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Thank you for inviting me here today. 

I’m here to tell you three main things:
One: Students actually can have a great teacher in every classroom.
Two: We can offer vastly better pay and career opportunities to the state’s teachers, paying them 20 to 100% more than today’s average.
Three: This state’s economy alone would benefit by billions of dollars if we do those things. 

I’m going to talk about how schools can meet these goals by creating what we call an “Opportunity Culture” for teachers and students.
And I’ll share thoughts about a total pay package that would support an uplifting culture of excellence for all  teachers in North Carolina.


Great Schools & Teachers Beat the Odds
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Let me start by talking about why it’s so important for students to have great teachers, every year. We now know that there are teachers who achieve far better outcomes with whole classes of students, regardless of background, and they do it pretty consistently. 
So, what we’ll keep talking about is how we can get more schools and teachers like that, and how we can empower them to help more kids and their peers achieve excellence, too.
Because why shouldn’t every student have teachers like that, every year? 
That might have sounded like an impossible goal in the past.
The future is different. We can meet that goal. 
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J=2z| A Tale of Two Students: Grades 1-8

Two Years
Ahead

Two students start 1st grade two

years behind:

* One has excellent teachers every
year, and achieves honors.

 The other has good, solid teachers
every year—and stays behind.

Still Two Years
Behind
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And this is why we have to: because these excellent teachers change students’ lives forever.  
[Right now, schools are mostly measuring students’ core academic learning. We need to get better at measuring higher-order thinking, and the competencies that students need to use knowledge. But meanwhile, today we know that teachers vary enormously on academic outcomes, and these outcomes make a huge difference for students.]
Think of two students, both starting out two years behind when they start first grade. What if one of them had a great teacher—a teacher in the top quarter of all teachers—every year in a subject like math?  We know that these great teachers on average get about a year and a half worth of progress with their students in just one school year. So at the end of middle school, that student with the excellent teachers wouldn’t be behind any more, and in fact he’d be two years ahead of grade level. An honors student.
Even if the other student had good, solid teachers consistently, and made about a year’s worth of progress each year, at the end of middle school, she’d still be two years behind grade level, and four years behind her peer in this picture.  
Interestingly, research also shows that teachers who are great at raising students’ test scores also excel at developing their higher-order thinking.


Middle and Top Students Need Excellence
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Excellent teachers matter not just for closing gaps, but to keep advanced students moving ahead. 
Other nations are paying more attention to this than ever.
Today, what our advanced students learn is closer to what students in the middle learn in some top-performing nations. Our advanced kids could also leap ahead to meet the rising global standards, if they had excellent teaching year after year.


Can Best Help More Students & Peers?
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But the reality is that only about a quarter of classrooms have teachers who achieve this kind of gap-closing, leap-producing learning.  
Now, these slides make many people feel uncomfortable.  
They made me uncomfortable—until Public Impact started looking at the same kind of numbers in other professions.
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When we did that, we learned that across all kinds of complex professional jobs, similar to teaching, there is a big difference in outcomes among professionals, even people with the same degrees and qualifications. 
Professionals at the 84th percentile, which in less wonky terms means better than 83% of their peers, achieved outcomes that were 48 percent above average. [That’s one standard deviation up from the average, for those of you who are mathy.]
That’s 48 percent better surgery success rates, lawyers’ wins, dentists’ billings—whatever organizations were measuring to determine success, different in every job.
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Nearly Identical

“Distribution”
of Outcomes 50% Gain in the
Outcomes
Measured Today ...
. - Likely in Any That

Schools Measure

Average 84t percentile*

* Assuming a normal distribution of outcomes. Source: Hanushek, Eric A., “The Trade-off between Child Quantity
and Quality,” The Journal of Political Economy, Vol. 100(1), Feb. 1992, p. 107.
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When we look at measured learning growth in teachers’ classrooms, we see an almost identical picture. Students with teachers at the 84th percentile learn half a year more annually than students of teachers right in the middle. That’s 50 percent above average.  
Why focus on the top 25 percent and not the top 16 percent of teachers? Here’s why:
84th percentile is roughly the average of the top 25 percent. Even at the 75th percentile, teachers produce an average of 1 1/3 years of growth—enough to close gaps rapidly.
Below that, it becomes much harder for students to catch up or leap ahead.  
You might think, “An extra 1/10th of a year of learning, or about a month, is pretty good.”  But a child who starts one year behind would need about 10 years of that to catch up.  
By that time, a student who is behind has already learned to fail.
What can we do to move this curve, to help more teachers and students excel? 
The cross-sector researchers thought being selective at hiring is the key.
So we asked ourselves what schools could do to be more attractive to teachers like that. 
We also asked what else schools could do to increase great teachers’ impact and help teachers in the middle produce learning like those at the top. 
Answering these questions means thinking very differently about schools and the teaching profession than the nation has been over the last 40 years.
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Average Teacher Salary

Where else did the money go?
e Some: Necessary investments in ESL and special-needs teaching.
e Other: More jobs, but not higher-paid teaching jobs ...
* But other professions differentiated roles and pay more than ever ... adding
paraprofessionals to save time and full-accountability team leaders.
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Since 1970, per-pupil spending on education has risen significantly. 
But over the same period, average teacher pay per hour has stayed …  flat.
Of course, over the same stretch of time, the job of teachers has gotten harder. We now rightly ask teachers to meet individual students’ needs in diverse classrooms. And we want to see results—which now include thinking and problem-solving skills, not just the basics.
And other professions have gotten more competitive. They now offer pay and career opportunities that vastly exceed those in teaching, especially to better performers.
Meanwhile, in contrast to other professions, teaching remains mostly a solo practice.
Schools stick teachers in classrooms by themselves and expect them to improve all alone. 
Great teachers can’t help peers succeed or lead in their schools and the profession.
Teachers who want to increase their impact have to leave the classroom.
And far too many of them leave public schools altogether, jumping into other fields where their excellence is recognized.


A Better Way for Students & Teachers?
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So we asked: Can we offer something far better for everyone?
A teaching career that offers the potential for higher pay, multiple career paths, on-the-job development, and empowered teachers?
And great teaching for all our students?


New School Models
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Not if we leave schools working like they do now.  
We need new school models—models that use new roles, new schedules, and child-appropriate technology to reach all students with excellent teachers and their teams, with plenty of time for planning, collaboration, and on-the-job development.  
In these models, excellent teachers can extend their reach to more students directly or by leading teams. In these teams, good teachers can perform like great ones more of the time, because they can play to their strengths, and their team leaders and colleagues can help improve their practice even more.
And that’s how schools can choose to have a great teacher responsible for every classroom. The Public Impact team that has been developing these models calls this an “Opportunity Culture,” and teachers in North Carolina schools and across America are re-envisoining their schools….using models like these….


''''''''''' Multi-Classroom Leadership

Teachers with leadership skills both teach and lead teams of
teachers & assistants, sharing strategies and best practices.
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The teacher-leader determines how students spend time and
tailors teachers’ roles according to strengths. Accountable for
the results of all students in her “pod,” she earns far more.
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In Multi-Classroom Leadership, teacher-leaders lead teams of teachers and take full responsibility for all students in multiple classrooms. Team teachers can focus on what they do best. New paraprofessionals on these teams save the teachers time and supervise students so that teaching teams can collaborate during the school day. Multi-classroom leaders are chosen for their leadership competencies, not just their content knowledge.
Take Kristin Cubbage, a multi-classroom leader at Ashley Park school in Charlotte. Ms. Cubbage teaches a group of elementary students every day, but spends most of her time helping four other teachers improve their craft day in and day out.  By leading a team, Ms. Cubbage reaches 165 students, not just one classroom’s worth.  
This model lets schools place an excellent teacher in charge of every student’s learning.  And in Charlotte, multi-classroom leaders can earn $20,000 or more above the salary schedule for taking on this added responsibility. 
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Excellent teachers specialize in high-priority subjects and the most
crucial, challenging roles.
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Teammates take care of students the rest of the time and cover
administrative paperwork. Specializing teachers instruct up to three
times the students, earn more, and gain time for planning,

development, and collaboration.
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Another model is Specialization, in which elementary school teachers specialize in their best subjects or subject pairs—math and science, or language arts and social studies, for example. The best math teacher at a grade level can reach all the students in that grade, not just a single classroom, without increasing class size or decreasing the instructional time for any student—and the teacher can earn 20 percent or more extra.
And with careful scheduling and adding a paraprofessional to the team, specialists can also find many hours in which to plan and collaborate to improve.
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Students spend part of the day engaged in age- and child-appropriate
digital learning.
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Digital instruction and offline work—as little as an hour a day—
replace enough teacher time that they can teach more students, plan
more, and earn more. Teachers use face-to-face teaching time for
higher-order learning and personalized follow-up.
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A third model is what we call Time-Technology Swap. Students spend a portion of time learning digitally—as little as an hour daily. This lets teachers teach more students without needing to increase class sizes, and without reducing higher-order instructional time. If scheduled correctly, teachers can gain planning and collaboration time, too.  This model lets great teachers reach between 33 and 50 percent more students.  And teachers can earn 20 percent or more above typical teacher pay.  
Students actually do not have to spend all of their “digital learning” time online. They also can engage in offline skill practice and project work.
Romain Bertrand is another Charlotte teacher—a multi-classroom leader at Ranson Middle School—who’s also using this “blended learning” to help himself and his team of math teachers reach more students successfully. Last year, Mr. Bertrand, starting in January, took responsibility for the school’s whole math department, and he took student growth from the bottom to near the top of the district growth rankings.
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Remotely Located Teaching
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Finally, remote teaching—in which a great teacher who’s down the hall or across the state can reach students anywhere using two-way video and other technology. Students still have on-site learning coaches teamed with the remotely located teacher. In this day and age, students should have access to great teachers wherever they live. [This model can help in hard-to-staff subjects that a school might not otherwise offer, or offer only online.]
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J=2E" Opportunity Culture Principles

School teams of teachers & school leaders choose models
to:

1) Reach more students with excellent teachers and
their teams

2) Pay teachers more for reach....
3) ...within regular budgets

4) Provide planning and development time at school

5) Match authority and accountability to teachers’
responsibilities
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As Opportunity Culture teams of teachers and school leaders redesign their schools, they’re working  toward these principles:
Reaching more students with excellent teachers and their teams
Paying teachers more for reach…
…within regular budgets—not temporary grants
Providing planning and development time at school 
And matching authority and accountability to teachers’ responsibilities
When schools follow these principles, teacher pay increases significantly, teaching jobs become more attractive to current teachers and applicants, everyone feels more supported at work, and schools can then be more selective about who teaches. Charlotte-Mecklenburg, like other Opportunity Culture schools, saw a huge recruiting effect—about 30 applications for every open slot, even in high-poverty schools.


Why Shouldn’t Teachers Earn More?
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Now one thing I’ve mentioned several times is that these models enable teachers to earn more for taking on new roles. That’s on top of whatever pay schedule already exists—a traditional or new pay scale.  
The models I’m talking about all create savings that make it possible to earn higher pay, within existing budgets—by redirecting more of the funding schools already have into teachers’ pockets, where it belongs. 
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Primary Methods:

e Replace a team-teaching position with a
paraprofessional

e Shift some non-classroom teaching specialists back
to classrooms (not ESL and special needs)

Other Options Schools May Choose:

e Reallocate other spending

e Reduce new facilities costs (fewer walls)

e Offer team-teaching roles with shorter work hours

e |ncrease class sizes slightly (within limits, and by a
teacher’s choice)
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Here’s how: 
There are six main ways schools can choose to use current budgets to pay teachers more. Schools will use these first two strategies the most: First, replacing a team-teaching position with a paraprofessional, which saves money and also team teachers’ time. Second, shifting some non-classroom teaching specialists back into classroom reach roles, but for higher pay (except for ESL and special needs).
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PrOJect LIFT: Paying Teachers More

e MCLs: $16,000 to $23,000 more
(35—-50% more than state average)

e Subject Specialization/Time Swap
teachers: $4,600 to $9,200 more
(10—20% more than state average)
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Reallocate that money as Charlotte-Mecklenburg has, and here’s the bottom line:  Multi-classroom leaders earn $16,000 to $23,000 above the salary scale, and teachers using subject specialization or time swaps earn $4,600 to $9,200 more. 
Those are pay bumps of 10 to 20 percent above average NC teacher pay for elementary specialists or time swap teachers, and 35 to 50 percent for MCLs. 
Schools can build a culture of excellence by recognizing and rewarding their top teachers for increasing their impact, for sure.  
But team roles played by teachers who are still striving for excellence are critical, too, in these models. 
When a district moves beyond the pilot phase to implement an Opportunity Culture at full scale, it can actually pay all of its effective teachers more, not just the best. 
Each district—led by the teachers on each school’s design team—must decide how to spread the savings among teachers playing different roles.


Advancing While Continuing to Teach
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Beyond pay, these models benefit teachers in other ways—opening opportunities to advance while continuing to teach… to lead… and help others succeed.



Culture of Excellence for All Teachers
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School-Day Time

e for Collaboration

e for Planning

« for On-the-Job Learning
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And to gain more time during the school day to collaborate, plan, and learn.
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Charlotte was the first Opportunity Culture site, but already this spring, school teams in several states will be making the same decisions.
Charlotte continues to lead, though, by now being the first district in the country aiming to spread these models to schools across the city.
If more districts in North Carolina join, they can help one another build a statewide commitment to excellence in teaching and learning. 
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* Incentivize Opportunity Culture transition: temporary cost
achieves higher pay for most.

10% for other increases combined:

— All pay is too low, so increase across the board

— Shift more pay earlier in careers

— Highly effective teachers skip steps, e.g., skip 2 steps up to 5 times;

“year 15” pay possible by year 6. Any teacher can achieve, any year.

— Pay more for working in hard-to-staff schools

— Optional only if step-skipping and large Opportunity Culture increases
are available: advanced degree and STEM supplements

* The tab: ~$450 million for top-third pay in nation, best in
nation for better teachers

e Optional higher investment: Raise the roof. More years of step-
skipping for highly effective teachers = faster ascent and higher
top pay for consistently highly effective teachers.

© 2014 Public Impact OpportunityCulture.org |iUB”C Il”f::il 22
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Now, these models aren’t the only thing North Carolina needs to do to raise teacher pay.  We have a unique perspective, because we know how hard good, solid teachers work just from looking at the data about how much time they spend on the job—weeks over 50 hours on average. But we also know everything else we’ve told you today about the importance of excellent teaching. 
Great teachers need good, solid teachers on their teams to help more students. Good teachers need to feel hopeful—that they can contribute to excellence for all students. 
Pay alone can’t make this happen. But how can pay support all of those goals?
First and most obviously, the state should incentivize and help districts to implement Opportunity Culture models that reallocate funding to higher teacher pay for new roles. 
We also recommend a 10 percent increase pool that can be used in a combination of three ways: across-the-board increases, higher early-career pay, and allowing highly effective teachers to skip steps on the pay scale. 
First, across-the-board increases: When pay is just too low in general, higher pay across the board is the simplest approach. North Carolina is just way too low. It’s not just a matter of who leaves or chooses not to work here. It’s a matter of how people feel about their work. Pay right now is a dis-satisfier, and that’s distracting to teachers on the job.
But there are other ways to shift the dollars and add to the system in ways that support a culture of excellence. 
One way is even higher pay for early-career teachers. Early-career professionals earn more, faster in other professions, peaking their pay, in real terms, at age 42 instead of their mid-50s as in teaching, according to Duke University research. Some of this can be funded by shifting late-career pay increases lower, but not all if early-career pay is much higher. 
Another way is step-skipping—allowing highly effective teachers to skip steps on the schedule and rise toward the top of the scale more quickly. For example, a teacher could skip 3 steps the first 5 years she is rated highly effective any time during a career. This provides hope and rewards to anyone who makes the leap in any year, and allows superstars to earn like a 15-year veteran as early as year 6. One goal here is to get great teachers past year 5 and help them commit to teaching as a lifelong career, because this is when so many people change their minds. 
Finally, paying teachers more for working in hard-to-staff schools is also a possibility. In a district that implements Opportunity Culture models, teachers still need a reward for doing a job that is, frankly, harder. No matter how great the school and its teachers, poor kids have personal struggles outside of school that persist. Teachers have to grapple with that consistently to succeed.
One other note: Typical advanced degree pay and hard-to-staff subject pay is dwarfed by the pay increases in Opportunity Culture models, but it’s really been a reasonable substitute without anything else to try. We can do better now. If degrees help teachers help kids and advance their careers, we think teachers will keep pursuing them.
All of these recommendations have costs. 
Opportunity Culture transition costs are temporary—we estimate five to six years if this state really goes for it. 
The rest of the ideas here are permanent cost increases that take advantage of a post-recessionary economy. 
But if through some combination of those other increases the state added 10 percent to teachers’ pay on average, and on top of that implemented Opportunity Culture models in just three-quarters of schools, North Carolina would be not just average but in the top third nationally in teacher pay … and better teachers would be at the top nationally relative to the cost of living. The headlines about North Carolina would change considerably, and better teachers nationwide would notice.
The cost: In North Carolina, this would take an investment somewhere around 40 percent of what it would take to get to top-third pay with plain old across-the-board pay increases. That’s $440 million versus $1.1. billion annually.



BUILDIMNG AN

OPFPORTUMITY
CULTURE FOR
AMERICA"S
TEACHERS

e

State-Level Opportunity Culture Pay Default

Reach Team Senior/Master | Multi-Classroom
Teachers Reach Teachers Leaders

Available to Effective Teachers Highly-Effective Highly-Effective
Teachers Teachers
(e.g., 2 /3 most (e.g.,2/3,0r3/4
recent years) most recent years)
Pay Premium 3-6% 10 -25% 30-100%
Role Summary Learn and Extend reach Lead team to
contribute to directly. excellence using
team extending Advanced teaching reach models.
reach role on reach team. Accountable for all
Mentor others. of team’s students.
Career Paths Move on 3 paths with advanced Advance by leading
instruction, mentoring, & commitment: more classrooms
e Elementary Specialist well, while teaching.

 Blended-Learning Teacher
e Expanded-Impact Teacher (low tech)
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The state can provide one or more default options for teacher career paths and pay in Opportunity Culture schools. Schools and districts would still need to ensure financial sustainability. 
Here is an example that would work, even in cash-strapped schools.
There are three basic roles:  
Reach-extension team teachers, who are consistently effective and who join teams that extend their reach to more students. 
2)  	Senior and master reach-extension teachers, who are consistently highly effective—two out of every three years, for example—and who are able to play advanced instructional roles on teams, like differentiated planning and instruction, and informal mentoring of peers. 
Both Reach Team Teachers and Senior/Master Reach Teachers reach more students directly. 
And 3) Multi-Classroom Leaders, highly effective teachers who continue to teach but who also fully  lead teams.  
Within budget, these teachers can earn pay supplements by using the reach models I explained. For example, schools can pay Reach Team Teachers 3 to 6 % more, Senior and Master Reach Teachers 10 to 25 % more, and Multi-Classroom Leaders 30 to 100% more. 
What do the career paths look like for these roles? 
The direct-reach roles have at least three paths: blended-learning teachers, elementary subject specialists, and expanded-impact teachers (ones who do a time swap without necessarily using technology). Teachers can move flexibly among these paths. 
Within those paths is a progression of levels, from contributing as a Reach Team Teacher, to doing advanced instructional planning, differentiation, and mentoring as a Senior or Master Reach Teacher. These teachers could also earn more for committing to these team roles for several years. 
Multi-Classroom Leaders advance by leading more classrooms while continuing to teach. Wider spans allow higher pay, but still leave time for these teacher-leaders to teach reduced loads and co-plan, co-teach, and develop their teams. 
We’ll be publishing lots of options for these paths soon. But the point here is that the state can offer default career path and pay options for districts. 


% £ IN.C. Policy Changes Needed for OC Scale

 Fund swapped positions at their full value

— Currently, schools can “trade in” state-funded teaching
or specialist positions for other roles, but the state gives
the school only the starting pay for a position, even if it
was a higher-paid job, reducing pay increase funds.
(Where does that excess money go, and why?)

* Allow more students to be assigned to good and
great teachers, as long as the ratio of students to
adults during instructional time stays in limits.

— Current law K=3 clings to one-teacher-one-class.

— Grades 4-12 have no rational limits ... and no incentive
for models that provide better teaching.
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Implementing Opportunity Culture models statewide will require two absolutely critical policy changes:
First, schools must be able to trade existing facilitator or specialist positions and regular teaching positions for dollars to pay teachers more for leading or contributing to Opportunity Culture teams. Today, a school has to trade in such a position—let’s say for an average of $46,000, the average teachers’ pay—for the starting pay for that position, let’s say $30,800. That would significantly reduce the pay increases schools can give teachers. I also have to ask: Where would that money go? Who in state government is going to spend it on something better?
Second, class size rules for grades K–3 must be carefully worded in new legislation to allow teams to teach more students as long as the ratio of students to adults during instructional time does not exceed current class size limits. That’s what is needed to add new paraprofessionals to teams to save teachers time but not increase class size during instruction. The language is murky at this point, and it’s possible that this will work out without legislation. But it’s a lot to ask a superintendent to tell some schools they are empowered to redesign their schools when they really aren’t. 
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As Charlotte is showing, there is no reason why North Carolina cannot put a great teacher in charge of every classroom.  
There is no reason why North Carolina cannot give teachers great career opportunities that pay.
My team has run the numbers, and the benefit to North Carolina’s economy of implementing Opportunity Culture models would likely be billions of dollars—and that means jobs. 
In the next 17 years, as current children and teens exit high school, these models alone would generate an estimated $4 to $7 billion in increased state gross domestic product.
Hundreds of millions of dollars would be added to the state’s fiscal coffers. 
Teachers in Opportunity Culture schools would earn between $100,000 and $1,000,000 more in their careers, in present-value terms. 
And students in Opportunity Culture schools would, conservatively estimated, graduate with an average of over three more years of learning under their belts. 
The positive impact on jobs, business recruiting, and access to local talent for those businesses would likely be very large.   
Better teaching, better learning, higher pay, and a stronger economy are all within reach, if the state’s leadership makes the commitment. 
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