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• Mission Statement

• The mission of  the Upper Bucks County 
Technical School is to educate students for 
successful careers and to inspire lifelong learning 
in a challenging and changing global economy.

• Located in Bedminster Township in Perkasie, PA

• Proudly serving the Palisades, Pennridge, and 
Quakertown Communities since 1964

• We pride ourselves on offering excellent career and 
technical education in twenty-three program areas 

• Our students earn industry-recognized certifications 
and college credits through articulation agreements 
with area colleges and learn their technical skills on 
the same equipment used in industry



Upper Bucks County Technical School
• We work closely with our three sending districts to ensure the students receive the 

academic coursework to prepare them for college or careers in the workforce 

• Our graduates have earned advanced degrees, owned successful businesses, and have 
continued their relationship with our school to ensure we continue to offer quality 
education at the school

• Part-time Career and Technical School – 2 Sessions – AM and PM

• Currently, there are 923 students



Upper Bucks County Technical School
63 Employees by Category



Do you know how it is different to hire a Career and Technical 
Instructor than a Traditional Teacher?

• Hire an Instructor with a teaching certification from another Career and 
Technical School – it is very similar to a traditional teacher

• 60 Day Hold

• Hire from the Industry – they will not have a teaching certification.  They 
must have 5 years of  experience in the field they will be teaching.

• 2 Week Notice

• Must go back to college to obtain a teaching certification



First Thought for Project

• The first thought was, “This project has to be done on the career pathways a 
teacher has to take to become a certified teacher.”  

• Research showed two pathways – Graduate and Undergraduate

• There is talk about the length of  time spent in the pathways for new teachers
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Research

• Researched the different career pathways – Undergraduate and Graduate

• Talk to stakeholders – 
• Mentors

• Current first-year teachers

• Administrators

• Identify Issues
• #1 – Outdated Induction Plan

• #2 – Not aware of  the amount of  continuing education they would need to do



A Pattern Started

• Started to notice an increase in retirements

• Began the process of  hiring new instructors for those who retired

• All was going great, or so we thought

• Until the new hires started to leave shortly after hire

• Why?



Started to Look into Why Newly hired Instructors 
were leaving after a short time from hire

• Did you ever wonder why did someone take a position only to leave after 3 
months?

• What did and didn’t we do right?

• Could we have seen this ahead of  time?

• Can we prevent it from continuing or happening again?

• What can we learn, how can we grow, and what can we do next?



New Instructor - Career Pathways

• New Instructors who need to attend a College or a University for their 
teaching certification will follow one of  two pathways:

• Undergraduate Pathway to Permanent Certification – 60 College Credits

• Someone who does not have a college/university bachelor’s degree

• This includes anyone that has an associates degree

• Graduate Pathway to Permanent Certification – 33 College Credits

• Someone who has a college/university bachelor’s degree



What would you do now?

• Continue with the career pathway project?

• Pivot and focus on the outdated induction plan?

•  Should I take both the career pathway and induction plan projects together?

• Throw your hands up and run?



Project Shifted to Induction Plan

•  Then I realized that the career pathways were only one aspect of  the issue 
that new teachers were facing.

• The primary concern new teachers were facing was the outdated induction 
plan.

•  Therefore, the project will shift its focus to the outdated induction plan.

•  The induction plan should include career pathways.



Project Summary
• While hiring new instructors right from the industry, they find it shocking that they 

have to go back to “school” to teach students a trade, and it could take up to 8 years 
to earn their teaching certification

• The new instructors have questions on how to earn their teaching certification

• Our support for our new instructors, the induction plan, was last updated in 2013

• Giving outdated information

• Mentors do not know what areas to cover since some areas are no longer pertinent to UBCTS

• Conclusion

• Time to update the induction plan 

• Time to collaborate and pull together a team



eHCLE Standards Used
• Process Management – 

• Champion the change management process.

• Experience Management – 

•  Build the capacity of  employees to deliver 
exceptional customer experiences.

•  Develop partnerships to enhance the services 
provided to students, employees, and the community.

• Total Rewards – 

• Career Management – 

•  Create equitable career advancement programs 
that align with organizational goals.

• Talent Development – 

• Orientation & Onboarding

• Establish processes for selecting and preparing 
mentors and coaches for new employees.

•  Develop support structures for employees new to a 
role. 

• Performance Management – 

• Involve employees in the development and 
implementation of  evaluation systems.

• Training and Development – 

•  Ensure that training and development programs 
align with the organization's strategy and adult 
learning principles.

• Provide sustained professional development to drive 
improvements for employees and students.
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Goals
New Induction Plan

• Create a team
• Engage other 

departments
• Make the 

document a living 
document

Create Pathways

• Pathway Form
• Undergraduate 

Pathway
• Graduate Pathway

Create Survey

• After first-year 
survey – Mentee 
and Mentor

• After second-year 
survey – the 
Mentee and 
Mentor



Issues Discovered While Working with the 
Collaboration Team – Outdated Induction Plan

The Induction Plan was last 
updated in 2013

New Instructors coming from 
the Industry did not realize that 
they would need to go back to 
college while teaching at the 

same time

We have 9 Instructors out of  a 
total of  32 using an outdated 

induction plan

New Instructors did not realize 
that the commitment to earn a 
teaching certification if  they do 

not have a bachelor’s degree 
could be up to 8 years of  taking 

college courses

Out of  the nine instructors:
6 are in their 2nd year of  teaching
3 are in their 1st year of  teaching

 

This is 28% of  our current 
teaching staff  using an induction 

plan that is 11 years outdated



Current Induction Plan from 2013
• Incorrect software listed

• Incorrect procedures listed under the wrong departments

• There is no accountability for a sign-off  of  completion by both the mentor and 
mentee

• There is no evaluation for the mentor or mentee

• There are no examples for the mentor to go over with the mentee

• There is no explanation or pathway to obtain teaching certifications

• Mentors were asking for an updated induction plan

• Pennsylvania Department of  Education now requires a 2-year induction plan, and 
the 2013 plan is a 1-year plan



Collaboratively Designing a New Induction Plan 
is a Process 

• The new collaboratively designed induction plan has been implemented, and 
there is strong evidence that our improvement to the plan is supporting the 
new instructors and mentors with a much better guide as to what is expected.

•  After making any school-specific adjustments, other Career and Technical 
Schools within the Commonwealth of  Pennsylvania can implement the 
collaborative induction plan.

• The new induction plan is only as good as it can be if  you use it to its fullest 
potential. 



Question?

• Do you know where your Induction Plan is located?

• Do you think your induction plan needs to be updated?

• Would you have a collaborative team to call upon to work on your induction 
plan?

• How often do you think an induction plan should be reviewed and updated?



What We Did to Start the Update of  the 
Induction Plan 

Share Google 
Doc with 

Collaboration 
Team

Move 
Induction 

Plan to 
Google Doc

Reach out to 
All Eastern 

PA CTC

Current 
Mentors

Current 
Teachers on 
Induction 

Plan

Contact 
Temple 

University

129 emails sent;
28 induction plans 
received
21.5% return



Induction Plan Team Timeline 

• Temple University Information
• Form Team
• Move 2013 Plan to Google 
Docs

February 2024

• Other CTC Induction Plans
• Plans received and reviewed

March 2024
• Update 2013 Induction Plan 
with collaborative changes

May 2024

• Asked a new instructor and 
mentor to pilot the new 
induction plan

August 2024 • Induction Plan approved by the 
Joint Operating Committee

• Induction Plan placed on 
employee portal

• Feedback from current 
volunteers

September 
2024

• Approved by the Pennsylvania 
Department of  Education

• Feedback from current 
volunteers

February 2025

• Induction Plan included in the 
Comprehensive Plan

• Feedback from current 
volunteers

March 2025



Induction Plan



Induction Plan Continue



Induction Checklist



Induction Plan Evaluation – Inductee 



Induction Plan Evaluation – Mentor 



Graduate Blueprint



Undergraduate Blueprint



Teacher Resources



Work Ethics and Rubric – For Students



Timecard Sample



Parent Contact and Night Information



New Induction Plan
• Went from 6 pages to 44 pages

• Has more examples of  forms used in classrooms

• Survey for mentor and mentee

• Check off  list for tasks to complete and review

• The Temple University Blue Print for Undergraduate and Graduate

• Resources with website links for new teachers

• Work ethic and timecard examples 

• Parent contact examples

• Sign off  sheet of  completion



Lessons Learned

• Be prepared to shift your forethoughts when an even more significant issue 
becomes apparent

• Ask for examples from other similar agencies

• A strong team can make substantial strides when you work together

• The strength one person brings to the group fills in the space where one may 
be lacking

• Life happens; sometimes you need to take a deep breath and continue on



Next Steps

• March 20, 2025 – The Joint Operating Board voted to send the plan to PDE in the 
Comprehensive Plan

• Continue to track the current inductees

• Monitor the consistency of  using the induction plan

• Fully implement the new induction plan 

• Track the end-of-year surveys for improvements and suggestions

• Evaluate and adjust accordingly



Questions?

Contact information:
Tracy Kram – tkram@ubtech.org

215-795-2911

mailto:tkram@ubtech.org

