h u s, th e Ed u cat i o nal
Career Al ternat i ve Pro gram  ( ECAP)  i n  Fo rt  Wo rth , Tex as, wh i ch  i s resp o n si b l e
fo r 1 ,0 0 0  al ternat i ve cert i fi cat i o n  teach ers each  year, p ro vi d es i n ten si ve trai n i n g
wi th  a co m p reh en si ve array o f su b jec ts, fo l l o wed  b y c lassro o m  su p p o rt  d u ri n g
th e i n tern sh i p  year. Su p p o rt  i s p ro vi d ed  b y fi el d  ad vi sers ( e.g ., fo rm er p ri n c i -
pal s, sp ec ial  ed u cat i o n  d irec to rs, su p eri n ten d en ts, etc .)  wh o  o b serve c lasses 
freq u en t l y an d  can  b e co n tac ted  b y e-m ai l  o r p h o n e. Pri n c i pal s ap p lau d  th e
p ro gram  an d  even  co m m en t that  th ey wi sh  th eir reg u lar teach ers co u l d  have
th e sam e trai n i n g  an d  su p p o rt , as i t  has p ro ven  to  b e a g o o d  i n d u c t i o n  m o d el .

T h e D al las Pu b l i c  Sc h o o l Õs N ew Teac h er I n i t iat i ve i s a m u l t i fac eted  p ro -
g ram  wi th  a wi d e asso rtm en t  o f ac t i vi t i es an d  p eo p l e  al l  i n teg rated  to  h e l p
teac h ers, esp ec ial l y th e al tern at i ve c ert i fi cat i o n  teac h ers. O n e fac et  o f th e
i n i t iat i ve i s th e i n stru c t i o n al  fac i l i tato rs wh o  ac t  as an  em erg en c y 9 1 1  sq u ad
o f 1 2  wel l -trai n ed  teac h ers wh o  wi l l  resp o n d  i n  l ess th an  7 2  h o u rs wi th  a
h o u se cal l  to  th e teac h er wh o  n eed s h e l p . T h e fac i l i tato rs wo rk wi th  th e
b u i l d i n g  ad m i n i strat i o n , d ep artm en t  c h ai rp erso n , an d  o th er teac h ers to
h el p  th e teac h er i n  n eed .

T h e p ro b l em  wi th  m an y sc h o o l  d i stri c ts i s th at  th e i r m en to rs are n o t
p art  o f a m en to ri n g  p ro g ram , m u c h  l ess an  i n d u c t i o n  p ro g ram . T h e m en to r
i s si m p l y a veteran  teac h er assi g n ed  b y a p ri n c i p al .  T h e N o rth  Caro l i n a
Teac h i n g  Fel l o ws Co m m i ssi o n  ( 1 9 9 5 )  says, ÒGi vi n g  a teac h er a m en to r Ôo n l yÕ

Figure 1. Teacher induct ion as a factor in student  achievement .
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i s a c o n ven i en t  an d  u n c o n sc i o u sl y fo o l i sh  way fo r an  ad m i n i strato r to
d i vo rc e h i m sel f o r h ersel f fro m  th e l ead ersh i p  req u i red  to  b ri n g  a b eg i n -
n i n g  teac h er u p  to  p ro fessi o n al  m atu ri ty l eve l .Ó  T h e Co m m i ssi o n  fo u n d  th at
p ri n c i p al s an d  n ew teac h ers rated  m en to ri n g  th e l east  effec t i ve way to  h e l p
n ew teac h ers. O n e o u t  o f fo u r n ew teac h ers c lai m ed  th at  th ey rec e i ved
ei th er p o o r su p p o rt  o r n o  su p p o rt  fro m  th e i r m en to rs. Si m p l y assi g n i n g  a
m en to r al o n e d o es l i t t l e  to  rem ed y th e si tu at i o n  o f n ew teac h ers b ec o m i n g
d i sc o u rag ed  an d  l eavi n g  th e p ro fessi o n .

Fei m an -N em ser ( 1 9 9 6 )  fo u n d  that  after revi ewi n g  2 0  years o f c lai m s ab o u t
m en to ri n g , few stu d i es ex i sted  that  sh o wed  th e co n tex t, co n ten t, an d  co n se-
q u en ces o f m en to ri n g . Serp el l  an d  Bo zem an  ( 1 9 9 9 )  rep o rted  o n  b eg i n n i n g
teach er i n d u c t i o n  an d  stated  that  th e m en to ri n g  co m p o n en t i s essen t ial  to
m an y i n d u c t i o n  p ro gram s, b u t i t  i s n o t h el p fu l  i n  an d  o f i tsel f. Sch lag er, Fu sco ,
Ko ch , Crawfo rd , an d  Ph i l l i p s ( 2 0 0 3 )  stated  that  n ew teach ersÕ n eed s are so  var-
i ed  an d  i m m ed iate that  th e ap p ro p riate co m b i nat i o n  o f ex p ert i se, ex p eri en ce,
an d  cu l tu ral  backgro u n d  i s u n l i kel y to  resi d e i n  o n e m en to r wh o  i s avai lab l e
wh en  n eed ed . Leh m an  ( 2 0 0 3 )  wro te th at  every d i stri c t  sh o u l d  o ffer a m u l t i -
year i n d u c t i o n  p ro g ram  th at  p ro vi d es system at i c  h e l p  an d  su p p o rt ,  an d  th i s
can n o t  b e d o n e ad eq u ate l y b y an o th er teac h er wi th  a fu l l -t i m e l oad  wh o
d ro p s b y wh en  t i m e p erm i ts o r wh en  a p ro b l em  ari ses.

Bri t to n , Pai n e, Rai zen , an d  Pi m m  ( 2 0 0 3 )  rep o rted  that  cu rren t l y, i n  m o re
than  3 0  states, th e u n i versal  p rac t i ce seem s rem arkab l y narro w. Men to ri n g  p re-
d o m i nates an d  o ften  th ere i s l i t t l e m o re to  assi st b eg i n n i n g  teach ers. In  m an y
sch o o l s, o n e-o n -o n e m en to ri n g  i s th e d o m i nan t o r so l e strateg y fo r 
su p p o rt i n g  n ew teach ers, o ften  lacki n g  real  stru c tu re an d  rel yi n g  o n  th e wi l l -
i n g n ess o f th e veteran  an d  n ew teach er to  seek each  o th er o u t. Bri t to n  et  al .
fu rth er rep o rted  that  m an y m en to rs are assi g n ed  to  resp o n d  to  a n ew teach erÕs
day-to -day cri ses an d  p ro vi d e su rvi val  teach i n g  t i p s. Men to rs are si m p l y a safety

Figure 2. Mentoring, induct ion, and professional development  relat ionship.
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n et fo r th e n ew teach ers. Men to ri n g , i n  an d  o f i tsel f, has n o  p u rp o se, g oal , o r
ag en da fo r stu d en t ach i evem en t. T h u s, m en to ri n g  al o n e fai l s to  p ro vi d e evi -
d en ce o f th e co n n ec t i o n  b etween  wel l -ex ecu ted  p ro fessi o nal  l earn i n g  co m m u n i -
t i es an d  stu d en t l earn i n g .

Jo u rn al  art i c l es typ i cal l y d o  n o t  m en t i o n  th e ro l e o f th e p ri n c i pal ,  wh i c h  i s
o n e key to  wh y m en to ri n g  p ro g ram s rarel y su c c eed . T h e ro l e o f th e p ri n c i pal
i s red u c ed  to  th at  o f so m eo n e wh o  assi g n s veteran  teac h ers to  n ew teac h ers,
an d  th en  n ever o versees th e p ro c ess to  see i f th e n ew teac h er i s su c c essfu l  an d
th e resu l tan t  stu d en ts are ac h i evi n g . Sap h i er,  Freed m an , an d  Asc h h ei m  ( 2 0 0 1 )
wro te, Òfo r to o  m an y teac h ers, th e m en to ri n g  pai ri n g  p ro c ess resu l ts i n  a
Ôb l i n d  date.Õ T h e teac h ers d o  n o t  kn o w eac h  o th er an d  n ei th er partn er h as
i n p u t  i n to  th e pai ri n g Ó ( p . 3 6 ) .

D esp i te  th e researc h  i n d i cat i n g  th at  m en to ri n g  al o n e h as n o t  b een  val i -
d ated , states su c h  as N ew Yo rk, Wi sc o n si n , I o wa,  an d  I l l i n o i s, h ave m an d ated
th at  b y th e 2 0 0 3 Ð2 0 0 4  sc h o o l  year,  al l  n ew teac h ers m u st  h ave a m en to r,  n o th -
i n g  e l se, an d  states su c h  as N ew Jersey st i l l  c o n t i n u e to  m an d ate  su c h  an  o u t -
d ated  m eth o d o l o g y.

Su san  Kard o s stated , Òwe su rveyed  1 1 0  n ew teach ers i n  N ew Jersey. Wh i l e
9 7 % sai d  th ey had  a m en to r, o n l y 1 7 % o f th e n ew teach ers sai d  that  th eir m en -
to rs ever ac tual l y watch ed  th em  teach  i n  th e c lassro o m Ó ( D ru m m o n d , 2 0 0 2 ,
Pro fessi o n  sec t i o n , ¦ 3 ) . Kard o s ( 2 0 0 3 ) , wi th  h er co l l eag u e, Ed ward  Li u  ( 2 0 0 3 ) ,
ex pan d ed  th e su rvey to  4 8 6  teach ers i n  fo u r statesÑ Cal i fo rn ia, Fl o ri da,
Massach u setts, an d  Mi ch i gan Ñ an d  l earn ed  that  5 6 % o f n ew teach ers rep o rt

Figure 3. Difference betw een mentoring and induct ion.
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that  n o  ex tra assi stan ce i s avai lab l e to  th em  as n ew teach ers an d  4 3 % o f n ew
teach ers g o  th ro u g h  th eir en t ire first year o f teach i n g  wi th o u t b ei n g  o b served  b y
a m en to r o r a m o re ex p eri en ced  teach er.

I n  c o n trast  to  m en to ri n g  al o n e, Bri t to n  et  al .  ( 2 0 0 3 )  rep o rted  o n  th e
i n d u c t i o n  p ro g ram s o f Swi tzerlan d , Japan , Fran c e, Sh an g h ai  ( Ch i n a) , an d  N ew
Zealan d  i n  a 4 -year stu d y. T h ey fo u n d  th at ,  al th o u g h  th e ap p roac h  to  th e
i n d u c t i o n  o f n ew teac h ers i n  th e fi ve c o u n tri es i s d i verse an d  d i sparate, th ey d o
h ave th ree m ajo r si m i lari t i es th at  can  p ro vi d e staff d evel o p ers resp o n si b l e fo r
i n d u c t i o n  p ro g ram s wi th  u sefu l  i d eas fro m  aro u n d  th e wo rl d :

1 . Co m p reh en si ve. T h ei r resp ec t i ve i n d u c t i o n  ap p roac h es are h i g h l y
stru c tu red , c o m p reh en si ve, ri g o ro u s, an d  seri o u sl y m o n i to red . T h ere
are wel l -d efi n ed  ro l es o f th e i r l ead ersh i p  p erso n n el : staff d evel o p ers,
ad m i n i strato rs, i n stru c to rs, m en to rs, o r fo rm ateu rs ( so m eo n e wh o
h el p s to  fo rm  a teac h er i n  th e Fren c h  system ) . 

2 .  Pro fessi o nal  l earn i n g . T h e i n d u c t i o n  p ro gram s o f th e fi ve co u n tri es each
fo cu s o n  p ro fessi o nal  l earn i n g , an d  d el i veri n g  gro wth  an d  p ro fessi o nal i sm
to  th eir teach ers. T h ey ach i eve th i s wi th  an  o rgan i zed , su stai n ed  p ro fes-
si o nal  d evel o p m en t system  u si n g  a vari ety o f m eth o d s. T h ese co u n tri es al l
co n si d er th eir i n d u c t i o n  p ro gram  to  b e o n e p hase o r part  o f a to tal  l i fe-
l o n g  p ro fessi o nal  l earn i n g  p ro cess, wi th  m an y co m p o n en ts i n  th e i n d u c -
t i o n  an d  greater p ro fessi o nal  l earn i n g  p ro cess.

3 . Co l lab o rat i o n . Co l lab o rat i o n  i s th e fo rtŽ o f each  o f th e fi ve i n d u c t i o n  p ro -
gram s. Co l lab o rat i ve gro u p  wo rk i s u n d ersto o d , fo stered , an d  ac cep ted  as
a part  o f th e teach i n g  cu l tu re i n  th e fi ve co u n tri es su rveyed . T h ere are
shared  ex p eri en ces, shared  p rac t i ces, shared  to o l s, an d  a shared  lan g uag e
am o n g  al l  co l l eag u es. An d  i t  i s th e fu n c t i o n  o f th e i n d u c t i o n  p hase to
en g en d er th i s sen se o f gro u p  i d en t i ty an d  treat  n ew teach ers as co l l eag u es
an d  co h o rts.

In  co n trast, i n  U .S. sch o o l s i so lat i o n  i s th e co m m o n  th read  an d  co m p lai n t
am o n g  n ew teach ers. ÒI  n ever sat  i n  an yo n e el seÕs c lassro o m  even  o n ce,Ó lam en ted
first-year teach er Gai l  A. Sab o ri o  o f Wakefi el d , Rh o d e Islan d . ÒMi n e i s th e o n l y
teach i n g  styl e I  kn o w. I  fel t  that  so m eti m es I  was rei n ven t i n g  th e wh eel Ó ( D ePau l ,
2 0 0 0 , p . 2 ) .  Ed u cato rs m u st g o  b eyo n d  m en to ri n g  to  co m p reh en si ve i n d u c t i o n
p ro gram s, i f th ey h o p e to  red esi g n  p ro fessi o nal  d evel o p m en t ( Wo n g , 2 0 0 1 ) .

Induct ion: The Beginning Phase of Professional Development
Cu rren t  est i m ates sh o w th at  o ver 5 0 % o f  n ew teac h ers wi l l  l eave i n  th ei r fi rst  
5  years o f teac h i n g  ( H are &  H eap , 2 0 0 1 ) . T h e m ai n  p ro b l em  i s an  ex o d u s o f
n ew teac h ers fro m  th e p ro fessi o n , wi th  m o re th an  3 0 % l eavi n g  wi th i n  5  years
an d , i n  l o w-i n c o m e sc h o o l s, as m u c h  as 5 0 % o r h i g h er th an  affl u en t  sc h o o l s
( D arl i n g -H am m o n d  & Sykes, 2 0 0 3 ) . Ch ri st i n a Asq u i th  lasted  1  year as a n ew
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teac h er i n  Ph i lad el p h ia ( Wo n g  &  Asq u i th , 2 0 0 2 ) . Sh e wro te, ÒI  rec ei ved  o n e
day o f o ri en tat i o n , d u ri n g  wh i c h  I  m o st l y fi l l ed  o u t  fo rm s. N o  o n e o ffi c ial l y
wel c o m ed  m e o r th e o th er th ree n ew teac h ers to  m y sc h o o l . I n  fac t , th e vet -
eran  teac h ers rec ei ved  u s wi th  skep t i c i sm , at  b est . Ap paren t l y, I  was assi g n ed  a
m en to r,  b u t  sh e was b u sy wi th  h er o wn  c lassro o m Ó ( p . 2 2 ) . Al th o u g h  sto ri es
l i ke th ese are l eg i o n , i n  c o n trast , Wo n g  ( 2 0 0 2a)  rep o rted  th at ,  fro m  1 9 9 9  to
2 0 0 2 , th e Leyd en  H i g h  Sc h o o l  D i stri c t  i n  Fran kl i n  Park, I l l i n o i s, h i red  9 0
teac h ers an d  l o st  o n l y 4 , an  at tri t i o n  rate o f 4 .4 %.

H ere are at tri t i o n  rates fro m  so m e d i stri c ts th at  h ad  i n d u c t i o n  p ro g ram s
i n  th e sc h o o l  year 2 0 0 1 Ð2 0 0 2 :

¥ Lafo u rc h e Pari sh  Sc h o o l s i n  Lo u i siana l o st  1  teac h er o u t  o f 4 6  h i red

¥ I sl i p  Pu b l i c  Sc h o o l s i n  N ew Yo rk l o st  3  teac h ers o u t  o f 6 8  h i red

¥ Leyd en  H i g h  Sch o o l  D i stri c t  i n  I l l i n o i s l o st 4  teach ers o u t o f 9 0  h ired

¥ Gen eva Co m m u n i ty Sc h o o l s i n  N ew Yo rk l o st  5  teac h ers o u t  o f 6 7  h i red

¥ N ewp o rt -Mesa Sc h o o l  D i stri c t  i n  Cal i fo rn ia l o st  5  teac h ers o u t  o f 
1 4 8  h i red .

T h e Lafo u rc h e Pari sh  Pu b l i c  Sc h o o l s i n  T h i b o d au x , Lo u i sian a,  l o st  1
teac h er o u t  o f th e 4 6  n ew teac h ers h i red  fo r th e 2 0 0 1 Ð2 0 0 2  sc h o o l  year.  Even
m o re rem arkab l e , o f th e 2 7 9  teac h ers th e d i stri c t  h as h i red  i n  th e p ast  4
years, o n l y 1 1  h ave l eft  teac h i n g . T h o se are at tri t i o n  rates o f 2 .2 % an d  3 .9 %,
resp ec t i ve l y. Mo re i m p o rtan t l y, m o re th an  9 9 % o f th e n ew teac h ers wh o  h ave
p art i c i p ated  i n  th e Lafo u rc h e i n d u c t i o n  p ro g ram  h ave su c c essfu l l y c o m p l eted
th e p erfo rm an c e-based  Lo u i sian a Teac h er Assi stan c e an d  Assessm en t  Pro -
g ram . T h e Lafo u rc h e i n d u c t i o n  p ro g ram  i s so  su c c essfu l  th at  Lo u i sian a h as
ad o p ted  i t  as th e statewi d e m o d el  fo r al l  sc h o o l  d i stri c ts. ( I n fo rm at i o n  regard -
i n g  th e Lo u i sian a m o d el  can  b e fo u n d  at  www.d o e.state . la.u s/ D O E/ O Q E/
c ert i fi cat i o n / LaFi rst_r1 .p d f.)  

Wh at  th ese d i stri c ts wi th  l o w at tri t i o n  rates h ave i n  c o m m o n  are c o m p re-
h en si ve, c o h eren t , an d  su stai n ed  i n d u c t i o n  p ro g ram s, wh i c h  i s th e typ i cal  an d
u b i q u i to u s p ro c ess u sed  b y al l  p ro fi t  an d  n o n p ro fi t  o rgan i zat i o n s, larg e an d
sm al l  b u si n esses, an d  even  sp o rts team s, p ro fessi o n al  o r L i t t l e  Leag u e. T h ey
trai n  an d  c o n t i n u e to  trai n  ( Breau x  &  Wo n g , 2 0 0 3 )  th e i r em p l o yees o r team
m em b ers ac c o rd i n g  to  a stru c tu red  trai n i n g  p ro g ram  th at  i s p art  o f th e i n d u c -
t i o n  i n to  th e o rgan i zat i o n Õs i n frastru c tu re, vi si o n , an d  c u l tu re. Teac h ers are
n o  d i fferen t . T h ey wan t  trai n i n g , th ey wan t  to  fi t  i n ,  an d  th ey wan t  th e i r stu -
d en ts to  ac h i eve. Fo r th e m o st  p art ,  ed u cat i o n  h as fai l ed  to  rec o g n i ze wh at
o th er i n d u stri es h ave kn o wn  al m o st  fro m  th e start : fo rm al i zed  su stai n ed  
trai n i n g  m at ters. Wi th o u t  carefu l l y th o u g h t  o u t  p ro fessi o n al  d evel o p m en t
p ro g ram s, sc h o o l  d i stri c ts wi l l  n o t  h ave effec t i ve teac h ers wh o  can  p ro d u c e
stu d en t  ac h i evem en t  resu l ts. A stu d y o f seven  u rban  d i stri c ts ( Cro ss &  Ri g d en ,
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2 0 0 2 )  rep o rted  th at  th e o n l y refo rm  effo rt  th at  c l earl y resu l ted  i n  stu d en t
ac h i evem en t  gai n s h ad  c l ear i n stru c t i o n al  ex p ec tat i o n s, su p p o rted  b y ex ten -
si ve p ro fessi o n al  d evel o p m en t , o ver a p eri o d  o f several  years. 

Elements of Successful Induct ion Programs
I n d u c t i o n  i s a c o m p reh en si ve, m u l t i year p ro c ess d esi g n ed  to  trai n  an d
ac c u l tu rate  n ew teac h ers i n  th e acad em i c  stan d ard s an d  vi si o n  o f th e d i s-
tri c t .  N o  two  i n d u c t i o n  p ro g ram s are ex ac t l y al i ke; eac h  caters to  th e i n d i vi d -
u al  c u l tu re an d  sp ec i fi c  n eed s o f i ts u n i q u e sc h o o l  o r d i stri c t .  H o wever,
th ere are several  c o m m o n  c o m p o n en ts th at  u n d erl i e  th e m o st  su c c essfu l
i n d u c t i o n  p ro g ram s ( see Fi g u re 4 ) :

¥ Beg i n  wi th  an  i n i t ial  4  o r 5  d ays o f i n d u c t i o n  b efo re sc h o o l  starts

¥ O ffer a c o n t i n u u m  o f p ro fessi o n al  d evel o p m en t  th ro u g h  system at i c
trai n i n g  o ver a p eri o d  o f 2  o r 3  years

¥ Pro vi d e stu d y g ro u p s i n  wh i c h  n ew teac h ers can  n etwo rk an d  b u i l d
su p p o rt ,  c o m m i tm en t , an d  l ead ersh i p  i n  a l earn i n g  c o m m u n i ty

¥ I n c o rp o rate  a stro n g  sen se o f ad m i n i strat i ve su p p o rt

¥ I n teg rate  a m en to ri n g  c o m p o n en t  i n to  th e i n d u c t i o n  p ro c ess

¥ Presen t  a stru c tu re fo r m o d el i n g  effec t i ve teac h i n g  d u ri n g  i n servi c es
an d  m en to ri n g

¥ Pro vi d e o p p o rtu n i t i es fo r i n d u c tees to  vi si t  d em o n strat i o n  c lassro o m s.

Fu l lan  ( 2 0 0 1 )  stated  th at  su stai n ed  su c c ess i s n ever ju st  o n e sp ec ial
even t , m eet i n g , o r ac t i vi ty; rath er,  i t  i s a jo u rn ey o f rec u rsi ve d ec i si o n s an d
ac t i o n s. Bri t to n  et  al .  ( 2 0 0 3 )  rep o rted  th at  m an y c o u n tri es o u tsi d e o f th e
U n i ted  States al read y see m en to ri n g  as ju st  o n e p i ec e o f th e teac h er i n d u c -
t i o n  p u zzl e. Teac h ers rec e i ve a b road  ran g e o f su p p o rt  servi c es as g ro u p s o f
teac h ers m eet  weekl y wi th  si m i lar g ro u p s fro m  o th er sc h o o l s, ex p an d i n g
th e i r g u i d an c e b eyo n d  wh at  can  b e p ro vi d ed  b y o n l y a si n g l e  m en to r wi th i n
th e i r o wn  sc h o o l .

T o  p ro d u c e effec t i ve teac h ers, th ere m u st  b e a p ro fessi o n al  d evel o p -
m en t  p ro g ram  th at  i m p ro ves p ro fessi o n al  ski l l s fo r ed u cato rs at  every p o i n t
i n  th e i r careers. Kard o s ( 2 0 0 3 ) , i n  h er afo rem en t i o n ed  su rvey o f 4 8 6  teac h -
ers, c o n c l u d ed  th at  few sc h o o l s ac kn o wl ed g e th at  l earn i n g  th e art  an d  craft
o f teac h i n g  h ap p en s o ver t i m e. Learn i n g  to  teac h  i s a d evel o p m en tal  p ro -
c ess th at  takes several  years. Wh at  i s i m p o rtan t  i n  th e l i fe  o f a n ew teac h er i s
th e p resen c e o f a d i stri c t  art i c u lated , c o h eren t , l i fe l o n g  p ro fessi o n al  d evel -
o p m en t  p ro g ram . 

In  Tu cso n , Ari zo na, th e Fl o wi n g  Wel l s Sc h o o l sÕ p ro fessi o nal  d evel o p m en t
d epartm en t i s o rgan i zed  u n d er th e ban n er o f th e I n st i tu te fo r Teac h er Re-
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n ewal  an d  Gro wth , o f wh i c h  th e n ew teac h er i n d u c t i o n  p ro g ram  i s th e fi rst
p hase. T h e i n d u c t i o n  p ro g ram  o f 5  to  8  years i s fo l l o wed  b y l i fe l o n g , i n -h o u se
c o u rse o fferi n g s that  are d esi g n ed  fo r veteran  teac h er ren ewal  an d  g ro wth .
T h i s p ro g ram  can  ex p lai n  wh y Fl o wi n g  Wel l s has p ro d u c ed  1 2  fi nal i sts fo r
teac h ers-o f-th e-year fo r th e state o f Ari zo na, m o re than  an y o th er sc h o o l  d i s-
tri c t . Su c h  resu l ts are arg uab l y th e resu l t  o f an  o rgan i zed , su stai n ed  p ro fes-
si o nal  d evel o p m en t p ro g ram . T h ei r i n d u c t i o n  p ro g ram  i s so  wel l -kn o wn  an d
rep l i cated  that  th ey h o l d  an  an n ual  wo rksh o p  to  ex p lai n  th ei r stru c tu re to
o th er i n terested  part i es ( Breau x  & Wo n g , 2 0 0 3 ) .

After at ten d i n g  o n e o f th ese wo rksh o p s, a staff d evel o p er sh ared  th e 
fo l l o wi n g : 

Wo rd s wi l l  n o t  ad eq u at e l y d esc ri b e  h o w i m p ressed  I  am  wi th
Fl o wi n g  Wel l s. Wh at  am azes m e i s th at  n o  m at ter wh o  yo u  sp eak
wi th , fro m  th e su p eri n ten d en t  to  th e  p ri n c i p al s,  teac h ers, stu -
d en ts, even  th e fo o d  servi c e wo rkers, everyo n e tru l y sh ares an d
vo cal i zes th e sam e vi si o n  an d  m i ssi o n . T h e i n d u c t i o n  p ro g ram  i s
an  i n cred i b l y d esi g n ed , i m p l em en ted , an d  fo c u sed  p lan  o f staff
d evel o p m en t . T h e su p p o rt  fo r n ew teac h ers (an d  al l  teac h ers)  i n
Fl o wi n g  Wel l s i s so  evi d en t , an d  so  p o werfu l .  Wh en  yo u  sp eak o f
a sc h o o l  d i stri c t  as a fam i l y, Fl o wi n g  Wel l s tru l y ex em p l i fi es th at .   

Wh ereas th e Fl o wi n g  Wel l s i n d u c t i o n  p ro gram  i s o rch estrated  b y a sch o o l
d i stri c t , th e state o f Co n n ec t i cu t has a rath er i m p ressi ve statewi d e p ro cess.
Yo u n g s ( 2 0 0 3 ) , wh i l e research i n g  Co n n ec t i cu tÕs i n d u c t i o n  p ro gram , fo u n d  that
n ew teach ers m u st co m p l ete a 3 -year i n d u c t i o n  p ro cess b efo re th ey are fu l l y
cert i fi ed . T h e p ro cess i s cal l ed  th e Co n n ec t i cu t Beg i n n i n g  Ed u cato r Su p p o rt
an d  Trai n i n g  ( BEST )  Pro gram  fo r n ew teach ers. I t  was started  aro u n d  1 9 8 5 ,

Figure 4. Some components of induct ion programs
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cham p i o n ed  b y th e effo rts o f Mark Sh ed d  an d  Geral d  T iro zzi , resp ec t i ve an d
su c ceed i n g  co m m i ssi o n ers o f ed u cat i o n .

At th e si te l evel , BEST  req u i res that  d i stri c ts p ro vi d e eac h  n ew teac h er a
m en to r o r a team  o f m en to rs fo r at  l east th e fi rst year o f th e p ro g ram . In  th ei r
sec o n d  year, n ew teac h ers i n  m o st c o n ten t  areas m u st c o m p l ete a c o n ten t-
sp ec i fi c  p o rt fo l i o , d esi g n ed  to  assess th ei r p edag o g i cal  kn o wl ed g e an d  ski l l .
T h ese en tri es i n c l u d e a d escri p t i o n  o f th ei r teac h i n g  c o n tex t , a set  o f l esso n
p lan s, two  vi d eo tap es o f i n stru c t i o n  d u ri n g  th e u n i t , sam p l es o f stu d en t wo rk,
an d  teac h er c o m m en tari es o n  th ei r p lan n i n g , i n stru c t i o n , an d  assessm en t o f
stu d en t p ro g ress. Team s o f teac h ers h i red  an d  trai n ed  b y th e Co n n ec t i c u t  D e-
partm en t o f Ed u cat i o n  revi ew th e p o rt fo l i o s an d  vi d eo s. Teac h ers wh o  d o  n o t
rec ei ve a passi n g  sc o re, after a sec o n d  at tem p t, are d en i ed  a l i c en se, an d  m ay
n o  l o n g er teac h  i n  th e stateÕs p u b l i c  sc h o o l s.

T h u s, sc h o o l  d i stri c ts i n  Co n n ec t i c u t  are req u i red  to  d evel o p  a c o m p re-
h en si ve, su stai n ed  i n d u c t i o n  p ro g ram  to  en su re th at  al l  e l em en ts fo r p rep ar-
i n g  th e i r n ew teac h ers are al i g n ed  to  an  effec t i ve ed u cat i o n  system  th at
p rep ares stu d en ts, teac h ers, an d  sc h o o l s to  su c c eed . T h i s c o n fi rm s th e re-
searc h  o f H i eb ert ,  Gal l i m o re, an d  St i g l er ( 2 0 0 2 )  th at  c o n si sten t l y su p p o rts
th e n eed  fo r system at i c  i n d u c t i o n  o f n ew teac h ers an d  th e o n g o i n g  p ro fes-
si o n al  d evel o p m en t  o f al l  teac h ers. 

Teachers Learn Best  From Collaborat ion 
T o  keep  g o o d  teac h ers, ed u cato rs n eed  to  real i ze th at  p eo p l e crave c o n n ec -
t i o n  ( Wo n g , 2 0 0 3a) . N ew teac h ers wan t  m o re th an  a jo b . T h ey wan t  to  ex p e-
ri en c e su c c ess. T h ey wan t  to  c o n tri b u te to  a g ro u p . T h ey wan t  to  m ake a
d i fferen c e. T h e b est  i n d u c t i o n  p ro g ram s p ro vi d e c o n n ec t i o n  b ecau se th ey
are stru c tu red  wi th i n  l earn i n g  c o m m u n i t i es wh ere n ew an d  veteran  teac h ers
i n terac t  an d  treat  eac h  o th er wi th  resp ec t  an d  are val u ed  fo r th ei r resp ec t i ve
c o n tri b u t i o n s. Teac h ers rem ai n  i n  teac h i n g  wh en  th ey b el o n g  to  p ro fessi o n al
l earn i n g  c o m m u n i t i es th at  h ave, at  th ei r h eart ,  h i g h -q ual i ty i n terp erso n al
relat i o n sh i p s fo u n d ed  o n  tru st  an d  resp ec t . T h u s, c o l l eg ial  i n terc h an g e, n o t
i so lat i o n , m u st  b ec o m e th e n o rm  fo r teac h ers.

Jo h n so n  an d  Bi rkelan d  ( 2 0 0 3 ) , rep o rt i n g  o n  th e i r stu d y o f 5 0  teac h ers
i n  Massac h u set ts, c o n c l u d ed , ÒO u r wo rk su g g ests th at  sc h o o l s wo u l d  d o  b et -
ter to  rel y l ess o n  o n e-to -o n e m en to ri n g  an d , i n stead , d evel o p  sc h o o l wi d e
stru c tu res th at  p ro m o te th e freq u en t  ex c h an g e o f i n fo rm at i o n  an d  i d eas
am o n g  n o vi c e an d  veteran  teac h ersÓ ( p . 6 0 8 ) .

Garet , Po rter,  D esm o i n e, Bi rm an , an d  Kwan g  ( 2 0 0 1 ) , fro m  a stu d y wi th
1 ,0 2 7  p u b l i c  sc h o o l  m ath  an d  sc i en c e teac h ers i n  k i n d ergarten  th ro u g h
g rad e 1 2 , rep o rted  th at  teac h ers l earn  m o re: i n  teac h er n etwo rks an d  stu d y
g ro u p s th an  wi th  m en to ri n g ; i n  p ro fessi o n al  d evel o p m en t  p ro g ram s th at  are
l o n g er,  su stai n ed , an d  i n ten si ve th an  sh o rter o n es; wh en  th ere i s c o l l ec t i ve
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p art i c i p at i o n ; an d  wh en  th ey p erc e i ve teac h er l earn i n g  an d  d evel o p m en t  as
p art  o f th e c o h eren t  p ro fessi o n al  d evel o p m en t  p ro g ram . T h u s, su c c essfu l
i n d u c t i o n  p ro g ram s: 

¥ H ave n etwo rks th at  create  l earn i n g  c o m m u n i t i es

¥ Treat  every c o l l eag u e as a p o ten t ial  val u ab l e  c o n tri b u to r

¥ T u rn  o wn ersh i p  o f l earn i n g  o ver to  th e l earn ers i n  stu d y g ro u p s

¥ Create  l earn i n g  c o m m u n i t i es wh ere everyo n e, n ew teac h ers as wel l  as
veteran  teac h ers, gai n s kn o wl ed g e

¥ D em o n strate  th at  q u al i ty teac h i n g  b ec o m es n o t  ju st  an  i n d i vi d u al
resp o n si b i l i ty,  b u t  a g ro u p  resp o n si b i l i ty as wel l .  

I n  th e afo rem en t i o n ed  I sl i p  Pu b l i c  Sc h o o l s, th e i n d u c t i o n  p ro g ram  fea-
tu res c o l lab o rat i ve stu d y g ro u p  ac t i vi t i es. D u ri n g  th ei r c o m p reh en si ve, 3 -year
i n d u c t i o n  p ro g ram , n ew teac h ers p ro c eed  th ro u g h  th ei r ten u re-trac k p ro -
g ram  i n  wh i c h  team -b u i l d i n g  ac t i vi t i es are i n c l u d ed  to  p ro m o te a sen se o f
c o h esi o n  an d  b el o n g i n g  as th ey b u i l d  relat i o n sh i p s i n  su p p o rt  g ro u p s.
Co l l eg ial  c i rc l es m eet  i n fo rm al l y i n  b etween  fo rm al  m o n th l y m eet i n g s. Jo h n
Ch ri st i e , a so c ial  stu d i es teac h er,  n o ted , ÒAt I sl i p , th e i n d u c t i o n  p ro g ram
al l o wed  m e to  sh are n ew teac h er c o n c ern s, real i ze I  wasn Õt al o n e, an d  d i s-
c o ver so l u t i o n s i n  a c o l l eg ial  en vi ro n m en t .Ó  Lo rrai n e Kn o b lan c h , a n ew
teac h er,  stated , ÒT h e b est  part  o f th i s year was h o w o u r relat i o n sh i p s wi th  th e
o th er teac h ers d evel o p ed . We real l y h ave d evel o p ed  i n to  a fam i l y. We sh are
c o n c ern s an d  tri u m p h s an d  m eet  after sc h o o l  o n  m an y o c casi o n s. T h e c o n -
n ec t i o n s are i n val uab l e.Ó

T h e Po rt  H u ro n  area sc h o o l s i n  Mi c h i gan  ( Wo n g , 2 0 0 2 c )  b egan  a n ew
teac h er i n d u c t i o n  p ro g ram  i n  1 9 9 1 . T h e p ro g ram  i s a c o o p erat i ve effo rt
b etween  th e sc h o o l Õs staff d evel o p m en t d epartm en t an d  th e teac h ersÕ u n i o n .
Wi l l iam  Ki m bal l ,  wh o  was resp o n si b l e fo r i n i t iat i n g  th e p ro g ram  an d  wh o
b ecam e th e d i stri c t  su p eri n ten d en t i n  1 9 9 8 , rem arked , ÒAfter 7  years, th ere
were m o re i n d u c t i o n -b red  teac h ers than  veteran  teac h ers i n  o u r system , an d
yo u  can  see i t  to day b y th e c han g e i n  o u r c u l tu re.Ó  Cath y Lo zen , d i rec to r o f
th e i n d u c t i o n  p ro g ram , c o m m en ted  that  at  th e en d  o f o n e o f th e 4 -day, p re-
sc h o o l  year wo rksh o p s, sh e retu rn ed  to  h er o ffi c e to  fi n d  fl o wers fro m  al l  th e
part i c i pan ts an d  a card  than ki n g  th o se resp o n si b l e fo r th e wo rksh o p . T h e
card  read , ÒWe n o w feel  l i ke wel c o m ed  m em b ers o f th e Po rt  H u ro n  fam i l y.Ó
Lo zen  ad d ed , ÒWe had  b ec o m e a c o h esi ve an d  cari n g  g ro u p  i n  4  days. We al l
b o n d ed  an d  o u r d i stri c t  i s tru l y b etter fo r i t . What  a feel i n g !Ó

Becau se o f th e su c c ess o f d i stri c ts su c h  as th ese i n  p ro d u c i n g  effec t i ve
teac h ers, ed u cato rs kn o w th e fo l l o wi n g :

¥ T h e era o f i so lated  teac h i n g  i s o ver.  Go o d  teac h i n g  th ri ves i n  a c o l lab -
o rat i ve l earn i n g  en vi ro n m en t  created  b y teac h ers an d  sc h o o l  l ead ers
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wo rki n g  to g eth er to  i m p ro ve l earn i n g  i n  stro n g  p ro fessi o n al  l earn i n g
c o m m u n i t i es. 

¥ Teac h ers th ri ve  wh en  th ey fee l  c o n n ec ted  to  th e i r sc h o o l s an d  c o l -
l eag u es. T h i s i s o n l y p o ssi b l e  wh en  th ere i s a stro n g  p ro fessi o n al  l earn -
i n g  c o m m u n i ty. 

¥ Teac h ers wan t  an d  n eed  to  b e l o n g . I f th ey d o  n o t  b e l o n g  i n  a p o si t i ve
way, th ey wi l l  b e l o n g  i n  a n egat i ve way.

¥ Effec t i ve sc h o o l s h ave a h i g h -p erfo rm an c e c u l tu re, wi th  a trad em ark o f
c o l lab o rat i ve resp o n si b i l i ty fo r th e l earn i n g  o f al l  stu d en ts.

¥ Teac h ers rem ai n  wi th  a d i stri c t  wh en  th ey fee l  su p p o rted  b y ad m i n i stra-
to rs, h ave stro n g  b o n d s wi th  th e i r c o l l eag u es, an d  are c o l l ec t i ve l y c o m -
m i t ted  to  p u rsu i n g  a c o m m o n  vi si o n  fo r stu d en t  l earn i n g  i n  a
p erfo rm an c e-o ri en ted  c u l tu re as th ey b u i l d  cap ac i ty an d  c o m m u n i ty.

Wh at  keep s g o o d  teac h ers teac h i n g  i s stru c tu red , su stai n ed , i n ten si ve
p ro fessi o n al  d evel o p m en t  p ro g ram s th at  al l o w n ew teac h ers to  o b serve o th -
ers, to  b e o b served  b y o th ers, an d  to  b e p art  o f n etwo rks o r stu d y g ro u p s
wh ere al l  teac h ers sh are to g eth er,  g ro w to g eth er,  an d  l earn  to  resp ec t  eac h
o th erÕs wo rk. Fu l lan  ( 2 0 0 3 )  stated  th at  wh at  i s n eed ed  i s a Òd i stri b u ted  l ead -
ersh i p ,Ó wh i c h  req u i res p eo p l e  to  o p erate  i n  n etwo rks o f sh ared  an d  c o m p l e-
m en tary ex p ert i se rath er th an  i n  h i erarc h i es. 

Teac h ers ex p ress m o re sat i sfac t i o n  i n  sc h o o l s wh en  sc h o o l s g i ve th em
m o re t i m e to  wo rk an d  l earn  to g eth er,  an d  wh en  teac h i n g  team s can  wo rk
wi th  g ro u p s o f stu d en ts. Pal o m b o  ( 2 0 0 3 )  rep o rted  h o w th e I p swi c h  ( MA)
Pu b l i c  Sc h o o l s d esi g n ed  a p ro fessi o n al  d evel o p m en t  m o d el  wh ere th ey p u b -
l i sh  th ei r m o d el  l esso n s an d  c u rri c u l u m  m aterial s resu l t i n g  fro m  c o l lab o rat i ve
ac t i o n  researc h  an d  wo rksh o p s. T h ese d o c u m en ted  l esso n s h el p  so l i d i fy
teac h ersÕ kn o wl ed g e, d em o n strate wh at  th ey l earn ed , an d  al l o w th at  l earn i n g
to  b e sh ared  wi th  o th er teac h ers i n  a u sefu l  an d  effi c i en t  way. Pro fessi o n al
d evel o p m en t  i s effec t i ve wh en  i t  fo c u ses o n  stu d en t  l earn i n g , p ro m o tes c o l -
lab o rat i o n , an d  en su res su stai n ab i l i ty.

T h e An n en b erg  Ch al l en g e Fo u n d at i o n  ( Ro th m an , 2 0 0 2 / 2 0 0 3 )  rep o rted
o n  h i g h  sc h o o l s th at  are refo rm i n g  teac h er l earn i n g  b y b ri n g i n g  teac h ers
to g eth er to  fo c u s o n  i m p ro vi n g  i n stru c t i o n . Teac h ers wo rk to g eth er,  creat i n g
c o l lab o rat i ve team s th at  an al yze an d  cri t i q u e eac h  o th erÕs wo rk. T h ey si tu ate
c o l l eg ial  teac h er l earn i n g  at  th e sc h o o l  as a ro u t i n e p art  o f th e wo rkd ay an d
m ake p u b l i c  th e wo rk o f teac h i n g , sh ari n g  wi th  th e larg er c o m m u n i ty wh at
h as b een  l earn ed .  Co l lab o rat i o n  su p p o rts su stai n ab i l i ty wh ere teac h ers fee l
th ey are wo rki n g  to g eth er to  b en efi t  stu d en ts an d  th e d i stri c t  at  larg e wi th  a
c o l l eg ial  m i n d set  an d  i n  a c o l lab o rat i ve c u l tu re. 
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How  Principals Can Implement  an Induct ion Program
A c o m p reh en si ve p ro fessi o nal  d evel o p m en t p ro g ram  i s req u i red  to  p repare
effec t i ve teac h ers. El m o re ( 2 0 0 2 )  wro te, ÒSc h o o l s that  seem  to  d o  b est are
th o se that  have a c l ear i d ea o f what  ki n d  o f i n stru c t i o nal  p rac t i c e th ey wan t to
p ro d u c e, an d  th en  d esi g n  a stru c tu re to  g o  wi th  i tÓ ( In tro d u c t i o n , ¦ 1 ) . T h e
task i s to  en gag e i n  p rac t i c e aro u n d  th e n o t i o n  o f ÒSU ST AIN ED  an d  c o n t i n u -
o u s p ro g ress to ward  a p erfo rm an c e g oal  o ver t i m eÓ ( In tro d u c t i o n , ¦ 5 ) .

I n  th ei r ex am i n at i o n  o f an d  rep o rt i n g  ab o u t  m o re th an  3 0  n ew teac h er
i n d u c t i o n  p ro g ram s, Breau x  an d  Wo n g  ( 2 0 0 3 )  d i sc o vered  th e i n evi tab l e p res-
en c e o f a l ead er.  T h ey d o  n o t  u su rp  th ei r l ead ersh i p  ro l e b y si m p l y g i vi n g
eac h  n ew teac h er a m en to r wi th o u t  ri g o ro u s m o n i to ri n g . O u tstan d i n g
ad m i n i strato r l ead ers h ave a d eep  u n d erstan d i n g  o f th e teac h ers an d  stu -
d en ts th ey l ead . T h ey wo rk wi th  a fi rm  c o n vi c t i o n  th at  al l  teac h ers h ave th e
p o ten t ial  to  b ec o m e effec t i ve teac h ers. T h ey are eag er to  c o l lab o rate wi th
th ei r teac h ers an d  even  teac h  th em . T h ey are ac t i ve l earn ers th em sel ves, c u l -
t i vat i n g  th ei r o wn  p ro fessi o n al  g ro wth  th ro u g h o u t  th ei r careers. Fi n al l y, th ey
are ro l e m o d el s, i n st i l l i n g  a passi o n  fo r l earn i n g  i n  th ei r teac h ers.

Wh at  n ew teac h ers n eed  i s su stai n ed , sc h o o l -based  p ro fessi o n al  d evel o p -
m en t  g u i d ed  b y ex p ert  c o l l eag u es. Pri n c i pal s an d  teac h er l ead ers h ave th e
larg est  ro l es to  p lay i n  fo steri n g  su c h  ex p eri en c es ( Jo h n so n  &  Kard o s, 2 0 0 2 ) :

¥ Ad m i n i strato rs, staff d evel o p ers, an d  teac h er l ead ers m u st  h ave th e
kn o wl ed g e an d  ski l l s to  d i rec t  an  i n d u c t i o n  p ro c ess th at  creates an d
su p p o rts a resu l ts-d ri ven , team -fo c u sed , p ro fessi o n al  l earn i n g  an d  c o l -
lab o rat i ve c u l tu re th at  i s p art  o f every teac h erÕs wo rk d ay. 

¥ O n l y wi th  a stru c tu red , su stai n ed , m u l t i year i n d u c t i o n  p ro g ram  wi l l  a
p ro fessi o n al  c u l tu re b e created  i n  wh i c h  teac h ers th ri ve  an d  g ro w
th ro u g h o u t  th e i r careers, a cri t i cal  e l em en t  i n  red u c i n g  th e ex c eed -
i n g l y h i g h  rate  o f teac h er at tri t i o n , resu l t i n g  i n  q u al i ty teac h i n g  i n  al l
c lassro o m s. 

Ch arl o t te  N ei l l ,  assi stan t  su p eri n ten d en t  o f p erso n n el  an d  d i rec to r o f
th e Carl sbad , N ew Mex i c o , N ew Teac h er I n d u c t i o n  Pro g ram , n o ted , 

We teac h  o u r teac h ers h o w to  teac h  th e req u i red  b en c h m arks
an d  stan d ard s, m an ag e th e c lassro o m  en vi ro n m en t , set  ap p ro -
p riate p ro c ed u res, an d  m ax i m i ze i n stru c t i o nal  t i m e. We are a very
c o h esi ve d i stri c t  an d  we wan t  n ew staff to  feel  wan ted , val u ed , an d
resp ec ted  b y th e  way we su p p o rt  th em  th ro u g h  th e  i n d u c t i o n
p ro c ess. We wan t  th em  to  b e c o m fo rtab l e to  take th e ri sks o f try-
i n g  n ew th i n g s an d  l earn i n g  fro m  th ei r p eers an d  th ei r c oac h es.

I n  th e 2 0 0 1 Ð2 0 0 2  sc h o o l  year,  Carl sbad  h i red  3 0  n ew teac h ers an d  l o st
o n l y 1 . T h e teac h ers are n o t  o n l y l earn i n g  i n  th e i n d u c t i o n  p ro g ram , th ey
are stayi n g  i n  Carl sbad .
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Kath ryn  Ro b b i n s, su p eri n ten d en t  o f th e Leyd en  H i g h  Sc h o o l s D i stri c t
2 1 2 , Fran kl i n  Park, I L , wh o  d i rec ts th e d i stri c tÕs i n d u c t i o n  p ro g ram , says,
ÒO u r i n d u c t i o n  p ro g ram  h as p ro ved  to  b e o n e o f o u r b est  i n vestm en ts.
Every d i stri c t  sh o u l d  ab so l u te l y b e d o i n g  i t .Ó Al l  th e teac h ers at ten d  Leyd en
U n i versi ty, an  i n -h o u se, l i fe l o n g  l earn i n g  c o m m u n i ty. T h i s p ro g ram  cap i tal -
i zes o n  th e fac t  th at  su c c essfu l  teac h ers stay i n  d i stri c ts wh ere ad m i n i strato rs
are vi si b l e , acad em i c  l ead ers.

T h ree-t i m e wi n n er o f th e N at i o n al  Sc h o o l  o f Ex c e l l en c e award , th e
H o m ewo o d -Fl o ssm o o r H i g h  Sc h o o l  D i stri c t ,  Fl o ssm o o r,  I L , cal l s th e i r su s-
tai n ed  p ro fessi o n al  d evel o p m en t  p lan  H o m ewo o d -Fl o ssm o o r U n i versi ty,
th e i r eu p h em i sm  fo r al l  th e c o m p o n en ts th at  m ake u p  a l i fe l o n g , c o l lab o ra-
t i ve l earn i n g  acad em y. U si n g  th e N o rth  Cen tral  Reg i o n al  Ed u cat i o n al  Lab -
o rato ryÕs p ro fessi o n al  d evel o p m en t  p lan , Professi on al Developmen t: Learn i n g
From the Best ( H assel ,  1 9 9 9 ) , ad m i n i strato rs d eterm i n e th e i r p ro fessi o n al
d evel o p m en t  n eed s wi th  th e fo l l o wi n g  fo rm u la:

Wh at  are o u r stu d en t     Ð Wh at  are o u r ac tu al     =    Wh at  are o u r
p erfo rm an c es?                    l earn i n g  gap s?                  stu d en t  ed u cat i o n al  

g oal s?

Wh at  staff ski l l s are    Ð Wh at  are o u r ac tu al     =    O u r p ro fessi o n al
n eed ed  to  c l o se staff ski l l s? d evel o p m en t  n eed s
stu d en t  gap s?

T h e H o m ewo o d -Fl o ssm o o r H i g h  Sc h o o l  D i stri c t  u ses th i s m o d el  to  fo r-
m u late  a c l ear p lan  o f wh at  k i n d  o f i n stru c t i o n al  p rac t i c e  th ey wan t  to  p ro -
m o te, fro m  wh i c h  th ey d esi g n  a stru c tu re wi th  a c l ear p lan  fo r i m p ro vem en t
( Mart i n , 2 0 0 3 ) . T h ey d eterm i n e wh i c h  l ead ersh i p  an d  i n stru c t i o n al  ski l l s are
n eed ed  to  i m p ro ve an d  th en  en gag e i n  su stai n ed  an d  c o n t i n u o u s p ro g ress
to ward  a p erfo rm an c e g oal  o ver t i m e. T h e H o m ewo o d -Fl o ssm o o r N ew
Teac h er I n d u c t i o n  Pro g ram  i m m ed iate l y tran sm i ts an d  ac c u l tu rates th e
n ewl y h i red  teac h ers i n to  th e ed u cat i o n al  g oal s,  m i ssi o n , an d  b e l i efs o f th e
d i stri c t  ( Wo n g , 2 0 0 3 c ) . T h e H o m ewo o d -Fl o ssm o o r n ew teac h er reten t i o n
rate  h as i m p ro ved  d ram at i cal l y wi th  th e ad ven t  o f an  i n d u c t i o n  p ro g ram .
T h ey h ave i m p ro ved  fro m  a l o ss o f 6 4 % o f th o se h i red  i n  1 9 9 9  ( m an y wen t
to  teac h  i n  o th er d i stri c ts)  to  a zero  n et  l o ss o f th o se h i red  i n  2 0 0 2 .

T h u s, to  ac c u l tu rate  n ew teac h ers i n to  a sc h o o l ,  th e sc h o o l  o r d i stri c t
n eed s to  ask:

¥ I s th ere a c l ear p lan  th at  i n c l u d es a p ro fessi o n al  d evel o p m en t  n eed s
assessm en t  p ro c ess?

¥ I s th ere a c l ear p lan  th at  i n c l u d es p ro fessi o n al  d evel o p m en t  g oal s an d
th e l o n g -term  p lan s o f th e sc h o o l  an d  d i stri c t?
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¥ I s th ere a c l ear p lan  th at  i n c l u d es p ro fessi o n al  d evel o p m en t  to  b u i l d
teac h er ski l l s th at  wi l l  resu l t  i n  stu d en t  ac h i evem en t?

¥ D o es th e p ro fessi o n al  d evel o p m en t  p ro g ram  b u i l d  o n  th e i n d u c t i o n
p ro g ram ?

Effec t i ve d i stri c ts c o n n ec t  th ei r teac h ersÕ p ro fessi o nal  d evel o p m en t to  d i s-
tri c t  g oal s an d  stu d en t n eed s. T h ese g oal s an d  n eed s are fo rm u lated  fro m  c o l -
l ec ted  data, an d  i m p l em en ted  to  en gag e i n  p rac t i c e that  resu l ts i n  su stai n ed
an d  c o n t i n u o u s p ro g ress fo r b o th  teac h ers an d  stu d en ts. T h ese d i stri c ts have a
c o h eren t an d  o rgan i zed  set  o f strateg i es an d  have a vi si o n  that  g u i d es i n stru c -
t i o nal  i m p ro vem en t. I t  i s basi c : stu d en ts l earn  what  th ey are tau g h t; so , stu -
d en ts wi l l  l earn  m o re i f th ey are tau g h t wel l . T h u s, h o w wel l  teac h ers are
p repared  to  b e effec t i ve i n  th e c lassro o m  d eterm i n es stu d en t ac h i evem en t.

Bel o n g i n g , a basi c  h u m an  n eed , tran slates i n to  keep i n g  ski l l ed  teac h ers
wh en  su stai n ed , stru c tu red , i n ten si ve trai n i n g  p ro g ram s are i n  p lac e th at
p rep are n ew teac h ers an d  ren ew veteran  teac h ers fo r th e ri g o r o f th e c lass-
ro o m . I n d u c t i o n  p ro g ram s p ro vi d e th at  c o n n ec t i o n  b ecau se th ey are stru c -
tu red  aro u n d  a l earn i n g  c o m m u n i ty wh ere n ew an d  veteran  teac h ers are
treated  wi th  resp ec t  an d  th e i r c o n tri b u t i o n s are val u ed .

Su c c essfu l  teac h ers, esp ec ial l y i n  hard -to -staff sc h o o l s, m u st have stro n g
l ead ers. Go o d  teac h ers d o  n o t  c h o o se to  rem ai n  at  sc h o o l s wh ere p ri n c i pal s
p erfo rm  p o o rl y. Effec t i ve l ead ersh i p  m ean s i n vo l vi n g  teac h ers i n  key i n stru c -
t i o nal  d ec i si o n s an d  p ro vi d i n g  o p p o rtu n i t i es fo r teac h ers to  l earn  fro m  eac h
o th er. Go o d  teac h ers kn o w that  th ey m u st have c o l l eag u es wh o  have si m i lar
stan dard s an d  ex p ec tat i o n s. Ac c o m p l i sh ed  teac h ers are m o re l i kel y to  c h o o se
to  wo rk i n  sc h o o l s wh en  th ere wi l l  b e a Òcri t i cal  m assÓ o f l i ke-m i n d ed  c o l -
l eag u es wh o  share th ei r c o m m i tm en t to  stu d en t ac h i evem en t an d  wh ere th e
p ri n c i pal  i s th e key to  estab l i sh i n g  th i s c o m m i tm en t to  teac h er i m p ro vem en t
an d  stu d en t ac h i evem en t. T h e b o tto m  l i n e i s g o o d  teac h ers m ake th e d i ffer-
en c e. Trai n ed  teac h ers are effec t i ve teac h ers. D i stri c ts that  p ro vi d e stru c tu red ,
su stai n ed  trai n i n g  fo r th ei r teac h ers ac h i eve what  every sc h o o l  d i stri c t  seeks to
ac h i eveÑ i m p ro vi n g  stu d en t l earn i n g .
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