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Overview

Over the past decade recruiting and retaining educators has been an increasingly difficult task.  We have seen a national trend that includes a sharp rise in the number of retiring educators, an increase in the student population and an effort to reduce class-size.  All of these trends translate into a critical need for educators.  “Nearly half of [the] current teachers will retire during the next decade.
”

The Educator Licensure and Recruitment (ELAR) project addresses this critical need! 

The Commonwealth of Massachusetts has recently approved educator licensure regulations that clearly define a variety of alternatives for individuals who want to teach or be administrators in Massachusetts.  However, the breadth of the regulations also brings a level of complexity.  Prospective educators often lack the knowledge of licensure regulations, the regulations become an obstacle, preventing or slowing the individual’s entry into the education field.  ELAR reaches out to prospective and current educators to clearly communicate the roads to licensure. 

Furthermore, the process of licensure has been a challenge for many individuals.  Historically, applications take months (frequently six months or more) before they are initially reviewed.  This process should not be an obstacle for those interested in teaching in our schools.  Through a variety of process changes the use of the Internet and the new regulations, ELAR removes many of the components that create this backlog.  Many individuals can be licensed immediately upon entering their application and payment on-line.  Educators can manage all their license functions on-line.  Educators can understand how to become an educator, apply for their licenses, manage their licenses, maintain their professional development plans and find employment opportunities on-line.  Educator Preparation Programs can apply for approval and manage their programs on-line.   Additionally, the Department of Education can recruit educators on-line.

A significant portion (if not the majority) of students in Massachusetts receiving education degrees do not end up teaching in our schools.  By leveraging the data tracked by ELAR and through interfaces with other agencies we recruit these prospective educators to ensure they stay and work in our Massachusetts schools.  There is a wealth of individuals that must be aware of the incentives and tools at their disposal if they teach in Massachusetts.


ELAR will help the Commonwealth meet its mission statement and meet the Federal requirements to ensure there is a highly qualified educator in every classroom.

a) Description of project
ELAR:  on-line Educator Licensure And Recruitment

Over the past decade recruiting and retaining educators has been an increasingly difficult task.  We have seen a national trend that includes a sharp rise in the number of retiring educators, an increase in the student population and an effort to reduce class-size.  All of these trends translate into a critical need for educators.  “Nearly half of [the] current teachers will retire during the next decade.
”

The ELAR project addresses this critical need!  Through this effort the Commonwealth of Massachusetts has:

· encouraged individuals to pursue teaching and administrative careers in K-12 education

· created an on-line process to inquire, apply for and receive educator licenses

· created a streamlined process for the state to process these requests

· proactively recruited individuals who have been trained as educators (a large portion of individuals trained, as educators do not pursue a career in education).

· provided valuable services to superintendents and administrators who are searching for educators

· reviewed and approved educator preparation programs to be able to train out future educators

· connected educators to employment opportunities

The processes in place before the creation of ELAR caused confusion and frustration for prospective and current educators, including:

· complicated and confusing licensure regulations

· an extremely frustrating and slow application process

· ineffective customer service 

· loss of prospective educators to other states and other disciplines

The first step of ELAR began with participation in developing the new licensure regulations.  Clearly defined regulations enabled us to embark on the development of a rules-based system to license and recruit educators. We then identified a schedule with four Internet releases.

R1 – Educator Portal & Licensure Help – On-line.  This release initiated a major shift in customer service -- moving away from confusing forms and limited phone support towards easier-to-use on-demand Web tools.  The Educator Portal offers a one-stop shop for educators.  Services are broken into four categories (Becoming an Educator, Licensure, Career Advancement & Classroom Support).  A Licensure Help interactive tool (based on an automated, rules-based engine) allows the user to drill-down and unravel license requirements. The tool offers advice to fulfill these requirements and can even recommend licenses when the user provides anonymous background information. 
 
R2 – Educator Program approval.  Universities, local school districts or independent organizations provide preparation programs to train educators.  With on-line tools these program providers can apply for program approval, renew existing programs, submit annual reports and endorse their students for licensure.  Individuals can apply to be an official program reviewer.  DOE personnel can ensure we have the best programs by managing the activities required to approve programs, managing program reviewers, monitoring the progress of programs and revoking programs when appropriate. 

R3 –  On-Line Licensure.  The third release provides a series of Internet tools to manage educator licenses and empower educators and district personnel. 

Release 3 allows educators to manage their profile (contact information, license activities, etc.).  Educators can apply for licenses, renew licenses, request duplicates, pay for services, and understand the details behind their requests in-process.  Superintendents of schools can inquire on the license status of individuals they wish to hire and request waivers on-line for potential educators.  On the back end, DOE users process all of these requests.  Additionally, a variety of automated routines can evaluate the requests without the intervention of DOE staff.  For example, license requirements or waiver requests can be approved simply through an electronic signature and automated interfaces that verify the completion of requirements such as a teacher’s test or completion of an approved program. 

R4 – Recruiting.  The first 3 releases provide a wealth of data that can be leveraged to recruit educators and ensure those trained in Massachusetts stay here to teach. Release 4 contains a series of automated processes that create email lists and mailing lists to recruit individuals.  For example individuals who complete an approved program in Massachusetts, but who do not apply for a Massachusetts’ license will be actively pursued.  We now reach out in a variety of ways to match individuals, who have the background or interest in education, with opportunities around the Commonwealth.


ELAR was first released in January 2002 and having completed the four releases, we are currently embarking on the 2nd phase of ELAR.

b) Significance to the improvement of the operation of government
There are two primary goals of the effort – 1. To provide services to our citizens and 2. To build knowledge at the state level that can direct future policy.  The new ELAR system along with the extended functionality described above, will capture information that is vital to make effective policy decisions around the future of education.   For example questions such as; what makes an educator preparation program successful, where do we have shortfalls in supply for educators, are educators in our schools receiving the appropriate licenses and training.

A variety of stakeholders benefit from the ELAR initiative.  ELAR was developed with five primary user groups or stakeholders directing the design effort.


· Educators and Prospective Educators
A series of services provide benefits to educators and prospective educators.  Whether it is for high school seniors considering becoming a teacher or veteran teachers looking for assistance in the classroom (or anywhere in between), ELAR offers valuable services.  The following Massachusetts’ numbers are approximates:  100,000 active educators, 350,000 licensed educators, 15,000 annual licenses and many additional license inquires, requests, renewals, duplicate request, etc…


· Districts
District superintendents, principals and other key personnel leverage services to assist in recruitment and employment of their educators. (400 districts, 1900 schools)


· Sponsoring Organizations
A variety of organizations develop education preparation programs that are approved by the State to train educators.  These organizations interact in a variety of ways with ELAR. (60+ higher education, 300+ districts)


· Department of Education
The above end-user services often create the need for back-end activities to provide these services.  DOE personnel have access to many applications that allow them to manage these services and process the service requests. (50 daily users, 550 employees department-wide)


· Citizens
The data obtained through these systems provide significant value to citizens across the Commonwealth and those outside the state who might be considering a move to Massachusetts. (Parents of the approximately 1 million students across the state, Potential educators and parents across the globe)

From the inception of ELAR we recognized the challenge of developing Web services that are used by a variety of stakeholders.  Additionally, we have services that are secure and services that should be accessible to all.  We also realized that our web services are part of a larger group offered by the Commonwealth of Massachusetts.  To these ends, we created a design that provided multiple levels of access and was coordinated with statewide efforts – including:

1. Integration with the state E-Government portal to provide consistent look and feel to citizens.

2. Created web-site standards to align with both the state standards and Department of Education web site standards including accessibility standards.  We have incorporated accessibility standards for the past two years and surpass Priority 1 standards and meet many of the priority 3 guidelines.

3. Created a seamless distinction between public content and secure content.

4. Included the Department’s privacy statement.

5. Created a welcome page to provide personalization and clear access to secure functions within the system.

6. Created seamless connections between citizens, the Department of Education and outside agencies (testing service, universities, etc.).  For example, someone applying for a license will see that their requirements of a passing a test and completing a program are already verified through interfaces with these organizations.

7. Due to infrequent use by some stakeholders, we created a variety of mechanisms to allow individuals to gain access to their secure accounts.  For example; user question and answer to regain access (e.g. What is my dog’s name? – Spot.), the ability to reset your password, the ability to receive a user id for first time users who are already known by the department, the ability to create a profile).

8. Included on-line help for a variety of functions.


While many of our users have a vast degree of comfort with the Internet, we know that some individuals will encounter difficulties.  For that reason we have implemented a variety of steps to continuously improve the web-site.  Included in these steps are:

1. The use of Remedy (an incident tracking tool) to track user questions and manage enhancements to the web site.

2. A variety of email addresses that guide questions to a specific support personnel.

Additionally, we are building upon our past successes by embarking on extended goals; to surpass the original benefits of the ELAR initiative and to extend the scope of the program beyond recruitment and licensure to include accountability.  

i. To surpass planned benefits
As previously mentioned the system was developed to allow significant control through a rules engine.  As such we will be able to expand the business scope of the program with minimal effort to include licensure of Adult Basic Educators and Vocational Educators. 

Additionally, a series of enhancements will encourage additional use of the ELAR system.  For example, to integrate automated CORI (criminal record) checks for all potential educators.  Currently this role is played by the local school districts.


ii. To extend the scope beyond recruitment and licensure
With a tight job market, individuals teaching our children are often not licensed in the subject matter or teaching on a waiver.  By connecting the ELAR effort with employment information from other state agencies, we can ensure the right teachers are in the right classrooms. 

By connecting license information to our schools we will have the capability to analyze the factors leading to success in the classroom. 

All of these efforts map closely to the vision for teacher quality found in the new Federal Legislation, “Partnership To Leave No Child Behind”.

Finally, this web site has a comprehensive set of on-line services for licensing and recruiting educators.  There are a variety of components that were incorporated to provide significant value to all of our stakeholders…

1. Complete on-line services for prospective and current educators
From potential educators who want to understand what is required to become an educator, through the application process and onto support of educators in schools, this web site provides a comprehensive set of tools.  From a rules based engine that enables an individual to understand what is required to become an educator to a completely on-line process to apply for and receive your license; this site provides on-line services.

2. Flexible definition of regulations
Over the past 30 years, the pace of change within the Department has accelerated.  Licensing standards undertook a significant change in 1994.  This initiative began with an overhaul of the standards implemented in 2001 and changes are anticipated for the summer of 2002.  Recognizing this, ELAR was built with a flexible, rules based model for regulations, allowing the on-line tools to tap into the appropriate regulations given an applicant’s situation.  Furthermore this enables the expansion of this site to incorporate additional business functions such as the inclusion of Adult Basic Education and Vocational Education licenses.

3. Coordination between government entities
Government agencies are often criticized for poor customer service, lagging technology and information silos.  From the beginning, the project has had the foresight to build tighter relationships with various business partners thus reducing the steps required for licenses.  Examples include: verification of education, web-based collection of applicant information from universities and districts, integrating shared-services provided by the Information Technology Division, and collecting electronic data from the testing service (National Evaluation Systems).


4. Use of E-Signature and E-Payment
ELAR leverages the use of electronic signatures by replacing the need for ink-signatures for superintendent waiver requests, educator license applications and renewals and program provider submissions.  Additionally, ELAR has leveraged the state’s on-line e-payment services to allow individuals to pay for their requests on-line.


5. Use of authentication services
ELAR leverages secure user identification through the incorporation of on-line security services.

6. Technology.  
The technology is implemented using a java-based architecture (J2EE) with Microsoft IIS, BEA Weblogic and Oracle db architecture.  Other technologies include an Intranet based imaging solution (PaperWise), security portal, e-signature, shared ePayments service and IVR software.  A variety of interfaces with other organizations are used to automate processes.  The architecture is designed to be scalable.

c) Benefits realized by service recipients, taxpayers, agency or state
There are a variety of stakeholders using this system including: educators, school districts, higher education and district-based organizations, and the DOE.   Each of these stakeholders will benefit from this application and find efficiencies in a variety of functions.  In addition to any efficiencies, first and foremost, however, the children attending the Commonwealth’s schools are the primary beneficiaries of ELAR.  The system will help deliver the best educators to our children’s classrooms.

Educators
The primary benefit to educators and prospective educators is a streamlined licensing process.  In the past, obtaining a license was sometimes complicated by difficulties understanding the licensing requirements, limited access to staff at the Department and a very slow review process.  

Prior to ELAR, an applicant could wait six months or more to have their application initially reviewed.  Now an applicant can apply on-line and the licensing process can be instantaneous dependent upon the requirements for that individual.  For example someone who is applying for a Math license and has completed an education program at a university, must complete four requirements (obtain a bachelor’s degree, pass a math test, pass a communication and literacy test and complete an approved program).  If the applicant already holds another license, the bachelor’s degree will be verified automatically by the system.  The tests will be verified through an electronic interface.  The College or University can now endorse the applicant on-line through ELAR.   Potentially an applicant who has taken the tests and been endorsed by a program provider could receive his license immediately upon applying on-line (and paying on-line).  A process that in the past could have taken six or more months.

ELAR allows educators to access the Department 24 hours a day.  An automated application and information process will help recruit and license our future educators.

Districts
Districts will be able to verify the licenses of their employees without involvement from DOE staff.  Additionally, districts request waivers to hire teachers who are not yet licensed.  In the past, requesting waivers has been a paper-based process and frequently so delayed that districts allow individuals to teach our children for an extended period of time without receiving a license or waiver.  With ELAR, an applicant can apply in the morning and a district can request a waiver immediately.   

Sponsoring Organizations
Colleges, universities and district-based programs are required to submit rosters of students completing their programs and information necessary for Federal reporting to the Department.  Web-based submission forms have replaced the collection of paper documents, reducing the time and effort required to perform these tasks.  Historically, these organizations were required to create a packet for each of their students including an application, a check, a transcript, and an endorsement.  This information was then mailed into the department and batch processed many months later.  Now, the applicants can apply on-line and the programs can endorse the students on-line.  Additionally, this information can be used for recruitment purposes. 

DOE
The Department benefits significantly from the new regulations and technology.  The web-based tools allow applicants to be proactive thus reducing the time spent by Department staff processing paperwork and answering questions.  ELAR makes the evaluation process easier and more consistent across applicants (see above).  In the end, the Department spends less time on manual data entry and chasing down information, and more time recruiting educators, initializing educator preparation programs and providing better service to applicants, districts and sponsoring organizations.


d) Return on investment, short-term/long-term payback
The ELAR project was primarily funded as part of the Mass.Gov E-Government initiative.  Additionally to fulfill the needs of our stakeholders we were able to supplement state funds with Federal Title II dollars.  The costs of the project including s/w, h/w and consulting fees was approximately $2.6 million.

Through improved processing and functionality, ELAR will provide significant financial benefits to the State.  The business plan for this effort identified savings in excess of $1.5 million over five years.  Additionally, $2.5 million per year are collected in licensing fees.

Additionally, the long-term goals of ELAR include the collection of employment information that will fulfill Federal and state reporting requirements and include tremendous resources for local schools to ensure every classroom has a highly qualified teacher in front of our students.  These benefits will provide efficiencies for both DOE personnel and local school personnel.  The long-term (5 year) expected gains from this functionality is expected to be $1.6 million annual gains.

Component
Description
% FTE
# Staff
Total FTE
Dollars
Total Savings









DOE Staff
reduction in educator data collection efforts
0.2
15
3
45000
 $   135,000.00 

District Staff
reduction in data collection request
0.02
372
7.44
30000
 $   223,200.00 

District Staff
reduction in recruitment efforts
0.05
372
18.6
30000
 $   558,000.00 

DOE Staff
reduction in licensure employment effort
0.25
4
1
45000
 $     45,000.00 

DOE Staff
reduction in licensure effort




 $   652,000.00 







 $1,613,200.00 









Revenue
Licensing Revenue




 $2,500,000.00 















$4,113,200.00
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