
Triage Strategies
Operating Schools in the Face of Teacher Shortages

We recognize that every learning environment faces challenges related to staffing, and for many, there
is an immediate need to identify ways to successfully operate in spite of current or predicted teacher
shortages. Depending on the immediate needs of your learning environment, you might find that the
long-term transformations described in this resource are not immediate enough.

To triage the acute challenges many schools and systems are feeling now, we’ve compiled strategies to
help your school run (as well as possible) with fewer adults and to alleviate teacher burnout.

Though these strategies can help in this challenging time, they are not long-term solutions and
should be just one part of a larger strategy to transform the profession. Allow them to sow the
seeds for larger and more long-term innovations like those we describe later in this resource. Doing so
will help you both respond to the immediate needs and begin to address long-term satisfaction and
retention. For more information on current national efforts to address the teacher shortage, read how
the U.S. Department of Education is answering Education Secretary Cordona’s call to action.
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https://www.ed.gov/coronavirus/factsheets/teacher-shortage


Triage strategies to make it work with fewer adults.

Strategy Examples and Resources

Ask parents, community members,
or high schoolers to volunteer time
to fulfill non-instructional roles.

» Charlotte-Mecklenburg Schools’ (NC) volunteering process.
» School volunteers receive paid leave in New Jersey, North

Carolina, and Oklahoma.
» High school students assist as custodians, cafeteria

workers in several districts.

Leverage emergency-credentialing to
hire more adults, such as
substitutes.

» States take legislative action to increase the substitute
pools.

Rehire retirees. » New Jersey’s plan to rehire retirees.
» States take legislative action to rehire retirees.

Leverage temporary, additional
funding streams.

» The Lansing School District in Michigan and at Spokane
Public Schools in Washington increase pay.

» Leverage federal funding.
» Secretary Cardona’s call to action and funding suggestions.

Leverage national service programs. » AmeriCorps and City Year can supplement staff.

Restructure the school day or week
to account for vacancies and
mitigate burnout.

» Rowland Academy in Harrisburg, Pennsylvania, compresses
school day to account for vacancies.

» Schedule to free up time: virtual learning days, blended
learning, interdisciplinary projects, late start or early
dismissal.

Leverage blended, hybrid, and/or
remote learning modalities where
possible.

» Oklahoma’s plan builds in remote learning days to their
school calendar.

» Tech tools to drive engagement in hybrid or remote
learning environments.

» Dallas ISD’s personalized and blended learning toolbox
and more suggestions.
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https://www.cms.k12.nc.us/cmsdepartments/cpfe/volunteers/pages/default.aspx
https://casetext.com/regulation/new-jersey-administrative-code/title-4a-civil-service/chapter-6-leaves-hours-of-work-and-employee-development/subchapter-1-leaves-of-absence/section-4a6-124-school-volunteer-leave
https://governor.nc.gov/news/press-releases/2022/01/12/governor-cooper-announces-policy-allowing-state-employees-use-volunteer-days-provide-support-schools
https://governor.nc.gov/news/press-releases/2022/01/12/governor-cooper-announces-policy-allowing-state-employees-use-volunteer-days-provide-support-schools
https://law.justia.com/codes/oklahoma/2014/title-74/section-74-840-2.24/
https://www.nprillinois.org/2022-03-19/with-a-shortage-of-staff-students-are-stepping-up-to-become-employees-at-school
https://www.pbs.org/newshour/education/schools-across-the-country-are-struggling-to-find-staff-heres-why
https://www.ecs.org/wp-content/uploads/State-Information-Request_Substitute-Teacher-Pay.pdf
https://www.nj.com/education/2022/01/retired-nj-teachers-can-go-back-to-work-while-collecting-pension-under-new-law.html#:~:text=Gov.,jobs%20in%20New%20Jersey%20schools.
https://www.ecs.org/wp-content/uploads/State-Information-Request_Substitute-Teacher-Pay.pdf
https://www.wilx.com/2021/12/09/lansing-school-district-offers-300-daily-wage-substitute-teachers-its-biggest-schools/
https://www.krem.com/article/news/local/spokane-public-schools-substitute-teacher-pay/293-74b9a807-a5f2-4f02-976d-59537f9b811d
https://www.krem.com/article/news/local/spokane-public-schools-substitute-teacher-pay/293-74b9a807-a5f2-4f02-976d-59537f9b811d
https://www2.ed.gov/documents/coronavirus/arp-teacher-shortages.pdf
https://oese.ed.gov/files/2021/12/21-0414.DCL_Labor-Shortages.pdf
https://americorps.gov/sites/default/files/document/Leveraging-National-Service-in-Your-Schools.pdf
https://www.pennlive.com/news/2022/02/teacher-shortage-forcing-harrisburgs-rowland-academy-to-shorten-its-school-day.html
https://www.hbgsd.us/cms/lib/PA50000648/Centricity/Domain/4/Rowland%20Academy___Reminder%20Parent%20Notification%20Schedule%20Change_3_2022.pdf
https://www.hbgsd.us/cms/lib/PA50000648/Centricity/Domain/4/Rowland%20Academy___Reminder%20Parent%20Notification%20Schedule%20Change_3_2022.pdf
https://unlockingtime.org/time-strategies-for-schools/use-virtual-learning-days
https://unlockingtime.org/time-strategies-for-schools/implement-blended-learning-to-personalize-learning
https://unlockingtime.org/time-strategies-for-schools/implement-blended-learning-to-personalize-learning
https://unlockingtime.org/time-strategies-for-schools/dedicate-a-week-for-interdisciplinary-projects
https://unlockingtime.org/time-strategies-for-schools/implement-late-start-or-early-dismissal
https://unlockingtime.org/time-strategies-for-schools/implement-late-start-or-early-dismissal
https://www.okcps.org/site/default.aspx?PageType=3&DomainID=4&ModuleInstanceID=88&ViewID=6446EE88-D30C-497E-9316-3F8874B3E108&RenderLoc=0&FlexDataID=14059&PageID=1
https://edtechmagazine.com/k12/article/2021/10/interactive-ed-tech-tools-help-drive-student-engagement
https://www.thepltoolbox.com/
https://edtechmagazine.com/k12/article/2021/10/these-tech-adjustments-can-help-k-12-schools-deal-staff-shortages


Triage strategies to mitigate the effects of teacher burnout when
you’re short on staff.

Strategy Examples and Resources

Ask teachers what they want and
need—and act on what they say.

» Consistent structures for feedback.
» CASEL’s staff shared agreements tool gathers staff input

on the school environment and culture.
» TNTP’s 30-second teacher survey does a pulse check on

what teachers want.

Hire counselors and school
psychologists to better support
students while offsetting the
responsibilities placed on teachers.

» Shocking statistics about states’ inadequate
student-to-psychologist ratios.

» Districts leverage federal relief funds to increase their
school counselors, among other suggestions.

» NYC’s wellness ambassador program that gets parents
involved.

Provide stipends and bonuses for
health and wellness.

» State policies that are leading the efforts around teacher
wellness.

» Read Mississippi’s School Employee Wellness guide.

Reward and praise teachers for their
accomplishments—and recognize
when praise is not a substitute for
pay.

» Systems that can help build a school culture of
appreciation.

» A NYC example of a city-level award for great teaching.

Compensate teachers for providing
coverage or taking on additional
responsibilities.

» Memphis-Shelby Public Schools’ supplemental pay
schedules.

» States’ approaches to different pay incentives.

Do away with non-essential daily
responsibilities to free up time.

» Advice from experts and research on how to de-prioritize
or streamline instructional strategies.

» Reducing the least productive tasks from teachers’ daily
schedules.
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https://www.ascd.org/el/articles/school-leaders-if-you-want-feedback-ask-for-it
https://schoolguide.casel.org/resource/creating-shared-agreements/
https://tntp.org/blog/post/how-a-30-second-survey-can-help-schools-retain-teachers
https://www.edweek.org/leadership/data-does-your-state-have-enough-school-psychologists-and-counselors/2022/03
https://www.edweek.org/leadership/data-does-your-state-have-enough-school-psychologists-and-counselors/2022/03
https://www.nea.org/advocating-for-change/new-from-nea/more-teachers-counselors-and-bus-drivers
https://www.nea.org/advocating-for-change/new-from-nea/more-teachers-counselors-and-bus-drivers
https://edsource.org/2020/state-funding-may-be-stagnant-but-schools-can-still-find-money-for-mental-health-services/635820
https://www1.nyc.gov/site/olr/wellness/wellness-ambassador.page#:~:text=Ambassadors%20are%20citywide%20leaders%20who,the%20City%20of%20New%20York.
https://nasbe.nyc3.digitaloceanspaces.com/2019/09/Faggert_Employee-Wellness-Final.pdf
https://nasbe.nyc3.digitaloceanspaces.com/2019/09/Faggert_Employee-Wellness-Final.pdf
https://www.mdek12.org/sites/default/files/documents/OCN/entireguide.pdf
https://www.ascd.org/blogs/building-a-school-culture-of-appreciation
https://www.ascd.org/blogs/building-a-school-culture-of-appreciation
https://www.schools.nyc.gov/about-us/vision-and-mission/big-apple-awards
https://www.scsk12.org/hr2/page?PID=1705&PN=Supplemental%20Pay&DID=243
https://www.scsk12.org/hr2/page?PID=1705&PN=Supplemental%20Pay&DID=243
https://www.nctq.org/blog/How-are-districts-and-states-using-pay-to-staff-high--need-schools-and-subjects
https://neu.org.uk/advice/tackling-workload-together
https://neu.org.uk/advice/tackling-workload-together
https://www.theguardian.com/teacher-network/2017/jul/19/tips-to-help-schools-reduce-teacher-workload

