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Lifelines to the classroom:

DESIGNING SUPPORT for BEGINNING TEACHERS

A third of beginning teachers quit within their first three years on
the job. We don't stand for this kind of dropout rate among
students, and we can no longer afford it in our teaching ranks. But
what does it take to adequately support novice teachers? What
lifelines can we offer so they will remain in the profession and

develop into highly eftective classroom educators?

In education, as in any employment area, each year produces a certain
Written by number of newly minted professionals. But due to the particular circumstances
of our time, the annual influx of newcomers to the teaching profession needs
to rise dramatically in the coming decade. On one side of the profession’s
complex supply-demand equation is a fast dwindling reservoir of our most
highly experienced teachers. Hired in large numbers in the 1960s and "70s to -
teach a booming student population, these veterans have started reaching the

_\; ’\/eSE Ed natural end of their careers. One increasingly typical result is the experience of

a San Francisco elementary school that, last year, lost all three of its
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kindergarten teachers to retirement.
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On the demand side of the equation is an
expanding student population, coinciding with a
proliferation of class-size reduction initiatives that
require schools to lower their teacher-student ratio in
certain grades. Many urban and rural schools,
scrambling to hire coverage for additional classrooms,
have had difficulty finding enough fully credentialled
teachers. As a result, many students are being taught
by someone with an emergency teaching credential.

Further complicating the picture is
the profession’s ongoing "brain
drain,” the steady loss of teachers
who, after a relatively short time in
the classroom, give up on the
profession, opting instead for jobs
that offer more financial reward or
may simply appear less stressful.

By one estimate, U.S. schools
will need to hire anywhere from 1.7 to
2.7 million new teachers within the next
decade (Hussar, 1999). Others argue that the numbers
are far smaller. But either way, many districts and
schools throughout the country can look forward to a
significant influx of new teachers in the coming years
— a situation that presents both a challenge and

an opportunity.

The challenge, of course, is to give these
newcomers the kind of support needed if they are not
only to remain in the profession, but to develop into
the kinds of educators able to teach to today's high
standards. The definition of effective teaching has
changed greatly in recent years. Today's teachers are
expected to help the most diverse student population
in our history meet the highest education standards
we have ever set. And. in the process, they are
expected o serve all students equally well,

The opporrunity lies in the fact that updating old
skills or unlearning oid habits — a necessity for many
veterans — is not an issue Jor these fresh-on-the-

scene teachers. Still in the early stages of learning

cralt, they have the opportinity to beain their

thed
careers using the Lest of wihat we xnow from

research end practice about effective teaching,
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Beginning reacher support programs, also
referred to as teacher induction programs, can help
schools and districts meet this challenge and take
advantage of the opportunity it presents. Minimally,
such programs can improve teacher retention rates
by enhancing new teacher satisfaction. More
importantly. a well-designed and implemented effort
can improve practice, helping new educators apply
the theoretical knowledge acquired in their teacher

preparation programs to the complexity of real-
life teaching. Not incidentally, such
SN support programs can also serve as a
A drawing card in the increasingly
competitive market for hiring
new teachers.

Some educators have also
come to think of beginning teacher
support as a simple fairness issue,

One district superintendent now

working with the local teachers’ union

to develop a support program explains
its genesis: “We'd been hiring a lot of new

teachers, expecting a lot, and then holding them
accountable after the fact — when we evaluated them
at the end of the year. The list of things new teachers
are expected to know and be able to do has only
grown in recent years, but they usually don't get any
attendant support.”

A great deal of research literature documents
the extent to which beginning teachers struggle in
their early classroom years. Veenman's (1984) classic
international review of perceived problems among
beginning teachers found remarkable consistency,
across both time and differently structured education
systems. Among the greatest challenges perceived by
rookie teachers were classroom management,
motivation of students, dealing with the individual
differences among students, assessing student work,
and relations with parents.

In a current international study funded by the
National Science Foundation. WestEd researchers Ted
Britton ar:d Senta Raizen, along with Lynn Paine of
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countries as different as China, New Zealand, and
Switzerland. roday’s new eachers express these very
saime problers as being the most pressing diffjcuities
they face Britton, Paire, & Raizen. 1999),



[n teaching, new entrants, fresh out of
professional training. assume the exact same
responsibilities as 20-year veterans. In doing so, they
are also undertaking a remarkably complex endeavor,
involving as it does the simultaneous management of
multiple variables, including student behavior,
intellectual engagement, student interaction,
materials, physical space, and time. While many
novice teachers have had terrific intellectual
preparation and an outstanding student teaching
experience, their limited experience generally yields
an equally limited repertoire of classroom strategies
— far more limited than the variety of teaching
challenges a new teacher invariably encounters. It's a
situation ripe for frustration.
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G ood support

improves the
likelihood that
new teachers

Not surprisingly. perhaps, the
attrition rate for beginning teachers
has always been extremely high,
with nearly a third of novice
teachers leaving the profession
within their first three years. Inner-
city and rural schools find it
especially hard to retain teachers.
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transition from their teacher preparation experience
to being the teacher-of-record in a classroom. Among

the common goals of such programs are:

» improving teaching performance;

» increasing the retention of promising beginning
teachers;

» promoting the personal and professional well-
being of beginning teachers;

» satisfying mandated requirements for induction
and/or licensure; and

» transmitting the culture of the system to
beginning teachers (Huling-Austin, 1990).

- Most such programs identify
beginning teachers as those who are
either fresh out of a teacher
preparation program or who have
been teaching only one or two years.
But, increasingly, districts and
schools recognize the need to also

offer some degree of support for

This revolving door creates a il st th teachers who, while not new to the
£ . wili stay the

permanent core of inexperienced . classroom per se, are new to the

teachers who are learning their craft course. i school, the district, or the state.

by, essentially, practicing on the :
students before them. At the
schoolwide level, high teacher

turnover drains energy and

resources as well, requiring that administrators and
teaching colleagues constantly focus on bringing
newcomers up to speed on everything from operating
the copy machine to participating in major

reform efforts.

When new teachers turn away from their
profession, their years of teacher preparation are
rendered useless, a waste both of their personal
resources and of the governmental resources that
subsidize such training. At the same time, of course,
their departure further exacerbates existing
teacher shortages.

The 1980s and '90s generated a growing
number of teacher induction programs aimed at
helping beginning teachers make a successful
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‘ For districts or schools

undertaking — or expanding — an
organized support effort for beginning teachers, it
helps to understand the range of strategies that have
been tried in the past and what the available data,
limited as they are, suggest about the effectiveness of
such strategies. This brief outlines the general types
of support that can be offered to beginning teachers,
strategies of varying intensity for offering such
support, institutional conditions that increase the
effectiveness of these strategies, and typical
challenges in the implementation of teacher
induction programs. (Note: This brief focuses on
support for teachers who have completed a formal
preparation program. not on the increasing number
of “alternative-route” teachers who have been hired
without such preparation and are expected to receive

their initial teacher training while on the job.)
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Iypes of Support

~ Beginning teacher support should be looked at
as a continuum, starting with personal and emational
support, expanding to include specific task- or
problem-related support and, in the ideal, expanding
further to help the newcomer develop a capacity for
critical self-reflection on teaching practice. Each
aspect of support serves a different purpose,

Personal and Emotional Support

The first years of teaching are especially
stressful as beginning teachers face the emotional
challenges of adapting to a new workplace and new
colleagues — from simply figuring out where things
are located to learning policies and

procedures, finding kindred spirits, RPN

and, generally speaking, getting the

Task-or ProblemFocused Support

Beginning teachers also need help in knowing
how to approach new tasks and in solving specitic
probleins that crop up in their teaching. They are
usually undertaking even the most basic teaching
tasks for the very first time: developing lesson plans,
planning what to say at back-to-school night, deciding
what goes in the gradebook to determine grades at
the end of nine weeks, and structuring parent-teacher
conferences. Seasoned teachers can guide beginners
in planning and accomplishing these tasks effectively;
with the help of a veteran teacher, the beginner
doesn't have to reinvent the wheel for such standard
activities. Veterans can also share the sometimes-
unwritten expectations associated with such tasks in
a given school, district, or state.

In similar fashion, attentive
mentors can alert new teachers to the

lay of the land. Fatigue is another ritical

o . customs of the broader school
constant for new teachers. “Free ) ' bing ¢
time during their official workday is self-reflection community — everything from

scarce, and planning and other
preparation invariably spills over
into their personal time. The effort
of planning every lesson from
scratch, teaching with unfamiliar
materials, and, often, teaching at an
unfamiliar grade level drains even
the most energetic new teachers.
Compounding all this is the
inherent isolation of individual
teachers sequestered in their
individual classrooms.

At this e¥otionally challenging time, more
experienced colleagues can play an important role,
serving as a sounding board and assuring beginners
that their experience is normal, offering sympathy
and perspective, and providing advice to help reduce
the inevitable stress. While this type of support does
little to directly improve teaching performance. it
does much to promaote beginning teachers’ personal
and professional well-being and to transmit the
culture of teaching. In the process, such support also
improves the likelihood that new teachers will stay
the course lon

g enough to have the opportunity o
e

become more effective teachers.

can lead directly
" to improved
learning in a
new teacher’s
classroom.

expectations about how quiet the
corridors should be when students
pass between classes to the prevailing
expectations of local parents regarding
parent participation in the classroom.
For example, in one school, teachers
might consider the faculty lounge
completely off-limits to parents, while
at another the lounge might double as
a meeting room for parent-teacher

e e conferences. While such conventions

might not be “make-or-break” issues
for new teachers, understanding them can go a long
way toward making life easier,

Beginning teachers also need help in dealing
with teaching challenges specific to their own
students: What materials are appropriate for Maria
who always finishes the assigned tasks earlv? What
can be done o help Jeff, a special needs student, and
Ming Lee, an English learner, while keeping the rest of
the class productively engaged? And what can be
tried when a new teacher has exhausted his or her
repertoire for teaching swdents how to add fractions
-— when, for example, manipulatives, pictures, and
even step-by-step instruction have achieved only
limited success? By looking at such challenges from



the perspective of expertence or by drawing from a
larger repertoire of instructional strategies and
materials, veteran teachers can help beginners
identify a larger range of possible solutions. This type
of problem-specific support can improve teaching
performance in specific instances and, as a by-
product, reduce new teachers’ stress levels.

Critical Reflectionon Teaching Practice

Veterans' support in dealing with specific
problems can help beginners expand their repertoire
of strategies — from instructional delivery to
classroom management to assessment — and help
broaden the perspective from which newcomers view
problems. But problem-
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and analyze various options for addressing a
particular issue. Over time, the veteran reduces the
armount of guidance offered and engages more as an
interested and sympathetic colleague, shifting from a
directive to collaborative to facilitative role.

The overall aim is to build beginning teachers’
autonomous ability to prioritize the most challenging
aspects of their teaching experience; consider
alternative approaches to dealing with a given
challenge; identify and analyze the evidence that
provides the most information about a particular
problem; and consider alternative solutions that can
be quickly implemented. (One specific and well-

known technique for

specific support may do
little to foster rockie
teachers’ independent
problem-solving
abilities. If teachers are

to become skilled at

providing this type of
support is “cognitive

5

i coaching.”) In the short
é run, beginning teachers
g

profit by solving particular

: problems; but in the long

independently

identifying and addressing the idiosyncratic learning
problems of their students, they must learn to reflect
critically on student work, as well as on their own
teaching practices.

Efforts to support such self-reflection often start
out with a relatively directive approach. In some
instances, veteran teachers may need to help identify
and then prioritize issues that warrant new teachers’
reflection. Left to their own devices, novices may not
even recognize the most pressing issues on which to
focus their attention.

For beginners who have not developed the habit
of reflecting on their own teaching, the veteran may
model self-reflection: identifying a problem and
proposing and analyzing for the beginner a variety of
solutions. In doing so, the veteran can help the
beginner think in terms of being guided by evidence,
for example, how will you know that your students
have learned what you're trying to teach? Then, as
the novice begins to develop more self-confidence
and efficacy, the veteran may continue (o propose
solutions, but prompt the beginning teacher to
analyze them himself or herself. Eventually. the
beginner will be expected to autonomously propose

run, they profit by knowing
how to think constructively about any problem that
comes up in their teaching.

The critical self-reflection engendered by this
type of coaching can lead directly to improved
teaching and learning in the beginning teacher’s
classroom. In the best-case scenario, such coaching
can also have a broader impact, fostering in both
coach and new teacher a bent toward action-oriented
collegial discussion. When a critical mass of teachers
at one school are comfortable tatking with each other
about their teaching, the school’s capacity to identify
and address problems in student learning and other
important issues rises dramatically. This kind of
dialogue allows everyone at the school to transcend
the details of individual classrooms and to see the big
picture of what's going on at a school or across a
particular grade level. One teacher who notices that
her fifth graders don’t understand place value may
assume the problem is idiosyncratic to her classroom.
But when all the fifth grade teachers at a school come
together 1o discuss teaching and learning in their
classrooms and realize that a disproportionate
number of their students don’t understand place
value, the school can more effectively address both
the immediate problem and its causes.
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Specitic dupport dtrategies

New-teacher support programs may be operated
hy school districts or by consortia of districts, either
on their own or, sometimes, in partnership or
association with the local teachers association. A
state department of education may also offer a
beginning teacher support model, as is true of
California, which provides some implementation
funding as well. But schools can also do much on
their own. One Nevada high school principal, who
has implemented a fairly complex teacher induction
program at her school, notes, "we can do must of the
things we need to do to support our new teachers
with only the tacit support of the district — although
it would be nice to have its active involvement.”

The arnount of resources schools and districts
are able and willing to devote to beginning teacher
support varies, of course. Some states give districts
funds specifically for teacher induction programs or
for a specific type of mentor teacher program in
which mentor responsibilities focus on beginning
teacher support rather than on curriculum
development or special projects, for example. Often,
mentor monies are used to release mentor teachers
from their own classrooms part-time, but some
districts have found it more effective to target the
funds differently. In California, for example, the state
has given waivers that allow a district to support a
smaller number of mentor teachers but have each of
them work full time to support new teachers. Veteran
teachers who do not have to balance both classroom
and mentoring respensibilities have more time to focus
on the beginning teachers, are more flexible, and,
often, can respond to problems in a more timely way.

Not surprisingly, the amount of available
funding often affects the choice of activities that are
included in a teacher induction program. Some
activities are low intensity and relatively low cost,
being either one-shot or low-frequency events. As
such. they require short-rerm but focused
coordination. Others are higher intensity, tend o be
costlier, require susicined attention, and, often. must

3¢ coordinated with other school or district activities.

Low Intensity support Strategies

Low-intensity support strategies make minimal
demands on district and school resources. Seme are
simply procedural, such as providing formal
orientation or protecting new teachers from
extracurricular responsibilities. Others require the
involvement of veteran teachers in mentoring or
collegial roles. When veteran teachers’ involvement
can be structured in ways that do not impinge on
their regular teaching time — in grade-level meetings,
for example — districts consider such strategies to be
low intensity. Even strategies that pay stipends are
considered low intensity so long as the veterans are
not pulled from their classrooms. Beginning teachers,
on the other hand, experience even low- intensity
efforts as highly valuable when those strategies
feature lots of contact with veteran teachers, contact
that generally provides personal or emotional support
and that helps them address the unfamiliar tasks and
problems they encounter as first-time teachers.
Studies suggest that such support from veteran
teachers results in higher job satisfaction and higher
retention rates for beginning teachers (Dianda et al.,
1991; Wong-Park, 1997).

All of the activities below qualify as low-
intensity support and can be implemented in some
form by a school with little or no district involvement
or funding.

Orienting new leachers. The week before school,
beginning teachers receive a formal orientation to the
community, district, curriculum, and school. One
district uses school buses to give a tour of the
community, with special attention to community
agencies and the neighborhoods where students live.
Orientation is also an opportunity © give an overview
of curricular and schoolidistrict philosophy. share
special emphases for the vear, and point out
important features of curriculum materials. Some
districts include advice on setting up the classroom
and/or classroom management. Also helptui are
booklets or other handouts that document in ready
form sorme importent information, such as district

policies or a calendar of key events,



Matching beginning and veteran tcachers. The
pairing of a beginning teacher with a veteran teacher
is a hallmark of most teacher induction programs.
Whether this pairing is considered to be a low- or
high-intensity effort depends on the degree of
support the veteran teacher is expected to provide. In
low-intensity programs, the experienced teacher is
likely to function primarily as a buddy or, as one
superintendent describes it, “a cheerleader,”
providing emotional support. In many such instances,
the veteran teacher receives no release time and,
therefore, doesn't have the opportunity to actually
observe the new teacher in action. Even so, some
offer enormous amounts of time and attention, often
well beyond that for which they are compensated —
assuming they receive any compensation at all.

Typically, novice teachers are
urged to contact the veterans with
any problems that arise. But some
beginners are reluctant to bring
problems to the attention of their
support providers, either because
they are embarrassed or because
they don't want to be a burden,
especially if novices know that the
providers are receiving little or no
compensation. Any type of pairing
strategy is strengthened when the
veteran teacher receives a stipend
and the pair is expected to set aside a regular time
each week to meet together. Studies suggest that
without regular, structured time set aside, paired
teachers have less interaction. Matching the pair by
grade level or content area also increases both the
likelihood of regular interaction and the effectiveness
of the support.

Clarification of veteran teachers’ responsibilities
is important. One Arizona school district operates
both a one-on-one "buddy” program and a mentor
program. [n the low-intensity buddy program. new
teachers are matched with veteran teachers whose
job it is to “show them the ropes,” such as how to
obtain supplies or send down the lunch count. By
contrast, mentors must be endorsed by their
principals as “master teachers,” and they are trained
in specific coaching techniques. In this high-intensity
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program. mentors are then matched with and
receive release time to observe and work with several
new teachers,

Adjusting working conditions. Unless specific
administrative steps are taken to protect them,
beginning teachers often end up with the toughest
assignments. To make life less stressful for them,
administrators can reduce the number of students in
beginners’ classrooms, refrain from assigning them
the most challenging students, and minimize their
extracurricular and committee assignments. At the
elementary school level, in particular, administrators
can avoid assigning combination grades. At the
secondary school level, administrators can make sure
that new teachers’ course schedules
require as few separate preparation
efforts as possible. They can also
avoid assigning schedules that
require new teachers to change
classrooms during the day. In this era
of tight resources, it must also be
said that beginning teachers,
especially, suffer when classrooms
are not adequately stocked with
textbooks, desks, supplementary

materials, and basic supplies.

Given the abundance of school reform efforts, a
common hazard for today's beginning teachers is the
sheer number of professional development activities
in which they’re expected to participate. At one
California school, for example, beginning teachers
have been expected to participate in regularly
scheduled workshops aimed specifically at beginning
teachers, in intensive early literacy training over
several weeks, and in weekly staffwide discussions
about how to collaborate with a university in
transforming their school into a professional
development school. The importance of each of these
specific activities notwithstanding, the demands of so
many commitments can be tiring even for veteran
teachers; for beginners they can be overwhelming,
undermining both the effectiveness and morale

of ateacher.
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Principals can protect begining teachers from
getiing spread too thin by helping them prioritize
their time spent in professional development and by
excusing them from all but the most essential
activities. They can also help beginning teachers
choose and focus on a single, important theme, such
as literacy instruction in the example above, that

might run through multiple events.

Prometng collecial eollabeioriog. Some schools
have existing structures that foster collaboration
between beginning and veteran teachers, such as
grade-level teams that coordinate
instructional planning. Such teams o
provide some degree of structure
and support for beginners who are
just learning how to plan
curriculum and instruction. For
some schools, class size reduction
has ended up creating another
natural opportunity for ongoing
collaboration between veteran and
novice teachers. Rather than
creating multiple classes with 20
students each, schools with limited
space often respond to class-size-
reduction mandates by forming

o

one class of 40 taught by two

teachers. When one of those two is a veteran and the
other a beginner, it's an ideal opportunity for a
mentor-like relationship. Principals can also simply
ask a veteran teacher to plan together with a
beginner who is teaching the same grade or the same
course. At the secondary school level, this joint
planning can be facilitated by common prep periods.

Study groups focused on specific topics, such as
using running records or improving mathematics
instruction, provide beginning teachers with
collabarative problem-solving models. In such groups,
novices hear how veteran teachers think about using

and adapting instructional techniques.

It's helpful to remember that beginning teachers
can also serve as important resources for a school.
New teachers may well kiow mure than veteran
teachers sbout certain instructional approaches,

having studied new techniques in their teacher

ometimes
fixated on the
need to improve,
beginners must
be reminded of
their strengths.

preparation coursework and used them in student
teaching. In certain disciplines — the sciences, for
example — a new teacher may also have more
current content knowledge than a colleague who has
been teaching for 10 or 15 years. Here, again,
collaboration profits everyone.

Highdntensity Support Strategies
Research from the California New Teacher
Project, a varied set of induction programs, indicates
that high-intensity support strategies, such as those

described below, are more effective than the less
intensive strategies at improving
beginning teaching performance
(Dianda et al., 1991). For this
research, teaching performance
was measured on a number of
dimensions, including the
complexity of academic
assignments, percentage of
students engaged. long-term
planning of curriculum and
instruction, range of instructional
materials used, use of state/district
guidelines and frameworks, and
ability to reflect on teaching

e practices.

As with low-intensity efforts, here, too, veteran
teachers are a key ingredient. In high-intensity
support efforts, however, much more is expected of
them. But if they are to operate as anything more
than buddies or cheerleaders, they must be chosen
carefully, receive appropriate training, and be given
adequate time away from their own classroom
responsibilities — all of which requires a greater
commitment on the part of the school or distriet.

O IS

Minimally. support providers should be teachers who
are successful in their own classrooms and articulate
about their practice. But these are orly minimum
requirements. Because working with beginning
teachers is different from warking wirh children and
vouth, even the most outstanding K-12 teacher is not
automatically suited by skill or temperament 1o
collegial work with other adults. Regarding

remperament, for example, some exiremely



competent teachers seemn to forget how long it took
them to develop into such effective practitioners. They
find it difficult to appropriately downshift their
expectations when working with beginning teachers
who, with rare exception, cannot possibly teach as
well as highly skilled 20-year veterans. Some
experienced teachers, accustomed to having their
students do what they ask, also find it frustrating to
work with adults, who may or may not follow the
guidance they offer.

However, if they are temperamentally suited to
mentoring, many potential support providers can
profit from training in observation
skills and specific strategies for working
with adults. In cognitive coaching, for
example, teachers learn to initiate
collegial conversations rather than
combative exchanges and to support
colleagues in constructing and
extending their own analysis of a
teaching or learning event. Support
providers also benefit from training in
how to collect and analyze the different
types of evidence that provide insight
into the degree of learning taking place
in a classroom and, therefore, the

. -
effectiveness of the teaching. ¥

Support providers must also
recognize the importance of helping beginners
identify and understand their teaching strengths.
Beginners — and especially the more perceptive
beginners — often become fixated on the areas in
which they need to improve, losing sight of those
things that are working well in their classrooms.
Recognizing and understanding their successes not
only provides an enormous boost in confidence, but
helps beginning teachers build on those strengths.

Providing release time. Release time can be used
in a number of ways to support beginning teachers.
For starters, the beginning teachers themselves can
he released to attend seminars, to work with support
providers to analyze their students’ work and the
instruction it reflects, or to observe other teachers for
a specific purpose. Support providers can also be
released from their own teaching duties to provide

WestEd

demonstration lessons in beginners' classrooms,
which allows novices to see how certain techniques
might be used with their own students. Veteran
teachers might also use their release time to simply
observe beginning teachers in action and document
issues for later discussion. All of these professional
development activities and more are used in New
Zealand, where the national government provides
funding that requires schools to provide 0.2 release
time for every new teacher along with a locally
developed program to develop their abilities (Britton,
Paine, & Raizen, 1999).

Schools with a number of beginning-
veteran teacher pairs sometimes use a
“roving sub” who moves from classroom to
classroom, releasing classroom teachers for
an hour or two of focused work. Another
option is for support providers to work half
time with beginning teachers and half-time
in classrooms they share with another
teacher who wants to work only half-time.

Interactive journals shared by veteran
and beginner pairs can facilitate
communication between them, while
reducing the amount of face-to-face time
they need. Veterans use the journal to ‘

document classroom observations and to

raise issues for reflection and later
discussion. Beginners can use it to respond in turn or
to pose questions, which the veterans can then
address in the journal as well. Such journals may be
kept in written form in notebooks or orally, using a
small tape recorder.

Mini-courses addressing common cliallenges. Many
of the issues that frustrate. stymie, or simply scare
beginning teachers are predictable. Some, such as
planning for back-to-school night or parent
conferences, are relatively easy to address in a quick
workshop. Others, such as student discipline,
teaching English language learners. and assessment,
are thornier and worthy of more attention.

Schools and districts can offer mini-courses or
seminars during release time, after school, in the
evening, or on weekends, and on their own or in
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partnership with universities, county otfices of
education, or a consortium of small districts. One
Artzona district holds a five-day “rookie camp” in the
weck before school starts. When universities are
involved, they can package a series of seminars that
earn district credit or credit toward a master’s degree.
In fact, the same Arizona district that sponsors a
rookie camp also has a partnership with the local
university, which has developed its master’'s program
in education based, in part, on the content needed by
district teachers.

Mini-courses and seminars are most effective
when beginning teachers receive support in applying
the knowledge learned.

Opportunities for relevantrole o e
play can be built into the course.
Participants can also develop
action plans for applying their
new knowledge, and those plans
can then be critiqued by their
classmates. If support providers
also attend the mini-course or
are informed of its contents,
they can then provide relevant
support as beginners start
applying what they have learned.

Exanining il ovidenee,
Veteran teachers can help
beginners collect evidence of
their teaching practice and
analyze it to identify both
strengths and areas for improvement. This strategy is
most effective when the veteran and beginner pairs
take a particular focus, either on a classroom problem
or perhaps on competencies the beginner is expected
to exhibit. Evidence may come from a veteran's
observations of a beginner's interactions with his or
her own students, from joint analysis of student
work, or even from an examination of the
arrangement of classroom materials and furniture.
Universities can often provide training or expertise in
collecting and interpreting evidence. such as rhrough
ohservation or portfolio documentation. In some
instances, universities colleborate with distnicts by
actually conducting the observations 1o provide

.

ovidence. Often, an examination of evidence results in a

n excellent
classroom
teacher does not
necessarily
translate into
an excellent
support provider.

prefessional dev eiopment plan for the beginning
teacher, with acrivities targeted to specific arcas of

growth.

The natural question that comes up when
analyzing evidence of teaching competency is, of
course, “what competency are we talking about?”
Teaching standards adopted by a state or district
identify expected competencies, although rarely at a
beginning level. As an articulation of what
experienced teachers should know and be able to do.
such standards alone are not especially helpful for the
novice. However, the Interstate New Teacher
Assessment and Support Consortium publishes a
model set of standards that are
widely used by teacher preparation
programs. These standards are
intended to serve as a basis for
discussion and adaptation by
states, but can also be adapted to
district needs.

The California Formative
Assessment and Support System
for Teachers, now being piloted in
that state, goes further, providing
rubrics, or performance levels, for
each competernicy. These rubrics
can help the beginner and the
veteran interpret the evidence they
collect regarding the beginner’s
own practices. The rubrics also
provide solid ideas about what's
reasonable to expect for the teacher’s next stage of
development. In setting goals for the beginning
teacher, it's important that they be challenging, but
also attainable. Teacher assessment instruments, such
as the California Teaching Portfolio, developed by
WestEd, or Pathwise, developed by the Educational
Testing Service, also have rubrics built into them.
Enhancing Professional Practice: A Framework for
Teaching, published by the Association for Supervision
and Curriculum Development, provides
competencies, suggested evidence. and criteria that
can be used to guide the coilection and interpreration
of evidence. Helping beginning teachers cailect and
analyze evidence related o the effectiveness of their

teaching has high potential for promioting reflective
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teaching practice and for improving teaching
performance. But, as noted before, it's important that
veteran teachers receive training in strategies for
collecting and interpreting evidence, in talking about
evidence with a beginner, and in understanding the
teaching competencies and criteria used. This type of
support also helps pinpoint the areas in which
assistance should be targeted for a struggling
beginner. While some argue that dealing with
evidence can be too overwhelming for a new teacher,
this strategy can succeed if the veteran is sensitive to
the individual beginner's capacity for processing
information and provides commensurate support for
assisting growth in the identified areas.

Additional Strategies
From Abroad

The United States is not alone in
its tendency to put new teachers into
place without much support. Among
13 countries recognized as having
good mathematics and science
education, researchers recently
found that 9 provide no or
negligible support for new teachers
(Britton, Paine, & Raizen, 1999).
However, in 4 countries concerted
policies, programs, and practices are
in place to develop beginning teachers.
These efforts include all of the above-
mentioned strategies, as well as some other
approaches that remain largely untried in the
United States.

Networking new feachers. In some Swiss states,
districts arrange for new teachers to organize across
schools into reflective practice groups. A group meets
twice a month with an experienced teacher who is
extensively trained to facilitate members’ exploration
of the perennial problems of novice teachers. In New
Zealand. regional teacher centers convene new
teachers for one to two workshops. in which they can
exchange views on problems. break through their
isolation, and get “safe” advice from experts who are
not associated with their districts.

Croup observation and advice In Japan, all

teachers — including new ones — are asked to

periodically prepare and deliver a best possible lesson
to their students while being observed by many
colleagues (Padilla, Riley & Bryan, 1999). While this
may feel like an especially pressured situation for a
new teacher, most novices subsequently find that the
advice and critique from the rest of the faculty is
tremendously helpful for their growth.

Institutional Role in
Beginning Teacher Support

Certain institutional policies and practices
strengthen all beginning teacher support efforts —
starting with having an effective method for
identifying new teachers and maintaining
realistic expectations for these
newcormers.

Early identification of beginning
reachiers by the personnel oftice. Few
personnel offices are set up to
| formally identify new teachers
| (whether new to the profession, the

state, or the district) and provide

that information to their principals

or to the coordinator of an induction
program. Early identification does,
however, aid in planning for specific
support activities, such as orientation. It
also allows support to begin much earlier
in the year.

Realistic expectations 1or beginpers. It takes time
for teachers to learn their craft. Induction programs
can accelerate beginning teacher growth, but most
newcomers will still need an extended period before
they look like strong veteran teachers. Yet most
teacher evaluation systems do not distinguish
between beginning and veteran teachers. No one
wants to see incompetent teachers in classrooms, but
in this era of rising expectations, care must be taken
that beginning teachers are not continually hired and
then let go in the name of raising standards.
Sustained investment of support in beginning
teachers who are consistently improving their
teaching is a wise policy, especially for districts that
are at a disadvantage in hiring teachers.

PAGE
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teacher untons and associations are generally

supportive of teacher induction practices, they are
wary of setting any undesirable precedents. For
example, because issues related (o compensation for
time spent in required activities are important to all
teachers, teacher representatives may also want to
negotiate clear limits to the amount of
uncompensated time contributed by veteran teachers
and beginning teachers in the course of a support
program. They are also typically interested in how
support providers are selected, especially if a stipend
is involved. Having union representatives participate
in the planning of support programs or discussion of
particularly thorny issues ahead of time can help
avoid grievances and divisive struggles.

Cavrdination of ¢itorts. Even when adopting low-
intensity support strategies, a district or school needs
someone who is paying attention to implementation,
dealing with obstacles, and ensuring consistency with
other district policies. Whether considering beginning
teacher orientations, seminars, coursework, or even
pairing beginners with veteran
teachers, someone with B ——
administrative authority must lay
the groundwork. Dates and
facilities must be scheduled to
avoid conflicts with other school
and district activities. Veteran
teachers who are willing to work
with beginners must be
identified, recruited, and trained.
Both support and training for
these mentors must be ongoing.
If the support strategies for
beginning teachers are planned at
a district level, someone needs to
ensure that principals are aware
of the nature, timing, and purpose of the various
activities. Experience suggests that this is unlikely to
happen unless the person responsible for doing all
this aiso has a realistic amount of time set aside for it.

& Lie . Protected time makes it more likely
1har classroom ohservations will take place, that
veterans and beginners will actually meet and have

discussions that are not rushed, and that beginners

When keeping

new teacher support
and new teacher
evaluation separate,
confidentiality is
critical.

will attend seminars at tirmes when fatigee does not
interfere with their ability to pay attention. The
creative use of substitutes and statf development days

can enhance the effectiveness of support activities.

Inevitable Challenges for
Support Programs

Like beginning teachers themselves, teacher
induction programs face some predictable challenges.
These include identifying and preparing support
providers, providing time for support activities,
managing the relationship between support and
evaluation, and securing resources for struggling
teachers.

Chousing and preparing support providers, Finding
teachers to serve as support providers is a constant
challenge. especially if few incentives are available
and support is provided by volunteers. Even when
stipends are available, the dollars are rarely
commensurate with the amount of time required.
One California induction
program attempts to generate
future support providers by
asking beginners to identify
teachers other than their support
providers who were helpful;
these supportive teachers then
receive certificates of
appreciation along with
information about becoming an
official support provider, A
school or district can also
identify potential support
providers by soliciting
nominations from principals,
staff developers, and teachers.
Larger districts may create full-time positions for
support providers, although this is expensive unless
subsidized by state or federal entitlement funds or by
a special grant solicited specifically to fund new-
toacher support

NN
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The selection process is further complicar ! by

the fact that, as noted earlier, excellent classroom

teachers do not always make the best support
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providers for beginning teachers. In districts and
schools with few opportunities for teachers to work
collegially, it may be difficult to predict who has the
temperament and skills to work with beginners.
Another selection challenge is the uneven distribution
of effective support providers across schools.
Meetings between beginners and support providers
are more effective when the paired teachers teach at
the same grade level or in the same content area, and
the meetings generally occur with greater frequency
when the paired teachers are at the same school.
However, it's not always

possible to match both R
teacher focus and
teacher location.

Preparation of
support providers is also
an issue. Typically, there

e S

instruction, classroom management strategies,
multiple intelligences, and district curriculum
standards, as well as training in various software
programs aligned with district curriculum. In
addition, they receive ongoing training as the
curriculum is revised and new instructional materials
are adopted for student use.

Providing time for support activities, Every
education reform effort struggles with the issue of
time. Every support activity is more likely to happen
if time is provided during regular working hours or if
teachers are paid for

——

attendance. However,
this imposes a

tremendous logistical
and financial burden on
teacher induction

;XK -
‘N(l et a!  programs. Programs
& .

is not enough time to
provide all the
preparation that might be desirable, so induction
programs are forced to concentrate on the training
believed to be most important. Some programs focus
preparation on coaching skills; others focus on
collecting and interpreting evidence of teaching. The
most extensive preparation does both. The issue is
further complicated if the induction program is
expected to address a set of teaching standards, as in
the California Beginning Teacher Support and
Assessment Program. In that case, support providers
must become familiar with the teaching standards.

Occasionally, a district finds a way to make a
real financial commitment to new-teacher support.
Another Arizona district has solved the “find and
prepare” problem by maintaining a cadre of carefully
trained master teachers, known as Instructional
Program Specialists. These are classroom teachers
employed on teacher contracts but deployed on
“special assignment,” a significant portion of which is
to support new teachers through a three-year formal
mentoring relationship. These specialists work
directly with new teachers in their classrooms.
assessing their practice and doing demonstration
teaching. Their basic training covers clinical
supervision, cognitive coaching, group facilitation
strategies, cooperative learning, essential elements of

manage this challenge by
reserving time within the
school day or with paid time for the activities deemed
most important. Beginning teachers are especially
busy, since they typically spend nights and weekends
planning lessons. So any after-school support
activities further cut into the time left for any
personal life. In addition, beginning teachers need
time to think about their teaching in order to grow in
their craft. Induction programs must make sure that
beginners’ time is not filled with formal activities that
have little relationship to their teaching, that leave
little room for their immediate concerns, or that deny
them a reasonable personal life.

Managing the relationship between beginning
teacher support and beginning teacher evaluation.
Beginning teacher support programs focus on
improving practice. In contrast, evaluation programs
focus on comparing a teacher's practice to a standard
that must be met if beginners are to keep their jobs.
Many believe that in fairness to new teachers. the two
efforts must be kept entirely separate. Naturally, this
separation precludes the principal, who is the
teachers’ primary evaluator. from participating closely
in support efforts.

A few induction programs have successfully
combined the support and evaluation of beginning

PAGE
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PACE

teachers. These programs provide high levels of
intensive support to beginning teachers in areas that
have been clearly identified to them as requiring
growth. The most publicized programs — in
Rochester. New York: Cincinnati, Ohio; and Poway.
California — are sponsored by American Federation
of Teachers affiliates.

Most induction programs, however, separate
support and evaluation, due either to a belief that
evaluation interferes with support or to concerns
about losing union support. In keeping support and
evaluation separate, confidentiality is a critical issue,
requiring explicit understanding about what support
providers will or will not share with principals.

In programs that separate support and
evaluation, support providers can usually respond to
principals’ request to target assistance in a particular
area, but they do not report on the perceived success
of that effort. Some induction programs ask support
providers and beginning teachers to keep the
principal informed of general areas in which they are
working, such as classroom management or lesson
planning. However, when it comes to providing
specific information about a beginner's practice to
anyone conducting an evaluation, the mentor must
refuse. And in keeping such information confidential,
they must be supported by district administrators.

Whatever a school's rules about confidentiality
related to teacher support, if a beginning teacher and
support provider are to work together effectively, the
new teacher must trust the intentions of the provider.
For that reason, the beginning teacher, the support
provider. and the principal must all have the same
understanding of those rules from the outset.

Another area for concern relates to aligning
evaluation criteria — those used by support praoviders
to help begirning teachers improve and those used
by school administrators to evaluate beginners for
retention. The criteria should be the same for both
purposes. Such alignment helps avoid the kind of
awiward sitnations — and potential lowsults — that
can come abont when beginning teachers receive
contradictory feedback from support providers and
cvaluators, Both support providers and school

administrators evaluanng beginners should receive

training aimed at developing shared understandings
about the minimum criteria and standards beginners
must meet as a condition of continued employment.

GO T s 10 S

i tooclivrs, While
many beginners will perform adequately even with
minimal assistance, some will struggle. These
teachers require more support than that provided in
most low-intensity strategies: in fact, even programs
using high intensity strategies will need to determine
how to strategically focus support. Ideally. programs
can be flexibly designed to allow some resources to
be shifted from beginners who are doing fine to those
who are not. In some instances, a new teacher may
be so needy that a single mentor cannot fully meet
his or her needs — especially if the mentor is
working with multiple beginners or is working only
part time as a mentor and has other responsibilities.
In such cases, it may be more effective to have a
mentor serve as coordinator of individualized services
for the beginner, putting him or her in touch with
others who can also help. Thus, in working with very
needy newcomers, mentors must understand what
additional resources, if any, are available. They must
also understand how effective support for this
population of beginning teachers differs from that for
more competent newcomers.

Equally important, mentors should understand
that, despite their best efforts, not all beginning
teachers will be successful because, simply put, not
everyone is suited to teaching. In these cases, support
providers may need strategies for counseling
beginning teachers out of the teaching profession.

Conclusion

School and district administrators can select
strategies from those described above to create or
strengthen an induction program to support
beginning teachers. Whether they provide personal
and emotonal suppoert, task- or oroblem-related

upport. or stimulate beginners to reflect on their
teaching. oll are valuable. Less intensive support
strategies have been found effective at increasing

retention and promoting personal and professional



well-being, but the more intensive strategies are more
effective at improving beginning teaching practice.

In creating an induction program. however
small, thought should also be given as to how to
manage the challenges identified in this brief. While
the list of issues and support strategies can be laid
out in a simple, straightforward way, implementation
of the strategies and management of the challenges
require close attention to context and available
resources. Some support strategies may reopen
previously contested institutional policies and

WestEd

practices, such as compensation for additional work,
release time priorities, and lack of professional,
collegial conversations.

As with any program, the first year or so of a
beginning teacher support effort is likely to be
bumpy; success requires a commitment to learn from
mistakes and to identify necessary changes in
resources, policies, and practices. The potential
payoffs — lower teacher attrition, higher teacher
morale, and, most importantly, improved teaching
and learning — make the effort worthwhile.

WestEd would like to hear more about schools and districts’ successful efforts, as well as their

continuing challenges. in supporting beginning teachers. We would also like to know it and how you have

found this brief to be helpful. Please send e-mail to < Lifelines@WestEd.org >, or write Communications

at the WestEd address on the back.
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' more resources : e

Beginning Teacher Support and Assessment. This California program supports : Co
individuals in their first and second years of teaching through mentoring and coaching, :
professional development and training activities, and assessment of professional growth, ;
For information, contact Terry Janicki with the California Commission on Teacher :
Credentialing at 916/322-2305 or < tjanicki@cte.ca.gov > or Suzanne Riley with the
California Department of Education at 916/657-3393 or < sriley@cde.ca.gov > | or visit Uiesdl s s et S
the BTSA Web site due on line in Spring 2000 < www.btsa.ca.gov >.

Enhancing professional practice: A framework for teaching. Danielson, C. (1996).
Alexandria, VA: Association for Supervision and Curriculum Development. A
framework of components of teaching practice, together with suggested data sources
and descriptive scales to guide either self-reflection or support.

Mentoring: A resource and training guide for educators. Newton, A. et al. (1994).
Stoneham, MA: WestEd. A guide and an extensive set of activities for preparing
mentors to support beginning teachers, with sample two-, three-, and five-day
workshops.

Mentor teacher programs in the States. (1998). Educational issues Policy Brief #5.
Washington, DC: American Federation of Teachers.

Model standards for beginning teacher licensing and development: A resource for state
dialogue. Interstate New Teachers Assessment and Support Consortium (1992).
Washington, DC: Council of Chief State School Officers. A copy can be obtained by
calling Jean Miller at 202/336-7048.
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The New Teacher Center at University of California, Santa Cruz. offers support and FEIS e
assistance to school districts, universities, and other educational entities in e Wt T o Seet b
development of teacher induction programs. For more information, call 831/459-1323
ore-mail < ntc@zzyx.ucsc.edus>.
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The Pathwise Induction program, available from Educational Testing Service (ETS), is
a support and formative assessment process designed to assist beginning teachers’
growth as reflective practitioners. For information, contact ETS at 300/297-9051.
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I: WHAT IS A MENTOR ?

Mentors play many roles.

A Mentor, in the historical sense, is seen as someone who:

» isaloyal friend, confidant and advisor
» is ateacher, guide, coach and role model
* is entrusted with the care and education of another

* has knowledge and advanced or expert status and who is attracted to and nurtures a
person of talent and ability

» is willing to give away what he or she knows in a non-competitive way

 represents skill, knowledge, virtue and accomplishment

The most effective mentors:

 welcome newcomers into the profession and take a personal interest in their career
development and well-being

 want to share their knowledge, materials, skill and experience with those they mentor

« offer support, challenge, patience and enthusiasm while they guide others to new levels
of competence

 point the way and represent tangible evidence of what one can become

» expose the recipients of their mentoring to new ideas, perspectives and standards, and to
the values and norms of the profession

* are more expert in terms of knowledge but view themselves as equal to those they
mentor

The Concept of Mentoring

The concept of mentoring has a long history, one that comes to us from Greek mythology. In Homer's
Odyssey, Mentor was the teacher of Telemachus, the son of Odysseus. But Mentor was more than a
teacher. Mentor was half-God and half-man, half-male and half-female, believable and yet
unreachable. Mentor was the union of both goal and path, wisdom personified (Daloz, 1983).



Today, some 3500 years later, mentoring relationships are still valued. In many professions mentors
are thought to enhance if not ensure the professional development and success of talented newcomers.
Increasingly, mid-career professionals seek mentors when they wish to develop new levels of expertise
and to advance in the profession.

Yet, if mentoring were only a means for aspiring young professionals to gain a career foothold or to be
given a boost up the career ladder, mentoring would be a one-way street. Common experience tells us
that one-sided relationships do not work as well as reciprocal relationships where there is an even
exchange of some kind. In fact, mentoring relationships most likely are reciprocal if they achieve their
fullest potential.

What does a mentor derive from mentoring? Erickson's description of the Eight Stages of Man sheds
some light on the question:

"For the mentor, Erickson's seventh stage of 'generativity' adds further substance to the
mentoring relationship. The desire that one's work and influence 'live on' is an important
life goal. The nurturing and influencing of young adults and the facilitation of their
efforts to form and live out their hopes and wishes can fulfill the generative needs of the
mentor" (Rodriquez, et. al.,1984).

Thus, among the strongest and most compelling reasons for serving as a mentor may be the
desire to fulfill one's own felt need to contribute to the growth, development and wish
fulfillment of an aspiring professional. The act of mentoring allows one to repay, in some
measure, the intrinsic benefits he or she has derived from the profession.

A Special Note to Mentor Teachers

Many mentor teacher programs have expanded the concept of mentoring to include activities
such as curriculum development projects and staff development workshops. These activities are
crucial services in school districts and deserve to be supported. However, such activities have
not been included in the definition of mentoring presented here. In this handbook, mentoring is
defined as the individualized support, assistance, guidance and optimum amount of challenge
which one professional gives to another - whether newcomer or mid-careerist in the profession.
The decision to more narrowly define mentoring here is consistent with the recommendation of
the California Commission on the Teaching Profession (Commons, 1985).
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given a boost up the career ladder, mentoring would be a one-way street. Common experience tells us
that one-sided relationships do not work as well as reciprocal relationships where there is an even
exchange of some kind. In fact, mentoring relationships most likely are reciprocal if they achieve their
fullest potential.

What does a mentor derive from mentoring? Erickson's description of the Eight Stages of Man sheds
some light on the question:

"For the mentor, Erickson's seventh stage of 'generativity' adds further substance to the
mentoring relationship. The desire that one's work and influence 'live on' is an important
life goal. The nurturing and influencing of young adults and the facilitation of their
efforts to form and live out their hopes and wishes can fulfill the generative needs of the
mentor” (Rodriquez, et. al.,1984).

Thus, among the strongest and most compelling reasons for serving as a mentor may be the
desire to fulfill one's own felt need to contribute to the growth, development and wish
fulfillment of an aspiring professional. The act of mentoring allows one to repay, in some
measure, the intrinsic benefits he or she has derived from the profession.

A Special Note to Mentor Teachers

Many mentor teacher programs have expanded the concept of mentoring to include activities
such as curriculum development projects and staff development workshops. These activities are
crucial services in school districts and deserve to be supported. However, such activities have
not been included in the definition of mentoring presented here. In this handbook, mentoring is
defined as the individualized support, assistance, guidance and optimum amount of challenge
which one professional gives to another - whether newcomer or mid-careerist in the profession.
The decision to more narrowly define mentoring here is consistent with the recommendation of
the California Commission on the Teaching Profession (Commons, 1985).

lI: HOW TO SELECT PROMISING MENTORS

Effective mentors share a number of characteristics. The profile sketched below is based on a synthesis
of observations described by many mentors and authors. While any single mentor may not possess all
of the characteristics, effective mentors have many of these qualities:

Knowledge of Their Field
« They are considered by peers to be experts in the field.
o They set high standards for themselves.
¢ They enjoy and are enthusiastic about their field.
 They continue to update their background in the field.



Demonstrated Skills in Their Field

e Their work demonstrates superior achievement.
» They use a variety of techniques and skills to achieve their goals.

Eamned Respect of Colleagues

They listen to and communicate effectively with others.

They exhibit a good feeling about their own accomplishments and about the profession.

They recognize excellence in others and encourage it.

They are committed to supporting and interacting with their colleagues.

They are able to role-play others and understand their views.

They enjoy intellectual engagement and like to help others.

They are sensitive to the needs of others and generally recognize when others require support,
direct assistance or independence.

o They exercise good judgment in decisions concerning themselves and the welfare of others.

"SHOULD | BECOME A MENTOR?" CHECKLIST

As one considers the possibility of serving as a mentor, it is time to stop and ask "Should I become a
mentor?" The checklist below is designed to guide the self-reflection of individuals who are thinking
about becoming mentors. The checklist provides a description of the qualities that are most often
thought to be conducive to successful mentoring. Successful mentors generally have many of the
qualities listed here, along with some other valuable qualities that are not listed but that are unique to
them as individuals. Space is provided at the conclusion of this checklist for respondents to add those
qualities that represent their unique or special assets to mentoring.

To use the checklist, respondents should read each statement and place an X in the appropriate column
which represents the degree to which the statement characterizes the way the respondent sees himself
or herself. After ranking each statement (1) Strongly Agree that the statement is representative; 2
Agree; (3) Neutral; (4) Disagree; and (5) Strongly Disagree, respondents may reflect on their own
strengths and weaknesses. Items 1-10 and 15-20 apply to many professional fields while items 11 -14
focus exclusively on the teaching profession.

There is no single "ideal profile", but respondents who possess many of these qualities are likely to
serve well as mentors. If one has serious doubts about the strength of his or her own qualifications, it
might be useful to get a second opinion from a colleague who knows the respondent well. It is also
important to recognize that many of the qualities listed here are developed or learned and the result of
practice.



1. | see myself as being people-oriented:
| like and enjoy working with other

professionals.

2. | am a good listener and respect my
colleagues.

3. 1 'am sensitive to the needs and feelings
of others.

4. | recognize when others need support or
independence.

5. I want to contribute to the professional
development of others and to share
what | have learned.

6. | am willing to find reward in service to
someone who needs my assistance.

7. 1 am able to support and help without
smothering, parenting or taking charge.

8. | see myself generally as flexible and
willing to adjust my personal schedule to
meet the needs of someone else.

9. I usually am patient and tolerant when
teaching someone.

10. | am confident and secure in my knowledge
of the field and make an effort to remain
up-to-date.

Strongly
Agree
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11. | enjoy the subject(s) | teach.

12. | set high standards for myself and my

students.

13. | use a variety of teaching methods and my

students achieve well.

14. Others look to me for information about my
subject matter and methods of teaching.

15. Overall, | see myself as a competent
professional.

16. | am able to offer assistance in areas that

give others problems.

17. 1 am able to explain things at various
levels of complexity and detail.

18. Others are interested in my professional

ideas.
19. *
20. *

* ltems 19 and 20 are reserved for descriptions of one's unique and special

assets for mentoring.
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lll: ESTABLISHING PRODUCTIVE
MENTORING RELATIONSHIPS

Once a person has decided to become a mentor, thoughts quite naturally turn toward questions about
how to establish a productive mentoring relationship. "Will I choose the right person?" "How can I get
off to a good start?" These and many other questions are typical first thoughts. In this section readers
will find practical answers to such questions.

The Nature of Mentoring Relationships

Establishing a positive mentoring relationship is very much like establishing other valued human
relationships in a number of respects. Both parties usually have a genuine desire to understand the
values and expectations of the other person, and to respect and become sensitive to one another's
feelings and needs.

At the same time, mentoring relationships differ in an important way from other personal relationships
because they are professional in nature. Mentors are responsible for conveying and upholding the
standards, norms, and values of the profession. They are responsible for offering support and challenge
to the recipient of their mentoring while the recipient strives to fulfill the profession's expectations.

Healthy mentoring relationships are evolutionary rather than static in nature. They change because the
purpose of the relationship is to enable the recipient to acquire new knowledge, skill, and standards of
professional competence. The perceptions of both members of the relationship evolve as the recipient's
performance evolves to new levels of competence under the mentor's guidance and support. The
person who once said, "No man steps into the same stream twice," could very well have been
describing the changing nature of mentoring relationships.

Stages in the Development of Mentoring Relationships

One way to view the evolutionary nature of mentoring relationships is to think of them in terms
of stages of development.

Stage 1: The mentor and recipient become acquainted and informally clarify their common
interests, shared values and professional goals. Occasionally matchmakers who assi gn mentors
to recipients can foresee "mentor marriages made in heaven," but more often mentors and
recipients prefer to choose one another. Taking time to become acquainted with one another's
interests, values and goals (Stage 1 ) seems to help mentoring relationships gain a better start
than when such activity is given a low priority. (More will be said shortly about situations
which do not offer choice of mentors or mentees.)
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Stage 2: The mentor and recipient communicate initial expectations and agree upon some
common procedures and expectations as a starting point. In the very few cases where a major
disparity is found to exist between the needs and expectations of the two individuals--and
where neither party can accommodate to the other--the pair is able to part company on a
friendly basis before the actual mentoring and inevitable frustration begins.

Stage 3: Gradually, needs are fulfilled. Objectives are met. Professional growth takes place.
New challenges are presented and achieved. This stage may last for months or years.

Stage 4: The mentor and recipient redefine their relationship as colleagues, peers, partners
and/or friends.

Clarifying Expectations in Mentoring Relationships

Most professionals place a high value on taking the initiative to clarify their own expectations and to
understand the expectations of others. This quality contributes to the establishment of strong and
positive mentoring relationships.

What are examples of expectations that might be communicated during the exploratory stages (Stages
1 and 2) of a mentoring relationship?

The frequency of contact, the availability and the accessibility of the mentor and recipient.

The amount and kind of support that are needed by the recipient or that can be provided by the
mentor.

The various roles the mentor finds comfortable: listener, supporter, advisor, guide, counselor,
role model, friend, nurturer or resource in the background. Many other roles might be
identified.

The range of roles the recipient will find natural: listener, observer, initiator of requests for help
or guidance, need for nurture or autonomy, self-expectations as peer or co-equal. Many other
roles might be communicated.

Can experienced professionals mentor to one another? Certainly they can and with great success. For
example, highly skilled teachers called "cross-over" teachers who wish to teach in new content areas or
take on administrative duties benefit from mentoring relationships. In cases where the mentors and the
recipients see themselves as equal and share many common interests and values, Stage 3 is the starting
point for their relationship.




The Importance of Matching in Mentoring Relationships

Historically, individuals who have desired to become mentors have looked over aspiring newcomers in
their profession or field--such as law, medicine, business, painting, dance, writing, or teaching -- and
have selected promising young protégés to nurture. Most of the time, these mentoring relationships
work out very well. Occasionally they do not, and the protége moves on in search of another mentor or
the mentor seeks another protégé. What should individuals who are contemplating a mentoring
relationship look for during the exploratory stages of getting to know one another and sharing
expectations? Several important factors are considered below.

Degree of eagerness
to have a mentoring

relationship
Similarity in personal styles: Similarity of expected
gregarious, animated, spontaneous, professional assignments
vs. low-key, retiring, reflective and responsibilities
Similarity in preference Academic preparation
for nurture vs. autonomy courses, majors, alma mater
when establishing and previous experience

expectations for support

It is difficult to predict the combination of personal and professional qualities that attract
individuals to one another in mentoring relationships. Large numbers of experienced mentors
say there is no magic combination. Some individuals are attracted to opposites; others are
attracted to similar interests, styles and backgrounds.

What if choice is not an option? Most professionals view the term "professional” to mean,
among other things, that one is able to rise above personal considerations, differences or desires
when providing service to those who need one's professional help or expertise. Thus, among
professionals, any match in a mentoring relationship should be productive. While some
freedom of choice is desirable if choice is possible in mentoring relationships, many
employment situations do not offer this opportunity. Where mentors are not free to choose the
recipient of their mentoring, they might expect--with preparation or training for the role--to be
equally as effective as mentors who choose their protégés but who have no preparation for this
role.
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IV: 1S TRAINING REALLY NECESSARY?

Mentors can have a significant effect upon the professional development of aspiring young or mid-
career adults in their profession. Whether a mentor's impact is positive or negative depends in large
part upon how well informed and skilled the mentor is, and upon the mentor's commitment and
availability. It seems only natural to ask: Is training to be a mentor really necessary? Research at the
University of California, Irvine, suggests that training is not only important to the success of mentoring
relationships but that it can be directed toward the most difficult challenges faced by mentors.

When mentor teachers of one, two and three years of experience as mentors were asked "Do you think
mentors need to be trained?", one in five (20%) thought training was unnecessary. Their comments,
which are illustrated here, generally reflect the view that mentoring is a natural extension of teaching.
They suggest that mentoring essentially is normal teacher-talk, but talk that takes place between two
people in a mentoring relationship.

» "The best mentoring is on a one-to-one basis where neither party thinks of himself as a mentor
(or recipient). Untrained mentors are probably less threatening."

 "Enthusiasm is difficult to infuse or train someone to have. If a teacher is good, he will have
fun teaching others, even teachers."

¢ "Teaching comes naturally so I suppose mentoring does too."

Yet the majority of mentor teachers (80%) surveyed expressed the view that training would be helpful.

o "Where do teachers get the skills to work with adults? Very few people are 'natural' mentors.
Training would be valuable, especially to have others share what works for them."

 "The personality for mentoring--that nurturing personality--comes naturally, but the nurturing
quality becomes focused by training."

» "Mentors need training so that they can feel more confident about helping others. They need to
know how to help teachers who need help but will not actively seek help."

But "helpful" doesn't mean "necessary." A better way to understand the need for mentor training is to
examine the difficulties that mentor teachers encounter while fulfilling their roles. When asked, "What
are the most difficult aspects of mentoring for you?" most mentor teachers cited examples which
illustrated the need for basic information and training:

» "Making the initial contact and building trust. Sharing my ideas at first....I don't want to sound
like a know-it-all even when I am asked for help."

» "Overcoming my hesitation to tell (the recipient) that he is wrong and to suggest alternatives. I
feel like I am offending him."



» "Trying to explain (to the recipient) that her material was too difficult. I helped her revise it but
certain parts were still too difficult. When do you stop correcting and revising? When does
helping become hurting?"

* Rejection, I offered help at her convenience but my help wasn't wanted.... It's hard to help
people.”

e "Working with someone for a whole year and then finding that he can't make it."

All of these responses suggest a need for basic information about mentoring relationships or for
mentor training. The candid and sensitive responses of these mentors point to the value of some
preparation for their role as mentors and the value of specific skills that allow mentors to feel
confident and successful as they fulfill their expectations and goals as mentors.

V: WAYS OF MENTORING

When most people think of mentoring, they think of experts sharing technical knowledge with less
experienced individuals in a profession. Certainly sharing one's expertise is a large part of mentoring,
but so is the communication of support, challenge, feeling and many other kinds of information. A
brief glance at the opening page of this handbook, I: What Is A Mentor? is a helpful reminder of the
multiple dimensions of mentoring. Here we focus on sharing expertise and communication of support
and challenge.

Sharing Expertise

Every mentor has a specific body of professional knowledge and skill to share. To illustrate, in the
teaching profession a part of this pedagogical knowledge is referred to as "content." The content or
subject matter to be taught to students--for example, history or mathematics--must be transformed from
the teachers' university level knowledge of the subject into a form that is appropriate for the readiness
level of each particular group of students. In other words, the subject matter must be repackaged to fit
the students' maturational, developmental or grade level, and the range of previous experiences the
students are likely to have had. Experienced teachers develop a sense of how well various groups of
students will understand specific subject matter when the content is presented at different levels of
complexity. They are able to "repackage" the content to fit different needs. Similarly, teachers use a
variety of teaching methods, each adopted to achieve a specific outcome. Every profession has its own
content or body of knowledge in the field and the variety of methods practiced when professionals
utilize their knowledge in service to others.



Suggestions for Sharing Expertise on Planning

Find out how you can be the most helpful in the area of planning.

Team up during the orientation week before school begins and schedule regular times to meet
for discussion and planning sessions.

Discuss goals for the year or semester and objectives for units or lessons.

Describe various classroom climates and environments you have observed or created and how
these variations worked out.

Review the State or district curriculum guidelines together and discuss how they can be woven
into the curriculum.

Share catalogs for ordering instructional materials and equipment.

Show how you organize your planning for the year, the semester, the week and the day.
Share your ideas about planning for contingencies.

Talk about how and where to anticipate students' errors and misconceptions.

Describe the labor saving steps you use in planning that pay off later in reduced workload.

Talk about the patterns of students' physical, social and academic development in your classes;
and demonstrate your understanding and valuing of differences among cultural, ethnic and
linguistic groups of students in your school.

Describe alternative strategies that are successful for teaching in classrooms where students
have diverse or conflicting needs.

Collaborate on a special unit of instruction or a project.
Work together to design a new lab or learning centers.
Share syllabi, units of study or lessons that have worked well for you.

Offer to share your computer software or show where other software can be found.

Suggestions for Sharing Expertise on Instruction

Structure times at noon or the end of the day to share reactions to the day's teaching.
Provide opportunities for the mentee to talk about any teaching concerns and to ask questions.

Listen with interest when he or she talks about teaching a particular lesson or unit, and if asked,
offer your own reaction or analysis and support.



 Be willing to share information about your own teaching successes and failures, if appropriate.
* Volunteer to receive an evening or early morning phone call in an emergency.

o Talk about timing, pacing and sequencing in teaching concepts that are difficult for students to
master.

o Offer to demonstrate lessons or labs--live or on videotape.

 Discuss several kinds of lessons and the teaching methods that work best with various groups
of students; explain the rationale for using various approaches.

* Brainstorm a wide range of solutions that might be fitting for common problems.
» Describe strategies you use to increase student attention, motivation or participation .

 Talk about "brick walls" and "roadblocks" that particular groups or all students encounter, and
share your strategies for helping students move forward.

e Offer to prepare to videotape lessons or classes and offer to give feedback if he or she has any
questions.

Suggestions for Sharing Expertise on Management

» Take time to listen to concerns about management.
» Ask what kinds of feedback on classroom management would be most useful.
o Discuss standards for classroom management and share strategies for meeting those standards.

o Talk about the importance of organizational routines and describe the routines that contribute
most to classroom management.

e Describe ways to let students know you understand their needs and concerns, and demonstrate
ways to link that knowledge with long-range and short-term planning.

* Share examples of ways to enhance students' self-concepts.

* Talk about the most difficult management problems you have encountered and various ways to
address them.

* Describe techniques you tried that didn't work and analyze why they didn't work,
demonstrating an experimental orientation.

s Talk about standards of school wide conduct.



* Demonstrate a wide range of classroom management techniques--either live or on videotapes.

o Offer to analyze (as a colleague and peer) the videotape of a new teacher's performance in the
area of classroom management, and be willing to share your own videotapes.

* Share exemplary professional books or workshop materials on classroom management
techniques.

Suggestions for Sharing Your Expertise on Evaluation

 Listen to the mentee's concerns about evaluation and share ideas about the overall purposes of
evaluation in the classroom and the school.

 Talk about the variety of ways (formal and informal, verbal and nonverbal) that one can
evaluate student learning and attitudes in specific subjects or at specific grade levels.

» Share your own system for grading and record keeping, and describe other models that you
know about.

» Collaborate on the development of tests that might be used in identical or similar classes.
¢ Offer to share a collection of tests or other evaluation measures you have developed.
 Offer to give feedback on the mentee's evaluation instruments and their results.

» Review the standardized test program used by the school or district, and talk about its role in
relation to curriculum planning and evaluation of student learning in the classroom.

* Describe various strategies to handle the expected paperwork associated with students'
assignments.

* Explore various approaches for sharing evaluation results with students, site administrators and
parents.

 Discuss and compare various techniques for evaluation of one's own teaching effectiveness.

 Help the new teacher to prepare for the review and evaluation of his or her first year of
teaching.




Communicating Support and Challenge

The effectiveness of verbal and nonverbal communication is high on the list of important
factors that contribute to the success of mentoring relationships--and of all professional and
personal relationships. Mentors have a special responsibility for effective communication
because they are a primary source of information, support and challenge to the recipients of
their mentoring,.

Professional organizations and offices depend so much upon effective communication to
accomplish their missions that they frequently provide training in communication skills for
their staff members. Such training may focus on the enhancement of specific communication
skills or a wide variety of them.

The essence of schools is communication: of knowledge, of skills, of values, of attitudes and of
expectations. Thus, the quality of communication in schools affects all that happens in schools
and the achievement of their goals and objectives. Everyone associated with schools including
students, teachers, administrators, parents, the school board, the community and governmental
agencies depend upon the clear expression of goals, objectives and points of view in order to
engage in any cooperative activity.

As mentors think about the importance of communicating support and challenge to recipients
of their mentoring, it is helpful for them to review a checklist that focuses on the key features
of effective communication. Such checklists are most meaningful when individuals make them
up for themselves. An example of a communications checklist appears next.

COMMUNICATION CHECKLIST FOR MENTORS

1. How do I perceive myself in the many roles a mentor plays?
2. How well do I understand the recipient's overall expectations for our mentoring relationship?

3. In general, is my communication with him or her effective, including verbal and nonverbal
communication?

4. What is my objective in this specific conversation or message?

5. Does my delivery mode (face-to-face, phone, written communication) fit my purpose?
6. Am I too formal or informal for the purpose of this communication?

7. What assumptions have I made or shared in this communication?

8. What kind of response do I expect from the recipient?

9. Am I prepared for a very different kind of response?

10. Have I given him or her enough time to respond, to ask questions or to ask for clarification?



11. If T think I have been misunderstood, can I clarify and paraphrase?
12. Am I willing to set aside my own communication agenda to listen to his or hers at any time?

13. How should I react to his/her communication to further our mentoring relationship?

While the checklist above identifies a number of features of effective communication training
at a general level, targeted communication training also is available. Examples of training
which is available in many school districts include Peer Coaching and Conference Skills.

Support can be communicated in many ways. Mentors find it helpful to make a list of the
various kinds of support they are comfortable providing as they share their expertise. The
examples below illustrate a few ways that mentors communicate support.

o A nod of the head, a smile, or a wink at a tense moment.
o A compliment, a pat on the back, or a hug after a challenge has been met.
o A coffee break or lunch together at a time when the mentee needs to talk.

o An opportunity to spend an evening together reviewing the results of a task or planning
for the next one.

o An invitation to visit a resource center together, a map to a good bookstore across town,
or a shared ride to some event.

o Information about ways to gain the support of key individuals.
o Suggestions for acquiring scarce resources.

o Aninvitation to a weekend barbecue or small get-together with other colleagues.

Mentors also need to offer their protégés challenges that stimulate professional growth and
cause them to stretch. Challenges lead to the development of new levels of expertise. When the
amount of challenge is well matched to the mentee's readiness for growth, the tasks become
motivating. Challenges that are not matched well with the individual's level of development can
be overwhelming and create feelings of being unable to cope. Then, rather than producing
growth, the challenge may lead to frustration, panic or feelings of failure.

It becomes important then, for mentors to become sensitive to the growth needs of those to
whom they mentor, and attempt to offer optimal challenges for their protégé’s professional
development. Some mentors develop mentoring plans to help maintain optional levels of
challenge for the protégé. The primary function of a mentoring plan is to focus on the
developmental nature of becoming a professional and to establish mileposts or markers which
will guide and serve as reminders that the recipient is growing in knowledge and skill. Since
the perceptions of both mentors and recipients alike change as mentoring evolves, mentoring
plans help the observant mentor to keep one eye on the recipient's development and the other
eye on his or her readiness for the next challenge.



VI: AVOIDING THE RISKS OF MENTORING

Are there risks associated with mentoring? The answer is, "Relatively few," if risks are thought of as
the lack of predictability and personal control over events that could harm us in some way. Fortunately
the major risks associated with mentoring can be avoided or reduced through knowledge and planning.

Risk Awareness and Prevention

What are the risks and how can they be avoided or reduced? Four of the most commonly mentioned
risks--or fears of risks--are identified below and illustrated by examples of comments often made by
mentors and would-be mentors. Brief descriptions are offered of the kinds of knowledge or actions that
help to avoid such risks or to reduce fears of them.

Mismatch between mentor and recipient/protégé/mentee

Mentors express this fear with statements like: "Our personal styles may clash. We may not be
able to work together. I'm afraid I will overpower or threaten him. She has become too
demanding and too dependent. Can he take honest, well-intentioned criticism?"

Knowledge/Action: Individuals who take time at the outset to become acquainted with one
another's interests, shared values, professional goals and expectations greatly enhance the
development of a strong foundation for a mentoring relationship, as pointed out earlier in III:
Establishing Productive Mentoring Relationships. Such knowledge allows individuals to deal
with major differences in expectations, to prevent unwelcomed surprises later on, and to
recognize those relatively rare instances where serious personal clashes are foreseeable and
avoidable.

Threat to one's professional image

This concern is expressed by statements like: "I may be misunderstood; he, she, or my
colleagues may think I'm a know-it-all. If she fails to make the grade in spite of my mentoring,
people may begin to wonder about my own competence. I could be responsible for his success
or failure!"

Knowledge/Action: Individuals who are familiar with the multiple roles that mentors can play
(see I: What Is a Mentor? and III: Establishing Productive Mentoring Relationships) avoid
stereotyped perceptions of mentors and their protégés, and can help to dispel misconceptions
about the degree of responsibility a mentor has for the success or failure of the recipient of the
mentoring. It is always helpful to remember that many persons contribute to the development
of any new or advancing professional. Wise mentors encourage such broadly based support and
avoid over-identifying with the success or failure of their mentee.




Failure as a mentor

Mentors express this fear or concern with statements like, "I might get in over my head. I'm
trying to help, but maybe I'm hindering her. What works for me may not work for anyone else.
Should I let him make mistakes that can be avoided so that he can profit from them?"

Knowledge/Action: Knowledge of successful mentoring techniques contributes to the
professional growth of both individuals in a mentoring relationship, and thus, decreases the
likelihood of frustration, failure or fear of failure for either member. More than 50 mentoring
techniques are suggested in V: Ways of Mentoring.

The development of a mentoring plan can increase the sense of personal control that both
members of the relationship have or may need. Such plans can identify in a systematic way the
frequency and times of regular meetings or get-togethers and the topics or issues to be covered.
A mentoring plan helps to remind everyone concerned that becoming a professional is a
developmental process. And at the end of a year, both members can look back at the plan and
recognize the protégé’s growth.

Competition or rivalry

Fear of competition or rivalry is evident in statements like: "He may be more talented than I
am--can I handle professional jealousy? I have shared my best secrets and strategies with her
and now she is surpassing me! How will his or her success affect my status, perquisites or
income?"

Knowledge/Action: Competition or rivalry can be destructive to any mentoring relationship.
Knowledge of the evolutionary nature of mentoring relationships helps to prepare everyone for
changes in a relationship (See again III: Establishing Productive Mentoring Relationships).
Occasionally a few mentoring relationships last for a professional lifetime; but more often
mentoring relationships are of much shorter duration because of other changes in professional
careers and organizations. When the mentor's guidance no longer seems to be needed and the
emerging or advancing professional begins to demonstrate expert competence and knowledge,
the wise mentor takes the lead in redefining the relationship. Such leadership generally leads to
a mutually rewarding respect for one another, and the mentor can then take justifiable pride in
his or her contribution to the professional development of another individual.




VII: THE JOYS OF MENTORING

Since childhood many of us have been reminded that:

"It is better to give than to receive."

And in many languages and cultures, the idea has been expressed that:

"It is not what we give but what we share,
For the gift without the giver is bare."

Both ideas capture an important aspect of mentoring; that many joys and benefits result from sharing
one's expertise, one's time, and one's self. The most obvious of these Jjoys come bounding in the form
of appreciation that others express for mentoring assistance. A different kind of joy accrues when
others value our expertise so much that they incorporate our ideas into their own thinking and
behavior. And then quite unexpectedly still a third kind of joy emerges when, in the midst of sharing
our expertise with others, we rediscover long-buried feelings of pride and accomplishment that were
forgotten--feelings that occurred when we first mastered our craft for ourselves. These are just a few of
the joys of mentoring,

When mentor teachers where asked what their most rewarding experiences were as mentors, and
whether they were glad they had served as mentors, they replied with statements like those that follow.

As a mentor, what were your most rewarding experiences?

* "Seeing her excitement and enthusiasm--watching her gain insights into concepts that are
difficult for a student to learn.”

* "His comments, his requests for assistance, and the fact that he returned week after week was
incentive enough for me to prevail in the face of countless hours of my own preparation."

» "Helping a beginning teacher so that he decided to stay in the profession for a second year."

 "They (new teachers) told me that I unknowingly role-modeled a lesson idea and classroom
management techniques, and they voluntarily and successfully adapted these ideas."

 "Demonstrating the proper use of science equipment in her 6th grade class, and hearing the
'oohs' and 'aahs'."

» "Watching him try out and expand the ideas that we planned together!"



"The greatest reward was helping him to understand where the pitfalls are in the material and
how to get the ideas across to the students."

"Having her report how well her kids responded to or learned from materials I had shared with
her."

(And from a high school teacher who mentored to an elementary teacher:)" I just attended her
open house last week. She had on display the science fair project that resulted from my
consultation. A speech given by one of her students was one of the best...! She is developing
into a first-class teacher!"

"The overwhelming appreciation I receive! And watching them grow into colleagues."
"Getting her to realize and accept the idea of teaching being an art of communication:

knowledge without communication skills to establish two-way communication between teacher
and student is less productive."
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The Good Mentor

As formal mentoring programs gain popuiarity, the need for identifying and
preparing good mentors grows.

James B. Rowley

Can you name a person who had a positive and enduring impact on your personal or
professional life, someone worthy of being called your mentor? Had he or she been trained to
serve in such a role or been formally assigned to help you? I frequently ask veteran teachers
these questions. As you might guess, most teachers with 10 or more years of experience were
typically not assigned a mentor, but instead found informal support from a caring colleague.
Unfortunately, not all teachers found this support. In fact, many veterans remember their first
year in the classroom as a difficult and lonely time during which no one came to their aid.

Much has changed in the past decade, however, because many school districts have
established entry-year programs that pair beginning teachers with veteran, mentor teachers.
In the majority of such cases, the matching occurs before they meet and establish a personal
relationship. This prevalent aspect of school-based mentoring programs presents special
challenges that are further exacerbated when mentor teachers receive no or inadequate
training and only token support for their work.

Qualities of a Good Mentor

During the past decade, I have helped school districts design mentor-based, entry-year
programs. In that capacity, I have learned much by carefully listening to mentor and
beginning teachers and by systematically observing what seems to work, and not to work, in
formal mentoring programs. As a result of these experiences, I have identified six basic but
essential qualities of the good mentor and the implications the qualities have for entry-year
program design and mentor teacher training.

The good mentor is committed to the role of mentoring. The good mentor is highly
committed to the task of helping beginning teachers find success and gratification in their new
work. Committed mentors show up for, and stay on, the job. Committed mentors understand
that persistence is as important in mentoring as it is in classroom teaching. Such commitment
flows naturally from a resolute belief that mentors are capable of making a significant and
positive impact on the life of another. This belief is not grounded in naive conceptions of what
it means to be a mentor. Rather, it is anchored in the knowledge that mentoring can be a
challenging endeavor requiring significant investments of time and energy.



What can be done to increase the odds that mentor teachers possess the commitment
fundamental to delivering effective support? First, good programs require formal mentor
training as a prerequisite to mentoring. Veteran teachers unwilling to participate in a quality
training program are often indicating their lack of dedication to the role. Second, because it is
unreasonable to expect a teacher to commit to a role that has not been clearly defined, the
best mentoring programs provide specific descriptions of the roles and responsibilities of
mentor teachers.

Third, good mentoring programs require mentors to maintain simple logs or journals that
document conferences and other professional development activities involving the mentor and
mentee. But such record-keeping devices should keep paperwork to a minimum and protect
the confidentiality of the mentor-mentee relationship.

Finally, although the majority of mentor teachers would do this important work without
compensation, we must not overlook the relationship between compensation and
commitment. Programs that provide mentors with a stipend, release time from extra duties, or
additional opportunities for professional growth make important statements about the value of
the work and its significance in the school community.

The good mentor is accepting of the beginning teacher. At the foundation of any
effective helping relationship is empathy. As Carl Rogers (1958) pointed out, empathy means
accepting another person without making judgments. It means setting aside, at least
temporarily, personal beliefs and values. The good mentor teacher recognizes the power of
accepting the beginning teacher as a developing person and professional. Accepting mentors
do not judge or reject mentees as being poorly prepared, overconfident, naive, or defensive.
Rather, should new teachers exhibit such characteristics, good mentors simply view these
traits as challenges to overcome in their efforts to deliver meaningful support.

How can we encourage mentor teachers to be more accepting of new teachers? A training
program that engages prospective mentors in reflecting on the qualities of effective helpers is
an excellent place to begin. Reading and discussing passages from the works of Rogers (1958)
and Combs, Avila, and Purkey (1971), for example, can raise levels of consciousness about
this important attribute. Equally important in the training protocol is helping prospective
mentors understand the problems and concerns of beginning teachers (Veenman, 1984; Fuller
& Bown, 1975) as well as stage and age theories of adult development (Loevinger, 1976;
Sprinthall & Theis-Sprinthall, 1980). Training exercises that cause mentors to thoughtfully
revisit their own first years of teaching in light of such research-based and theoretical
perspectives can help engender a more accepting disposition toward beginning teachers
regardless of their age or prior life experiences.

The good mentor is skilled at providing instructional support. Beginning teachers enter
their careers with varying degrees of skill in instructional design and delivery. Good mentors
are willing to coach beginning teachers to improve their performance wherever their skill level.
Although this seems obvious, many mentor teachers stop short of providing quality
instructional support. Among the factors contributing to this problem is a school culture that
does not encourage teachers to observe one another in their classrooms. I often ask mentors-
in-training whether they could imagine helping someone improve a tennis serve or golf swing
without seeing the athlete play and with only the person's description of what he or she
thought was wrong.

Lacking opportunities for shared experience, mentors often limit instructional support to
workroom conversations. Although such dialogue can be helpful, discussions based on shared
experience are more powerful. Such shared experiences can take different forms: mentors and
mentees can engage in team teaching or team planning, mentees can observe mentors,
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mentars can observe mentees, or both can observe other teachers. Regardless of the nature
of the experience, the purpose is to promote collegial dialogue focused on enhancing teacher
performance and student learning.

What can we do to prepare mentors to provide instructional support? The quality of
instructional support that mentor teachers offer is largely influenced by the degree of value an
entry-year program places on such support. The mentor training program should equip
mentors with the knowledge, skills, and dispositions prerequisite to effective coaching. Such
training helps mentors value description over interpretation in the coaching process; develop
multiple methods of classroom observation; employ research-based frameworks as the basis
for reflection; and refine their conferencing and feedback skills. Finally, we need to give
mentors and mentees time and opportunity to participate in the preconferences, classroom
observations, and postconferences that lead to quality clinical support.

The good mentor is effective in different interpersonal contexts. All beginning teachers
are not created equal, nor are all mentor teachers. This simple fact, when overlooked or
ignored by a mentor teacher, often leads to relationship difficulties and diminished support for
the beginning teacher. Good mentor teachers recognize that each mentoring relationship
occurs in a unique, interpersonal context. Beginning teachers can display widely different
attitudes toward the help offered by a mentor. One year, a mentor may work with a beginning
teacher hungry for advice and the next year be assigned a beginning teacher who reacts
defensively to thoughtfully offered suggestions.

Just as good teachers adjust their teaching behaviors and communications to meet the needs
of individual students, good mentors adjust their mentoring communications to meet the
needs of individual mentees. To make such adjustments, good mentors must possess deep
understanding of their own communication styles and a willingness to objectively observe the
behavior of the mentee.

How can we help mentors acquire such self-knowledge and adopt a positive disposition toward
adjusting their mentoring behaviors? Mentor training programs that engage mentors in
completing and reflecting on self-inventories that provide insight into their leadership or
supervisory styles are particularly helpful.

The Supervisory Beliefs Inventory (Glickman, 1985) offers an excellent vehicle for introducing
mentors to the challenges of interpersonal communication. In similar fashion, The Leadership
Adaptability and Style Inventory (Hersey & Blanchard, 1974) can provoke mentors to reflect
on the appropriateness of their mentoring behavior given the maturity and commitment of
their mentees. In my own mentor training, I follow discussions of such theoretical perspectives
with the analysis of videotaped conversations between mentors and mentees from the
Mentoring the New Teacher series (Rowley & Hart, 1993).

The good mentor is a model of a continuous learner. Beginning teachers rarely
appreciate mentors who have right answers to every question and best solutions for every
problem. Good mentor teachers are transparent about their own search for better answers and
more effective solutions to their own problems. They model this commitment by their
openness to learn from colleagues, including beginning teachers, and by their willingness to
pursue professional growth through a variety of means. They lead and attend workshops. They
teach and enroll in graduate classes. They develop and experiment with new practices. They
write and read articles in professional journals. Most important, they share new knowledge
and perplexing questions with their beginning teachers in a collegial manner.
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How can we ensure that mentors continue their own professional growth and development?
Quality entry-year programs establish ciear criteria for mentor selection that include a
commitment to initial and ongoing mentor training. In addition, program leaders work hard to
give veteran mentors frequent opportunities to participate in high-quality professional-growth
experiences that can enhance their work as a mentor teacher. Some programs, for example,
reward mentors by giving them additional professional development days or extra support to
attend professional conferences related to their work.

The good mentor communicates hope and optimism. In "Mentors: They Simply Believe,"
Lasley (1996) argues that the crucial characteristic of mentors is the ability to communicate
their belief that a person is capable of transcending present challenges and of accomplishing
great things in the future. For mentor teachers working in school-based programs, such a
quality is no less important. Good mentor teachers capitalize on opportunities to affirm the
human potential of their mentees. They do so in private conversations and in public settings.
Good mentors share their own struggles and frustrations and how they overcame them. And
always, they do so in a genuine and caring way that engenders trust.

What can we do to ensure that beginning teachers are supported by mentors capable of
communicating hope and optimism? Quality programs take the necessary precautions to avoid
using veteran teachers who have lost their positive outlook. If teachers and administrators
value mentoring highly and take it seriously, mentoring will attract caring and committed
teachers who recognize the compiex and challenging nature of classroom teaching. It will
attract teachers who demonstrate their hope and optimism for the future by their willingness
to help a new teacher discover the same joys and satisfactions that they have found in their
own career,

The Mentoring Leadership and Resource Network

| The Mentoring Leadership and Resource Network is an ASCD network dedicated to
supporting educators everywhere with best practices in mentoring and induction. For
six years, the network has provided assistance and free advice to mentors and
mentoring programs. In addition, the network sponsors a Spring Symposium each
{May and an annual meeting at the ASCD Annual Conference in March.

1 The Mentoring Leadership and Resource Network has five main purposes:
* To provide an organizational vehicle for a mentoring initiative;

* Toincrease the knowledge base and general awareness of best practices in
mentoring and induction;

* To promote and provide effective training for new teacher mentors ;
¢ To establish mentoring of new teachers as the norm in schools; and

¢ To establish, through mentoring, the norms of collegiality, collaboration, and
continuous professional development in schools.

{ For more information, visit the mentoring Web site (http://www.mentors.net).
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MENTORS PLAY MANY ROLES

I A mentor typically functions as:

A Counselor — Mentors provide a confidential, candid, and supportive
environment that gives the psychological support necessary to help new
teachers stay committed to teaching.

A Teacher — Mentors help new teachers refine their teaching practices and
understand the learning needs of all students, especially those students at
risk, with special needs, and from diverse cultural and linguistic homes.

A Challenger - Mentors challenge new teachers to do their best, by
assisting them in content areas and helping them obtain professional
development training.

A Coach - Mentors help new teachers improve their classroom teaching,
by offering assistance with classroom management and discipline
strategies.

An Observer — Mentors observe new teachers in action and provide timely
and ongoing coaching and support.

A Facilitator — Mentors help new teachers access a broad variety of
professional experiences, by arranging meetings with other new teachers
and observations of master teachers in action.

A Trainer ~ Mentors conduct workshops and other professional
development training for new teachers, other mentor teachers, and
building administrators.

A Master — Mentors use current education techniques and are proficient
with education technology.

A Tour Guide — Mentors help orient new teachers to both the workplace
and the culture of the community, by supporting and facilitating
meaningful parent and community involvement in and with the school.
An Advocate — Mentors advocate for new teachers by offering their
thoughts and ideas in ongoing and annual assessments of the mentoring
program.

A Role Model - Full-time mentors demonstrate to new teachers the
importance of “classroom connection” by returning to their own classrooms
within three years.

A Reporter - Mentors share the success of the mentoring program with all
who will listen and report frequently to the joint oversight committee.

An Equal - Mentors do not supervise. They serve as peers and colleagues
to new teachers.
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PROCESS MENTORING ACTIVITIES THE PURPOSE
STAGES
INTRODUCTION Introduction, sharing of backgrounds, CREATE A CONNECTION
Interests & personal information
FOUNDATION Explain mentor-protégé roles, relationship CLARITY OF PURPOSE
& the mentoring process; Explain
expectations
ORIENTATION Orientation to the school, grade, REDUCE THE STRESS &
Department, staff, district & community INCREASE THE TEAM
FEELING
Orientation to new job responsibilities,
curriculum & expectations
COLLABORATION | Work together to prepare classroom for start | GOOD START, BUILD
of school TEAM, MENTOR SEEN AS
A CARING HELPER
Mutual sharing of ideas, discovering how
room layout, management plan, and good
instructional environment support each
other & promote learning
PROBLEM Joint analysis of issues and problems DEVELOPMENT OF
SOLVING THINKING &
KNOWLEDGE
Development of options, strategies & plans
PERSONAL to implement & evaluate results
FRAMEWORK Building a strong mentor-protégé MENTOR IS SEEN AS
relationship TRUSTWORTHY & AN
OPENNESS IS CREATED
Reinforce protégé self-esteem & confidence
Explore each others dreams for teaching,
PROFESSIONAL views & strengths as teachers & as persons
FRAMEWORK Discovering the “big picture” such as: MENTOR SEEN AS A
MODEL & PROTEGE IS
1. planning activities as a sequence INCREASING SKILL,
INSIGHT
2. assessing learning and adjusting
instruction
3. worrying less about following
lesson plans & more about
accomplishing a lesson’s purpose
PROFESSIONAL Building a 2-way coaching relationship PROMOTE MENTOR &
DEVELOPMENT where mutual feedback and support for PROTEGE GROWTH
learning is the norm
TRANSITION Building a peer relationship, promoting the | PROMOTING MENTOR &
protégé’s ability to work independently, but | PROTEGE INTER-
maintaining support for each other’s growth | DEPENDENCE

Promoting learning & support links with
other staff, creating a broader team concept

For additional mentoring information, please visit www.mentors.net




MENTOR’S EXPECTATIONS FOR THE MENTORING RELATIONSHIP

As your mentor:

— | will be available to you. — Although | do not have “dall the
answers,” | will help you frame
— 1 will help support and the questions that will lead you
encourage you in managing to your own answers and
your workload, and setting up questions.
routines.
- | will share with you and
— We will work together to solve demonstrate what | have
problems related to your care- learned about working with
giving career that are important young children,

to each of us.
- | will treat everything that occurs

— We will treat each other with in our mentoring relationship
respect, for example, by with confidentiality.
keeping appointments,
completing assignments, and — We will learn from and with
meeting other agreed-upon each other.
expectations.

— | will not interfere with your

— | will observe your interactions relationships with your supervisor

with children and provide you or clients,

with feedback that will help
inform your teaching practice.

Source: Adapted with permission from Saphier, J. and R. Gowner (1987), The Skillful Teacher.
Building Your Teaching Skills. Carlisle, MA: Research for Better Teaching.

The Early Childhood Mentoring Curriculum A Handbook for Mentors * Page 66




Questions to Promote Reflection

Can you talk more about that?
Why do you think that happened?

What evidence do you have about that?

U

What do you need?

What have you tried before?
Why did/didn’t it work?

What does this remind you of?

What if it happened this way?

What do you want to happen?

N
N
-
— How else could you approach that?
-
— How could you do that?

N

When is the concern most pronounced?

Affirmations to Support Reflection

— You can find a way that works for you
when you are ready.

— You can change if you want to.
— You can grow at your own pace.

— You can know what you need and ask for
help.

— You can experiment and explore. | will help
you.

— Your needs and reflections are important.

— | like talking to you.

Adapted with permission from Newton et al.
(1994, “Activity 1-11, Handout,” 1-115,

The Early Childhood Mentoring Curriculum A Handbook for Mentors * Page 38
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Helping New
Teachers Cope

Effective mentoring brograms respond to the needs of .
new teachers by providing practical advice about the basics.

L

Cynthia Simon Millinger

eteran teachers wear their o p 3 L v

first year of teaching as some- . :

thing of a “red badge of {

courage.” Reminiscing about i \

those times, we often roman- | 7|
ticize the marathon workdays that led !
to laryngitis and the continuous exhaus-
tion that made us susceptible to every
cold, not to mention the student who
never quite learned how to raise his
hand or the parent who had our home y
phone number on speed dial. Luckily, e
there was also the mentor who helped O
us get through it in one piece.

Or was there?

Perhaps you, like so many other
teachers, recall spending your first year
overwhelmed and bleary-eyed day after
day with no one to whom you could
turn. In a qualitative study that looked
at why first-year and second-year
teachers migrate from one school to
another or leave teaching altogether, attributing their departure to a lack of and financial investments in people
one participant said she felt isolated, as appropriate administrative support who may not stay long enough to give
though she had a “phantom mentor” at (ngersoll, 2002). Nearly one-fourth of something back.
best Johnson & Birkeland, 2003). She, new teachers leave the profession after Currently, 16 states require and fund
like many others in the study, found the  only two years, and one-third leave after  induction programs for new teachers
lack of support so detrimental that it three years (Ingersoll, 2002). With such (Ansell & McCabe, 2003), but not all
ultimately drove her to leave her school,  a high rate of teacher attrition, adminis- such programs make a difference in
and her students, behind. trators must continually work to fill new teacher satisfaction. A study of

. their staff vacancies, a task that takes Massachusetts teachers found that
Teacher Attrition them away from other crucial areas of school schedules often lack significant
This situation is not unusual. In the need, such as staff support. Principals joint planning time for teacher and
1999-2000 school year, approximately find school culture difficult to establish, mentor and that the values of such
500,000 public and private school students consistently get inexperienced collaboration are not embedded in the
teachers left the teaching profession, teachers, and the school community school culture, leaving many novice
with more than 123,000 of them hesitates to make significant personal teachers on their own (Johnson et al.,

g

© Wilt HaryPhotoEdit tnc.
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2001). Even when circumstances are
more conducive to developing these
partnerships, mentors arc frequently
given little more direction than to “help
out” the new teacher, and many experi-
enced teachers have been at the craft for
so long that they have forgotten what
they did not know at the beginning.
Moreover, most programs ask mentors
to make significant contributions of time
and energy but fail to acknowledge their
efforts with either monetary compensa-
tion or formal recognition.

A Principle-Based Program
Reversing this trend of new teacher
attrition requires finding cost-effective
ways to give teachers opportunities to
grow, to learn from their mistakes, and,
most important, to ask for help. Estab-
lishing a principle-based mentoring
program can improve the level of
support that new teachers receive,
decreasing the likelihood of attrition.

A study of new teachers in New
Brunswick, New Jersey, found that 18
percent of teachers trained in traditional
college programs left the profession
after their first year of teaching, but only
5 percent of thosc whose induction
programs included mentoring decided
to leave (Gold, 1999).

An effective mentoring program
requires great effort on the part of expe-
rienced teachers, but only five states
currently pay mentors for their time
(Ansell & McCabe, 2003). To attract
experienced teachers to do this impor-
tant work, schools need to demonstrate
to mentors that there will be other
advantages to offering their expertise,
such as feeling like professionals and
receiving respect for sharing ideas and
resources (Johnson & Birkeland, 2003).

As a former mentor and mentec, 1
have experienced the benefits and chal-
lenges of both roles. In 2 yearlong
teaching intemnship, 1 worked with two
very different mentors. As English
department chair in a school with no
established mentoring program, 1
mentored three English teachers who
were new to the profession. The tools
that | created to address these teachers’
emerging needs yielded a framework for

4 INENLUTNG Prograiil Dult un W Vst
principles: Codevelopment and collabo-
ration, Observation and feedback, Poli-
cies and systems, and Encouragement
and support (COPE). A review of
research on the support needs of new
teachers reveals that such a four-part
structure ensures that new teachers are
better able to “cope,” and it helps them
learn more quickly than the trial-and-
error approach. Studies also show that
by revisiting basic teaching principles
with mentees, mentors often refresh
their own instruction with successful
strategies and techniques (Holloway,
200D).

‘ Team teaching encourages
new teachers to experiment
without fear of serious

consequences.

An effective mentoring program
should meet two important conditions.
First, both mentor and mentee must
have clearly defined and actionable
roles and responsibilities. Second, both
mentor and mentee must stand to gain
from investing themselves in the
process.

Codevelopment

and Collaboration

Using the first principle in the
process—codevelopment and collabora-
tion—colleagues can be effective peer
teachers by working with one another
rather than for one another. This kind
of relationship enables the new teacher
to more easily obtain the information
that he or she requires. But such part-
nerships can be hard to come by.

For example, a few weeks before 1
started my first teaching job as a middle
school English teacher, a soon-to-be
colleague graciously offered to send me
copies of his materials from the courses
that 1 was scheduled to teach. It must
have taken him days to compile the
multiple four-inch binders filled to the

Skl AR s hobictns, s TTEDE, poiases
and assignments. Although a second- ¢
third-year teacher might have consid-
ered this a goldmine, I was flabber-
gasted by all the information that 1 was
expected to learn and teach.

My colleague was trying to be
helpful, but at that particular moment
those binders were useless to me. Not
only could I not conceive of the third
quarter, I couldn't even think about the
third week. Also, I had no context for
using the materials. My colleague had
spent a tremendous amount of time and
energy collating resources for me when
he could have been preparing for his
own classes. Neither one of us was
better off.

Codeveloping and collaborating on
the learning process are far more
helpful to the mentee and make wiser
use of the mentor’s time. For example,
having a conversation about an appro-
priate curriculum for the first week of
school is far less time-consuming for a
mentor than gathering a year's worth nf
materials, and it is also far more use
to the mentee. Many new teachers a.
unaware that they are not expected 10
dive into curricular content the first day
of school and that many effective
teachers spend the first several days
focusing on establishing expectations
and classroom procedures and creating
a positive environment (Wong & Wong,
1998).

As mentors help new teachers plan

d

their classes in great detail by asking

questions, soliciting ideas, and guiding
them through potential problems,
mentees will begin to grasp the process

-of planning effective instruction. New

teachers may not realize that a good
way to construct a lesson is by starting
with the desired end result. They should
ask themselves some important ques-
tions: What do I want my students to
know when they leave class today? How
will 1 know that they have learned it?
What must they experience to under-
stand this concept? How can 1 help
guide them? How can they help ¢
another? What will I do if a studen.
group of students is not engaged in the
lesson or does not understand the ideas?
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In future interactions, the new teacher
will likely ask for techniques and strate-
gies as opposed to ready-made handouts
and worksheets.

As mentees become more comfort-
able in their classrooms, they may have
ideas for improving their instruction,
but specific strategies may seem rather
daunting to undertake.
Mentors should offer
relevant materials and
guidance, but if new
teachers still hesitate to
implement these strate-
gies, team teaching—
which encourages new
teachers to experiment
without fear of serious
consequences—can be
an excellent solution.
Codevelopment of
resources for coteaching
enables new teachers to
see how experienced
teachers organize their
thinking and structure
their lessons, whereas
veteran teachers benefit
by having the opportunity to decon-
struct their own teaching and carefully
reexamine a critical process that has
perhaps become automatic.

Observation and Feedback
During their first few weeks and
months of teaching, most new teachers
are simply trying to stay afloat, generally
being more concerned with content
than process. The better they are at
classroom management, however, the
more their students will learn. Because
new teachers may be reluctant to
conduct a lesson under the eyes of a
veteran teacher, mentors can invite
mentees into their own classrooms to
give the beginners an opportunity to
see a lesson from another perspective.
Before the class begins, the mentor
should give the mentee a focal question
and offer objective ways to record
observations. For example, the mentor
might be unsure of whether or not he
or she is including all students in class
discussions. The mentee can keep a
tally of how often each student partici-
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| Mentors can share stories l

of difficult teaching days,

times they made mistakes
but bounced back.

pates during the lesson and, after class,
the two teachers can analyze the data to
determine how the mentor can improve
his or her practice. Does the teacher
favor students in the front of the class-
room? If s0, perhaps the students
should sit in a circle instead of in rows.
After the mentor implements this new
strategy, the mentee should observe
another lesson to see whether the
strategy has the desired effect.

In this way, new teachers begin to
view observation as an opportunity to
be fesearchers in their own classrooms.
They no longer perceive observers as
threatening outsiders who subjectively
critique their performance, but rather as
resources that can aid them in exploring
a particular aspect of their instruction.

Policies and Systems

Recognizing that new teachers will be
unfamiliar with the school’s procedures,
administrators usually provide a school
handbook for reference. Although these
pages may explain what to do in case of
a fire drill and when parent-teacher

conferences will be held, they rarely
include the trivial, but nevertheless
important, information new teachers
.should know—for exampie, what to do
if the copier breaks or what most
teachers do for tunch.
A school year abounds with a variety
of unique events and unpredictable situ-
' ations for which there
are often particular rules
and procedures. Policies
regarding nonurgent
matters should be
discussed only when the
related situation is immi-
nent because people
more readily absorb
information when it is
immediately applicable
and useful. For example,
where to line up one’s
students for the Thanks-
giving assembly is not a
' helpful discussion in
1 " § September. Because
il £ situations invariably
¥ 4 © will arise when new
N teachers can benefit
from information and support, it makes

- Sense to sustain mentoring programs-

throughout the school year.

Mentors can also help new teachers
by sharing systems for organization,
management, and instruction. Learmning
how to collect homework, keep anec-
dotal notes, or create portfolios can take
up a great deal of a new teacher’s time.
Instead, mentors could walk mentees
through their current practices and let
mentees use those templates as a
starting point, to modify as needed.

Mentees will benefit from informa-
tion about how to organize a grade
book, keep track of attendance, or
establish a discipline system. Mentors
can benefit from this exchange as well.
At the beginning of one school year, 1
shared with a mentee my method for
recording class participation, grades,
and missing assignments. The fact that |
kept everything on paper made it time-
consuming to calculate averages
throughout the quarter, however, and if
I decided after the fact to weight a
project differently, I needed to recom-



pute the final grades. My mentee
resolved these issues by locating an
online grade book. 1 gained new skills,
and she had the opportunity to share
some of her knowledge.

Encouragement and Support
A special education teacher of my
acquaintance recently left the public
high school where she taught and
started work at a private middle school.
As is often the case for new teachers,
she was simultaneously filling multiple
roles. After only three weeks of
teaching, she felt just as exhausted as
she had felt her first year in the profes-
sion.

Her supervisor noticed both her hard
work and her fatigue and told her to
take the next day off. Her assignment
was to rejuvenate. She was stunned. No
administrator had ever acknowledged
her contributions in this way. She was
so grateful for this generous deposit into
her “emotional bank account” (Covey,
1989) that when she came back the
following day, she was energized to give
her best.

Although getting a day off for
personal rejuvenation may not always
be feasible, new teachers can benefit
from a number of similar support strate-
gies. Mentors can help photocopy mate-
rials or decorate a bulletin board. They
can share stories of difficult teaching
days, times when they made mistakes
but bounced back. New teachers often
believe that they are the only ones who
struggle in the classroom. Hearing from
someone that they are not alone—
especially, someone they respect and
admire—can help them through diffi-
cult times Johnson & Birkeland, 2003).

At one school in which I taught,
administrators convened a monthly
lunch for new teachers at which the
novices could discuss their progress.
Occasionally, a second-year teacher
joined us to speak about how things got
better-—or, sometimes, about how
things at least did not get worse.
Regular meetings of this type help foster
professional and personal relationships
among new teachers and keep them in
the classroom.

Learning to Cope

The first year of teaching is full of
extraordinary challenges, and a
Darwinist ideology only makes it more
likcly that novices will leave the field.

Supporting new teachers requires signif-

icant time, energy, and other resources,
but an effective mentoring program can
benefit veteran teachers and novices
alike. Teachers with greater job satisfac-
tion are less likely to leave the field, and
this increased retention will lead to a
more stable school community and a
climate of instructional improvement. &
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