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We Are All

Leaders ot Reading

“You've got 10 hear this! A fith grader missed his bus stop this
afternoon because he was reading abook! Isn’t that great?”

~Dr, Whgal, Puncipid

half hour cr so after school, I {Laara) was wilking down
the hall of Danid Morngan Intermediate School where 1
had been coaching for a vear when [ heard Dr. Wygal, the
principal, calling my mame. [ stopped and rumed around

o see him rroming roward me, an excired expression an his face.
“You've got to hear this! A fifth grader missed his bus stop this

alternoon because he wan reading a book! Isn't chat grcact”
I burst out laughing, because it was such cuirky news

“The bus driver retarned the boy to the school, and 1drove him
home just now.” Dr. Wygal beamed with pride. My cmusement
tumed to joy. We'd done it, | thought to myself. The principal ard
I high-fived like students ourselves,

Gerting lost in a book, like this fifth grader had done. is one sign
of a healthy school-wide culture of reading.
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Collaboration
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CHaPTER 1 | We Are All Leaders of Reading

The Simplicity of Success

Getting to this bus-stop-mussing point was the culmination of a
year-long professional journey at this middle school, T had
collaborated with the librarian and all the fifth-grade reachers, helping
them make the transition to a Reader's Workshop approach. The
teachers had done an amaczing job shifting from reading aloud four
novels a year to embracing independent reading and other workshop
pedagogies, Now, fifth-grade students began each day

with 135 minutes of independent reading followed by an interactive
read-aleud. The teachers devoted the rest of their one-hour reading
block ro instructional reading. Here's the game changer: During their
dailly ELA classes, studeats read for at lease 35 minuates.

Here’s the game changer: During
their daily ELA classes, students
read for at least 35 minutes.

In Schools Fudl of Readers, we share doable plans tor gerting this
culture of reading going in grades K-8, in any school, no marier the
budget, no marter whar. Whar makes our approach unique is thar we
weave our professional knowledge as “leader™ and “practitioner™
into a tight kait, and share information thar brings abour reading
achievement because of collaboracion. At the risk of sounding glib,
helping all students become avid readers is simpler than we think. We
have o stop working in silos, and instead find the will and the tools
to collaborate, Students pick up on our vibe, of course, so if we can
rally around an eftort to inspire everyone to read more often, children
will catch this wawve.
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Listen & Look For Checklists

One of the most powerful tools we have wsed are checklisss to

guide the professional learning in school, They are so simple and
casy to use, and compel us to name goals and wrack progress.

We have included reading-tocused checklsts in this book w0 you can
benefit from them too, We call them Listony & Look For Checklises
because, afrer all, lissening to studencs and colleagues is cricical.
Ther are designed for administrators, literacy coaches, and teachers
to use flexibly. You will find three checklsts in each chapeer,
beginning with chapter two. Here is a brief overview of how they
are organized:

Chapter 2: Focus on classroom enyironment

Chapter 2: Focus on school culture

Chapter 4: Focus on building redatioaships to affect change
Chapter 5 Focos on interacrive read-aloud, instructional and
independent reading, and students” self-evaluation

The checklists provide evervone with common hnguage and best
reading practices. They will help vou get o bead on carrent routines,
support collaboranve leaming, and celebrate progress. You can use
them as jumping-off points for profossioml growth as well—cvery
item on cach checklst is a worthy lieracy pracuce, routing, or
behavior worthy of study.

To get you launched, please listen to the wwo pedcasts of vision-
seteing and getting started. To access then, see think QR (quick
response) codes on the back cover.

Use the chedkists in each chapter s
tha basis for starting and sustaining
a schaal-wide initistive focuaed on
daveloping a rudture of readng.
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PR 1| We Are All Leaders of Reading

Use for Teacher Self-Evaluation

We also encourage teachars to use these same checklists for self-
evalnation and as teols for thewr professional groweh, Consider
these checklists road maps char will rake weachers to their rargered
destination, Rely on them as you transform the vision of school-
wide independent reading into a reahny.

Prep for a Classroom Observation

Teachers might use the checklists to inviee an administrator, literacy
coach, or colleague to observe one or more classes, Or, the principal
can use the checklists to negoriate observations wich teachers,
providing valuable tocus, transparency, and purpose, In ocher
words, not every item on a checklise has 1o be observed all ar once.

Below are some tips for introducing and vsing the Listen & Look
For Checklises. Whether you are a principal observing a teacher or a
teacher supporting a grade-level colleague, professional growth and
a collaborative spirir comes about when purposes are clearly stared
and everyone 15 part of the decision-making. Evervone needs to feel
on ¢qual footing, and not evalvated, bur supported.

Using the Listen & Look For Checklists: Tips for Success

Form a team
of =cheol
adminstratorns
and literacy
coaches who
will tale their
schools readng
temperature o
assasswhat's
waorkirg and o
pirpoiht needs,

Corsidir the
amount of time
sach obsarvar
will spend 0 a
class as well as
e number of
days. Cbsarve
an antine class or
plan 15-minute
vitite ae different
days at the stat,
n the middle,
and nair the end

of a class.

Decide with | Develop a shaved | Lat teachars | Circulats and Take notes
the team which | st of who will know the support the ofter you
teachess will | chserve specifc | cbservation teacher in leave aach
be observed | teachers. Avoid 1 schedule. additon to cbservation.
and discuss | overlap unlass watching,

the pwpose ol | thia ia irtentional.

chservations,
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Collaborative Shared Leadership

Tools like the checklists nexd people to use them well. Let’s tum
now to ideas for building agreat team, Principals, teachers, the
librarvian, and Lieracy coaches can create a culture of reading when
they commut to these three actions: share leadership, ollaborate, and
communicite.

Effective schools succeed in different ways, and vet they all engage in
some form of shared leadeship. Studies show when schools embrace
shared leadership teachers mprove through meaningful interactions,

and the end result is studerts also progress [Quintero, 2017). Implicir
in thar starement is that tezchers are helping to shape the change, and
are equal partners in the cdlaboration.

Schedule a ' Choow oneor | Take notescn | Meet with the | Shara and ' Use reflaction
followup | EWO Items you ; the conversation, i teacher to | d=cuss with | and rasing
conversation 508 as potertial (and share with | decids on next your tsam tha | quastions to
with the teather | professional | the teacher and steps. | Listen & Loot } determine
and open by growth neads, | your taam, | For Crackls: : next steps,
aharirg pusitives | end frame thern I | results and your |
noticed. a5 questions ‘ | convarsation
to encourage ‘ | with the teacher.
raflaction ard
dxcumion ‘
\
\
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chaPTiR 1 | We Are All Leaders of Reading

We have seen impressive schoals thar thrive becaunse the peincipal is
an instructional leader who sees himself ac a leader among leaders and
a learner among leamers. The teachers and other staff are included
from the gee-go in developing an mscruccional vision. Thas scenanio

builds astounding momentum toward a common goal,

In ocher successful schools, however, the principal may not happen
to be an mnstructional experr, yet she or he empowers others in the
schoal ta develop thar vision. The principal may he a brallianr ourside
ambassador instead, clearing roadblocks for staff and students to
achicve their goals. The most important thing s that everyone has
clarity about one's role, so there are no weak or broken links in the
svstem due 1o a lack of transparency.

The beauty of collaborative shared leadership isthat it's not essential for the prinopal to
ba an hatructienal laader. Somecna else tan ba. But awryone naeds to support teachars

@ Benchmark Education Company, LLC

Why Before What

Simon Sinek s awell-known spokesperson for transformatonal
leadership. In hic book Start witk the Why: How Great Leaders
Ingpire Everyon: to Take Action, Sinck makes the point thar instcad
of starting the process of change with a conversation abourt the what,
we start with understanding the why, The why comes first because it
reveas informanon thar can inspire all school members to embrace
the vision of buiding a culwre ot reading., Writes Sinek:

“There are leaders and there are those who lead. Leaders hold a
position of power or influence. Those who lead inspire us. Whether
individuals or oiganizatons, we follow those who lead not because
we have to but because we want to, We follow those who lead not for
them, burt for ourselves. And it's those who start wich “why that have
the ability 1o insire those around them.”

Instead of starting the process
of change with a conversation
about the what, we start with
understanding the why.

S0, what s the vhy behind having schools full of readers?

To explore this, we've set up a chart (see next page) with two
categories: the why behind reading and language development and the
why behind reading and personal development,

As voa meer with vour leadership team, vou will adjust some of your
thoughts as wellas have ideas to add. Once you determine your why
tor creating a cuture of reading in your school, the moment is ripe for

the principal anc his team to mvire stalf to come on board,
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cHAPTER1 . We Are All Leaders of Reading

The Why of Reading

Reading and Language Development Reading and Personal Development

Makes wordd literature available to all
sociceconomic levels, Students can learn about
diverse cultures and develop the skills needed
to live in a global world, including analytical and
critical thinking, problem soling, and creativity.

| Provides knowledge and enlarges life

experiences through informational and
fictional texts.

Supports meanirgful talk when students pose
questions and discuss them with a partner,

a small greup, or the entire class. Students
learn to mentally refine theirideas in order to
communicate them accurately to peers.

Develops stamina and the ability to focus and
concentrata on reading for at least 30 minutes,

Expands vocabulary as students meet the
same words used in different contexts and
learn new words

Strergthens writng as students read with a
write”’s eye, learn about authors” craft, and
trans‘er this knowledge to their writing,

Improves memory of plot, interactions of muitple

characters, and detailed information as students
read longer and more complex Lexts.,
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Validates students' lives and strugdles as they
read about characters and people with similar
problems and observe multiple ways of coping
and overcoming challenges.

Offers enjoyment and entertainment as studerts
read series, discover favorite authers and genras,
and develop literary tastes,

Fosters selfconfidence as students see
themselvesin books, discover who they are as
people and as readers, and relate 1o others over
books,

Opers worlds of the past, present, and future,
always expanding readars’ knowledge and
expenences while developing empathy and

compassion,

Cultivates independence as lzarners when
students read widely and improve their skill and
expertise 1¢ the point that a leacher/mentor Is a

nice-to-have but not a need-w-have.

Nurtures imagination when students develop

their own pictures while reading ard step into the

shoes of characters and people to think and fesl

like they do.

Provides individuals with a peacefu,
contemplatve, and reflective expenence that
students can use o be inspired, informed,
calmed, entertained, and recharged throughout
thoir ives.

Transformational Leaders Inspire

Once the principal and the leadership team have shared their why fora
cultare o reading with staff, it's important for staff to weigh in. Set aside
a few meerings for discussions and to adjust and refine vour whr. For

a reading culture to develop, the principal and his or her team should
attend al meetngs, not oaly to learn but also to listen to staff’s concerns
and quesions and be responsive.

Next, begin the process of collaboratmg with teachers to transtorm the
whr andits resulting vision into reality, Based on our experience, the
priecipaland lireracy coaches play starning roles in helping staff move
from thewhy t the goals of the what, Keep in mind thae the transfer from
knowing vour why 1o building vour what can take reflection and nme.

Moving from the Why to the What

Once the whys are named, invest in the power of threes. That 15, narrow
the school-wide goals you take on to a palm-size amoant, As Mike
Schmoke writes in his book Focwes (2011), the inderperformance of
schools can be directly attnbutable to a failure to impkment three simple,
well-known elements: a commaon curnculum, sound lessons, and authentic
literacy. We know whar ro do to succeed. It's all simpler than we think,

A<k yrur=af Na ynut hovue haalthy callaharation in yaer warlplaca 7§ nat. what feet ctaon
might you ake to improve the stuation so avery facuty menbar feals empowered?

© Benchmark Education Company, LLC
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chaPTER 1| We Are All Leaders of Reading

Getting Clear on the Can-Dos The Principal’s Perspective
Discuss and name the conditions and resources it takes to reach As a principal, I (Evan) prioritize my badger. My goal is to use moncy
the goals in concrete, actionable, and measurable steps, rather than foe key school-wide ininarives recognizing 1 have a limited amoune
generally worded educacional ideals. Often these steps help create the to spendl. Because I believe in a culture of reading, [ allocare moncey
scope of the work, name the players, and set a collaborative premise, every vear (not once ina while) for classroom libraries and for our
Forexample, areating schools full of readers is our vision. However, school’s media center. Now, if reading is a priority for the principal
to reach that goal requires a set of agreements and actions, such as: and staff, then it’s beneficial to review class schedules and decide
whether teachers need addivonal time for language arts as well as
e Staff and administrators agree that a culture of reading is a fee support/enrichment classes. Ac with any initiarive, teacher input
common goal, and a collaborative spirit is always the best path forward. My goal is
* To creare a culture of reading, we must mclude all subjecs, even tcacher agency. always seck opportumcics for staff o lcarn ac tcam,
paysical education and the arts, in the initiative. deparement, and full faculey meetings and continually refine their skill
e Classroom libraries will be in all chsses. and expertise. And remember, the principal and ocher administrators
e Teachers' professional learning will begin with exploratory need to attend professional karning sessions,

discussions among administrators and saff and then include
abservations of classes wirh a culture of reading bath inside and
outside the distric,
The actionable steps schools identify will vary and depend on where a
school is with creanng a culture of reading and the available funds.

» Agree that our goal 15 %0 develop a culiure of veading.
» Include all subjects, even physical education and the arte,

« Curate Awverze classroom libkanes in all subjects and ereate an
inviting media center.

» Involve teachers, administvators, and staft in exploratory
discussions and cbsene classes with a culture of reading
In place.

Evan Robb in the meda center. “| alocate money every year for classroom libraries and for the school's media conter ™
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CHAPTER 1 | We Are All Leaders of Reading

The Role of Literacy Coaches

The best literacy coaches offer instructonal and emorional

Teacher Wish List

Teachars are amazing with thair
operness. 's not every professional
who would welcome someone into their
workspace. To hels the teacher-coach
relatonship thrive, hare are insights from
teachers on what works:

5 Routines for School-wide
Collaboration

support for teachers. When doubes creep into teachers' hearss

and minds, coaches name progress, encourage reachers o take a
The following five routines work to ensure scamless collaborarion and
communication between school leaders and teachers.

deep breath, slow down, reilect, and try again.

1. Schedule mectings during ream and/or deparunent conunon Successful coaches are highly skilled, experienced, empathenc,

We urnge coaches to teach one class and maintaina strong * "Wa want to fed a parsonal

planning times and note them on the school calendar. Use full
taculty meenngs o bring gronps rogether and keep everyone
in the know,

2. Summarize key panes by having a teacher take notes on essennal
ideag, then email them o seaff.

3. Call for volunteers by asking reachers from cach grade 1o volunteer
to gather noteworthy information about creating a school-wide
culture of reading from videos and articles,

4. Follow up ro share ar a scheduled meening. Have teachers share
what they’ve learned and provide copies of articles for others
to read.

S. Create a work-in-progress plan wherein the principal, another
school administrator, the literacy coach., and three reachers
collaborate to develop i, Next, email the plan to everyonc and ask
for feedback. Then, the small group revises the plan and resends i,
This back-and-forth inclusive process builds reacher advocacy and
a commitment to the initiative.

Develop a work-in-progress plin, get feedbeck, and refine it. Greot collaboratire
anirgy develops when everyone’s voice is induded
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conneetion 10 studenes as well as steceping themsdves i issucs
teachers face daily. We advise thar coaches don'tsend reponts
to admmistrators about teachers’ progress, For the coach-
teacher relationship to flourish, it takes building :rust and
developing a conhdential relationship. If you area teacher
working wirh a coach. invire administrarors to observe classes
when yvou both feel the iming is right. This doest't mean we
are suggesting keeping admimistrators out of the vop. Instead
it's abour timing for the reacher who is trving to rrow. After
the first observation, teacher, coach, and adminigrator discuss
and decide on nexr steps. Will there be one morereacher invite?
Can the principal drop in unannounced? Decisions depend on
the teachers confidence in histher growth. Whenthe principal
understands where the reacher 1s, knows the coach is there
nudging, modeling, supporting, hefshe will give tie teacher
space and tme to learn, try, somerimes fail, bur slways grow.

connection with you. Our clasroomrs
are amotional pacas whare we teach
what we deeply value. If we feel
connected with you, we are more
indined to rethink cur practices.

* "l lke 1o have dhoices when 1earn

with a coach. | want you te krow what

| would Bke to work on, and bear your
porepoctve on pocciblo focue pointe.”

* "“Sharing what you value most about

professional study, and then sticking
by those values, means a lot Invite cur
input end our vaues too.”

* "Cne of the most pivotal moments

whan sha referred to our wort

83 o partrership. That meant she
recognized that we wee learnng frem
cach other.”
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CHAPTER 1 | We Are All Leaders of Reading

10 Ways the Principal and Leadership Team Foster a Reading Culture ow.é. Conwlt'a“’ o :
‘ Sometimes the principal kas ennugh fundcea brang in an oarside

1 Funé class and school libraries. We know many initiatives compete for a place in
a school’s budget. However, if creatirg a cukure of readirg = a priority, funding
shoudd be ongong. Coaches and teachers can also apply for grants

consultant for several visirs, This professional development is in
addition 1 the ongoing scdf-dircered and wllaborative leaming
that's in place. This works best if the prinzipal mvites staff to express
learning needs birst, and be a part of the stheduling and debrieting
process. being inclusive supports reacher buy-in.

2 Bocame arole madel Carwaersations tho principal and other administratare
have with teachers, students, the school librarian, and parents should promots
the whoals commitment to creating a culture of adng

3. Share the research at team, departrment, and full faculty meetings. You might

start with leadernvip tean memben sggesting articles and videos, ard then .,

U J | = -
4. Extend theinvitation to all teachers. The mere backgrourd knowledge on 1 }Fle }) e St L 1t e 1 a C}/ C Oa : }—18 S O He]
topics like ndependent and mstructional reading and a student-centecad

appmach teachers have, the faster they'll mvest in building a school filed H—lSt rl.l C‘[ 1 C 1’1 al a I—l C.l e IﬂOt : O I_lal

withreadess, % f 55 l 9
A« a principal, Gvan helpe caltivate s S Read aloud to ELA dassas a favorite book from your chilcheed. Encowrage S U]:) ID Ol t O 1 [eac 161 S :
school full of rmadars by baing an ally other staff to reac aloud to students. Elernestary school adminetrators and
to students rather than an authority. teachers can craate read-aloud videos and post these on the school's website

) Intensive collaboranon and communication improves everrones
for families to uze. . : . . . .
morale, and dare we say iz, brings jov bac into reaching and learning.

e e ) ¥ o ) : A saaff’s focus on developing a cultuce of reading can also inspire
princdpal intiate this decussion, but then invte members of his lkradership tesmn . . .
) e teachers to feel more confident in sharing books they enjoy and
and teachers to share reading snapshots, succasses, and halr parsona fealings ‘

abost reading. love with students and in turn, students share with another. When
7 Drop inte dasses during independent reading. Catch students enjoying reading S"'"‘_i:n“ l.(?'.ld. widely ar school and b"_'“cvlh.c." JCW.‘.I(ID. analyrical "nd
and colebrate with positve feedback. critical thinking as well as enlarge their reading, speaking, and writing
vocabularies (Atwell, 2014; Keene, 201 8; Miller, 2009).

& Discuss raading & team depatmant. and faculty meatings. Wa suggest the

8. Feature short book talks and reviews. Morming anrouncements are a great time
for the prircipal, students, or teachen to pitth a favorite bock, You can also

include student book reviews n a monthly enewsletter. Concludlng Thoughts
9, Ask teachars to post what they're reading on their classrcom deor and updats Developing a culture of reading, like any hool reform ininanive,
the Ist each time they complete a book. Extand this invitation to administraters takes commitment and leadership. Early i1 this chapter we asserted
and staff, rsserve a bullétin board in e library to post books, and show that it’s easier than we thmk. and we stand by that statement, It's
students how much the sdults st scheol value reading. casier because it's a focused goal involving one of humanity’s most
10. Corrmend exemplary reading teachers in an emai or written note and always rewarding habits: reading,. In the next chapter, we turn to what we
w“:;'::::‘;:"‘i“' Tiking Shim fims 0 dio thik s how mech you sppaciats need in place in terms of books and classmom librarics,
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