
TIME Collaborative 
Re-engineering Planning Guide 

Table of Contents 

Introduction 

Information to Gather 

Identifying Priorities for Redesign 

Re-engineering Strategies Overview 

Re-engineering Strategy: Time 

Re-engineering Strategy: Staffing 

Re-engineering Strategy: Partners 

Re-engineering Strategy: Technology 

Scheduling Your Redesigned Day 

Appendix 



Introduction 

Intro Info Priorities Overview Time Staffing Partners Tech Schedule Appendix 

© 2013 National Center on Time and Learning; www.timeandlearning.org © 2013 National Center on Time and Learning; www.timeandlearning.org 

Sustainability is vital to the short and long term success of your redesigned expanded time school. For each TIME Collaborative school 
and district, the challenges ahead lie not only in creating schedules, processes, and programs that improve the quality of your students’ 
educational experiences, but also implementing them in ways that minimize the burden on your resources—money and most 
importantly, people. Throughout the past ten years, the National Center on Time and Learning (NCTL) has offered guidance to schools 
and districts in rethinking their school calendar. Those experiences, along with the insights of school and district staff, have been captured 
in this guide to support you as your school takes on this challenge.  

This guide is organized into ten sections that serve as a general framework and timeline for your school’s redesign. The first steps in 
sustainable re-engineering requires your school to gather background information and identify priorities. Next, explore and consider sets 
of strategies (e.g. time, staffing, partners, and technology) you might wish to implement at your expanded time school and finally begin 
to develop a new schedule.  

The right margins of many of this guide’s sections include links to tools and case studies that will help you better understand and 
implement this re-engineering process. You may want to spend time reviewing all of the steps and tools and then come back and work 
through each section and complete the steps for your school. Your NCTL ELT coaches are available to support you through this process.  

Gather Info 
(2-4 weeks) 

(2-4 weeks) 
Identify Priorities 

ELT Plans 
Due 

Month 1 Month 2 Month 3 Month 4 

Scheduling Tools 
(5-7 weeks) 

(3-5 weeks) 

Re-engineering Strategies: Time,              
Staffing, Partners, Technology 
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Before your school tackles the challenge of re-engineering, you must first gain background 
information on your school and district. Knowing your school’s existing students, schedules, and 
staff  will provide vital background as you begin to choose the best strategies to pursue. For 
instance, schools that have high populations of English Language Learners may consider longer 
literacy periods, or wish to schedule weekly collaboration meetings among core content and ELL 
teachers. In addition to knowing your school, knowledge of existing district policies will also 
guide your re-engineering, and also help to identify potential areas in which your district may 
pursue more flexibilities for your school.  

Step 1: Identify your Re-Engineering Sub-Committee  
Identify one to two individuals who are familiar with scheduling and staffing in the school to serve on your re-engineering sub-
committee.  This committee  will not only be helpful in gathering information, but can  also provide valuable insight into the reasons your 
school has made prior scheduling and/or staffing decisions. 

Step 2: Gather Info on School and District Data and Policies 
See the checklists provided in the upper right hand corner for a list of the information to gather.   

Step 3: Organize Specific Types of Information 
Use the templates also found on the right to organize the information you gather will help your sub-committee and anyone else working 
on the new schedule to keep track of and find important information.  

$ 

Identify Sub-Committee Gather Info Organize Info 

Planning Too ls 

o Po l ic ies Checkl ist 
(NCT L) 

o Data Checkl ist 
(Source : NCT L) 

o Schoo l  Background-for 
Data Checkl ist (NCT L) 

o District Po l ic ies-for 
Po l ic ies Checkl ist (NCT L) 
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Expanding learning time is most effective when educators are highly focused on a few key goals. Trying to do too many things can result 
in burn-out and poor implementation.  In this section of the guide we will walk your team through the process of identifying your focused 
school-wide priorities for the redesigned day and determining how those priorities will drive scheduling, staffing and budgeting decisions.  

Your school’s priorities for redesign will likely have started to emerge from the many discussions you have been having throughout 
Planning sessions and Redesign Team meetings regarding your student’s needs, data on how your school is using time now, and your 
reactions to the case studies and examples modeling the seven essential elements.   Now is the time to pull together your notes and 
ideas from these discussions to settle on several key priorities that will drive the redesign of your school day.  The following steps can 
help your team move toward some clear decisions  

What are the 
implications of these 
priorities for teachers 

and students?  

What have you learned 
from data analysis, 
assessing current 

practices and time use, 
and stakeholder 
conversations? 

What are the 2-3 most 
important things that 
will  focus your school 

redesign?  

Step 2 
Prioritize 

Step 1 
Gather and 
Synthesize 

Step 3 
Consider Implications  

How will you allocate 
student and staff time in 

your redesigned schedule 
taking in to account your 

priorities and the ELT 
essential elements?  

Step 4 
Set Time Parameters 
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You have gathered a lot of information over the past several months. What does it all mean 
and how do you determine what is most IMPORTANT?  Start by reviewing the information you 
have collected considering the following four types of information: 

 Standardized Test Data 
 Interim and Teacher-Created  Assessments 
 Informal Assessments of Student Needs  

 Assessment of School Practices against NCTL Frameworks  
 ELT Planning Worksheets 

 School-Level Results from the STAT 

 Parent Forums and Surveys 
 Teacher Feedback 
 Dialogue with Community Partners 
 Student Focus Groups 

Student Data Review 

Results from Student Time Analysis Tool (STAT) 

Feedback from Diverse Stakeholders 

Analysis of Existing Practices and Structures  

Step 1: Gather and Synthesize  

More Background 

o Rubric : Differentiated 
Supports (NCT L) 

o Rubric : Teacher 
Development (NCT L) 

o Video : Instructional Focus 
at Jacob Hiatt Magnet 

Schoo l  (NCT L) 

o Student T ime Analysis 
Too l  (STAT) (NCT L) 

Schoo l Examples 

o Needs Assessment : 
Focused Schoo l-wide 

Prior ities (NCT L) 

o ELT P lanning Worksheets 
(NCT L) 
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Once your team has gathered and synthesized all key findings the challenge is to hone in on a 
small set of priorities that will drive your school’s redesign.  This is not always an easy task.  
Your team needs to review all the information with the following questions in mind:  

• What are the common themes? 

• What critical changes can address multiple issues at once?  

• What changes will build on what we are doing well now? 

• What can we address with more time or by using time better? 

The case studies shared on the right provide examples of how real schools have walked 
through this exercise and settled on a small number of priorities for ELT redesign.  

• Diverse student needs and skill deficits in math and ELA.  

• Insufficient time in core ELA and math classes to re-teach and provide targeted 
additional practice on specific standards in small student groups. 

• Teachers report having  little/no time to provide tiered supports for students and 
frustration at inability to regroup students outside homeroom travel groups.   

• Lack of Interim assessment tools to help teachers gauge instructional needs.   Math/ELA 
coaches and the grade-level paraprofessional rarely provide small group instruction. 

PRIORITY:  
Increase 
Dedicated Time  
for Targeted 
Academic 
Supports 

EXAMPLE:  Identifying a Priority Based on Key Findings 

Step 2: Prioritize 

Planning Too ls 

o Si lv ia Schoo l  Prior ities 
for Redesign (NCT L) 

o Kuss Schoo l  Prior ities for 
Redesign (NCT L)  
( in development) 
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Step 3: Consider Implications 

After identifying a small set of priorities the next step will be for your team to think through the specific implications those priorities will 
have both in terms of time use in your redesigned schedule and also in terms of broader aspects of staffing, resources, and curriculum.   
The example provided below shows how one school thought through the implications of one of their priorities.  

Key Implications for Student Time 
• Add 120 minutes each week for academic support classes for all students and increase time for 

Calendar Math to 30 minutes each week  

• Schedule support classes at the same time across the grade so students can be regrouped 
based on needs 

Key Implications for Teacher Time 

• Ensure that all grade-level teachers, coaches, SPED teachers, and paraprofessionals are available 
to teach academic support classes (with at least one common planning period per week) 

• Provide teachers with training in data analysis and train some paraprofessionals to teach small 
group interventions 

EXAMPLE:  Identifying a Priority Based on Key Findings 

PRIORITY:  
Increase 

Dedicated 
Time for 
Targeted 
Academic 
Supports 
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Step 4: Set Time Parameters 
In order to begin developing a redesigned school schedule that addresses your school priorities 
your team will need to set goals around time use for teachers and students.  These goals will be 
based directly on the priorities and implications you have developed in steps 2 and 3.   

The Time Parameters Tool provided on the right can help your team  map out how time should 
be allocated in the redesigned day.   Completing this tool will provide a guide for the scheduling 
process to ensure that time is allocated according to your team’s goals.   

Instructions for Using the Time Parameters Tool  

Tab 1 – Total Weekly Time 
Fill in the start and end time for each day of the week to calculate the total available minutes.  Enter time in the green cells in the following format : 
8:35 AM.  The total available minutes will pre-populate cells in tabs 2 and 3 to help you keep track of time available.  

Tab 2 -  Student Time  
Enter information for each class / activity for each grade level.  Space is provided for grades K-8 (click on the + sign for all grades present in your school 
and the – sign to keep other grades hidden.  Make your best estimates for the desired amounts of time (in min/week), the desired length of periods, 
times per week the class period should occur (some classes like ELA may need to meet every day while others such as art may be once a week), and the 
target number of students per class. As you enter time for each activity the total number of available minutes will decrease.  Keep entering time for 
desired activities until you have accounted for all time in the week.  

Tab 3 – Teacher Time  
Follow the same process outlined above for different categories of teachers focusing on non-instructional hours.  The time remaining will tell you how 
many minutes per week you have left for instruction.  If your school is planning to stagger teacher schedules the total time available should be equal to 
the amount of time teachers will be off duty due to the stagger.   

Planning Too ls 

o T ime Parameters Too l  
(NCT L) 

Page 8

http://www.timeandlearning.org/files/Time_Parameters_Tool.xlsx


Re-engineering Strategies Overview 

© 2013 National Center on Time and Learning; www.timeandlearning.org 

Intro Info Priorities Overview Time Staffing Partners Tech Schedule Appendix 

The challenge of sustainable redesign begins here. After identifying your priorities and gaining background on your school and district, you 
are ready to completely rethink your school’s approaches. This guide details four re-engineering strategies: Time, Staffing, Partners, and 
Technology, each intended to minimize the burdens to your budgets as well as your staff. Your school is not required or expected to adopt 
all four strategies; nor are these four strategies exhaustive in the myriad ways you may rethink your school day. All schools, however, will 
adopt some combination of sustainable strategies that best meet their needs. The next four sections on re-engineering strategies are 
organized in the following structure: 

 

 

In addition, you will find links to tools, school examples, and other resources along the right margin. These resources are intended to 
illustrate the strategy in action and raise questions to consider in implementation. However, it is important to mention that no strategy 
exists in isolation; each strategy your school considers holds implications for your students and/or staff. For example, schools pursuing a 
‘Learning Lab’ approach will have to identify staff to supervise the period(s), potentially seek flexibilities for non-certified staff, schedule 
activities or time off for adults that do not staff the period (e.g. collaboration time for teachers or stagger teacher schedules), and so forth. 
Due to the potential wide ranging effects of each decision, your school must explore the feasibility of each option by ensuring that it: 

 

 

These decisions will require tough tradeoffs and new mindsets to embrace school-wide changes. The challenge of finding the optimal set 
of strategies will require both creativity and persistence from your re-engineering sub-committee as well as your school.  

1. NCTL’s definition of the strategy 2. Ways the strategy can increase quality AND sustainability 

3. Benefits and challenges of the strategy 4. Steps and timeline for implementation 

A. Serves your school’s focused school-wide priorities B. Creates flexibilities for your schedule 

C. Lightens burdens on your budget and staff D. Fits the schedules of all your students and staff 
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What do We Mean by Re-thinking Time? 

The length of the student day/year does not have to equal that of the teacher. A number of 
expanded time schools stagger teacher schedules, creating varying shifts for teachers while 
maintaining a robust set of student offerings throughout the day and/or year. In a daily 
staggered schedule, an ‘early’ shift of teachers arrives at the beginning of the school day and 
leaves before students are dismissed; a ‘late’ shift of teachers begins their work day after the 
student day has already begun and stays until the end of the school day.   

  All Students: 8 Hour Day 

  Late Group of Teachers: 7 Hour Day 

  Early Group of Teachers: 7 Hour Day 

Daily Stagger 

Schools may also stagger teacher schedules throughout the year to add days to the student, but not teacher, schedule. In this scenario, 
teacher shifts are organized by grade level with varying vacation times throughout the school year, instead of start and end times in the 
daily stagger.  Schools identify a separate set of teachers to deliver quality programming at each grade level during times these teachers 
are on vacation.   

Schoo l Examples 

o Artic le : NYC Schoo l  Bui l t 
Around Unorthodox  

Use of T ime  
[Brooklyn Generation]  

(Education Week) 

o Profi le :  Grabiarz Schoo l  
of Excel lence; Gr 5 to 8 

(Source : NCT L) 

o Profi le :  Brooklyn 
Generation; Gr 9 to 12 

(NCT L) 
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What do We Mean by Re-thinking Time? (cont…) 

  All Students: 200 Day School Year 

Yearly Stagger 

   5th Grade Teachers: 180 Days  

  ‘Other’ Teachers: 180 Days 

 7th Grade Teachers : 180 Days 

    6th Grade Teachers: 180 Days 

 8th Grade Teachers: 180 Days 

How can Staggered Schedules Increase Quality and Sustainability? 

Staggering teacher schedules spreads the responsibilities of expanded time among other adults in your building, instead of placing it all 
on teachers. This reduces the potential for teacher burnout, and can reduce costs by maximizing the time of lower cost staff and/or 
partners. Staggered schedules also create flexibilities for teachers as they transition to a longer school day. For instance, teachers with 
child care responsibilities in the morning may choose to be part of a late shift of teachers that come in after the school day has started. 
Conversely, teachers taking graduate courses in the afternoon and early evenings may welcome the opportunity to leave school before 
student dismissal.       
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On its own, staggering teacher schedules will not impact the quality of your programs or instruction, though it will allow your school to 
offer students more learning time without significantly expanding teachers’ hours.  Your students may also benefit from the increased 
exposure to partners, technology, or other programming you wish to pursue to staff periods in which not all of your teachers are present.  

How can Staggered Schedules Increase Quality and Sustainability? (cont…) 

What are the Benefits and Challenges of Staggered Schedules? 

Benefits Challenges 

• Reduces the risk of teacher burnout • Identifying teachers for different shifts without sacrificing 
quality of student programming 

• Minimizes costs of expanded time • Identifying programming for students during times when 
teachers are not present  

• Creates flexibilities for teachers to meet non-teaching duties • Overcoming potential district/collective bargaining policies that 
inhibit staggering 

• Expands student programming possibilities • Scheduling professional development trainings and other “all 
staff “ meetings 

How Do We Effectively Implement Staggered Schedules? 

Schools should first consider when (i.e. daily or yearly) and whom (i.e. which teachers will be divided into early and late shifts) to stagger. 
Both decisions will have far reaching implications for the rest of your staffing and schedule.  Gaining staff input regarding who can or 
wants to work at what times will be vital  to reaching decisions that can ultimately be implemented. 
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After your school has identified the times and people to stagger, you will need to address student offerings during times when not all 
teachers are present—these periods will have less flexibility compared to times when all teachers are available. To address  potential 
scheduling challenges, your school may consider slight increases in class sizes to reduce the number of sections that need to be served, 
or offer courses that allow for larger class sizes only during staggered periods (i.e. electives or a learning lab that multiple classes can 
participate in simultaneously in the same space). 

In addition to potential changes in student offerings, your school may also wish to change the length of periods to stagger teachers within 
the school day. For instance, in an 8-period day, during which an early group of teachers work periods 1 to 7 and a late group works 
periods 2 to 8, the first and last periods (e.g. periods 1 and 8) should be equal in length so that both the early and late groups are working 
an equal number of minutes each day.  

Although staggering teachers will decrease the number of additional minutes for certain staff, your schedules will still need to include 
sufficient collaboration and planning periods for all teachers. In addition to finding these times for individual teachers, ensure that 
collaboration periods are scheduled during times when all teachers are present, particularly if your school wishes teachers with different 
start and end times to participate in the same meetings.    

Staggering teacher schedules creates  opportunities for staff to take on new roles, and is consequently tied to strategies in staffing. Re-
think the roles of other adults in your building as well as partner organizations to offer high quality student programs during times when 
groups of teachers will be out of the building (see Re-engineering Strategy: Staffing and Re-engineering Strategy: Partners). 

Last, staggering teacher schedules may impact the scheduling of school-wide staff or professional development meetings. To maintain 
consistency among all staff, your school may need to identify new times to communicate school-wide messages or trainings for all staff.  

 

 

How Do We Effectively Implement Staggered Schedules? 
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Implementation Map 

Identify times and staff to 
stagger 

Identify course and staffing 
options during staggered 

times 

After your school has identified the times and people to stagger, you will need to address student offerings during times when not all 
teachers are present—these periods will have less flexibility compared to times when all teachers are available. To address  potential 
scheduling challenges, your school may consider slight increases in class sizes to reduce the number of sections that need to be served, 
or offer courses that allow for larger class sizes only during staggered periods (i.e. electives or a learning lab that multiple classes can 
participate in simultaneously in the same space). 

How Do We Effectively Implement Staggered Schedules? (cont…) 

Should we stagger within the day or by year? 
What times will teachers not all be present? 

Which teachers will be staggered?  

Which staff will not be staggered, and how are they compensated? 
How do we communicate and  build support for staggering? 

Steps Questions to Consider 

What do students get during staggered times? 

Who can provide these courses? 
How do we ensure these are high quality programs? 

Can we adjust class sizes to gain flexibilities? 

Do we need to adjust period lengths to allow for stagger? 
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Implementation Map (cont…) 

Steps Questions to Consider 

Ensure adequate 
collaboration and planning 

time 

Schedule times for whole 
school meetings 

Identify course and staffing 
options during staggered times 

How does staggering impact collaboration times? 
How will teachers get adequate planning and collaboration time? 

Will teachers with different start/end times need to be together 
for collaboration meetings? 

When do we communicate school-wide messages? 

When do we schedule school-wide professional development? 
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Month 1 Month 2 Month 3 Month 4 Implementation 

Identify Time and Staff to Stagger 
(2 to 4 weeks) 

Identify Staff and Course Options 
(4 to 6 weeks) 

Implementation Timeline 

Ensure Adequate Collaboration and Planning Time 
(4 to 6 weeks) 

Schedule times for whole school 
meetings and trainings 
(2 weeks) 
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What do We Mean by Re-thinking Staffing? 

The adults in your building bring a diversity of experience and skills that can benefit both your 
students and staff. Many of these talents are already being leveraged: teachers delivering 
instruction in their area(s) of expertise, administrators and coaches developing teachers. 
However, schools that re-thinking staffing take a closer look at their staff in order to maximize 
the talents of every adult in their building, regardless of title, putting them into roles and 
giving them responsibilities  in which they are uniquely positioned to excel.   

Hr 1 Hr 2 Hr 3 Hr 4 Hr 5 Hr 6 Hr 7 Hr 8 Expanded Day for All Students 

Classes led by classroom teachers 
Traditional Staffing Model 

Classes led by teachers   , community partners   , coaches   , and/or support staff 

Sustainable ELT Staffing Model 

How can New Staff Roles Increase Quality and Sustainability? 

A traditional school model places the responsibility of instructing students solely onto teachers, and the responsibility of developing 
teachers onto administrators. Meanwhile, sustainable ELT schools utilize other adults in these capacities, lowering the cost of paying 
teachers and/or administrators for additional time, and allowing for flexibilities in staggering teacher schedules. These schools staff 
paraprofessionals into periods during which little to no instruction is required, such as a Learning Lab period;  

o Profi le :  Pathways at 
Wood land Hi l l s Academy 

(Source : NCT L) 

o Report : Teachers at Work: 
(Brooklyn Generation) 

(Source : Ed Sector) 

o Website : Generation 
Schoo ls 

Schoo l Examples 
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How can New Staff Roles Increase Quality and Sustainability? (cont…) 

Schools that thoughtfully consider the best uses of their staff’s time are seeing improvements both in student achievement and teacher 
satisfaction. Students can have more exposure to enrichment, benefit from small-group support as well as  whole-class instruction from 
an instructional leader. Meanwhile, teachers have opportunities to share their expertise in content beyond their core subjects, and work 
up the professional ladder by taking on leadership roles.   

What are the Benefits and Challenges of New Staff Roles? 

Benefits Challenges 

• Students may gain exposure to new content from adults with 
various expertise 

• Requires continual communication with and commitment from 
all staff members 

• Adults are assigned to roles and responsibilities that they’re 
most skilled to perform 

• May require changes to collective bargaining agreement  

• Teachers can be given opportunities to develop instructional 
leadership 

• May require new staff schedules 

• Creates flexibilities to staggering teacher schedules, leading to 
increased sustainability 

• Identifying new roles for staff, and if applicable, new materials, 
curriculum, as well as facility considerations 

• Creates opportunities for teachers to deepen relationships with 
students 

• Requires monitoring and possibly training to ensure consistency 
and high quality 

schedule non-certified teachers to support small-group instruction in content areas that align to their school’s instructional priority; use 
instructional coaches to teach one or two sections and conversely, use teachers to develop other teachers; and give opportunities for 
core subject teachers to deliver enrichment or elective content. 
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How Do We Effectively Implement New Staff Roles? 

Gaining input and support from your staff is vital to rethinking staff roles and responsibilities. Schools wishing to staff new 
enrichment/electives with existing classroom teachers should engage with their staff to gauge interest in teaching additional content, as 
well as the particular content that aligns to their interest and your school’s priorities. For any new staff taking on new roles, your school 
may have to provide additional training, particularly for non-instructional staff leading an enrichment/elective, or a period that relies 
exclusively on technology (i.e. a Learning Lab period), during which no instruction is delivered from an adult. 

Your school may also wish to identify new or additional leadership opportunities for certain staff. In these instances, your leadership team 
should give careful consideration to the right leadership opportunities for specific  individuals, defining clear goals and responsibilities for 
new roles. Regardless of the role (e.g. leading a new class or taking on leadership), schools must think through scheduling implications to 
ensure these adults are not overburdened with other responsibilities, and given adequate time for collaboration and planning.    

Implementation Map 

Gain Staff Support and Input 
How can other adults support core instruction? 

How will new roles impact collaboration and planning periods? 

Consider Scheduling 
Implications When will training/support occur for staff to be successful in new role(s)? 

Steps Questions to Consider 

What new classes might teachers wish to lead? 
What additional leadership opportunities can be given to teachers? 

How will new roles impact staff’s daily schedules? 
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Gain Staff Support and Input 
(2 to 4 weeks) 

Consider Scheduling Implications 
(4 to 6 weeks) 

Implementation Timeline 

Month 1 Month 2 Month 3 Month 4 Implementation 
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What do We Mean by Re-thinking Partnerships? 

Expanding and redesigning the school day provides an opportunity to engage external 
organizations in your school’s educational program.  Partnerships with arts and cultural 
institutions, after-school and youth development programs, colleges and universities, health 
and mental health agencies, and local businesses can enhance your school’s course offerings as 
well as create strong ties between the school and outside organizations.   

How can Partnerships Increase Quality and Sustainability? 

Partners can provide expertise, resources, and educational opportunities that enrich and expand 
what the school alone is unable to offer. For example, some ELT schools have engaged 
community organizations to offer activities such as swimming, sports, karate, and physical 
fitness. Schools have partnered with cultural organizations to provide specialized art, music or 
theater programs. Colleges and universities have offered support in the area of professional 
development and teacher training, and local businesses have provided volunteers and mentors.  
 
In some cases, partners operate programming during a window of time that allows teachers to 
meet for professional development or collaborative planning.  In other cases, community 
partners and teachers work side-by-side to co-develop curricula and teach classes together. 
 
Using partners to teach at the beginning and end of the school day also provides scheduling 
flexibility for teachers.  By having partners lead enrichment classes, schools can stagger teachers’ 
start and end times so they do not teach the entire school day. 

o Video : City Sprouts at 
Martin Luther King, Jr.  

(NCT L) 

o Video : The YMCA at Jacob 
Hiatt Magnet Schoo l  and 

Chandler Elementary 
(NCT L) 

o Profi le :  Engaging Electives 
at Matthew J. Kuss 

(Source : NCT L) 

o Profi le :  P layworks AC 
Whelan Elementary 

 (NCT L) 

Schoo l Examples 
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What are the Benefits and Challenges of Partnerships? 

How do We Effectively Implement Partnerships? 

Strong ELT schools add partnerships with thoughtful consideration given to the match between school needs and partner expertise and a 
clear sense of how the partnership will support and contribute to achieving school goals. The first step in forging successful partnerships 
is for your school to carefully consider how to involve partner organizations in the redesigned school day.  You may want to refer back to 
your ELT planning worksheets to determine how partners can support your school’s priorities. 

Benefits Challenges 

• Utilizes expertise of outside providers • Identifying high quality partners and programming 

• Expands student learning opportunities • Aligning partner led programming with school priorities and 
state curriculum standards 

• Provides additional professional development opportunities for 
teachers and community partner staff 

• Scheduling partners to fit your school’s schedule 

• Develops strong ties between your school and partners • Maintaining consistency around school-wide expectations  

• Creates staffing flexibilities • Overcoming potential policies regarding staffing class periods 
with non-certified staff 

• Minimizes costs of expanded time • Establishing and maintaining systems for communication 
between school and partner staff 
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To select partners, some schools have created a Request for Proposal (RFP) outlining the 
services they are seeking from community partners. Meanwhile, some schools follow a less 
formal process.  Regardless, your school must carefully outline the roles, responsibilities and 
expectations for partners, particularly if you want your school’s priorities to be integrated into 
partner organizations’ programs. Eventually, partners and schools should create a 
memorandum of agreement that clarifies the roles and responsibilities of each party. Your 
school may also wish to discuss programming options with partners. Be open to new ideas and 
program offerings while keeping focused on your school-wide priorities.  
 
Strong partnerships require ongoing management and communication. Your school will need to 
consider what steps are necessary to ensure partners are fully integrated into the culture of the 
school and create strong channels of communication. Partners and school representatives may 
need to schedule time prior to the start of the school year to improve alignment and ensure 
each partner’s seamless integration into the school. 
 
In addition, a number of schools have found that a full-time or part-time ELT coordinator or 
partnership coordinator is fundamental to ensuring that partnership programs are successful.  
 
Your school and partner organizations should clarify ways in which the latter’s effectiveness will 
be assessed, and identify collaboration opportunities to make improvements when necessary. 
Use the Quality ELT Partnerships Tool to help create strong and integrated partnerships.  

o Sample Partner Request 
for Proposal (NCT L)  

o Sample Memorandum 
of Agreement (NCT L) 

o Sample Space-Sharing 
Agreement (NCT L) 

o Rubric : Framework for 
Assessing Schoo l-Community 

Partnerships (NCT L) 

o Partnership Mapping Too l  
(Source : NCT L) 

o Sample Community Partner 
Criteria (NCT L) 

o Qual ity ELT Partnerships 
Too l  (NCT L) 

o Sample Job Description for 
ELT Coordinator (NCT L) 

How do We Effectively Implement Partnerships? (cont…) 
Planning Too ls 
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Are partners needed to teach enrichment classes, provide academic 
support, or support teachers (providing PD, co-teaching, etc.) 

Implementation Map 

Identify areas where partners 
could provide support 

What kinds of activities, programs, and services are needed 
that the school itself cannot provide? 

Identify possible partners and 
begin informal discussions 

Steps Questions to Consider 

How can your school’s priorities be enhanced by partner organizations? 

When would these activities take place and how would they be 
integrated into the overall goals of the redesigned school day? 

How will your school system compensate partners? 

What financial and in-kind resources, if any, can partners bring? 

Selecting Partners  

When are partner staff available to lead classes? 

How will partner staff be integrated into your school? 

What partners do you currently work with during the school day and 
what partners currently work with students outside of school? 

Does the partner understand your school’s focused school-wide 
priorities and the intent of expanded learning time? 

What criteria will you use to select partners? 
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Outlining Roles and Aligning 
Partner Program with School 

Priorities 

Questions to Consider 

Selecting Partners 

Steps 

Assess and manage 
partnerships to achieve 

desired results 

What staff will partners provide and how will they be supervised? 

How will partners become integrated into the professional development 
and other activities designed to improve teaching and learning? 

Who will be the main points of contact for communication between the 
partner and your school? 

Will partners play a role in grading and assessing student work and if so 
how will this be done? 

Who at your school and within the partner organization will adapt or 
develop curricula and lesson plans? 

How will partner’s performance be assessed? 

How will partners be held accountable to student outcomes? 

Will there be a designated person at your school to manage 
partnerships or will that be handled by existing staff? 

What will be the timeline and process to determine if the partnership 
will continue the following year? 

Implementation Map (cont…) 
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Implementation Timeline 

Month 1 Month 2 Month 3 Month 4 Implementation 

Selecting Partners 
(4-6 weeks) 

Identifying Areas Where Partners 
Can Provide Support 
(2-4 weeks) 

Outlining Roles, Aligning Partner 
Programs with School Priorities 
(6-8 weeks) 

Identifying Possible Partners and 
Beginning Informal Discussions  
(2--4 weeks) 
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What do We Mean by Re-thinking Technology? 

How can Blended Learning Increase Quality and Sustainability? 

Across the country, momentum is building for schools to support student learning with online 
content. These schools incorporate blended learning models that combine face to face 
instruction with online content to create an environment for small group instruction and/or 
individualized learning. The Innosight Institute has classified four distinct models of blended 
learning that are widely considered to encompass the growing field, with emerging 
technologies paving the way for innovative strategies in the future.  

o White Paper: Classifying 
K-12 Blended Learning 

(Source : Innos ight) 

o Website :  the Hybrid 
Learning Management 

System (Education 
Elements) 

o Blog: EdSurge 

o Profi le :  Rocketship Mateo 
Sheedy; Gr. K to 5  

(Source : NCT L) 

o Report : Rocketship Mateo 
Sheedy (Michael and 

Susan Del l  Foundation) 

In successful blended learning schools, online content supports and enhances teacher-led 
instruction in various ways. Online content can be used for either remediation or 
acceleration purposes, allowing students to review and practice skills or to explore new 
concepts. Schools that use online content to teach basic skills may then rely on teacher-led 
instruction to build higher order thinking skills through project based learning or other 
strategies. Schools have also used online content to supplement and enrich classroom 
instruction. For example, some programs provide articles that can be tailored to different 
reading levels without changing the content or offer a platform for math games and 
competitions linked to specific standards.  

Schools should explore blended learning as a sustainable solution only if they have existing 
hardware and software that can be leveraged more effectively. In these cases, blended 
learning can provide relief both for schools’ budgets as well as staff.  

More Background 

Schoo l Examples
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o Video : Rocketship 
Learning Lab (Rocketship) 

o Report : KIPP Empower 
Academy ; Gr. K to 2 

(MSDF) 

http://www.innosightinstitute.org/
http://www.innosightinstitute.org/media-room/publications/education-publications/classifying-k-12-blended-learning/
http://www.innosightinstitute.org/media-room/publications/education-publications/classifying-k-12-blended-learning/
http://www.timeandlearning.org/files/Learning%20Lab%20at%20Rocketship%20Schools%20%28San%20Jose%2C%20CA%29_1.pdf
http://www.innosightinstitute.org/innosight/wp-content/uploads/2012/05/Classifying-K-12-blended-learning2.pdf
https://www.edsurge.com/
http://educationelements.com/our-services/hybrid-learning-management-system
http://5a03f68e230384a218e0-938ec019df699e606c950a5614b999bd.r33.cf2.rackcdn.com/msdf-rocketship_04.pdf
http://www.youtube.com/watch?v=tpMUaVMa73s
http://5a03f68e230384a218e0-938ec019df699e606c950a5614b999bd.r33.cf2.rackcdn.com/Blended_Learning_Kipp_083012.pdf
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How can Blended Learning Increase Quality and Sustainability? (cont…) 
In a rotation model, digital content is often used within core content periods, or in a separate 
‘lab’ period. In the former approach, students in core content classes are grouped and rotate 
between teacher-led instruction and student-driven online content, allowing schools to adjust 
class sizes without burdening teachers. Meanwhile, the latter strategy allows schools to staff 
‘lab’ periods with a paraprofessional or support staff, since no adult is responsible for leading 
instruction during this time. Certified teachers can also use that time to work individually with 
students, or collaborate with peers.  

o Video : KIPP Empower 
Academy (KIPP LA) 

o Report : The Rise of K-
12 Blended Learning : 
Profi les of emerging 

models ( Innos ight) 

‘Lab’ Model 

Classroom w/ 
computers 

Classroom w/ 
teacher 

Classroom w/ 
computers 

Classroom w/ 
teacher 

Classroom Rotation Model 

Station w/ 
computers 

Small group 
instruction 

Independent 
work groups 

Schoo l Examples
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o Video : Miss ion Do lores 
Academy (Miss ion Do lores) 

o Video : A l l iance Blast 
(A l l iance) 

o Profi le :  Longsjo Midd le 
Schoo l ; Gr. 5 to 8 (NCT L) 

o Digital Content 
Considerations (NCT L) 

o Blended Learning
      Resource Calcu lator 

(NCT L) 

Planning Too ls 

http://www.timeandlearning.org/files/Longsjo_Technology_RTI.pdf
http://www.innosightinstitute.org/innosight/wp-content/uploads/2011/05/The-Rise-of-K-12-Blended-Learning.pdf
http://www.kippla.org/empower/Ten-Minute-Video.cfm
http://www.youtube.com/watch?v=5CZuHVM-YQQ
http://www.youtube.com/watch?v=E209GFKtqMo
http://www.timeandlearning.org/files/Blended_Learning_Resource_Calculator.xlsx
http://www.timeandlearning.org/files/Digital_Content_Considerations.docx
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How Do We Effectively Implement Blended Learning? 

Blended learning is most effective when digital content complements teacher-led instruction, and vice versa. As a result, schools 
interested in adopting a blended learning approach must articulate clear goals for incorporating digital content (e.g. as targeted 
intervention for struggling students in certain content area(s), or to enrich classroom instruction) and solicit ongoing support from all 
staff. These will guide schools through other critical decisions, including the selection of hardware, software, and staffing as well as 
scheduling time for teachers to collaborate and analyze data in order to align student-driven online content with teacher-led instruction.    

What are the Benefits and Challenges of Blended Learning? 

Benefits Challenges 

• Students can learn in new, self-directed ways while still 
receiving high quality teacher instruction at other times 

• Requires buy-in from ALL staff 

• Teachers can lead more small-group instruction in the 
classroom rotation model 

• Requires the designation of administrator to oversee effort 

• Teachers can have more collaboration time and/or targeted 
support time in lab model 

• Wide variety in quality and costs of digital content in different 
content areas 

• Teachers can teach to higher order thinking skills, while relying 
on digital content to deliver more basic content or provide 
opportunities for skills practice 

• In classroom rotation model, schools must support teachers in 
adapting teaching styles  

• Schools have additional flexibilities in class sizes and staffing 
(in lab model), resulting in increased sustainability 

• Requires frequent school-wide data cycles to continually 
analyze and respond to data from digital content 
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Implementation Map 

Identify Goals  
for Online Content 

How will you use online content (e.g. academic support)? 

What existing hardware, space, or software can your school leverage?  Determine School Readiness 

Steps Questions to Consider 

How does online content align to your school-wide priorities? 

Is your staff receptive to using online content? 

Design Model 

What outside organizations might be able to provide expertise? 

Who will lead and oversee this effort at your school? 
How will this impact your staffing and scheduling? 
How will you communicate these changes to students and staff? 

Will you use a lab, rotation, or other model? 

What additional costs might this bring? 

What grades and subjects will use online content? 

What is your technology budget? 
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Steps Questions to Consider 

Choose Content 
What content fits best to your students needs and your budget? 

What content best aligns to your priorities and goals? 

Technical Support 
How will the district support your technical needs? 

What school staff will you use to provide additional support? 

Transition Support 

How will you support teachers’ transitions to using online content? 

How will you monitor the effectiveness of online content? 

How will this impact your professional development plan? 
How will you schedule time for data analysis? 

How will you establish and teach new routines and expectations? 

Design Model 

Implementation Map (cont…) 
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Develop Staff Support/PD 
(4 to 8 weeks) 

Establish Technical Supports 
(4 to 6 weeks) 

Choose Content (e.g. Subject(s), Grade(s), Cost) 
(4 to 6 weeks) 

Identify Goals for Online Content 
(1 to 2 weeks) 

Design Model (e.g. lab/rotation, staffing, etc.) 
(9 to 12 weeks) 

Determine School Readiness 
(1 to 2 weeks) 

Implementation Timeline 

Month 1 Month 2 Month 3 Month 4 Implementation 
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The previous sections of this guide have equipped you with ideas, strategies, and 
considerations that you will draw on as you develop your redesigned school schedule. Only 
after your redesign team has gathered information about your school; set clear priorities for 
your redesigned day; established time parameters for students and teachers; and considered 
various re-engineering strategies, are you are ready to develop iterations of your new 
schedule. In this section, you will find tools and processes to support the creation of each 
iteration, which will include the following: 

Student schedules for every section and cohort, including students in 
self-contained special population classes 

Staff schedules for every adult serving students, including core subject and 
specials teachers leading instruction as well as other staff providing push-in 
or small group instruction throughout the day. 

Staffing responsibilities that match the right adults to the 
right students to maximize quality and sustainability 

See the Silvia, Edwards, and Kuss resources on the right for examples of completed iterations. In 
addition to these examples, this section also offers three tools throughout the iteration process: 
one to help identify flexibilities and period lengths in your new schedule; the second to help you 
schedule students and staff into your redesigned day; and the third to summarize and 
communicate your proposed changes and their implications.  

Schoo l Iterations 

o Si lv ia Elementary Schoo l  I  
(Source : NCT L) 

o Si lv ia Elementary Schoo l  I I  
(NCT L)  

( in development) 

o Edwards Midd le Schoo l  I I  
(NCT L)  

( in development) 

o Kuss Midd le Schoo l  I  
(NCT L) ( in development) 

o Edwards Midd le Schoo l  I  
(NCT L) 

o Kuss Midd le Schoo l  I I  
(NCT L) ( in development) 
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Steps to Creating Your Iterations 

Identify the re-engineering strategies you wish to adopt in your iteration. Consider the key 
questions and implications for each strategy. For instance, if you are choosing to stagger staff 
schedules you will need to make some important decisions about when the stagger will take 
place and which groups of staff would work which shifts of time.  

Using your or NCTL’s ELT scheduling template, enter the start and end times for each day and 
think through the length of each period. The length of your periods will be influenced by your 
student and teacher time parameters, and may vary by subject. For schools that wish to have 
different period start and end times in various grades (particularly in elementary schools), 
consider the impacts on teacher collaboration periods. If your school is considering staggered 
schedules, determine the availability of all your teachers (e.g. history and ELA teachers teach 
periods 2-8 while Math and Science teachers teach periods 1-7).  

Step 1: Select Re-engineering Strategies 

Step 2: Create Schedule Shell 

Step 3: Identify Scheduling Flexibilities 

Identify offerings and programs where your school will have the least scheduling flexibility. Typically, breakfast and/or lunch are relatively 
inflexible due to the size of the cafeteria and the limited availability of food service staff. Other times that may be less flexible include 
common planning times and self-contained classes serving students in special populations—the former due to scheduling groups of 
teachers together, the latter due to the number of qualified staff. Your school’s re-engineering strategies may also impact your flexibilities. 
For instance, staggering teacher schedules will impact the times in which those teachers are available to teach, as well as times they are 
available for collaboration. Your school may also look to adjust class sizes or utilize non-teaching staff to create more flexibilities in your 
student and staff schedules. See NCTL’s Pre-Scheduling Decisions Tool to identify flexibilities at your school.  

o Pre-Schedu l ing Decis ions 
(Source : NCT L) 

o ELT Schedu l ing Template 
(NCT L) ( in development) 

o I teration Summary 
Template (NCT L) 

Planning Too ls 
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In your iteration, begin by scheduling the periods or activities that have the least flexibility (e.g. lunch, collaboration). For lunch, ensure 
that all students are served within the hours of food service staff’s availability, and that the school-wide lunch schedule allows 
students/teachers in different lunch shifts to still have the same classes/collaboration times together. If your school will be staggering 
teacher schedules on a daily basis, avoid the early and late periods of the day for common planning, since your school will need 
maximum coverage during times when not all teachers are in your building.  Since most schools rely on specials to provide planning and 
collaboration times for core subject teachers, you will need to schedule these classes and teachers to align with your collaboration times. 
For all periods and activities, use generic teaching titles (e.g. Math 6A, or Sci 7B, for the first of your 6th grade math teachers and second 
7th grade science teacher, respectively) instead of scheduling existing teachers until you have completed your iteration. This will remove 
potential biases among your re-engineering sub-committee. Remember: the purpose of iterations is to create student and staff schedules 
to show that your proposed changes can result in high quality and sustainability. 

Step 4: Schedule Student and Staff Periods, Starting with the Least Flexible Classes/Activities 

Refer back to the time parameters you’ve completed in order to make sure your iteration meets your optimal time allocations.  
Additionally, begin to schedule and staff periods in which students will be re-grouped (e.g. in small group differentiated support periods, 
or in electives). After you have determined teaching and collaboration periods for each teacher, check that each staff person has 
adequate time for individual planning. These last steps will be time consuming and complicated, so your re-engineering sub-committee 
will need to stay persistent, and reach out to your coach for support.  

Step 5: Schedule Student Periods with Greater Flexibility, and Schedule Periods during which Students may be Re-grouped (if applicable) 

After completing an iteration, your re-engineering sub-committee will need to summarize your proposed changes and implications to 
communicate back to your school. Use NCTL’s Iteration Summary Template to share your answers to some of the following questions: 
How have student and teacher schedules changed? What are the implications for students and adults?  What are the advantages and 
disadvantages of this particular iteration? Discuss these questions with your larger redesign team and get their feedback on this iteration.  

Step 6: Review the Potential Impacts of Your Iteration 
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Your school will need to create several iterations before you settle on your final redesigned, re-engineered schedule. Throughout this 
process, you will learn a lot about your school, as well as the options available to you. As a result, each iteration will be an improvement 
from the last. Remember, creating a high quality and sustainable ELT plan is complex, and will require creativity and persistence. The 
reward for success is more and better learning time for your students and your staff. 

GOOD LUCK! 

Complexity 

Consider the multiple impacts 
of each change made 

Creativity 

Rethink every existing resource 
and strategy  

Persistence 

Push your school to be creative 
amidst complexities 
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Information Gathering 

Too ls 
o Data Checkl i st  

o Po l ic ies Checkl i st  

o Schoo l  Background-for Data 
Checkl i st  

o Distr ict Po l ic ies-for 
Po l ic ies Checkl i st  

Identifying Prior ities for Redesign 

Too ls 

Videos 

o Student T ime Analys is Too l  (STAT)  

o ELT P lann ing Worksheets  

o Si lv ia E lementary Schoo l  
Pr ior i t ies for Redes ign  

o Kuss Midd le Schoo l  Pr ior i t ies 
for Redes ign ( in deve l opment)  

o Rubric :  Teacher Deve l opment 

o Video :  Instruct i ona l  Focus at Jacob 
Hiatt Magnet Schoo l  (NCTL) 

o Needs Assessment :  Focused 
Schoo l-wide Pr ior i t ies  

o Rubric :  D ifferent iated Supports 

o T ime Parameters Too l  
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Re-engineering Strategy: T ime 

Profi les/Reports 

Websites/Blogs 

Re-engineering Strategy: Staffing 

o Profi l e :  Grabiarz 
Schoo l  of Exce l l ence; 
Gr .  5 to 8  

Profi l e :  Brook lyn 
Generat ion; Gr 9 to 12  

o Art ic le :  NYC Schoo l  Bu i l t 
Around Unorthodox Use of 
T ime [Brook lyn Generat ion] 
Educat ion Week) 

Profi les/Reports 

o Report: Teachers at Work: 
(Brooklyn Generation) 
(Source: Ed Sector) 

o Profile: Pathways at 
Woodland Hills Academy 

o Website: Generation Schools 
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Re-engineering Strategy: Partners 
Profiles/Reports 

Videos 

 
Profi les/Reports 

o Profile: Engaging Electives at 
Matthew J. Kuss 

o Profile: Playworks AC Whelan 
Elementary 

o Video: City Sprouts at Martin 
Luther King, Jr.  

o Sample Partner Request for Proposal  

o Sample Memorandum of Agreement 

Rubric: Framework for Assessing 
School-Community Partnerships 

o Partnership Mapping Tool 
o Sample Community Partner Criteria 

o Quality ELT Partnerships Tool 

o Sample Job Description for ELT 
Coordinator 

o Video: The YMCA at Jacob Hiatt Magnet 
School and Chandler Elementary 

o Sample Space Sharing Agreement 

Videos 

 

o White Paper: Classifying K-12 Blended 
Learning (Source: Innosight) 

o Profile: Rocketship Mateo Sheedy; Gr. K to 5  

o Report: Rocketship Mateo Sheedy (Michael 
and Susan Dell Foundation) 

o Report: KIPP Empower Academy (MSDF) 

o Profile: Longsjo Middle School; Gr. 5 to 8 

o Report: The Rise of K-12 Blended Learning: 
Profiles of emerging models (Innosight) 

o Video: KIPP Empower Academy (KIPP LA) 

o Video: Rocketship Learning Lab (Rocketship) 
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o

o Video: Alliance Blast (Alliance)

Video: Mission Dolores Academy

 
(Mission Dolores)

http://www.timeandlearning.org/files/Playworks_at_AC_Whelan_Elementary.pdf
http://www.timeandlearning.org/files/Engaging%20Electives%20-%20Matthew%20J.%20Kuss%20Middle%20School_0.pdf
http://www.timeandlearning.org/files/Partnership_Mapping_Tool.xlsx
http://www.timeandlearning.org/files/Sample_Community_Partner_Criteria.docx
http://www.timeandlearning.org/files/Sample_Space_Sharing_Agreement.docx
http://www.timeandlearning.org/files/Assessing%20School%20and%20Community%20Partnerships%20at%20Your%20School_0.pdf
http://www.timeandlearning.org/files/Sample_Partner_Request_for_Proposal.docx
http://www.timeandlearning.org/files/Sample_Memorandum_of_Agreement.docx
http://www.timeandlearning.org/files/Quality_ELT_Partnerships_Tool.doc
http://www.timeandlearning.org/files/Sample_Job_Description_for_ELT_Coordinator.doc
http://www.timeandlearning.org/files/Learning%20Lab%20at%20Rocketship%20Schools%20%28San%20Jose%2C%20CA%29_1.pdf
http://www.timeandlearning.org/files/Longsjo_Technology_RTI.pdf
http://www.innosightinstitute.org/innosight/wp-content/uploads/2012/05/Classifying-K-12-blended-learning2.pdf
http://5a03f68e230384a218e0-938ec019df699e606c950a5614b999bd.r33.cf2.rackcdn.com/msdf-rocketship_04.pdf
http://5a03f68e230384a218e0-938ec019df699e606c950a5614b999bd.r33.cf2.rackcdn.com/Blended_Learning_Kipp_083012.pdf
http://www.innosightinstitute.org/innosight/wp-content/uploads/2011/05/The-Rise-of-K-12-Blended-Learning.pdf
http://www.timeandlearning.org/?q=making-time-hands-learning
http://www.youtube.com/watch?v=tpMUaVMa73s
http://www.kippla.org/empower/Ten-Minute-Video.cfm
http://www.timeandlearning.org/?q=expanding-learning-opportunities-through-community-partners
http://www.youtube.com/watch?v=E209GFKtqMo
http://www.youtube.com/watch?v=5CZuHVM-YQQ
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Schedul ing Your Redesigned Day 
Iterations 

Tools 

o Si lv ia E lementary I  

o Si lv ia E lementary I I  
( in deve l opment) 

o Edwards Midd le I  

o Edwards I I   
   ( in deve l opment) 

o Kuss Midd le I   
  ( in deve l opment) 

o Kuss Midd le I I   
   ( in deve l opment) 

o Pre-Schedu l ing Dec is i ons 
Too l  

o ELT Schedu l ing Template 
   ( in deve l opment)  

o I terat ion Summary Template 

Websites/Blogs 
o Blog: EdSurge 

o Website: the Hybrid Learning Management 
System (Education Elements) 

o Digital Content Considerations
Too ls

o Blended Learning Resource Calculator 

Re-engineering Strategy: Technology

http://www.timeandlearning.org/files/Pre_Scheduling_Decisions.xlsx
http://www.timeandlearning.org/files/Iteration_Summary_Template.docx
http://www.timeandlearning.org/files/Silvia_Iteration_1_Summary_v2.pdf
http://www.timeandlearning.org/files/Edwards_Iteration_1_Summary_v2.pdf
tzorich
Typewritten Text

tzorich
Typewritten Text

http://www.edsurge.com
http://educationelements.com/our-services/hybrid-learning-management-system
http://www.timeandlearning.org/files/Blended_Learning_Resource_Calculator.xlsx
http://www.timeandlearning.org/files/Digital_Content_Considerations.docx
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