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Introduction

The need for vocational education and training (VET) programmes in line with current
economic and societal needs has grown in recent years, driven by the necessity to keep
up with evolving labour markets, to support the green and digital transitions, and to
address pressing issues such as skills shortages. Hybrid and second-career teachers are
an essential part of this solution. Supporting VET school leaders in their recruitment,
onboarding, retention, and monitoring processes is paramount to address the
professionals’ needs and to comply with the related objectives set by the EU and member
states.

Therefore, this documentaims to provide support for VET school leadersin these regards,
while keeping in mind their shared responsibility with the industry, to increase the
number of professionals with experience from the industry successfully transitioning to
the teaching profession in VET.

In this context, the European Federation of Education Employers (EFEE) led a 2-year
project co-funded by the EU on teacher acquisition in VET. The project consortium was
also composed of GO! Education of the Flemish Community, MBO Raad, Education and
Training Boards Ireland (ETBI), the Spanish Confederation of Private Schools (CECE), the
Portuguese Association of Professional Private VET Schools (ANESPO), the Lithuanian
Vocational Schools Association, the Association of Secondary Schools and Dormitories
of Slovenia, and the European providers of Vocational Education and Training
(EUproVET).

The guidelines below are the result of research carried out throughout the project and of
extensive discussions with members and other stakeholders during peer learning
activities and meetings. These guidelines also aim to contribute to the broader
implementation of the Union of Skills and of the Herning Declaration.

Funded by the European Union. Views and opinions expressed are however
those of the author(s) only and do not necessarily reflect those of the European BT Co-funded by
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Union or the European Education and Culture Executive Agency (EACEA). LI the European Union
Neither the European Union nor EACEA can be held responsible for them.
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Guidelines for VET School Leaders

1. Recruitment of industry professionals into VET teaching

Professionals coming from the industry (full time second-career teachers or part-time
hybrid teachers) bring unique strengths to VET: updated labour-market expertise,
authenticity, and credibility in the eyes of learners. Yet, recruitment is often hindered by
low salary competitiveness, unclear pathways into teaching, and lack of visibility of
opportunities.

School Leaders of VET centres are the primary gateway for industry professionals
considering a transition into teaching. The School Leaders’ actions can significantly
contribute to reducing barriers and creating accessible pathways into VET.

Key Action Points:

e Build and maintain strategic two-way communication channels:

o Stay in contact with former students now working in the industry and
inform them of specific opportunities to teach in VET at your school. This
can be done through building an alumni database for sending periodic
updates on teaching opportunities (e.g. guest teaching, masterclasses,
potential hybrid roles, etc.) or inviting alumni to open days and sector-
specific info sessions.

o Develop and strengthen partnerships with relevant industries and
sectoral bodies by regularly attending regional employer fora, chambers or
sector councils. VET school leaders can present teaching roles as a
solution for labour shortages and future talent pipelines and co-create
simple cooperation agreements where companies nominate staff to teach
a few hours (encouraging companies to view teaching as part of their
talent-development and CSR strategy).

o Establish and strengthen contacts with teacher training centres,
apprenticeship offices, professional associations and existing networks to
create a pipeline of professionals.

e Clarify entry routes and expectations:

o Offer flexible entry points into teaching such as hybrid roles with low
teaching loads, “try-out” opportunities co-taught with a mentor to reduce
risks, or gradual pathways to full-time teaching to increase attractiveness
of the profession.

o Keepin mind the different types of hybrid and second-career teachers and
apply the appropriate denomination (and expected hours and qualification
requirements) for different teaching profiles (professor of practice,
industry fellow, etc.) to ensure clarity and proper recognition of the
teaching position.

o Explain qualification pathways and provide information on available
support such as training, continuous professional development (CPD), or
mentoring.
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Develop and promote the school’s employer brand: Given that salary differences
between industry and teaching are a key recruitment barrier, highlight what makes
your school a valuable and engaging working environment in a competitive market
(e.g. equipment, support, flexible arrangements, progression pathways, etc.) and
promote the opportunities offered (such as training, internationalisation, quality
onboarding, etc.).

Quality onboarding/induction and school-specific training to
hybrid and second-career teachers

Research shows that up to 30% of new VET teachers leave within the first year if not
properly supported. Second-career and hybrid teachers are particularly vulnerable to the
“reality shock” when learning to manage classrooms and workloads and going from a
higher position in industry to a sometimes less recognised position in teaching.

School Leaders in VET can ensure a structured, predictable, high-quality induction
system that supports teachers before and during their early teaching months.

Key Action Points:

Provide quality and relevant support for hybrid and second-career teachers joining
the VET centre.

o Ensure structured mentoring and coaching, e.g. by assigning a mentor
and/or coach with relevant experience to support the new hybrid or
second-career teacher navigate the school environment, get to know the
team, and become familiar with any specific procedures, while ensuring
that the new teacher feels comfortable and has a go-to person in case of
questions, potential issues, or suggestions.

o Providing different opportunities for onboarding and school-specific
training, e.g. observing colleagues managing classrooms, shadowing of
administrative processes, co-planning sessions with teaching teams,
introduction to school policies on behaviour, wellbeing, inclusion, etc.

o Ensure sufficient time for induction/onboarding, keeping in mind the
different types of hybrid and second-career teachers and considering the
possibility of assigning less teaching/contact hours and/or less
administrative tasks to the new teacher during e.g. their first 2 years in the
teaching profession.

Maintain close cooperation between teacher training centres and the school to
facilitate the internships of teachers in training (with regard to schedule, etc.)
Consider the use of artificial intelligence (Al) for its vast potential in supporting
teachers to work more efficiently when Al is used properly (e.g. to reduce
administrative tasks) and thus training new teachers on the proper use of Al
accordingly.
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3. Retention of second-career and hybrid teachers

Retention is as important as recruitment. Without tailored support, experienced
professionals may return to industry or reduce teaching hours. Research shows that
intrinsic motivation and workplace culture are powerful retention drivers.

School Leaders, therefore, can create environments where new teachers feel capable,
appreciated and able to grow professionally.

Key Action Points:

e Providing relevant and tailored continuous professional development for hybrid
and second-career teachers that aligns with the teachers’ profile, workload and
industry engagement.

e Organiseregularevaluation and open discussions to be aware of how the teachers
feel in the job, discussing their beliefs on the role of VET teachers, and providing
additional mentoring as/if relevant.

e Keep in mind the potentially different needs of hybrid teachers who are still
working in the industry in parallel to their teaching responsibilities.

e Recognise and value industry experience by involving these teachers in
curriculum design, project-based learning and specialised workshops.

e Support different long-term career paths by keeping in mind the potential
willingness of second-career teachers to go back to the industry at a later stage in
their career and offer flexible, adjustable teaching loads.

4. Creation of an ecosystem based on shared responsibility and
collaboration between VET schools and industry

VET schools and industries both hold responsibility for creating a conducive environment
and the necessary conditions allowing industry professionals willing to teach in VET to
embrace this opportunity. The creation of such an ecosystem based on shared
responsibility can also help both parties explore further opportunities for collaboration.

Therefore, VET School Leaders should strive to establish and strengthen collaboration
with industry while also keeping in mind the shares of responsibility held by the industry.

Key Action Points:

e Contribute to the creation of a framework for fruitful collaboration between the
VET school and the relevant industry(ies), facilitating the process of attracting
professionals from the industry willing to teach in VET.

e Use and keep in mind existing regional collaboration, reaching out to the regions.

e (Collaborate with the relevant industry(ies) keeping in mind the joint responsibility
of the VET school and of the industry in delivering joint training programmes, e.g.
through a dual system.

e Consider collaboration with industry also for equipment acquisition and for
apprenticeships of students.
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5.

Highlight the benefits of industry professionals (hybrid-)teaching as part of their
professional development, encouraging the industries to inform these
professionals about the benefits.

Impact measurement and monitoring

Second-career and hybrid teachers contribute to VET quality, improve institutional
practices, and support the broader European effort to better document, research and
strengthen this growing teacher profile. At present, most countries do not systematically
collect data on these teachers, and little evidence exists on their long-term impact on
learning outcomes, labour-market alignment or teacher retention.

VET schools therefore play a crucial role: they are closest to the phenomenon, they
observe its effects daily, and they can generate insights that inform national reforms,
sectoral strategies and EU-level research.

Key Action Points:

Track basic information on second-career and hybrid teachersin your school (e.g.,
number, teaching load, subjects taught, duration of engagement) and monitor
how their presence affects student learning, motivation and employability through
regular learner and teacher feedback.

Review each year how recruitment, onboarding and retention of these teachers
are evolving in your VET centre to identify trends and adjust your approach and
engage mentors, department heads and employer partners in reflecting on how
hybrid and second-career teachers influence the relevance and quality of
teaching.

Document useful examples, challenges and lessons learned from integrating
industry professionals, and share these with national and European networks.
Contribute to surveys, peer-learning activities and research initiatives to help
build a more complete European evidence base.



