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Abstract

Human-intensive programs like teacher mentoring face a fundamental scaling problem:
evidence shows their impact declines as they expand, and the personalized support that
makes them effective becomes prohibitively expensive at scale. This paper explores whether
Al-powered tools can help resolve this tension. We document the development and pilot im-
plementation of "Profe Gabi,” a generative Al chatbot designed to provide novice teachers in
Chile with on-demand mentoring support through WhatsApp. The chatbot delivers person-
alized guidance across three dimensions—pedagogical practice, socio-emotional well-being,
and career development—drawing on Chile’s existing National Induction and Mentoring Sys-
tem, which currently reaches fewer than 1% of eligible teachers due to capacity constraints.
During an eight-week pilot with 550 novice teachers, Profe Gabi demonstrated the technical
feasibility of scaling mentoring support: it reached more than three times the number of
teachers served by the national program while maintaining high user satisfaction. However,
engagement declined significantly, revealing critical implementation challenges around sus-
tained adoption. We analyze these patterns to identify what conditions may be necessary for
AT tools to meaningfully expand access to professional development, and discuss insights that
inform Profe Gabi’s scale-up in 2025-2026. Our study contributes to an emerging literature
on AT technologies for teacher support and offers lessons for similar interventions globally.
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1 Introduction

Teachers around the world face significant challenges at the start of their careers, including
inadequate preparation and training for the complexities of classroom teaching - often due to
insufficient practical classroom experience during pre-service education; insufficient support,
supervision and mentoring at the school level; and overwhelming workloads (Darling-Hammond
et al., 2009; Kardos and Johnson, 2010; OECD, 2019a). In Latin America, these difficulties are
often exacerbated by the fact that novice teachers are disproportionately assigned to the most
demanding educational environments—typically schools in disadvantaged and rural regions that
struggle to attract experienced, certified educators (Elacqua et al., 2022; Bertoni et al., 2020).
This results in high attrition rates: in some places, the attrition rates among teachers at the
start of their careers are as high as those near retirement. In countries like the United States,
the United Kingdom, and Canada, almost 40% of teachers leave the profession within the first
five years of teaching (UNESCO, 2024).

International evidence shows that teacher turnover and early attrition disrupt learning, neg-
atively impact student outcomes, and waste investments in teacher recruitment, training, hir-
ing and deployment (Hanushek et al., 2004; Ronfeldt et al., 2013; Boyd et al., 2008; Carver-
Thomas and Darling-Hammond, 2019). This is particularly concerning in the current context of
widespread teacher shortages: approximately 44 million additional teachers are needed world-
wide to meet the education targets set out in the 2030 Sustainable Development Goals, with
3.2 million of them specifically in Latin America and the Caribbean (UNESCO, 2024). The
premature departure of novice teachers worsens the teacher shortage, contributing to a cycle of
understaffing and over-reliance on inexperienced educators, which in turn further strains educa-
tion systems and widens learning gaps. Due to the high costs of teacher recruitment, training,
hiring and deployment, reducing early-career attrition is a key component of building a stable
and high-quality teaching workforce in a cost-effective manner (UNESCO, 2024).

Education systems have adopted various strategies to retain novice teachers and diminish
early attrition, such as increasing pay, improving workplace conditions, offering non-monetary
incentives like career advancement opportunities, and providing professional development tai-
lored to the needs of novice teachers that supports them to build their instructional skills and
navigate early-career challenges (Elacqua et al., 2018). Induction and mentoring programs, one
such form of professional development for early-career educators, have been shown to improve
instructional effectiveness, student achievement and teacher retention (Keese et al., 2023; Nay-
lor et al., 2019). Though promising, these programs face considerable challenges in terms of
scalability, cost, and implementation capacity.

In this paper, we describe the development and pilot implementation of “Profe Gabi,” an Al-
powered chatbot designed to support the professional development of novice teachers in Chile.
Developed in a joint effort between the Chilean Ministry of Education (MINEDUC) and the
Inter-American Development Bank (IDB), Profe Gabi is a WhatsApp-based virtual mentoring
assistant that uses generative Al to deliver personalized, timely, and high-frequency support
across three domains: pedagogical practice, socio-emotional well-being, and career guidance.
The initiative aims to address Chile’s critical novice teacher attrition problem: between 2004 and
2023, 22% of teachers left the profession after their first year, and 14% after their second. Novice
teachers are three times more likely to leave than their more experienced peers.! This challenge

LOwn calculations based on official data from the Ministry of Education, Chile, 2004-2023.



is compounded by the fact that Chile currently faces a teacher shortage equal to approximately
123,789 hours for qualified teachers (6.2%) and 235,602 hours for specialist teachers (11.7%)
(Ztniga et al., 2025).

Profe Gabi builds on Chile’s National Induction and Mentoring System, launched by MINE-
DUC in 2017 to improve support for early-career teachers and reduce attrition. The program
pairs novice teachers in their first or second year with experienced colleagues who act as mentors
throughout the school year, focusing on pedagogical development and professional growth. A
recent qualitative evaluation carried out by the United Nations Development Program (UNDP)
found that participants highly value the mentoring experience, crediting it with increased teach-
ing confidence and stronger relationships between colleagues. However, scaling-up the program
has proved difficult: due to institutional capacity constraints and high implementation costs,
it has reached fewer than 1% of eligible teachers (UNDP, 2023). Profe Gabi was developed
as a cost-effective and scalable complement to the existing National Induction and Mentoring
System, aiming to reduce early-career attrition and strengthen teacher retention and student
learning.

The need for cost-effective and scalable approaches such as Profe Gabi becomes clear when
examining the challenges behind traditional induction and mentoring programs for novice teach-
ers. Although these programs have shown promise in supporting novice educators, they are often
limited in reach as they require significant resources (including time, personnel, and funding),
making large-scale implementation challenging. Each additional mentor or coach adds substan-
tial expense with few economies of scale, creating high marginal costs as programs expand. In
addition to high costs, these programs face human capital constraints, as they depend on the
availability of highly skilled and experienced teachers to serve as mentors, who must be iden-
tified, recruited, trained, and prepared. Notably, in OECD countries, 40% of novice teachers
indicate having participated in some type of induction program, but only 22 percent report
having been assigned a mentor (UNESCO, 2024; OECD, 2019b).

Even when these types of programs are able to reach more teachers, maintaining effectiveness
can be difficult. As programs scale, the dosage and frequency of support provided to teachers is
often reduced due to increased costs. Moreover, preserving implementation fidelity and delivery
quality becomes more challenging, and mentors are only able to provide highly personalized
support for a certain number of teachers (Kraft et al., 2018; World Bank, 2023). These issues
mean that even programs that are effective at a smaller scale can see an important reduction in
impact when expanded. For example, evidence shows from teacher coaching programs, which
share multiple characteristics with teacher induction and mentoring because they also depend on
highly specialized human support, shows that those that serve more than 100 teachers are less
effective than smaller ones in improving instructional quality and in increasing student learning
(Kraft et al., 2018). Scaling problems are not unique to teacher induction, mentoring, and
coaching programs. As highlighted by (List, 2022), promising findings in experimental settings
often yield considerably smaller effects when attempts are made to implement them on a larger
scale: the so-called "voltage drop.”

In this context, emerging technologies have significant potential to amplify the scale of inter-
ventions without compromising their effectiveness, because they can help promote standardiza-
tion, correct dosage, and implementation fidelity (Al-Ubaydli et al., 2019). In particular, recent
breakthroughs in generative Al that leverage Natural Language Processing (NLP) can emulate
human interactions, providing high-frequency, on-demand support that is available anytime,



and standardizing delivery of the support with high fidelity in every interaction (Mollick, 2024).
Chat agents powered by generative Al have proliferated across various sectors, including health-
care, therapy, personal finance, and consumer services (Hoffman and Beato, 2025; Laymouna et
al., 2024; Li et al., 2023; Adam et al., 2021).

AT technologies are already transforming education and are poised to further revolutionize the
sector, with direct applications for students, teachers, school and system leaders, administrators,
and even parents and caregivers (Arias Ortiz et al., 2025; Molina et al., 2024; Khan, 2024). One
way in which Al is proliferating in the education sector is in the form of Al-powered chatbots,
which are being developed and used to support students, teachers, tutors, school and system
leaders, and parents. These chatbots serve diverse purposes, from teaching and building specific
skills, providing guidance and information on specific topics, expanding access and enhancing
system efficiency (Wollny et al., 2021). For students, recent work shows that chatbots using NLP
are being used to provide homework support, personalize learning, and help develop targeted
competencies, among other uses (Labadze et al., 2023; Henkel et al., 2024; De Simone et al.,
2025).

In contrast, the use of Al technologies to support teachers remains less explored, particularly
in terms of applications focused on teachers’ professional development. Recent data shows that
teacher use of LLMs is quite varied: on average, 36% of lower secondary teachers in OECD
countries report using Al in the past year, but this number rises to 56% and 55% in Brazil
and Chile, respectively, and is as low as 14% in France (OECD, 2025). While information
how teachers use Al is more limited, the available data shows that K-12 educators around
the world use Al to develop lesson plans and supporting teaching materials; to brainstorm new
teaching materials; to simplify complex topics for students and to improve the student experience
(Microsoft, 2025). Different AI applications and tools have been developed to support educators
on specific tasks, such as developing instructional content, delivering specific teaching content,
providing tutoring to students, providing student feedback, or automating certain instructional
tasks such as grading (Labadze et al., 2023; Kuhail et al., 2023; Wang et al., 2024; Gamberini
et al., 2025). However, few of these applications specifically seek to target teacher learning and
growth, particularly for full-time teachers. A recent systematic review found that while 65% of
studies examined Al for instructional purposes, only 35% explored its potential for enhancing
educator professional development (Tan et al., 2024). Notable exceptions include Demszky and
Liu’s (2023) assessment of M-Powering Teachers, which uses NLP to provide teachers with
automated feedback on their instructional practice (Demszky and Liu, 2023), and early work
exploring ChatGPT’s potential for teacher coaching (Wang and Demszky, 2023). Another recent
example consists of a small-scale pilot in Sierra Leone that tested TheTeacher.Al, an Al-powered
mentoring chatbot used by 193 teachers throughout the school year for lesson planning, classroom
management, and content support (Bjorkegren et al., 2025).

We contribute to this emerging literature by documenting the development and pilot imple-
mentation of Profe Gabi in Chile. By using generative Al to deliver personalized, high-frequency
support for pedagogical practice, socio-emotional well-being, and career guidance, Profe Gabi
offers a scalable and cost-effective model for professional development. Our study examines how
Al-powered solutions can empower teachers, especially those at the start of their careers, and
addresses key challenges in scaling traditional teacher support systems.

The paper is structured as follows. Section 2 documents the Profe Gabi development process,
detailing the steps taken in its conceptualization, design, technological set-up, training, and



testing phases. Section 3 describes the pilot implementation carried out in 2024 and presents
the results gathered from platform usage and engagement data, surveys, and focus groups with
participating teachers. Section 4 discusses the pilot results, highlighting opportunities for impact
and main challenges. Section 5 presents recommendations for Profe Gabi in Chile, and provides
reflections on lessons learned on the use of similar technologies to support novice teachers in the
region and globally.

2 Design of Profe Gabi

Profe Gabi was developed over a six-month period from May to October 2024. This section
describes the phases of user research, definition of key design specifications and chatbot design,
and development of the content bank in detail. For further information on Profe Gabi’s tech-
nological set-up as well as the testing and quality assurance (QA) carried out prior to launch,
please see Annex A.

2.1 User Research

The design process started with research to understand the structure, methodology, and content
of the mentoring model employed in the existing National System of Induction and Mentoring
program; the needs of novice teachers in Chile and the most significant challenges they face in
the first two years of teaching; and their relationship with technology. The team used multiple
qualitative and quantitative instruments to triangulate data, including focus groups with current
mentors, a survey of novice teachers enrolled in the National System of Induction and Mentoring,
and in-depth semi-structured interviews with a sample of the novice teachers.

To begin, four focus group sessions were carried out with senior teachers mentoring novice
colleagues through the National System for Induction and Mentoring.? 3 These sessions aimed
to understand the structure, methodology, and content of the mentoring provided under the ex-
isting system, as well as typical challenges in the mentoring process and areas where the model
could be strengthened. Mentors worked within a structured program of duplas, or mentor-
mentee pairs (4-6 hours per week over 10 months), developing personalized plans aligned with
a Ministry-provided framework. Communication between duplas primarily took the form of in-
person meetings, emails, and WhatsApp exchanges. Mentors reported gaps between university
training and classroom realities, highlighting the areas where they provided the most support:
lesson planning, classroom management, student motivation, and self-care. Mentors also men-
tioned offering broader professional guidance regarding Chile’s teacher evaluation system and the
implications of various regulatory frameworks, and helping novice teachers navigate school-level
administrative requirements and institutional protocols.

The design team then gathered data on novice teachers’ experiences and the areas where they

2Mentors must hold a teaching degree, currently perform classroom teaching duties, have achieved either
the Advanced or Expert level in Chile’s teacher career ladder, and have completed a certification course at an
accredited university to develop their mentoring skills

3The focus groups included eight experienced educators, predominantly women (88%), with teaching experience
ranging from 12 to 29 years. Half of the participants specialize in mathematics, while the rest teach English,
language arts, natural sciences, art, and technology, offering diverse perspectives across subjects and educational
levels.



required additional support during their first two years of teaching. A comprehensive online sur-
vey was distributed to all 172 novice teachers participating in MINEDUC’s mentoring program
in 2024, with a response rate of 61% (105 completed responses). The findings were triangulated
and further explored using data from semi-structured interviews. Novice teachers consistently
highlighted that they strongly valued the support provided by their mentors, emphasizing the
socio-emotional connection and trust that grew throughout the school year and the importance
of mentoring conversations, seen as a safe space to discuss the challenges they navigated during
the school year. The most significant difficulties novice teachers reported facing in their day-to-
day work include communication with parents and families, student behavior management, and
balancing pedagogical planning with workload demands.

In the survey and interviews, novice teachers frequently voiced the need for additional sup-
port in the pedagogical and instructional domain, particularly classroom management, strategies
to improve student motivation, pupil assessment, and adapting instructional strategies to diverse
contexts and learners. They also desired more assistance in general time management, stress
management, administrative task management, and integrating into their school community. A
recurrent topic was the challenge of balancing their students’ emotional needs with their own
well-being, with burnout and work-life boundaries being major concerns, as well as managing
relationships with parents and families, which require a careful mix of assertiveness and empathy.

The instruments also sought to explore teachers’ relationship with technology, particularly
Al-powered chatbots. Most of the survey respondents reported being familiar with virtual
assistants in the form of chatbots (47 percent said that they had good knowledge of virtual
assistants and 41 percent had some familiarity), with 86 percent expressing enthusiasm at the
idea of receiving Al-powered support. Teachers anticipated using Profe Gabi for quick queries
and weekly assistance, though also expressed concerns over accuracy, contextual relevance, and
the emotional limitations of Al compared to human mentors.

Several key takeaways can be drawn from these research findings. The human connection and
personalized guidance provided by experienced mentors cannot be replaced by Al technology.
That said, the various difficulties reported by novice teachers reveal the potential of an Al-
powered mentoring solution to complement the existing program, particularly for those who
might otherwise lack access to formal mentoring. Given the diverse needs reported by novice
teachers, an Al tool offers the possibility of responding to queries across multiple dimensions in
a personalized manner. Finally, while a high proportion of novice teachers said they had some
or good familiarity with virtual assistants (88 percent) and were enthusiastic about receiving
Al-powered support (86 percent), they also expressed some concern as well, underlining the
importance of designing a chatbot that fosters confidence, trust, and accessible use among the
intended users.

2.2 Key Design Specifications

Profe Gabi’s goal is to provide timely, relevant, and context-sensitive guidance to support novice
teachers in Chile. It was developed to complement the existing National Induction and Mentor-
ing System, which currently serves only 1% of the eligible novice teacher population, offering a
resource for the many teachers without access to formal mentoring.

To increase accessibility, Profe Gabi operates through WhatsApp, a platform already widely
used within Chile’s mentoring program for quick consultations and immediate support. Both



survey and interview findings confirmed the prevalence of WhatsApp as a familiar and reliable
communication tool for teachers. This means that users can engage with Profe Gabi without
having to download additional applications or create a user account on a different site, signifi-
cantly lowering the barrier to access support. Additionally, recognizing the need for on-demand
support, the chatbot is available around the clock, enabling teachers to access information and
guidance whenever needed, beyond traditional working hours.

By design, Profe Gabi aims to provide support in three dimensions aligned with Chile’s Na-
tional Induction and Mentoring System: (1) pedagogical practice, (2) socio-emotional well-being,
and (3) career guidance. These dimensions reflect insights gathered from research conducted
with novice teachers and mentors, ensuring relevance to real-world classroom challenges. Users
interact with Profe Gabi using natural language to receive personalized support based on their
specific queries. Annex B presents a detailed breakdown of the content repository structured
around the three dimensions of support.

Profe Gabi drew from a structured and organized content bank containing official MINEDUC
materials, regulatory documents, and resources from the National Induction and Mentoring Sys-
tem (see Subsection 2.3 for more information on how this content bank was collected, organized,
and validated). Use of a Retrieval Augmented Generation (RAG) architecture with semantic
search capabilities meant that Profe Gabi could retrieve contextually relevant information even
when teachers’ queries didn’t exactly match the terminology used in official documents, en-
suring accurate and relevant responses that aligned with the MINEDUC’s educational policies,
standards, and programs.

Another key design element of Profe Gabi is a weekly conversation-inducing message, whereby
the chatbot proactively sends a message to users related to one of the three dimensions. This
feature serves as a gentle reminder that Profe Gabi is available to support them, and as a means
of nudging them to continue using the technology. The messages were developed in direct coordi-
nation with the MINEDUC team responsible for the National Induction and Mentoring System
program, ensuring alignment with official mentoring strategies and reinforcing key aspects of
teacher support. Annex C provides the conversation-inducing messages sent on behalf of Profe
Gabi during the pilot duration.

Profe Gabi is intended to be a friendly and approachable persona. The chatbot’s name pays
homage to Gabriela Mistral, the renowned Chilean educator and Nobel Prize-winning poet from
the 1950s, reinforcing its identity as a supportive and knowledgeable guide. A cartoon avatar
was developed to visually represent Profe Gabi, which exudes warmth and expertise.

2.3 Content and Training Data

The content base of Profe Gabi integrates multiple sources to ensure comprehensive, accurate,
and relevant support for novice teachers. The core set of materials consists of official documents
from the National Induction and Mentoring System, which provides structured guidance for
novice teachers. We organized these materials around the three main dimensions of support:
pedagogical practices, instruction, and classroom management; socio-emotional well-being and
motivation; and career and professional development. This framework is further reinforced
by essential educational regulations and guidelines, including educational laws and regulations,
national curriculum guidelines (Bases Curriculares), and the Framework for Good Teaching
(Marco para la Buena Ensenianza). The content base was further enriched with specialized



materials from key ministerial units, such as the Curriculum and Assessment Unit and the
Educational Reactivation Unit.

We also incorporated a set of weekly reports and logs from mentor-mentee meetings carried
out under the National Induction and Mentoring System (with permission). These logs capture
authentic interactions, practical support strategies, and solutions to common challenges faced
by novice teachers. By integrating these real-world experiences, the chatbot’s knowledge base
gained greater depth and authenticity, ensuring its responses reflected proven, effective practices
within the Chilean educational context.

A systematic approach informed by research findings was used to organize this content. By
analyzing survey data, focus groups, and interviews, we identified the most frequently asked
questions and common concerns among novice teachers. These questions were then carefully
mapped to relevant source documents, creating a prioritized content structure ensuring that the
most essential information was readily retrievable in Profe Gabi’s response generation.

3 Pilot Implementation of Profe Gabi

3.1 Intervention Design

Profe Gabi was piloted with a group of novice teachers for eight weeks from October through De-
cember 2024. The aim was to gather feedback from real users regarding the chatbot’s strengths
and areas for improvement.

Throughout the 8-week pilot, participants had access to Profe Gabi. As part of this access,
they received weekly conversation-inducing WhatsApp messages (see Annex C for examples) on
topics related to their pedagogical practice, mental health and well-being, and career develop-
ment. The weekly messages were designed to pique participants’ interest and motivate them
to interact with Profe Gabi. They could do so using natural language on topics related to the
weekly message or any other subject relevant to their activities and needs as novice teachers.
Profe Gabi was available day and night, such that they could engage with the chatbot at any
time without restriction.

Beyond the weekly messages, pilot participants received links to two surveys (halfway through
the pilot and at its conclusion) asking for feedback on their experience using Profe Gabi. The
survey results are summarized in Subsubsection 3.3.4.

3.2 Participant Demographics and Representation

A total of 8,493 novice teachers in their first or second year of teaching were contacted by email
via the CPEIP and invited to participate in the Profe Gabi pilot, and 550 novice teachers (6.4%
of those invited) signed up. Those who expressed interest in participating completed a brief
survey providing basic identifying information, and consented to be contacted via WhatsApp
for the pilot. These teachers were aware that the new technology was under development.

Approximately 64% of the pilot group were teachers at public schools, and the remaining
36% at private subsidized schools.* The average age was 29.87 years, and pilot participants had

4Teachers in private non-subsidized schools were not invited to participate in the pilot, as these establishments



1.58 years of teaching experience. Thirty-six percent of the participants were based in Santiago
de Chile’s metropolitan area, and 13% worked in rural schools. Fifty-nine percent were teachers
at the primary level; 38% at the secondary level; and 3% in special education. Sixty-nine percent
were female. Table 1 provides further descriptive data on pilot participants. Although efforts
were made to ensure the pilot group was diverse and representative of novice teachers in Chile,
given the recruitment method, participants were likely more digitally savvy and open to new
technologies than typical novice teachers in Chile. °

do not receive public funding and are therefore ineligible for the National Induction and Mentoring Program.

5A comparison between the pilot sample and the universe of novice teachers in Chile (N=10,672) reveals several
notable differences. The most substantial disparity appears in school type distribution, with public school teachers
significantly overrepresented in the pilot (64.0% versus 44.0% in the universe, p<0.05). This over-representation
might be attributable to data sourcing mechanisms, as contact information obtained through the Ministry of
Education likely contains more accurate and up-to-date records for public school teachers due to administrative
processes. School subject distribution also sees pronounced differences, with language teachers substantially
overrepresented (23.0% versus 9.0%, p<0.05) and physical education (5.0% versus 12.0%, p<0.05) and special
education subject teachers (1.0% versus 6.0%, p<0.05) notably underrepresented. Additionally, teachers from the
Santiago Metropolitan Region are moderately overrepresented (36.0% versus 30.0%, p<0.05). Other demographic
characteristics such as gender composition and distribution across most educational levels show no significant
differences between the pilot and the universe of novice teachers.



Table 1: Sample Characteristics of Chilean Teachers in Profe Gabi Pilot

Variable N  Mean Std. Dev. Min Max
Demographics
Proportion of women 550  0.69 0.46 0 1
Age (2024) 550  29.87 6.98 23 60
Years of experience 550 1.58 0.49 1 2
School Type (2024)
Public 550  0.64 0.48 O 1
Subsidized private 550  0.36 048 0 1
School Characteristics (2024)
Contract hours 550  36.11 8.80 4 44
Metropolitan Region 550  0.36 048 0 1
Rural location 550  0.13 034 0 1
Education Level Taught
Primary education 550  0.59 049 0 1
Secondary education 550  0.38 049 0 1
Special education 550  0.03 0.17 0 1
Subject Taught (2024)
Language arts 550  0.23 042 0 1
Mathematics 550  0.12 033 0 1
Sciences 550  0.07 026 0 1
Social sciences 550  0.10 0.30 O 1
Physical education 550  0.05 022 0 1
Arts 550  0.05 022 0 1
Religion 550  0.02 0.13 0 1
Technology 550  0.01 0.10 O 1
Foreign languages 550  0.06 024 0 1
Technical /vocational 550  0.001 0.04 0 1
Special education 550  0.01 0.12 0 1
Other subjects 550  0.26 0.44 O 1

Notes: Sample includes 550 Chilean teachers participating in the Profe
Gabi pilot program. Proportions are reported for binary variables.

3.3  Pilot Results

The pilot included 546 novice teachers (550 initially volunteered, with four withdrawing in the
first three weeks). Teachers had around-the-clock access to Profe Gabi and received weekly
messages encouraging interaction with the chatbot.

Results from the pilot were analyzed across four sets of questions:

1. Initial engagement and retention: To what extent were teachers willing to initially engage
with Profe Gabi, and how did participation levels change over the course of the pilot?
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2. Interaction patterns and usage: What sort of patterns emerge in terms of frequency of use,
duration, and messages?

3. Query types and content analysis: How did teachers utilize Profe Gabi across the three
core support dimensions (pedagogical practice, socio-emotional well-being, and career guid-
ance), and what topics or themes were most prominent in their interactions?

4. User satisfaction and feedback: What were teachers’ overall experiences with Profe Gabi,
including satisfaction levels, perceived barriers to engagement, and recommendations for
future improvements?

3.3.1 Engagement Patterns and Retention

The first engagement metric assessed is the number and percentage of active users who received
a message from Profe Gabi and chose to engage in a conversation with the chatbot. As seen
in Figure 1, engagement was high at the beginning of the pilot, with 435 teachers (79% of
the sample) interacting with Profe Gabi during week 1, either by selecting response buttons or
initiating natural language conversations. However, this declined significantly throughout the
pilot. In week 2, only 230 teachers (42%) interacted with Profe Gabi, and in week 4, this number
dropped further to 96 teachers (17%). By the end of the pilot, in weeks 7 and 8, only 60 (11%)
and 47 (8.6%) of the teachers, respectively, used Profe Gabi.

The follow-up survey (see Section 3.3.4) sought to uncover the reasons behind this declining
engagement. A cohort analysis further showed that the timing of initial engagement translated
to significantly different long-term participation. For the 435 teachers who first interacted with
Profe Gabi in Week 1, retention dropped to 45 percent in week 2 and continued to decline,
reaching as low as 9 percent by week 8. In contrast, the cohort of 36 teachers who didn’t use
the chatbot until week 2 had lower overall retention, with only 25 percent remaining active the
following week, and just 8 percent the week thereafter.

An analysis of week 1 interaction data also offers insights into user preferences for engagement
mechanisms. During the initial week, Profe Gabi’s conversation-inducing message included quick
response buttons while still allowing teachers to reply using natural language. Among the 435
active teachers, 162 (37%) exclusively used quick response buttons, engaging only at a basic
level. Meanwhile, 266 teachers (61%) initially interacted using buttons but later transitioned
to natural language, suggesting deeper engagement. Finally, 7 teachers (2%) relied solely on
natural language from the outset.
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Figure 1: Profe Gabi Daily Engagement: Messages Sent vs Teacher Interactions
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3.3.2 Interaction Patterns and Usage

A second dimension of analysis focuses on the pattern of teacher interaction with Profe Gabi.
As shown in Table 2, teachers engaged in an average of 2.97 conversations with the chatbot
throughout the pilot. Most participants had limited engagement (Q25 = 1.00, Q50 = 2.00, Q75
= 3.00), though a small subset of users engaged much more frequently, with some having over
15 conversations. Each conversation contained an average of 6.46 messages, with users and the
chatbot maintaining a balanced 1:1 message exchange ratio. When measurable, conversations
lasted an average of 39.4 minutes, though this varied considerably (median = 3.35 minutes),
indicating both quick consultations and extended working sessions. Teachers interacted with
the chatbot relatively infrequently: on average 0.35 active days per week (or approximately one
day every three weeks). When they did engage, they sent an average of 4.25 messages per week
and 2.82 messages per active day.

The analysis reveals distinct user engagement patterns. Single-use users (35.9% of par-
ticipants) engaged in one conversation averaging 5.05 messages, while power users (0.6% of
participants) sustained over 15 conversations each, with significantly longer interactions aver-
aging 12.41 messages per conversation. This segmentation demonstrates natural scaling where
more committed users developed progressively deeper engagement patterns while maintaining
the balanced dialogue structure observed across all user types.
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Table 2: Descriptive Statistics of Conversation-Level Interactions

Statistic Mean SD Q25 Q50 Q75 Q90
Conversation-Level Metrics
N° of conversations per user 297 284 1.00 2.00 3.00 6.00
N° of messages per conversation 6.46 697 2.00 4.00 8.00 14.00
N° of user messages per conversation 3.23 349 1.00 2.00 4.00 7.00
N° of bot messages per conversation 3.23 349 1.00 2.00 4.00 7.00
Conversation duration (minutes)* 39.49 86.36 1.03 3.35 20.52 142.18
User Activity Patterns
N° of active days per user 2.68 2.60 1.00 2.00 3.00 6.00
N° of active days per week 0.35 033 013 0.25 0.38 0.63
Messages per conversation by activity level:**
Single-use users (35.9%) 505 2.89 3.00 4.00 6.00 8.00
Regular users (39.2%) 5.07 273 333 450 6.00 8.50
Committed users (19.4%) 6.91 421 4.00 6.00 850 12.00
Highly active users (4.9%) 819 489 5.00 7.00 10.00 15.00
Power users (0.6%) 1241 895 6.00 10.00 16.00 24.00

Notes: A conversation is defined as all messages exchanged between a user and Profe Gabi within a single day.
* Duration calculated only for conversations with measurable time intervals (67.6% of total conversations).
** User segments based on total number of conversations: Single-use (1), Regular (2-3), Committed (4-7),
Highly active (8-15), Power users (>15).

In a closer analysis of weekly engagement metrics, we also see significant variation in the
length and duration of interactions with Profe Gabi, as measured by the number of messages
exchanged between users and the chatbot (Figure 2). While engagement fluctuated from week
to week, conversations typically ranged from 4 to 10 messages per user, resulting in a total
exchange of 8 to 20 messages between the user and Profe Gabi.

Notably, conversation length peaked in weeks 7 and 8, averaging 5.0 and 7.4 messages per
user, respectively. This increase in conversation depth during the later weeks occurred despite the
overall decline in the number of active users, suggesting that by this stage of the pilot, a smaller
and more engaged group of users remained active. These users likely felt more comfortable using
the technology and were more adept at interacting effectively with Profe Gabi.
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Figure 2: User Engagement: Active Users and Average Messages per Conversation
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3.3.3 Query Types and Content Analysis

A third dimension of analysis consists of the types and purposes of the queries posed to Profe
Gabi. In other words, how and for what sort of support teachers used the technology. Notably,
novice teachers who interacted with Profe Gabi sought help across all three of the core dimen-
sions the chatbot was designed to address: pedagogical practice, socio-emotional well-being and
motivation, and career and professional guidance, as shown in Table 3.

Within the pedagogical practice dimension, the majority of queries focused on teaching
strategies and approaches, assessment and learning monitoring, classroom management and
school climate, inclusion and attention to diversity, teaching resources and materials, and ex-
tracurricular activities and school events. Meanwhile, a non-negligible portion (12 percent) of
queries were related to well-being and personal development. In the career and professional
guidance dimension, teachers most frequently inquired about job development opportunities, in-
stitutional communication, and administrative and labor-related matters. Finally, a small per-
centage of interactions involved questions about chatbot functionality and personal exchanges
with Profe Gabi (each less than 1 percent).
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Table 3: Types of teacher queries to Profe Gabi

Functionality % Example of query (paraphrased)

Pedagogical queries and teaching

approaches 23% “Can you suggest engaging activities for

teaching fractions to 5th graders?”

Assessment and learning monitoring 15%  “I need a rubric to evaluate a literary pod-
cast for 8th grade”

Classroom management and

. 16%  “What strategies can I use with a talkative
school climate

7th grade class?”

Teacher professional development 11%  “When should T take my teacher evalua-
tion if I started in May?”

Inclusion and attention to diversity  10% “How to help an ASD 2nd-grader who
struggles with transitions?”

Teacher wellbeing and personal 12%  “How can I better organize my time to

development avoid taking work home?”

Institutional communication 7%  “How to write an effective note to a parent
about behavior issues?”

Administrative and labor inquiries 6%  “Am I entitled to January-February pay
as a substitute teacher?”

Teaching resources and materials 8%  “What digital tools do you recommend for
interactive math lessons?”

Extracurricular activities 1%  “What activities can I propose for an en-

vironmental science fair?”
School events and important dates <1% “What important commemorative dates
can | share with my class today?”

Chatbot functionality questions <1% “Can you create visual materials?”, “Can
you listen to audio?”
Personal interactions <1% “Thank you Profe Gabi, your advice has

been very helpful”

Figure 3 presents a word cloud summarizing the key topics and content covered in interactions
with the chatbot. The data reveals that pedagogical practice was the dominant area of interest,
with novice teachers frequently seeking assistance with lesson planning around specific learning
objectives (99 conversations), generating ideas for instructional activities (145 conversations),
formulating appropriate assessment questions (91 conversations), managing student behavior
challenges (70 conversations), adapting instruction for students with ADHD, autism, and other
special needs (52 conversations), and addressing cases of student bullying (15 conversations).

A smaller subset of users turned to Profe Gabi for support with their own socio-emotional
well-being and motivation. They sought strategies for improving time management (51 conver-
sations), addressing burnout and excessive workload (40 conversations), and coping with anxiety
and stress related to teaching (35 conversations).

Beyond pedagogical and well-being concerns, teachers also engaged with Profe Gabi on
topics related to their professional development. Specifically, they inquired about the formal
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Figure 3: Profe Gabi Insights: Mapping Teacher Interests
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teacher evaluation process (55 conversations), sought guidance on communicating effectively
with parents (25 conversations), and requested advice on navigating difficult conversations with
colleagues or supervisors (20 conversations).

We observe a clear preference among novice teachers for practical, classroom-focused support
over broader professional guidance or well-being concerns. Teachers were significantly more likely
to seek assistance for immediate instructional challenges—particularly around activity design,
assessment, and classroom management—than for longer-term career development or topics
related to socio-emotional well-being.

Finally, we analyzed the relationship between the weekly conversation-inducing messages sent
by Profe Gabi and teachers’ subsequent queries, serving as a proxy for the effectiveness of these
messages in generating relevant engagement. The most engaging conversation-inducing messages
were those related to lesson planning (62% of queries aligned with the theme), assessment
(58 percent), and diversity and inclusion (58%), as shown in Figure 4.° The timing of the
pilot (October—December) coincided with the end of the school year in Chile, which may have
influenced these patterns, as during this period teachers are primarily focused on wrapping up
the academic year, potentially shifting their priorities toward more immediate concerns such as
assessment and completing curricular requirements.

6n this context, “diversity and inclusion” refers to pedagogical practices and support strategies for students
with Special Educational Needs (SEN) in the Chilean education system. SEN encompasses students with autism
spectrum disorder (ASD), attention deficit hyperactivity disorder (ADHD), specific learning disabilities, sensory
impairments, and other conditions.
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Figure 4: Distribution of Teacher Queries by Relevance to Proposed topics
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3.3.4 User Satisfaction Results

We administered a brief survey in December 2024, at the conclusion of the intervention, to gather
feedback on Profe Gabi. The objectives were to: (1) assess user satisfaction; (2) understand the
reasons behind the decreasing engagement levels throughout the pilot; and (3) identify areas for
improvement in the next iteration of Profe Gabi. The survey was sent to the 546 novice teachers
who participated in the pilot, with a total of 136 responses (24.9 percent).

The survey first assessed overall satisfaction with Profe Gabi and the quality and content of
the support provided. Results indicate high levels of satisfaction, with respondents noting that
it was helpful despite some limitations and areas for improvement. Teachers particularly valued
Profe Gabi’s availability through WhatsApp and found the technology easy to use, friendly,
and supportive. Many users reported that the chatbot provided effective help in one or more
areas, including pedagogical practice, socio-emotional well-being and motivation, and career and
professional guidance.

When asked, "Now that you have completed the pilot, how satisfied are you with the support
provided by Profe Gabi?” 36 percent answered ”Very satisfied,” while 49.3 percent responded
"Satisfied.” Additionally, 13.2 percent reported being "Somewhat satisfied,” and 1.5 percent said
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they were "Not at all satisfied.” Similarly, when asked to rate the usefulness and value of the
content, 78 percent described it as ”Very useful” or ”Useful” while 17.6 percent rated it as
” Average,” and 4.4 percent found it "Somewhat useful” or "Not at all useful.”

Finally, respondents were asked whether they would recommend Profe Gabi to a fellow novice
teacher, using a scale from 1 ("Not at all likely”) to 10 ("Extremely likely”). A total of 55.1
percent gave it a 9 or 10, while 22.8 percent gave a 7 or 8, and 22 percent a score between 1 and
6. This resulted in a Net Promoter Score (or favorability rating) of 33.1.7

Table 4: User Satisfaction with Profe Gabi

Survey Measure N  Percent

Satisfaction with Support Provided

Very satisfied 49 36.0
Satisfied 67 49.3
Somewhat satisfied 18 13.2
Not at all satisfied 2 1.5
Total 136 100.0
Usefulness and Value of Content
Very useful 62 45.6
Useful 44 32.4
Average 24 17.6
Somewhat useful 4 2.9
Not at all useful 2 1.5
Total 136 100.0
Net Promoter Score (Scale 1-10)
Promoters (9-10) 75 55.1
Passives (7-8) 31 22.8
Detractors (1-6) 30 22.1
Total 136 100.0
Net Promoter Score? — 33.0

Notes: Survey conducted with 136 Chilean
teachers participating in the Profe Gabi pilot
program.

& Net Promoter Score calculated as: %Pro-
moters - %Detractors.

The survey then explored usage patterns and the reasons behind the declining engagement
with the chatbot during the pilot. While 33.9% of users reported using Profe Gabi regularly and
34.7% occasionally, the remaining 31.4% engaged only sporadically—primarily during the first
half of the pilot—or not at all. When asked about barriers to engagement, 35.3% of respondents

"The Net Promoter Score (NPS) is a metric used to capture user or customer satisfaction with a given product
or service, and is often considered the ”gold standard” metric to assess customer satisfaction. The NPS ranges
from -100 to 100, where a higher score indicates higher customer satisfaction. In general, scores above 0 are good,
above 20 are favorable, and above 50 are excellent.
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reported a lack of time or competing priorities, 13.2% said the timing of the messages did not fit
their schedule, 9.6% found the interaction method unhelpful, and 5.9% felt the content was not
useful or relevant. In terms of what would help increase engagement with the technology, teachers
responded: having more time; receiving more frequent reminders or nudges from Profe Gabi;
the provision of clearer information about the chatbot’s capabilities; getting additional support
and materials for lesson planning; being able to access Profe Gabi on different platforms, ideally
with a more browser-friendly option; and being offered more personalized responses tailored to
their specific needs.

Finally, the survey sought to identify the aspects of Profe Gabi that users found most valu-
able. Five key features emerged from respondent feedback: Profe Gabi’s helpfulness with ped-
agogical topics and queries (mentioned by 66.9% of respondents), the ability to ask specific
questions (66.2%), information given about the professional development system (50.7%), the
resources and materials the chatbot made available to them (48.5%), and the regular accom-
paniment and support (46.3%). Most users valued multiple aspects simultaneously, suggesting
they appreciated the comprehensive nature of the support. However, a small portion (5.9%)
indicated that Profe Gabi had not been useful to them.

The survey responses suggest that the chatbot could be improved across three main areas.
The most prominent area highlighted by respondents was response quality. Teachers consis-
tently emphasized that Profe Gabi needed to provide information better contextualized to the
Chilean education system, faster response times, more comprehensive pedagogical materials,
and enhanced support for specific tasks like assessment and lesson planning. A second impor-
tant area relates to engagement mechanisms, with teachers requesting more frequent reminders,
optimized message timing, and nudges to encourage regular interaction. The third area concerns
suggestions beyond the current technical capabilities of the system, such as processing audio in-
puts, generating visual materials, enabling formatted text copying, and expanding to platforms
beyond WhatsApp.

4 Discussion of Results

Findings from the Profe Gabi pilot demonstrate both the potential of Al to support teacher
professional development, as well as the challenges that arise in using this new technology for
this end. Most significantly, the results demonstrate Al’s capacity to expand teacher support at
scale. During the eight-week implementation, 546 novice teachers had access to personalized, on-
demand and contextualized support through Profe Gabi with virtually no service interruptions.
Profe Gabi’s pilot thus reached more than three times the number of teachers currently served by
Chile’s National Induction and Mentoring System, extending some form of professional guidance
to teachers who would otherwise have had no formal support, and demonstrating the potential
of Al-powered tools to expand access to teacher professional development in a cost-effective
manner.

However, the pilot also revealed a fundamental paradox: while satisfaction levels were high,
usage declined drastically by week 8. This suggests that continued engagement with—and ulti-
mately, the successful adoption—of Al educational tools depends on factors including but not
limited to the quality of the technology itself, such as the user experience, institutional support,
timing, and integration with existing workflows. In what follows, we analyze the declining en-
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gagement levels, usage patterns and types of queries posed to Profe Gabi, and the satisfaction
data and feedback shared by teachers, and then discuss the implications of these findings on
expanding the reach Profe Gabi in Chile in 2026.

Several important limitations should be considered when interpreting these findings, both
in the context of Profe Gabi and other initiatives that leverage AI. The self-selected nature
of participants likely introduced bias toward teachers with higher technology comfort levels,
potentially overestimating both engagement and satisfaction relative to the broader population
of novice teachers. In addition, the timing of the pilot (during the final quarter of the academic
year, when teachers face increased assessment and administrative demands) likely also influenced
engagement patterns. Typical usage could differ in other periods. Moreover, the brief eight-week
pilot makes it difficult to assess longer-term interaction trends or measure impacts on teaching
practice and student outcomes. Finally, findings from the Chilean public education system may
not generalize to other educational systems or contexts.

4.1 Declining Engagement Levels

The significant decline in engagement observed during the Profe Gabi pilot—from 79% of par-
ticipants in week 1 to only 8.6% by week 8 —is a key and concerning result. While this pattern
aligns with broader digital application retention trends,® Profe Gabi’s curve is steeper than
typical benchmarks. This decline can be attributed to multiple converging factors.

The survey data reveals that barriers to engagement were predominantly contextual: 35.3%
of respondents cited lack of time or competing priorities as the primary obstacle. This time
constraint problem was exacerbated by the absence of institutional support structures. Unlike
participants in the formal National Induction and Mentoring System, who must set aside a total
of ten hours a week to dedicate to the mentoring and its related activities, Profe Gabi pilot
participants had no established engagement periods or structured usage framework. The pilot’s
timing during the end of Chile’s school year, coinciding with teachers’ peak assessment and
administrative responsibilities, further amplified this issue.

The engagement pattern—high initial participation (79%) followed by a steep decline—also
suggests a novelty effect common in educational technology adoption. Research consistently
shows that initial enthusiasm for new tools often dissipates when users confront the practical
challenges of integrating the technology into their already overburdened routines without sys-
tematic support (Fullan, 2016; Ertmer and Ottenbreit-Leftwich, 2010; Reich, 2020). Beyond
increasing engagement metrics, the successful adoption of a resource such as Profe Gabi requires
institutional scaffolding in the form of protected time, structured engagement protocols, and
ongoing support to help teachers maximize the tool’s potential.

A third factor contributing to lower engagement relates to teachers’ limited understanding of
how Profe Gabi worked, and more broadly their Al literacy, that may have prevented them from
being able to take full advantage of the tool. Qualitative feedback from pilot participants revealed
important misconceptions about Profe Gabi’s functionalities. For example, some participants
requested that the tool be available at different hours (not realizing it operated 24/7), while
others wanted it to cover matters beyond those highlighted in weekly messages (unaware that
Profe Gabi is trained to support a broad range of topics). Similarly, the analysis of interaction

8For example, studies by Statista (2025) and Sigg et al. (2019) show retention rates declining to 15-20% by
week 1 and 5-10% by week 4.
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patterns shows that among the 435 active teachers in week 1, 162 (37%) exclusively used quick
response buttons, engaging only at a basic level. This suggests that many users may not have
fully understood how to leverage the tool’s natural language capabilities, potentially limiting
their ability to receive more personalized and contextually relevant support. Although recent
data from TALIS 2024 (OECD, 2025) shows that Chilean secondary teachers are more likely
to use Al than the OECD average—and Al use is likely increasing as this technology becomes
more widespread—these results clearly show that even this self-selected population of teachers
would have benefitted from more onboarding and training on how to best take advantage of
Profe Gabi.

Finally, response quality may have contributed to declining engagement. While not the
dominant factor cited by users, some participants reported that the chatbot should provide more
contextualized, practical, and specific responses. Notably, they questioned the comparative value
of a specialized chatbot like Profe Gabi relative to general Al tools like ChatGPT or Claude,
suggesting that Profe Gabi was not providing responses sufficiently contextualized to the Chilean
education system to justify its use over readily available alternatives.

4.2 Teacher Needs and Usage Patterns

Beyond demonstrating Al’s potential for scaling teacher support, the results also provide valu-
able insights into how novice teachers actually use tools such as Profe Gabi in practice. The
chatbot was trained and developed to provide assistance across three dimensions (pedagogical
support, socio-emotional well-being, and broader career guidance), and received queries relevant
to all of these aspects. However, an analysis of the types of questions asked of Profe Gabi shows
that the overwhelming focus (55% of total queries) was pedagogical support. This aligns with
research identifying classroom-level challenges as primary stressors for novice teachers (Darling-
Hammond et al., 2009; Kardos and Johnson, 2010), as well as with the results of our initial user
research. Within the category of pedagogical queries, teachers most frequently sought assistance
with lesson planning, instructional activities, assessment questions, and behavior management.
The various efficacy of different weekly prompts reflects and validates these findings: the prompts
that most spurred questions related to the topics they posed were those pertaining to the ped-
agogical domain—Ilesson planning (62%), assessment (58%), and diversity and inclusion (58%).
Together, these results clearly show that teachers find this type of Al-powered support tool to
be most useful for pedagogical matters related to their classroom practice, at least initially.
This is in line with the latest reports on teacher usage of general Al tools such as ChatGPT and
Claude, which also highlight a strong instructional focus (Microsoft, 2025; Handa et al., 2025).

Particularly noteworthy is the relatively lower interest in asking questions related to socio-
emotional well-being (12% of total queries), despite research consistently identifying teacher
stress as a critical issue for novice educators (UNESCO, 2024). Several reasons might explain the
comparatively lesser attention to socio-emotional well-being, as well career guidance: teachers
may have alternative support systems for these concerns; they may prioritize addressing more
immediate classroom challenges before attending to their own well-being or career development
needs; or may not feel comfortable addressing these topics with an Al-powered chatbot. Indeed,
as Profe Gabi was created by MINEDUC, teachers might worry about privacy and professional
evaluation implications. Additionally, teachers may prefer existing human support for personal-
emotional concerns, viewing these issues as requiring an empathy and understanding that current
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AT technology cannot provide to the same degree of depth and authenticity.

Ultimately, these patterns suggest that while the three-dimensional support model is con-
ceptually sound, Profe Gabi’s greatest practical value for novice teachers is its ability to address
immediate pedagogical challenges.

4.3 The Engagement-Satisfaction Paradox

How can we reconcile the high satisfaction data with the dramatically declining engagement
rate? Two potential competing explanations emerge from our analysis. One possibility is that
teachers felt pressure to rate the technology positively after volunteering to participate in the
pilot, especially given their limited actual interaction with Profe Gabi. Under this interpretation,
the high satisfaction data may not reflect genuine value, suggesting that efforts should be made
to increase sustained engagement. A competing hypothesis is that even limited interactions with
Profe Gabi may have been of value to novice teachers, many of whom lack mentoring resources
in Chilean public education where formal programs reach fewer than 1% of eligible teachers. The
features most valued by users—provision of pedagogical strategies, answers to specific queries,
and professional development information—align closely with areas where novice teachers report
feeling least prepared, suggesting that genuine needs were addressed when teachers did engage
with Profe Gabi.

The evidence indicates that these explanations are not mutually exclusive, with Profe Gabi
being of real value to teachers, while simultaneously facing challenges related to implementation,
engagement and ultimately, adoption of the tool. The findings have important implications
for how we conceptualize success when it comes to Al-powered teacher support tools. Their
value may indeed derive from intermittent, targeted interactions that provide timely support
when teachers encounter specific difficulties. Nonetheless, the data clearly show that critical
improvements are needed to help teachers benefit from Profe Gabi’s full potential.

4.4 Implications for expanding Profe Gabi’s reach

The Profe Gabi pilot revealed several strengths that should be preserved in future iterations.
WhatsApp proved to be an effective delivery platform, providing familiar and accessible technol-
ogy that required no additional downloads or account creation. The chatbot’s around-the-clock
availability addressed teachers’ need for flexible, on-demand support, while weekly prompts suc-
cessfully reminded teachers of the service’s availability. Profe Gabi’s ability to address topics
across the three dimensions—pedagogical practice, socio-emotional well-being, and broader ca-
reer guidance—demonstrated the value of comprehensive support, and participants generally
found the responses to be of good quality.

However, the results also highlight areas for improvement. Most importantly, enhanced on-
boarding and training would help teachers to understand and maximize the benefits of using
Profe Gabi, as evidenced by widespread misconceptions about its basic functionalities. Insti-
tutional support structures are essential, particularly in terms of providing protected time for
meaningful engagement with the technology. Response quality and contextualization to the
Chilean education system could be strengthened, as some participants questioned Profe Gabi’s
value compared to general Al tools. Finally, further research is needed to define optimal success
metrics—whether these be occasional, targeted interactions or sustained engagement patterns—
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and how they might vary according to individual teacher profiles.

5 Conclusions and Lessons Learned

The Profe Gabi pilot represents a successful proof of concept, demonstrating that Al-powered
mentoring tools can significantly expand teacher support at scale. Through this voluntary
pilot alone, we were able to reach more than three times the number of teachers currently
served by Chile’s National Induction and Mentoring System, providing clear evidence of the
cost-effectiveness and scalability potential of this tool.

This success is reflected in the high initial engagement rates and strong satisfaction lev-
els, indicating that Al-powered mentoring support tools can effectively complement traditional
mentoring models. Particularly promising is Profe Gabi’s ability to provide immediate, person-
alized assistance across multiple dimensions of teaching practice, from pedagogical guidance to
emotional support.

However, the significant decline in interactions over the course of the pilot highlights the
importance of sustained user engagement strategies—especially given teachers’ limited time and
competing responsibilities. This finding is consistent with broader research on technology adop-
tion in education and other sectors, which shows that early enthusiasm often fades without
systematic support and smooth integration into daily routines. Offering more structured on-
boarding and ongoing guidance to users, including practical tips, short educational how-to videos
featuring examples from fellow teachers, and prompts delivered directly via WhatsApp would
all help teachers better understand how to use the tool effectively and integrate it into their
day-to-day so that they are able to fully take advantage of its functionalities.

The pilot also shed light on the delicate balance between Al tools and human interaction in
professional development contexts. While Profe Gabi provided immediate and accessible sup-
port, user feedback emphasized the need for more contextually relevant responses and stronger
integration within school-based professional learning communities. This suggests that future
iterations of Profe Gabi should focus on enhancing the complementary relationship between the
tool and the human mentoring program.

Our experience developing and implementing Profe Gabi contributes to the growing body
of literature on the effective deployment of Al tools in educational settings, and the use of
AT specifically to support educator professional development. By documenting the design pro-
cess, technical development, and implementation challenges, we provide practical guidance for
similar initiatives. A key lesson is that successful adoption of an Al tool requires a thorough
understanding of the local context, teacher needs, and alignment with existing support systems.

Based on the results of this pilot, Profe Gabi was revamped significantly during the 2025
calendar year. In 2026, Profe Gabi will expand to reach approximately 10,000 novice teachers
in Chile, randomly assigned to treatment and control groups. This randomized controlled trial
will help answer important questions about the impact of Al-powered mentoring on teacher
well-being, pedagogical self-efficacy, retention, and student outcomes by comparing outcomes
between teachers with access to Profe Gabi and those without. The findings will be relevant for
education systems worldwide seeking scalable and cost-effective solutions to support and retain
new teachers amid ongoing shortages and constrained resources for traditional mentoring.
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Ultimately, the Profe Gabi pilot demonstrates that while Al-powered support systems hold
promise for scaling human-intensive education programs and addressing gaps in teacher profes-
sional development, their success depends on whether they are truly adopted by teachers—which
in turn requires robust engagement strategies, relevant content, and meaningful integration
within existing support structures. As education systems globally navigate teacher shortages
and retention crises, the lessons from this pilot allow us to better understand what it takes to
ensure that Al technologies strengthen teacher professional development.
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A Annex: Technological set-up and testing of Profe Gabi

This section provides further information on the technological set-up of Profe Gabi, as well as
on the process of testing and quality assurance (QA) followed prior to launch.

A.1 Technological Setup

The pilot version of Profe Gabi deployed in 2024 used WhatsApp as the primary communi-
cation channel with a backend processing engine powered by a large language model (LLM).
Enabling user interaction through WhatsApp meant that Profe Gabi was accessible to novice
teachers on a platform that most already used daily and that did not require continuous Inter-
net connectivity. The integration with WhatsApp messaging employed a webhook mechanism
that served as a bridge between WhatsApp and the chatbot’s processing system. This webhook
captured incoming messages from users, packaged the data appropriately, and forwarded it to
the processing pipeline.

The message processing system, built on the FastAPI framework, efficiently handled and
routed user queries through a multi-stage process. When a teacher sent a message to Profe
Gabi, the system received the WhatsApp message and sent it to the LLM’s provider’s API
using Fast API. Thanks to prompt engineering, the language model was able to understand the
user’s intent and context, and the system could then determine the type of response needed and
generate targeted queries to the knowledge base.

Profe Gabi drew from a structured and organized content bank containing official MINEDUC
materials, regulatory documents, and resources from the National Induction and Mentoring Sys-
tem (see Subsection 2.3 for more information on how this content bank was collected, organized,
and validated). Use of a Retrieval Augmented Generation (RAG) architecture with semantic
search capabilities meant that Profe Gabi could retrieve contextually relevant information even
when teachers’ queries didn’t exactly match the terminology used in official documents, en-
suring accurate and relevant responses that aligned with the MINEDUC’s educational policies,
standards, and programs.

The content preparation pipeline transformed official educational materials into readable
formats. Optical Character Recognition (OCR) was used for image-text conversion while Llama-
Parse fragmented content into smaller, semantically meaningful units. This workflow process-
ing organized educational content into structured formats (clearly defined categories and tax-
onomies) and unstructured formats (allowing for context-rich, flexible responses).

Response generation was powered by a dual LLM approach, combining ChatGPT 40 mini and
ChatGPT 3.5 TURBO to optimize both quality and efficiency. Specifically, ChatGPT 40 mini
handled advanced conversational interactions requiring nuanced understanding of pedagogical
contexts, while ChatGPT 3.5 TURBO processed more straightforward general inquiries. The
combined use of these LLMs enabled Profe Gabi to provide higher quality responses, maintaining
natural, coherent conversations while delivering accurate information. The final step involved
sending the response back to the user through WhatsApp, completing the interaction cycle.
The data architecture reflected both functionality and security needs, maintaining records of
chat sessions while ensuring compliance with Chilean data privacy regulations. The system
logged interactions to support continuous improvement while implementing appropriate data
anonymization and protection measures.
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The pilot version of Profe Gabi deployed in 2024 was developed by Patagonian, an I'T firm
specialized in software development and Al solutions.

A.2  Testing and Quality Assurance (QA) prior to Pilot Launch

Thorough testing and quality assurance (QA) was implemented in multiple iterative phases.
Initially (and as part of the development process), Profe Gabi’s IT development team carried
out extensive functional testing to ensure that the chatbot met the established technical require-
ments.

Following this technical validation, content validation testing over a period of approximately
6 weeks helped to assess and improve Profe Gabi’s responses. A diverse group of 19 individ-
uals participated in multiple testing rounds, comprising representatives from the IDB project
team; the Centro de Perfeccionamiento, Experimentacién e Investigacién Pedagdgica (CPEIP),
responsible for implementing the Induction and Mentoring System; the Subsecretaria de Ed-
ucaciéon of the MINEDUC; and practicing teachers. During each testing round, participants
were given access to Profe Gabi via WhatsApp and freely engaged with the chatbot, posing
questions and queries that novice teachers might ask, and then reported their experience with
the technology in a brief survey. The development team made improvements and adjustments
to Profe Gabi’s architecture and set-up based on this feedback. Additionally, the Curriculum
and Assessment Unit and the Educational Reactivation Unit of the MINEDUC conducted spe-
cialized content reviews to ensure that the chatbot’s guidance aligned with current educational
policies and practices across specific knowledge domains.

The final stage of content validation focused on ethical testing. The chatbot was subjected
to challenging scenarios to assess its response patterns. The results showed that Profe Gabi
consistently provided appropriate ethical answers in accordance with professional educational
standards. For example, when presented with a scenario where a user asked, "I want to give a
bad grade to a student just because I don’t like him. Can I do that?”, Profe Gabi responded:
”I understand that you may feel frustrated, but it’s important to act fairly and objectively
when evaluating students. Grades should reflect academic performance, not personal feelings. 1
suggest focusing on clear and objective grading criteria. This approach is not only more ethical
but also fosters a positive learning environment. Would you like to discuss strategies for fair
assessment? Remember, as a virtual assistant, I may make mistakes. It’s always important
to verify information from official sources.” This ethical dimension strengthens Profe Gabi’s
reliability as a support tool, ensuring that it upholds professional integrity while assisting novice
teachers.
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B Annex: Content Repository Structure of Profe Gabi

Table 5: Distribution of Files by Thematic Area and Sub-topic in Profe Gabi’s Content
Repository

Thematic Area / Sub-topic Files Percent
Pedagogical Topics
Program plans 35 31.8
Curriculum 20 18.2
Instructional planning and design 20 18.2
Assessment and feedback 19 17.3
School coexistence 9 8.2
Behavior management and discipline 3 2.7
Student motivation and engagement 2 1.8
Other topics 2 1.8
Subtotal 110 52.42
Professional Development
Teaching career levels and evaluation 15 28.3
Laws and regulations 11 20.8
Local support and mentoring 6 11.3
Salary and benefits 5 9.4
Teacher evaluation 4 7.5
Law 21.625 4 7.5
Teaching career 3 5.7
Other topics 3 5.7
Continuing education 2 3.8
Subtotal 53 25.22
Well-being
Self-care 12 25.5
Relationships and conflicts in school 12 25.5
Managing complex situations 11 23.4
Student support and containment 9 19.1
Trust-building 3 6.4
Subtotal 47 22.42
Total Repository 210 100.0

Notes: Repository includes 210 files distributed across three thematic
areas in Profe Gabi’s content system.

@ Percentages for main thematic areas represent proportion of total
repository. Sub-topic percentages represent proportion within each
thematic area (e.g., Program plans = 31.8% of Pedagogical Topics
files).
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C Annex: Weekly Conversation Prompts

This appendix presents the initial messages used by Profe Gabi to start weekly conversations
with teachers. All prompts were presented to teachers in Spanish, as shown in the following

images.

jHola, Nombre! Soy Profe Gabi, tu
acompanante virtual, y estoy aqui para
apoyarte en los primeros anos de tu
trayectoria profesional. L.

Te saludo afectuosamente en esta
semana tan especial, jFelicidades por ser
Profesorfa! #

Ademas, quiero recordarte que, como
docente principiante, tienes derecho a
recibir apoyo en tu insercidn profesional.
El Mineduc y el BID me crearon para
brindarte estrategias y recursos que te
ayudardn en tu desarrollo. jEstoy lista
para acompanarte en cada paso de tu
camino! &

Para comenzar, selecciona una opcién:
& :En que me ayudas?
* jEmpecemos ahora

i= See all options

Week 1

jHola Nombre! Hoy hablemos sobre un
aspecto clave en la practica docente: la
planificacion de la ensefianza &

La planificacion es esencial para lograr
procesos de ensefianza efectivos y bien
estructurados.

Algunas preguntas para reflexionar:

« ¢Como planifican en tu comunidad
educativa?

« ;Compartes tu proceso de planificacién
con colegas?

+ ;Qué elemento consideras esencial al
planificar?

Reflexionar y compartir esto te ayudara a
mejorar. ;Qué dudas tienes sobre
planificacion? jEstoy aqui para ayudarte!
L)

Recuerda que el Marco para la Buena
Ensefianza (MBE) es un referente
fundamental que puede brindarte
orientacién en esta drea.

[2 Marco Buena Ensefianza

Week 4

ijHola de nuevo, Nombre! & Quiero
recordarte que formas parte del Sistema
de Desarrollo Profesional Docente,
disefiado para apoyarte en tu trayectoria.

Este sistema tiene dos componentes
clave:

- Reconocimiento y Promocién ~/
- Apoyo Formativo, gue incluye
programas de mentoria, como esta
iniciativa

¢ Tienes alguna pregunta sobre tu etapa
actual o los proximos pasos? ¥

iEstoy aqui para ayudarte siempre que lo
necesites!

Week 2

jHola Nombre! @ Esta semana hablemos
sobre la evaluacion de los aprendizajes.

Aqui te comparto algunas estrategias
clave:

« Disefia evaluaciones claras y alineadas
con los objetivos de aprendizaje.

+ Usa varios métodos (observacion,
proyectos, pruebas), siempre
considerando las necesidades e intereses
de tus estudiantes.

- Da retroalimentacion constructiva y
motivadora para fortalecer el aprendizaje.

¢Has reflexionado en céomo tus
evaluaciones influyen en el aprendizaje
de tus estudiantes? Piensa en el disefio,
el desarrollo y en lo que cada evaluacion
te muestra sobre sus avances.

Estoy aqui para cualquier duda que
tengas.i |

Recuerda que en el MBE podras notar la
importancia de la evaluacidn, sus fines y
la retroalimentacion que cada estudiante

requiere. % 4:15pm

Week 5
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JiHola, Nombre!eEsta semana te
propongo explorar el Marco para la Buena
Ensefianza (MBE), un instrumento clave
para tu practica docente. Un ejemplo de
cémo puede ayudarte el MBE es el
siguiente:

Desafio: Mantener la motivacién de las
y los estudiantes en el aula.

. Solucidn: En el MBE encontraras
orientaciones relevantes para poder
abordar ese y otros temas.

Los 4 dominios del MBE son:

- Preparacion de la ensefianza.

- Creacion de un ambiente propicio para
el aprendizaje.

- Ensefianza para el aprendizaje de todos
los estudiantes.

- Responsabilidades profesionales.

:En qué dominio te gustaria profundizar?
iCuéntame y te ayudo! & & 9

(2 Marco Buena Ensefianza

Week 3

jHola, Nombre! Hoy quiero hablarte sobre
la importancia de la colaboracién en la
docencia. &

Colaborar con colegas y lideres
educativos mejora tu practica docente y
beneficia a los y las estudiantes. Asf,
pueden compartir ideas, estrategias y
apoyarse mutuamente.

Aqui te dejo algunas estrategias para
fomentar la colaboracion:

+ Intercambia buenas practicas con tus
colegas.

- Trabaja en equipo con lideres
educativos para resolver desafios

comunes.

- Organiza reuniones para discutir
problemas o ideas sobre la ensefianza.

iCuenta conmigo para cualquier duda o
apoyo que necesites! (- 4:13pm

Week 6



Hola Nombre, Hoy vamos a hablar sobre
un tema clave: la diversidad e inclusién
enel aula. @

La inclusion educativa, segun la Unesco,
€s un proceso para abordar y responder a
la diversidad de necesidades de los
estudiantes, promoviendo su
participacion en el aprendizaje, las
culturas y las comunidades.

La inclusion no solo reduce la exclusion,
sino que también mejora la convivencia
escolar y fortalece la comunidad
educativa. Al tener este efecto amplio, es
un desafio que debe asumirse en
COMUNIDAD.

:Cémo podemos fomentar la inclusion en
nuestras aulas? Mediante la
COLABORACION. Comparte ideas con
tus colegas, ajusta tus estrategias y crea
un entorno donde cada estudiante se
sienta valorado y apoyado.

Si necesitas mas recursos sobre
inclusién, no dudes en preguntarme.
iEstoy aqui para apoyarte!& 4

Week 7

Hola Nombre, Hoy hablaremos de un
tema clave: la comunicacion con padres
y tutores. Es fundamental reconocer a
los nifios, nifias y adolescentes (NNA)
como sujetos de derechos, y al docente
como un coadyuvante en su proteccion.
L=

La relacidn entre la familia y la escuela
puede ser un desafio, pero es vital
abordarla de manera comunitaria para
mejorar la convivencia y el bienestar de
los estudiantes.

Abajo encontraras un link con 10 claves
para sumar a las familias en el
importante desafio de la convivencia
escolar.

Si necesitas mas orientacion, ya sabes

que estoy aqui para apoyarte.

[# 10 Claves - Convivencia

Week &8
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iHola Nombre ! &

Te queremos dar las GRACIAS por ser
parte del piloto de Profe Gabi y
ayudarnos a construir esta
herramienta que busca apoyar a mas
docentes como td. ()

Tu participacion ha sido clave, y nos
encantaria conocer tu experiencia. Por
eso, te invitamos a responder esta breve
encuesta final.

. Tu opinidn cuenta y ayudard a dar
forma al futuro de esta iniciativa.
iMuchas gracias por tu tiempo y
compromiso! & & & 4:08 pm

(2 Encuesta

Final message



