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Framework Connections 
2.1 Collaborative instructional leadership 

builds capacity to strengthen and enhance 

teaching and learning. 

2.2 Processes and practices are designed 

to deepen  understanding of the 

curriculum and refine instruction to  

improve student learning and 

achievement. 

2.3 Organizational structures are 

coherent, flexible and respond  

to the needs of students. 

2.4 Job-embedded and inquiry-based 

professional learning builds capacity, 

informs instructional practice and 

contributes to a culture of learning. 

4.2 A clear emphasis on high levels of 

literacy achievement in literacy and 

numeracy is evident throughout the 

school. 

LEADERS 
CONNECT 
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Leaders Connect  Observing Literacy 
Learning in the Classroom (Fall, 2013) 
& Leaders Connect Supporting Literacy 
Learning Throughout the School 
(Summer, 2014) may also be useful for 
literacy improvement planning. 

 LEADING LITERACY IMPROVEMENT 

School leaders take into account a number of factors related to adolescent literacy learning.   

Literacy is embedded in all subject areas. It may be a challenge to know where to begin and 

how to identify a manageable focus for improvement. However, specifying the literacy skills and 

what it takes to teach those skills may be one way to establish and maintain a focus and 

implement responsive instruction. Those specific literacy skills include critically analysing 

complex texts, collaborating effectively, writing clearly for a variety of audiences, and developing 

metacognitive skills. 

It’s about using good evidence throughout the process. Classroom assessments provide 

an immediate picture of where students are at and where responsive instruction is needed with 

respect to specific skills. Investigating student literacy needs may begin with questions such as 

How well are students able to articulate their thinking through talk? 

How proficient are students in reading and understanding their texts? 

How effective are students at developing written work that is clear, well-supported, and 

organized? 

How effective are students at using a wide variety of strategies to navigate various 

learning situations? 

How well can students reveal their thinking in a variety of forms? 

These questions may be used to prompt the sharing of current observations. From here, school 

leaders with their staffs can narrow an area of focus to prompt further investigation. This 

investigation may include creating a common assessment, which may consist of a few targeted 

questions. A similar common assessment may be created for monitoring the progress once 

responsive instruction is in place. 

Talk to students. When asked, students can reveal much about their sense of confidence 

related to literacy demands, their interests and attitudes, and their sense of connection and 

relevance to literacy learning. Either through targeted focus groups or by surveying students, it 

may involve questions such as 

When reading (or writing, talking, thinking) in your subjects, what do you feel good at 

doing? 

What do you find difficult? 

What kinds of reading (or writing, or talking) are you most interested in doing? 

How do you see yourself using these skills in the future? Are there certain skills we should 

be paying more attention to? 

How well are we (principals and teachers) helping you develop your skills? 

  

 

CONNECT LEADERS 
How do school leaders use a process of 
improvement planning for adolescent literacy 
learning? 

Q. 

School leaders support the literacy learning of their students by mobilizing staff to address 

literacy learning needs. This can be a daunting task, unless the school leader, along with a 

school improvement team, uses a deliberate process directed at improving outcomes for 

learners.   

As The Ontario Leadership Framework outlines, school leaders collaborate with their staff in the 

development of school improvement plans by identifying specific school goals, encouraging staff to 

assume responsibility for achieving those goals, fostering a shared responsibility, encouraging staff 

to try new research-based practices that support 

the identified learning need, and sharing, 

communicating and monitoring the plan 

throughout the process (Institute for Education 

Leadership, 2013).  

An improvement cycle is not a static set of steps 

with a fixed beginning and end but is intended to 

be a flexible and continuous process with built-in 

opportunities for reflection and change.  

As Hattie (2009) points out, school leaders impact 

students’ learning in the school. But it is largely 

through the work school leaders do to engage 

staff in working toward goals directed at 

improvement that this impact is realized. School 

leaders not only lead the improvement planning 

process, but they also participate in professional 

learning related to the goal, 

collect evidence through 

classroom observations, and 

engage in inquiry with teachers 

about the learning needs of 

their students. School 

leaders also reflect on 

their own practices during the 

process in the efforts to 

continue to build personal 

knowledge and skills related to 

improvement planning. 

 

A. 

Fall 2014 LEADERS CONNECT is a tip sheet for school and system leaders that focuses on effective literacy 

practices.  Drawn from a variety of resources, these tips are designed to support literacy instructional leadership 

LEADING A PROCESS FOR 
IMPROVEMENT IN LITERACY 

This Leaders Connect explores how school 
leaders support literacy learning by leading a 
process of improvement related to literacy 
learning. 

This process involves: 

INVESTIGATING STUDENT LITERACY NEEDS 

Get a picture of the literacy learning in the 
school, and the relationship of the current status 
to past improvement efforts in literacy. 

DEVELOPING A PLAN 

Develop a goal and a plan that is aimed at 
improving an aspect of student literacy learning. 

ACTIVATING THE PLAN 

Put a plan into action that is directed at the 
literacy learning goal identified. 

MONITORING PROGRESS 

Gauge the effectiveness of actions responding to 
student learning and on the process of 
improvement.  

EVALUATING THE PROCESS 

Determine the effectiveness of the overall plan 
and use to set direction for the next 
improvement cycle. 

EVALUATING 
MONITORING 

ACTIVATING 

DEVELOPING 
INVESTIGATING 

SCHOOL  

IMPROVEMENT 

“When schools use a 

framework for continuous 

improvement, along with 

comprehensive data analysis, 

they understand how they 

are getting their results – 

what is working, and what is 

not working.” 

Bernhardt, 2013 

http://iel.immix.ca/storage/6/1380680840/OLF_User_Guide_FINAL.pdf
http://iel.immix.ca/storage/6/1380680840/OLF_User_Guide_FINAL.pdf
http://www.edugains.ca/resourcesLIT/AdolescentLiteracy/Vision/AdolescentLiteracyGuide_Interactive.pdf
http://www.edugains.ca/resourcesLIT/AdolescentLiteracy/Vision/AdolescentLiteracyGuide_Interactive.pdf
http://www.edugains.ca/resourcesLIT/AdolescentLiteracy/Vision/AdolescentLiteracyGuide_Interactive.pdf
http://www.edugains.ca/resourcesLIT/PayingAttentiontoLiteracy.pdf
http://www.edugains.ca/resourcesLIT/PayingAttentiontoLiteracy.pdf
http://resources.curriculum.org/secretariat/framework/files/SEF.pdf
http://resources.curriculum.org/secretariat/framework/files/SEF.pdf
http://www.edugains.ca/resourcesLIT/SchoolLeader/ImprovingtheIstructionalProgram/LeadersConnect2_2013.pdf
http://www.edugains.ca/resourcesLIT/SchoolLeader/ProfessionalLearning/LeadersConnect3_Summer2014-letter.pdf
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LEADING A PROCESS FOR IMPROVEMENT  

INVESTIGATING NEEDS DEVELOPING A PLAN  ACTIVATING A PLAN MONITORING PROGRESS EVALUATING THE PROCESS 

Forms a literacy improvement team 
(which may be a sub-group of the school 
improvement team) 

Fosters a space for dialogue and 
questioning (e.g., by providing 
opportunities for input, raising concerns) 

Considers teacher expertise and capacity 
(e.g., are there teachers who have 
additional qualifications, experiences 
related to literacy?) 

Provides time and resources for team to meet to 
develop the plan 

Allocates resources (i.e., financial, human and 
material) to support learning 

Reviews previous plans and actions 

Seeks out practices and processes which support 
the plan within and outside the school 

Identifies any differentiated levels of involvement 
by staff (e.g., teachers who may work more closely 
with students with persistent achievement 
challenges) 

Fosters staff commitment (e.g., by making literacy 
connections across disciplines, revisiting plan at 
staff meetings, celebrating breakthroughs) 

Devises a communication plan 

Sets personal goals (e.g., related to personal 
knowledge and skills) and identifies any 
professional learning related to improvement 
planning 

 

Considers readiness (e.g., of students and 
staff) in order to assess the appropriateness 
of the plan 

Communicates plan to staff, students, and 
parents (See Leaders Connect, Summer 2014) 

Builds coherence between the literacy 
improvement plan and other school priorities 
(e.g., communicating how literacy 
improvement work also supports pathways) 

Maintains focus, and protects priorities (e.g., 
by revisiting at staff  meetings) 

Ensures resources (e.g., financial, human, 
material) are in place to support the plan  

Utilizes expertise and makes staffing 
assignment adjustments as necessary 

Supports professional learning, and 
participates as a co-learner 

Conducts classroom observation using 
evidence identified in previous stage (See 
Leaders Connect, Fall 2013) 

Monitors student achievement by 

Making classroom observations using 
success criteria related to the goal 

Engages in conversations about 
teacher actions taken as a result of 
professional learning  

Monitors the plan by  

Doing interviews with students and 
staff on their perceptions of the plan 

Recording anecdotal information 
related to the process and 
implementation of the plan 

Reflects on personal mindset and consults 
a critical friend as needed 

Reflects on personal goals and identifies 
areas for professional learning  

 
 

Acknowledges and celebrates successes 
in student achievement and of the 
process 

Invites input on the plan and its results 
from students, staff, and other 
stakeholders 

Reflects on personal skills working 
through the process, and identifies any 
professional learning that may need to 
be pursued 

Determines personal next steps related 
to improvement planning 

Uses a variety of sources of data and 
evidence to pose preliminary questions 
about students’ literacy learning 

Analyses current evidence/data 

Draws inferences about what the data 
and evidence suggests (i.e., trends and 
themes) 

Narrows the focus (i.e., student need) 

Explores possible outcomes for 
responses related to student needs (e.g., 
if we increase opportunities for using 
think alouds, then students will have a 
deeper understanding of reading 
strategies) 

Gains deeper understanding about the 
students who have persistent 
achievement challenges (e.g., identify 
students by name) 

Identifies which students are targeted in the plan  

Creates a goal related to student literacy learning 

Develops success criteria for the goal (e.g., what 
will success look like for students identified in the 
plan?) 

Identifies responsive actions to be used to address 
student learning need 

To monitor student achievement: identifies 
evidence (i.e., conversations, observations and 
products), ways to collect evidence (e.g., using 
marker students), and anticipates timelines to 
gather and analyse  

To monitor the improvement process: identifies 
evidence (e.g., perceptual data, student voice 
information) ways to collect evidence, and 
anticipates timelines to gather and analyse  

Explores and identifies professional learning 
opportunities to support implementation 

Explores ways that staff, students and parents 
may support and implement the work directed at 
meeting the goal 

Initiates and/or continues professional 
learning related to the plan 

Engages staff in using responsive instruction 
as identified in the plan 

Collects evidence of student learning related 
to the goal (e.g., from marker students) 

Monitors student achievement by 

Analysing and interpreting evidence 
(e.g., conversations, observations, 
products) to gauge progress, 
particularly related to marker students 

Asking questions about the student 
learning 

Addressing any gaps between intended 
outcomes and results to date 

Providing opportunities for gathering 
student voice to monitor progress 

Monitors the plan by  

Using check-ins to review the plan and 
updating or readjusting as necessary 
(e.g., provide additional professional 
learning opportunities, acquire 
additional resources) 

Determines if the goal has been met, and 
to what degree 

Determines if persistent achievement 
challenges have been addressed 

Reviews breakthroughs and challenges 
experienced in the process 

Verifies results (e.g., are results directly 
linked to planned actions?) 

When change occurs, asks what made 
the difference and why 

Examines strengths and areas of next 
steps for the improvement planning 
process 

Projects next steps 

How is the team representative of a 
variety of roles and perspectives? 

How readily accessible are the student 
data and evidence related to literacy 
learning? How valid and reliable are 
these sources of data and evidence? Are 
they from a wide range of sources? 

Are the data and evidence analysed 
through a lens of inquiry about student 
learning? 

Are we seeing the same literacy needs 
despite improvement efforts in this area 
in the past? If so, what does this suggest? 

Does the goal target specific student literacy 
learning/skill rather than simply on results (e.g., 
increase EQAO score) or implementation of 
teacher practice (e.g., use 3-part lesson)? 

Is the goal focused and manageable? What is the 
rationale for pursuing the selected goal ? 

How will we know if students with persistent 
achievement challenges are making gains? 

Does the plan develop capacity? How does it build 
on and stretch past improvement efforts? 

How will the plan be communicated and shared? 
Will the plan be clearly understood by staff, 
students and parents? 

How is the goal protected, buffered from 
other things in the school? 

How does the literacy improvement goal 
support other priorities in the school and vice 
versa? 

What resources are used to support the 
plan? 

Are the appropriate tools in place for 
monitoring the achievement of goals? 

What aspects of the communication plan 
are effective?  

Based on monitoring, what revisions to the 
plan are needed, if any?  

Are the responsive actions having an 
impact on student learning? 

Is there a gap that still persists for some 
marker students? If so, what does this 
indicate? 

What pay-offs from professional learning 
are we seeing? 

Did the process work? How effective was 
the plan in addressing the identified 
student need?  

Did any distractors get in the way? If so, 
how can this inform the next 
improvement planning cycle? 

Did the process build capacity without 
‘losing’ teachers along the way? What 
can be learned from teachers who 
disengaged from the literacy 
improvement process? 

What aspects from this process might we 
carry over to next year? What would we 
adjust? 
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THE SCHOOL 
LEADER 

THE SCHOOL 
TEAM 

QUESTIONS TO 
INQUIRE INTO THE 

PROCESS 

INVESTIGATING DEVELOPING 
STUDENT LITERACY NEEDS A PLAN 
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LEADING A PROCESS FOR IMPROVEMENT  

INVESTIGATING NEEDS DEVELOPING A PLAN  ACTIVATING A PLAN MONITORING PROGRESS EVALUATING THE PROCESS 

Forms a literacy improvement team 
(which may be a sub-group of the school 
improvement team) 

Fosters a space for dialogue and 
questioning (e.g., by providing 
opportunities for input, raising concerns) 

Considers teacher expertise and capacity 
(e.g., are there teachers who have 
additional qualifications, experiences 
related to literacy?) 

Provides time and resources for team to meet to 
develop the plan 

Allocates resources (i.e., financial, human and 
material) to support learning 

Reviews previous plans and actions 

Seeks out practices and processes which support 
the plan within and outside the school 

Identifies any differentiated levels of involvement 
by staff (e.g., teachers who may work more closely 
with students with persistent achievement 
challenges) 

Fosters staff commitment (e.g., by making literacy 
connections across disciplines, revisiting plan at 
staff meetings, celebrating breakthroughs) 

Devises a communication plan 

Sets personal goals (e.g., related to personal 
knowledge and skills) and identifies any 
professional learning related to improvement 
planning 

 

Considers readiness (e.g., of students and 
staff) in order to assess the appropriateness 
of the plan 

Communicates plan to staff, students, and 
parents (See Leaders Connect, Summer 2014) 

Builds coherence between the literacy 
improvement plan and other school priorities 
(e.g., communicating how literacy 
improvement work also supports pathways) 

Maintains focus, and protects priorities (e.g., 
by revisiting at staff  meetings) 

Ensures resources (e.g., financial, human, 
material) are in place to support the plan  

Utilizes expertise and makes staffing 
assignment adjustments as necessary 

Supports professional learning, and 
participates as a co-learner 

Conducts classroom observation using 
evidence identified in previous stage (See 
Leaders Connect, Fall 2013) 

Monitors student achievement by 

Making classroom observations using 
success criteria related to the goal 

Engages in conversations about 
teacher actions taken as a result of 
professional learning  

Monitors the plan by  

Doing interviews with students and 
staff on their perceptions of the plan 

Recording anecdotal information 
related to the process and 
implementation of the plan 

Reflects on personal mindset and consults 
a critical friend as needed 

Reflects on personal goals and identifies 
areas for professional learning  

 
 

Acknowledges and celebrates successes 
in student achievement and of the 
process 

Invites input on the plan and its results 
from students, staff, and other 
stakeholders 

Reflects on personal skills working 
through the process, and identifies any 
professional learning that may need to 
be pursued 

Determines personal next steps related 
to improvement planning 

Uses a variety of sources of data and 
evidence to pose preliminary questions 
about students’ literacy learning 

Analyses current evidence/data 

Draws inferences about what the data 
and evidence suggests (i.e., trends and 
themes) 

Narrows the focus (i.e., student need) 

Explores possible outcomes for 
responses related to student needs (e.g., 
if we increase opportunities for using 
think alouds, then students will have a 
deeper understanding of reading 
strategies) 

Gains deeper understanding about the 
students who have persistent 
achievement challenges (e.g., identify 
students by name) 

Identifies which students are targeted in the plan  

Creates a goal related to student literacy learning 

Develops success criteria for the goal (e.g., what 
will success look like for students identified in the 
plan?) 

Identifies responsive actions to be used to address 
student learning need 

To monitor student achievement: identifies 
evidence (i.e., conversations, observations and 
products), ways to collect evidence (e.g., using 
marker students), and anticipates timelines to 
gather and analyse  

To monitor the improvement process: identifies 
evidence (e.g., perceptual data, student voice 
information) ways to collect evidence, and 
anticipates timelines to gather and analyse  

Explores and identifies professional learning 
opportunities to support implementation 

Explores ways that staff, students and parents 
may support and implement the work directed at 
meeting the goal 

Initiates and/or continues professional 
learning related to the plan 

Engages staff in using responsive instruction 
as identified in the plan 

Collects evidence of student learning related 
to the goal (e.g., from marker students) 

Monitors student achievement by 

Analysing and interpreting evidence 
(e.g., conversations, observations, 
products) to gauge progress, 
particularly related to marker students 

Asking questions about the student 
learning 

Addressing any gaps between intended 
outcomes and results to date 

Providing opportunities for gathering 
student voice to monitor progress 

Monitors the plan by  

Using check-ins to review the plan and 
updating or readjusting as necessary 
(e.g., provide additional professional 
learning opportunities, acquire 
additional resources) 

Determines if the goal has been met, and 
to what degree 

Determines if persistent achievement 
challenges have been addressed 

Reviews breakthroughs and challenges 
experienced in the process 

Verifies results (e.g., are results directly 
linked to planned actions?) 

When change occurs, asks what made 
the difference and why 

Examines strengths and areas of next 
steps for the improvement planning 
process 

Projects next steps 

How is the team representative of a 
variety of roles and perspectives? 

How readily accessible are the student 
data and evidence related to literacy 
learning? How valid and reliable are 
these sources of data and evidence? Are 
they from a wide range of sources? 

Are the data and evidence analysed 
through a lens of inquiry about student 
learning? 

Are we seeing the same literacy needs 
despite improvement efforts in this area 
in the past? If so, what does this suggest? 

Does the goal target specific student literacy 
learning/skill rather than simply on results (e.g., 
increase EQAO score) or implementation of 
teacher practice (e.g., use 3-part lesson)? 

Is the goal focused and manageable? What is the 
rationale for pursuing the selected goal ? 

How will we know if students with persistent 
achievement challenges are making gains? 

Does the plan develop capacity? How does it build 
on and stretch past improvement efforts? 

How will the plan be communicated and shared? 
Will the plan be clearly understood by staff, 
students and parents? 

How is the goal protected, buffered from 
other things in the school? 

How does the literacy improvement goal 
support other priorities in the school and vice 
versa? 

What resources are used to support the 
plan? 

Are the appropriate tools in place for 
monitoring the achievement of goals? 

What aspects of the communication plan 
are effective?  

Based on monitoring, what revisions to the 
plan are needed, if any?  

Are the responsive actions having an 
impact on student learning? 

Is there a gap that still persists for some 
marker students? If so, what does this 
indicate? 

What pay-offs from professional learning 
are we seeing? 

Did the process work? How effective was 
the plan in addressing the identified 
student need?  

Did any distractors get in the way? If so, 
how can this inform the next 
improvement planning cycle? 

Did the process build capacity without 
‘losing’ teachers along the way? What 
can be learned from teachers who 
disengaged from the literacy 
improvement process? 

What aspects from this process might we 
carry over to next year? What would we 
adjust? 

EVALUATING 
THE PROCESS 

ACTIVATING 
THE PLAN 

MONITORING 
PROGRESS 

http://www.edugains.ca/resourcesLIT/SchoolLeader/ProfessionalLearning/LeadersConnect3_Summer2014-letter.pdf
http://www.edugains.ca/resourcesLIT/SchoolLeader/ImprovingtheIstructionalProgram/LeadersConnect2_2013.pdf
http://www.edugains.ca/resourcesLIT/SchoolLeader/ProfessionalLearning/LeadersConnect3_Summer2014-letter.pdf
http://www.edugains.ca/resourcesLIT/SchoolLeader/ImprovingtheIstructionalProgram/LeadersConnect2_2013.pdf

