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It comes as no surprise that the culture of a building is due in large part to the
leadership in that building. The instructional leader is responsible for promoting
that culture and providing support to ensure a cooperative and cohesive staff. It is
then the responsibility of the staff to implement and support the culture.
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The work of Eastwood and Lewis emphasizes the importance of collaboration
among staff as the critical first step toward improving school effectiveness.
Establishing a common ground is essential to initial and continued success and
improved student outcomes. As we proceed through this presentation, the necessity
of this foundation becomes evident.
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A school’s reading culture is, essentially, “how we do things here” with respect to
reading. That includes the materials used, the training and support provided, the
instruction that is planned and delivered, and the assessments conducted. It also
includes how time and resources are used and the leadership provided for reading.
Through the development of a shared mission and vision, a school establishes their
beliefs, expectations, norms, values and practices around reading outcomes.
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The components
p
of a readingg culture are many,
y, but are all based on
establishing a common ground. To begin with, a school must have a
common mission and know its purpose; a common vision to view
what is possible; and common beliefs about what is essential for
learning to read.
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These key concepts are adapted from the Balanced Leadership framework that lists
21 principal responsibilities associated with school success. Successful schools have
a shared vision of what the school could be. Leadership works with staff to develop
a deep understanding of their purpose and builds cooperation and cohesion among
staff, while creating and promoting a sense of well-being.
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The first key concept from Balanced Leadership gets to the heart of developing a shared
vision by appealing to core values.
Everyone involved wants the students in your school to succeed. Every staff member, every
parent wants what’s best for each student. It’s the job of school leadership to show how
these core values are well-served by your school’s reading plan. This plan needs to show a
commitment to all students achieving in reading through a shared responsibility for student
success and continuity across classrooms and services. Instruction must be scientificallyb d and
based
d supported
t d by
b an on-going
i high-quality
hi h
lit professional
f i l development
d l
t plan
l to
t ensure
implementation with fidelity. Student data must drive instructional decisions for all
students. Modules are included within these framework presentations on topics of
instruction, professional development, data-based decision making and student engagement,
which your team may find to be helpful resources.
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With your group or leadership team, take the time now to participate in this activity.
What do you see as a vision for your school and how are those visions shared by
other staff and parents? How could a shared vision be developed or strengthened
and who are some key people to help carry the vision?
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The second key concept reminds us to be very clear about why we’re here. What is the
purpose of this school community? What can we accomplish together that we can’t
individually?
For the principal, promoting and supporting the culture means not only sharing the vision
but being the guide, building in accountability, and providing huge amounts of support as
others acclimate to the culture. Toward that goal, a principal must be in classrooms to
observe instruction; engage in reading-related conversations with staff and students at every
opportunity;
t it know
k
the
th data
d t andd talk
t lk about
b t it;
it make
k reading
di an on-going
i topic
t i att staff
t ff
meetings and ask how reading achievement efforts can be better supported; and be an
advocate for reading beyond the building – bringing the conversation to parents, district
administrators and school board members.
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Committing to the reading culture becomes the responsibility of teachers and staff as well.
Presented here are a few more ways to walk the talk and promote your school’s vision and
beliefs about reading instruction. One of the most powerful of these is to stress the urgency
of early reading. It seems that once people understand the urgency and look to the data for
guidance, a deeper understanding of purpose would be established.
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More people need to recognize the fact that we have a limited amount of time to teach
children to read.
540 days is “idealized” time assuming children are not absent, there is no wasted time, no assemblies,
field trips, snow days, etc. With recent budget cuts and decreased school funding, many districts now
have significantly fewer instructional days than this, making the urgency even more acute. Prevention
of reading difficulties is key because of the challenges of catching kids up once they fall behind.
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Here are a few citations from significant pieces of research supporting the urgency of teaching reading early.
Communicating these findings to parents, other staff, district administration and the community will help to
validate the importance of early reading and the need for their support.
support
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Spend a few minutes thinking about the ideas presented on developing a deep
understanding of purpose (slides 9 and 10). Based on your role at your school,
reflect on current practices and target one or two additional opportunities for you
personally to help develop that deep understanding of purpose.
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This big idea addresses the notion that as a staff, we can accomplish goals that couldn’t be
accomplished individually.
The idea of sharing or “giving up” students seems to be a hard concept for teachers to
accept, let alone embrace. At first teachers may not want to regroup students for small group
differentiated instruction, for example. But it must be reinforced, through data analysis and
sharing and problem solving that everyone is responsible for every student’s success. Better
solutions are often the result and few things are more rewarding to staff than sharing student
successes.
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A collaborative culture must be cultivated, requiring the principal to allocate
resources necessary to realize such goals as collaboration times and common
instructional and planning times. This process includes opportunities to develop
collaborative processes and an understanding both within and across grade levels.
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Here are more ways to facilitate a culture of collaboration. The active involvement
of your building leader reinforces and validates the objectives of staff working
together to improve student learning.
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Developing and nurturing a strong reading culture goes beyond getting everyone moving in
the same direction. It becomes a dynamic system for promoting a sense of well-being – a
sense that we’re doing the right work in the right way to maximum reading success for all of
our students.
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Take 5 minutes to jot down your ideas, from the perspective of your role at your school.
Work with your leadership team to problem-solve areas in need of improvement and where
additional resources could potentially be found.
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Once a strong reading culture has been developed at your school, commitment by all is
crucial in being able to sustain it. You must not lose the focus of your work, but instead
continue to build and strengthen it at every opportunity, while celebrating steps moving
forward.
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As we know, no single level of the educational system is as effective on its own as
when the whole organization is aligned and working toward common goals. As
concluded in the research by by King and Newman, when the district allocates
resources and develops a professional development plan to support student
achievement targets, each school is better able to align their reading plan to improve
instruction in the classroom.
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Ideally, commitment begins at the district level, with hiring practices, collaboration
among services, and coordinated training and on-going professional development
for all staff. The district can cultivate support through communications with the
school board and the larger community.
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At individual schools, capacity must continue to be built through hiring staff
committed to the goals and reading culture that has been developed. By providing
on-going professional development and support from principals, coaches and
instructional leaders, and by ensuring regular use of data to plan instruction,
instructional delivery systems will be strengthened to ensure student achievement
gains. In the Resources section of this presentatio is an example of a school district
procedure for using data to monitor student reading performance, which you may
find helpful in your discussions.
discussions
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With the support of the district and building leadership, teachers in all classrooms,
grades, content areas and across program services can work together as a team, with
a focused purpose to improve student reading outcomes in their school. It is
ultimately the teachers’ responsibility to implement curriculum and strategies with a
high degree of fidelity and to use instructional time effectively. Additionally,
teaching staff must ask for support and assistance if students are not progressing.
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In order to sustain a school’s success toward improving student reading outcomes,
the focus must be diligently maintained. While funding losses present significant
challenges, a school and staff can adjust and overcome many of those challenges by
keeping the reading culture strong and holding true to their commitments.
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This is a good time to apply these ideas to your own role in the school system.
Figure 55-A2 includes information for staff at each level of a school system.
Determine which strategies seem like they might work for you to promote
sustainability at your level. How might you influence efforts at the level “above
and below” yours? Keep this thinking in the forefront as you continue to nurture and

25

26

27

