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OUR JOURNEY 

The project was created under 
ACEPP/CEEDAR Blueprint Goal 4.   The 
Teacher Empowerment Project began and 
continued to support three districts through 
the COVID pandemic.  ACEPP team 
conducted a teacher survey and provided 
recruitment and retention support based on 
survey results.   ACEPP team met monthly 
with Special Education Directors. 

ACEPP team met with directors virtually 
and in person.  Team  provided resources 
and support to Special Education 
Director’s mental and physical health. 
Focus was to retain Special Education 
Directors to retain Special Education 
Teachers. 

Special Education Directors meet in 
Kingman, Arizona to collaborate and 
discover best practices and current 
needs of the region.  Three directors 
from surrounding districts attend an in 
person meeting. and follow up meeting 
to develop next steps. 

Special Education Directors meet in 
Snowflake, Arizona to collaborate and 
discover best practices and current 
needs of the region.  Seven directors 
from surrounding districts attend an in 
person meeting and a follow up meeting 
to develop next steps. 

March 2020 August 2021 

April 2024 April 2024 



THE PURPOSE 

The purpose of the Director Empowerment Project  was to build on the Teacher Empowerment Project 
initiative begun in 2020 to retain early career special education teachers. Findings of the Teacher 
Empowerment Project showed that supporting directors was a more feasible and potentially effective 
approach for the ACEPP team.  The Director Empowerment Project was piloted in four districts in Southern 
Arizona and has been expanded to ten rural districts in Northern Arizona.

STEP 1 

STEP 2 

Identify school districts 
and charters in the 
Mohave and Navajo 
Counties who have the 
readiness for this work.

Identify resources to 
support special education 
directors to support 
special education 
teachers in rural Arizona.

This framework tool is meant to be continuously applied and 
revised across a systems change initiative. Use this framework at 
the start of an initiative or project in the structuring phase to 
identify the current system. Reapply the exercise as you narrow a 
goal and assess the feasibility of change in the thinking phase. 

The five Rs in this framework include: 
● Roles – actors in your system (organizations, individuals,

etc.)
● Relationship – connections between actors
● Rules – policies and practices that govern a system  •

Resources – inputs in the system
● Results – the outcomes of the system

Analyze a System: Framework Analysis (2022) National Fund for Workforce Solutions 
(https://nationalfund.org/wp-content/uploads/2022/08/NationalFund_SystemsChange_
AnalyzeSystems.pdf) 

Analyze a System: Framework Analysis 

The facilitators met to plan  ahead for anticipated roadblocks 
which could include:  lack of resources and support, staffing, 
collaboration with general education and outside organizations, 
and time to implement solutions. 

The facilitators were equipped to handle the more difficult areas 
to this project and brought together regional, state level, and 
national resources.  The team connected the directors to  experts 
from higher education, behavior specialists, and national experts. 

Timing could be a challenge due to the end of the academic year 
and summer schedules. 

Understand the Challenges and Constraints That 
Could Impact the Project Hold information 

gathering sessions 
virtually and  in-person to 
identify current needs, 
resources  and support for 
rural directors.  This will 
enable directors to better 
support special education 
teachers. 
Hold a wrap-up meeting 
to plan for 2024-2025 
year.

https://nationalfund.org/wp-content/uploads/2022/08/NationalFund_SystemsChange_AnalyzeSystems.pdf
https://nationalfund.org/wp-content/uploads/2022/08/NationalFund_SystemsChange_AnalyzeSystems.pdf


SUPPORT SYSTEMS 

Special Education Directors 
representing:  Kingman Unified, Lake 
Havasu Unified, Bullhead City School 
District, Kingman Academy of Learning, 
Colorado River Union High School 
District, Littlefield Unified School District, 
Topock Elementary District 

Special Education Directors representing: 
St. Johns Unified School District), 
Heber-Overgaard Unified School District, 
Show Low Unified School District, Vernon 
Elementary School District, Round Valley 
Unified School District, Blue Ridge Unified 
School District, Snowflake Unified School 
District). 

Training in Behavior (BIP, FBA, etc), 
Transition, IEP Development, 
Recruitment and Retention, Described 
and Captioned Media,  IRIS Center, 
Trauma Sensitive Schools Symposium 

American Association for Employment in 
Education, Disability Benefits 101, 
Arizona Department of Education, 
Progress Center, Arizona Rural Schools 
Association,  Together for Arizona, and 
Arizona K12 Center. 

Mohave County Navajo County 

Training Needs Resource Supports 



COLLABORATION 

The facilitators met with the special 
education directors to learn about 
current needs.  The in person meeting 
included resources from the CEEDAR 
Center,  IRIS Center, and the PROGRESS 
Center 

Through collaboration the special 
education directors established their 
roles, relationships, rules, resources, and 
results to support special education 
directors, special education teachers, 
general education teachers and other 
administrators. . 

Special education directors provided 
feedback about  best practices in 
districts/charters which included 
partnerships with higher education, 
Arizona Department of Education, 
Vocational Rehabilitation, and Division 
of Developmental Disabilities 

24% of Special Education Teachers 
leave the classroom due to burnout, 
stress, job pressure, or lack of support. 
Special Education Directors cannot solve 
this concern alone.  The facilitators 
identified and shared information 
non-traditional partners who could 
provide support to teachers and 
directors. 

Resources Collaborative Groups 

Feedback Non Traditional Partners 



UNINTENDED OUTCOMES 

Mental Health Staffing Support 

Special Education Directors 
reported a need for 
collaboration with Arizona 
Early Childhood Career and 
Professional Development 
Network, and the Arizona Job 
Connection. Some Special 
Education Early Childhood 
positions have been open and 
not filled for up to three years. 

Special Education 
Directors reported a need 
for a repository for special 
education teachers to 
locate resources to meet 
the needs of students. 
This repository could 
include trainings, 
resources, and support. 

Special Education 
Directors report a need for 
communication and 
collaboration  with 
AHCCCS, Justice and Crisis 
Systems, Mercy Care, 
United Healthcare, Arizona 
Complete Health,  and 
Care1st Health Plan 
Arizona to meet students’ 
mental health needs.

ADDITIONAL DATA 

Based on the FY2023 Arizona Teacher Attrition Survey 17% of Special Education Directors, 22% of 
Special Education Teachers, left their positions. Also, 18% of paraprofessional positions were not filled 
as of October 1, 2023. Based on ADE’s Classroom Teacher Attrition and Retention Dashboard Mohave 
and Navajo Counties lose 13% to 30% of Special Education Teachers each year

The Arizona Department of Education’s Educator Pipeline Dashboard graph shows the number of 
educators holding specific certificates by IR year. 



OUTCOMES 

Collaboration Training Support 

The directors reported a need for 
training for all teachers, principals, 
and directors, particularly in 
Behavior Implementation Plans, 
Functional Behavioral Assessments, 
IEP training, and Transition Planning. 

Based on open positions and 
data from the directors there is 
a need for continued support 
to recruit and retain special 
education teachers/staff. 
Directors are unaware of 
resources from higher 
education, workforce 
development.  There is a need 
for training for directors to 
retain special education staff 
members.

 During follow up meetings the 
directors reported they  shared 
resources they learned about 
with their teachers, staff, and 
principals.  They also planned 
professional development for 
the 2024-2025 school year 
based on what they learned..
Directors reported the 
importance of working as a team 
to solve common needs.
(Community of Practice) 

NEXT STEPS 

  

52% of workers say they will need to learn new skills within the next year to continue their current 
job (According to The University of Phoenix Career Optimism Index™ Study 2022).  We propose to 
meet monthly with the special education directors to provide additional support, collaboration, and 
connect to content experts.  This collaboration will provide the special education directors the 
knowledge, tools, and support systems to meet the needs of special education teachers.  Currently 
there is a “skill gap” with the current workforce because they do not have all the necessary skills 
needed to meet the needs of our student population. to reach its goals. 

Review this report with the ACEPP EPPs and other EPPs in Arizona, as well as, present at state, 
regional, and national conferences.  Connect Special Education Directors to the ACEPP EdWeb Page: 
https://www.edweb.net/arizona_coalition_for_educator_preparation_and_practice

https://www.edweb.net/arizona_coalition_for_educator_preparation_and_practice



