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Problem Statement

There is a problem in K-12 public education. 

▰ Despite district’s focusing on the need to recruit and retain teachers, a high teacher turnover 
rate continues across the nation (Pierce et al., 2020).
▻ The demand for teachers is growing while the numbers of individuals entering the profession 

is declining (Redding & Nguyen, 2020).
▻ Many teachers who enter the profession leave within the first five years (Pierce et al., 2020).

▰ The impact of the COVID-19 pandemic has caused additional ramifications as 
teachers were required to teach in different ways.
▻ The challenges faced by educators during the COVID-19 pandemic have changed the way 

teachers approach learning and going forward, teachers will need to shift traditional teaching 
practices and include ways to exercise empathy and flexibility for all students (Crosby et al., 
2020).
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Research Questions

The research used qualitative methods using a case study 
approach to answer the following questions:

▻ What recruitment and retention challenges did K-12 
school districts face prior to the COVID-19 pandemic in 
March 2020 and what strategies did they use to 
overcome these challenges?

▻ How has COVID-19 affected the recruitment and 
retention of qualified teachers in K-12 school districts 
and what strategies will they use to overcome these 
challenges post-COVID-19 pandemic?
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Purpose

This case study builds on the challenges faced by school 
districts related to recruitment and retention of teachers 
and specifically, how that will change post-pandemic.
▰ This area of study is a growing concern across the 

country as districts struggle to hire qualified teachers.
▰ School districts are now faced with hiring teachers who 

can teach and respond post-COVID.
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Significance

The experiences of students and educators during the COVID-19 
pandemic will change future approaches to education.

▰ This case study expands current research related to teacher 
recruitment and retention challenges and 
incorporates strategies for hiring teachers post-COVID-19.
▻ The insights gained from this study allow school districts 

to adjust and adapt their recruitment and retention 
practices in a post-COVID world.
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▰ I interviewed 14 participants; 7 
participant pairs.

▰ Each participant pair was from the same 
K-12 public school district and included 
an administrator from the human 
resources department and an 
administrator from the teaching and 
learning department.

▰ The 14 participants selected represented 
a diverse cross section of the state of 
Minnesota which included an equal 
balance of demographical information 
(race, gender, etc.).

Case Study Overview
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Participant Data
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Study ParticipantsØ I utilized pseudonyms to protect 
participants’ identities and the 
identity of the school district.

Ø The participants were assigned a 
gender-neutral name that follows 
the same letter as their district’s 
assigned letter.

Ø Throughout the analysis of the 
study, I used they/their pronouns 
when sharing the findings to protect 
the identity of the participants.



Participant Data
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Participants District's with Demographics

Ø Each district was assigned a letter of the 
alphabet in alphabetical order.

Ø To determine classification of districts 
geographically, I utilized the definitions and 
information provided by the National Center 
for Education Statistics (NCES).

Ø NCES classifies territory in the United States 
based on four types –rural, town, suburban 
and city and then divides each of the types 
into three subtypes based on population size 
or proximity to populated areas (Geographic, 
n.d.).



Participant Data
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District Licensed Staffing Profile

Ø The Minnesota Department of Education 
collects demographic and staffing profile data 
on each school district. 

Ø Experienced teachers are defined as having 
more than three years of teaching 
experience.

Ø Teachers considered to have advanced 
degrees possess a master’s degree or more.

Ø Licensed teachers have a license or 
permission in the subject area of the courses 
being taught (MDE, n.d.).



Findings Overview
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Teacher Candidate Characteristics

All seven participants pairs shared that the characteristics districts are looking for in potential 
teacher candidates has not changed.

A common theme amongst interview participants was the lack of candidates in applicant pools as 
all seven participant pairs expressed the same sentiment. This limits what characteristics you are 
looking for. On average, post-COVID-19 applicant pools are thin.

To address the need for trauma-informed teaching, districts must employ teachers who are flexible 
and adaptable.

In general, having teachers who understand the needs of students, have a passion for working with 
children, and are willing to be a positive part of building culture are all key characteristics for 
teachers post-COVID-19.
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Recruitment Strategies

The main outlook on recruiting from a human resources perspective is to help and assist and be a 
liaison for administrators who are hiring. The Human Resources department trains administrators 
and supervisors to be professionals and gives them the resources they need to lead the hiring 
process in their own buildings.

▰Themes that emerged within the area of recruitment included the onboarding process, the 
lack of candidates, building relationships, and creative strategies for recruitment.
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Onboarding

The human resources department spends time trying to recruit and retain and manages the job 
cycle process from the moment the application is submitted to extending a contract to the 
prospective teacher candidate.

Handling the onboarding process through one department, like human resources, allows 
candidates to get onboard and connect with the right people as they build relationships within the 
building and district.
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Relationships

Recruitment happens through the personal relationships and connections made in various networking or recruitment programs.

Hiring teachers and filling positions builds the school team and the culture of the school district. Connections made through 
student teaching, job fairs, and people sharing positive attributes about a building or district will bring candidates to the school 
district for open positions
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Brooks stated, “they 
want to develop 
strong relationships 
as that builds loyalty 
to the district and 
helps retain staff.”

Fritz shared: We go to the job fair; 
we start building relationships 
right there on the floor as we walk 
up to people who are innocently 
milling around and talk to them to 
share about the district and make 
the connection. Often, they apply 
for positions because they were 
approached.

Glyn shared in their district, 
“they start by driving the 
candidates around town 
and even helped a few 
candidates with housing, 
connecting to similar age 
peers and finding outside 
resources.”



Candidates and Licensure

The lack of licensed teacher candidates plays a role in recruiting.
Hiring candidates with little to no educational experience takes its toll on the school district as 
they must exert more time and money into providing support to the teacher.

This is a necessary shift to find applicants to fill open positions. As we have moved post-COVID-19, 
this has spread to all licensure areas as fewer teachers are applying who are licensed.

This necessity has led to shifting to creative strategies to increase recruitment of teacher 
candidates.
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Recruitment Strategies

Participants discussed creative strategies used by their districts to recruit potential candidates and fill vacancies.
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Factors for Mobility

There are teacher shortages because staff are leaving positions or the profession. People have been frayed 
emotionally for a long time and it is prevalent in every school district.

Now that there are more job openings, it allows teachers to choose which districts to apply to and some can find 
districts closer to where they live. These potential teacher candidates negotiate a starting wage on the teacher 
contract and receive all their years of service from other districts, which was unheard of pre-COVID-19. This creates 
the ability for teachers to be mobile and find positions and districts that fit their needs.

Districts that fail to meet potential candidate demands due to budget constraints feel the strain when losing 
veteran teachers and then not being able to recruit veteran teachers who are looking for higher salaries.
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Factors and Strategies for Retention

Staff moving to other districts is a statewide, and possibly nationwide, issue 
because of the underlying structural issues surrounding the funding formula 
and given the teacher shortage. 

Districts are now needing to look to strategies of retainment that can be 
done in-house, within budget parameters, to keep teachers in their current 
classroom.
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Licensure

Potential candidates are being hired when they 
have a four-year degree and districts are 
needing to support them in becoming classroom 
teachers, while they potentially enter a teacher 
preparation program or pathway.

This avenue has allowed districts to fill vacant 
positions, however, it does lead to new teachers 
needing additional support and creates a strain 
on veteran teachers.

The Minnesota Department of Education system 
outlines the multiple avenues to teacher 
licensure and allows districts to utilize creative 
options to fill open positions.
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Compensation

Compensation is a focal point to retain teachers. Teacher candidates look at different 
factors when negotiating. Now, compensation is a key driver, and the teacher is in the 
driver seat in the series of negotiations that districts find themselves in post-COVID-
19 since there are fewer applicants. 
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Working Conditions and High Standards

The teaching and learning departments continue to provide support to staff through the 
teacher evaluation process, so teachers know whether their teaching aligns with 
expectations. The department also provides support to teachers, so they feel supported 
in their working environment. Part of this support includes districts being cognizant of 
demands placed on teachers.
Connecting teachers to others within the building so they are not working in isolation 
helps maintain a positive building culture.
Teachers want to stay in districts that continue to have positive working environments 
and high standards for their staff and students.
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Mentorship

All participants shared the importance of retaining teachers by providing professional development 
and offering a mentorship program to new teachers. Although unique to each district, the 
mentorship programs discussed had a variety of options and outlets of support for new teachers.

Districts also discussed ways they have expanded their mentorship program, so it lasts longer 
than one year, and some districts are providing a mentorship program through year three for new 
teachers.
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Professional Development

▰ Beyond the mentorship program, teachers require ongoing training and support.

▻ Three districts shared they have added teacher support roles to provide direct support 
to teachers in a peer-to-peer interaction instead of the building principal trying to provide 
constructive feedback to all teachers in the building.
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Implications
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The findings from this study 
have significant implications for 

school districts.

There are themes in the research 
describing factors for the challenges 

school districts faced related to recruiting 
and retention pre-COVID-19. These 

factors include the quality of instructors, 
movement of teachers to other 
districts, working conditions, 

and professional development 
opportunities to grow in the profession.

Dvir and Schatz-Oppenheimer 
(2020) found the COVID-19 

pandemic brought additional factors 
that exacerbated the ongoing 

challenges districts already faced 
related to recruitment and retention 

of teachers.

The challenges related to 
recruitment and retainment 

of teachers impacts 
the workforce and impacts 

student learners.

School districts must 
address recruitment and 

retention of 
teachers to provide quality 

instruction to children.

Implications



Next Steps

It is evident that school districts must invest in teachers. The COVID-19 pandemic 
has taught us that we no longer can operate the same way we have in the past.
It is evident that the current practices are not working, and we must move forward 
with intention as school districts focus on strategies to address the challenges 
related to recruitment and retention of teachers.
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Practices and Recommendations for Districts

▻ Administrators in the human resources departments must be well versed 
in the rules surrounding teacher requirements and licensure.

▻ Being able to provide alternative pathways to teacher licensure through 
formal and informal grow your own programs will help districts fill 
positions. ▻ School districts must utilize a variety of strategies to recruit and engage 
candidates, so they apply for open positions.

▻ School districts should share communication about potential openings in 
a variety of ways through social media platforms, website posting and 
word of mouth.
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Practices and Recommendations for Districts

▻ Having a consistent process for hiring and providing an efficient 
onboarding system for teacher candidates allows for more efficient 
hiring.

▻ Intentionally building relationships with candidates at the beginning is 
crucial.▻ The human resources department must be intentional when negotiating 
with teacher bargaining units.

▻ It is a competitive market. Districts must remain competitive by offering 
benefits packages to teachers that include competitive salaries and 
benefits.
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Practices and Recommendations for Districts

▻ Building a positive culture and working environment for staff, students and families 
will recruit and retain staff▻ As they work to build relationships with new teachers, schools are also focusing on 
providing support through professional development and mentorship programs.▻ Staff stay in districts when they feel like the district is focused on building a 
relationship and providing working conditions that are collaborative and positive. In 
addition, teachers need support through professional development opportunities.▻ School districts need to focus on providing support for the health and well-being of 
staff.▻ Expanding the mentorship program to include additional support for teachers in the 
classroom and the profession will allow for school districts to build capacity within 
their teaching staff to meet the needs of students.

30



Conclusion

The impact of COVID-19 forever changed students, families, teachers, schools, and communities. 
Staffing challenges were present pre-COVID-19. These challenges are exacerbated post-COVID-19 
as there is a lack of candidates applying for open positions. The impact of recruitment and 
retainment challenges school districts face has an impact on the workforce and will impact 
student learning if not addressed. 
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Group Takeaways and Additional Q and A

▰ Group reflection and takeaways
▰ Additional Q and A
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Thank You for attending!

▰ Contact Info:
▻ Dr. Julie Williams

Director of Student Support Services 
Cambridge-Isanti Schools
jwilliams1@c-ischools.org
763-689-6196 
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