
Consider a school needing a 
new principal, coach or 
teacher.  New hires can be 
sought either by a generic job 
description and traditional hir‐
ing procedures or by those re‐
flecting the priorities of the 
school.  The former will tend to 
draw traditional candidates; 
the latter will attract those who 
share the school’s vision for 

improvement.  Similarly, for 
current staff a generic job 
description and traditional 
support system will tend to 
perpetuate the status quo; 
guidelines and procedures 
reflecting strong reading pri‐
orities will lead staff mem‐
bers to develop and hone 
new knowledge and skills. 

Staffing practices to promote 
achievement apply to all staff 
whose work relates directly to 
student learning or whose 
responsibility it is to fulfill the 
mission of the district. This 
includes principals, coaches, 
teachers, and instructional 
assistants at the school level. 
It also includes any adminis‐
trator, director or coordinator 
who oversees elementary 
schools or reading programs at 
the district level. 

 The staff members in each 
of the positions in the text 
box to the right have respon‐
sibilities within their roles 
that can increase student 
reading achievement.  Since 
each staff position can be 
seen as a resource for learn‐
ing, it is important that each 
staff member do everything 
within their power and au‐
thority to facilitate student 
reading  achievement. 

What positions are most affected? 

W h a t ’ s  I n s i d e  

• Staff and Reading 
Achievement 

• What positions 
are most af-
fected? 

• Staffing Practices 
to Focus On 

• Getting Started  
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S t a f f i n g  P r a c t i c e s   

E x a m p l e s  a n d  
T o o l s  

• Developing Lead-
ers from within 

• Hiring Criteria for 
Principals, Coaches 
and Teachers 

•  Self Assessment 
Tool 

• Staffing Practices 
that Affect Reading 
Programs 

 

Those who aspire to leading a school to a high level of success dream of having each position on staff 
filled with “just the right person” working at peak performance to take student achievement to new 
heights.  Those who have led a school improvement initiative such as Reading First know that there 
are many realities which can limit this idealized staffing and staff performance scenario.  Even 
schools in which staffing is solid and progress is steady often experience a set‐back when a strong 
principal, coach, or teacher leaves the school.  Adjusting to the inevitable turnover on a school staff is 
one of the on‐going challenges in sustaining any education initiative, including evidence‐based read‐
ing programs.  Who is assigned to a vacant position does make a difference and determining what 
elements of the staffing function can be managed at the district or school level is a critical part of any 
sustainability plan. 

 

.  

 

 

Staffing and Reading Achievement 

FOR LOCAL LEADERS 

Staffing Can Impact 
Reading Programs  

Consider the impact these 
positions can have on evidence‐
based reading programs:  

 
•  Principals 
 
• Coaches 
 
• Teachers 
 
• Instructional Assistants  
 
• Superintendents  

 

• Assistant Superintendents  

 

• Director of Elementary 

Education 

 

•  Director of Special 

Education  

 

• Director of Federal 

Programs  

Managing Staffing Practices to Sustain Reading Achievement 



H e r e ’ s  H o w  
L o c a l  S u s t a i n a b i l i t y  S t r a t e g i e s   P a g e  2  

Sustainability is the 
ability of a program 
to operate on its 
core beliefs and 
values (its reading 
culture) and use 
them to guide 
essential and 
inevitable program 
adaptations over 
time while 
maintaining 
improved outcomes. 

Adapted from Century 
and Levy, 2002  

Staffing Practices to Focus On 

District staffing practices can have their greatest impact when they are most di‐
rectly connected to the mission (purpose) of the organization.  If we accept that 
teaching all students to read is the most important function of elementary 
schools, then we want to make the best use of the tools available to us, including 
staffing practices, to fulfill that function. 

There are several types of staff‐related practices which school and district leaders 
can establish and maintain to help address the organization’s purpose and goals. 
See the table below for specific examples of practices. A brief hypothetical de‐
scription  of these practices illustrates how they might be implemented in a par‐
ticular context. 

Staff‐Related Practices  
To Support Your Organization’s Reading Goals 

There are several types of staff‐related practices which school and 

district leaders can establish and maintain to help address the or‐

ganization’s purpose and goals: 

• Personnel‐related school board policies or administrative proce‐

dures related to the  reading initiative. This can include job descrip‐

tions, hiring practices, goal‐setting, supervision and evaluation pro‐

cedures, and training requirements. 

• Job descriptions for principal, coach, teacher, reading specialist, 

special education teacher, and instructional assistants. 

• Hiring procedures  can include job postings, screening, interviewing, 

and reference‐checking. 

• Assigning staff to schools, positions, and grade levels. 

• New staff support  can include orientation, acculturation, “catch‐

up” training, and mentoring. 

• On‐going staff support can include goal‐setting, growth‐oriented 

supervision, active support. 

• Developing leaders from within the organization can include re‐

cruiting, shadowing, training, early leadership opportunities, men‐

toring, advanced leadership opportunities. 
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There are several steps which dis‐
trict and building leaders can take 
to strategically incorporate per‐
sonnel practices into their school 
improvement efforts. 

Staffing Policies to Support 
Achievement 

The district superintendent, with 
input from the personnel director, 
can talk with school board mem‐
bers about which staffing practices 
the district might want to consider 
incorporating into school board 
policy or district administrative 
procedures to support efforts to 
increase student achievement.  
Review Job Descriptions 

Create or adapt hiring criteria for 
principals, coaches, teachers , and 
instructional assistants which re‐
flect practices that promote im‐
proved reading outcomes for stu‐
dents.   

Let Goals Guide Hiring 

The hiring criteria should identify 
from a pool of applicants, the can‐
didate most likely to succeed in an 
SBRR‐based reading initiative.  
Such practices incorporate reading
‐related criteria and questions at 
the job posting, screening, inter‐
view and reference check stages.  
You might also want to consider 
using performance tasks as part of 
job interviews.  For principals or 
coaches, consider doing an instruc‐

tional walk‐through or reviewing 
some representative data, then ask 
what the candidate saw and how 
they would follow up.  For teachers, 
consider having them review a set 
of classroom data or present them 
with a realistic scenario of student 
underperformance and asking them 
how they would respond—either 
individually or collaboratively.   

Assign Staff Strategically 

Consider “best fit” of each candi‐
date with the reading initiative or 
the likelihood of any given candi‐
date impacting student success 
when assigning principals and 
coaches to schools and when as‐
signing teachers and assistants to 
grade levels; know your preroga‐
tives regarding re‐assignment of 
staff across grade levels (or across 
schools, if applicable) for a better fit 
with the program. 

Develop Leaders from Within 

Develop a process to develop future 
reading leaders  from within the 
entity, such as the district or school. 

 

Getting Started 

Bring New Staff Up-to-Speed 

Develop procedures for routinely 
providing orientation, “catch‐up” 
training, mentoring, and differenti‐
ated support for staff new to a 
building which has already been 
implementing a SBRR‐based read‐
ing initiative‐‐or for staff who are 
new to a position or to a grade 
level. 

Support Growth of All Staff 

Use the instructional walk‐through 
and coaching processes to provide 
on‐going, differentiated support 
for all staff who instruct reading 
groups (including classified staff). 

Let School Goals Guide Staff 
Goals 

Incorporate reading‐based knowl‐
edge and skills in the goal‐setting 
and supervision process for all 
staff. 

 

 

The district level self assessment tool  can serve as a first step in 
helping principals reflect on their knowledge and behavior related 
to some of the effective staffing practices mentioned above.   

District and building leaders will be best positioned to sustain an 
evidence‐based reading model when the organization’s reading 
vision, coupled with student reading outcomes, is used to guide 
staffing decisions. 
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SAMPLE READING-BASED HIRING CRITERIA FOR COACHES 
 


 


Posting the Position 


Qualifications required and preferred beyond those typically needed for this position 


 Required 


o Experience teaching reading in an outcomes-based model 


o Knowledge of instructional programs and practices appropriate for use in an 
outcomes-based reading improvement process 


o Experience using formative assessment in a reading improvement process 


o Strong professional relationship-building and communication skills 


o Knowledge or experience in the area of adult learning (training, coaching, etc.) 


 Preferred 


o Experience as a key staff member in a schoolwide outcomes-based reading 
improvement initiative 


o Experience leading others in using formative assessment in reading 
improvement 


o Experience planning and managing professional development for other 
educators 


 


Screening the Applications 


 To what extent does candidate’s background match the profile reflected in the posting? 


o Candidate has all the required elements (or related experience in lieu of them) 


o Candidate has one or more of the preferred elements (or related background) 


 Candidate’s training and experience are a good match for the nature of the position 


 Candidate’s reference letters reflect experience and personal qualities useful for the job 


 Candidate’s personal statement reflects: 


o competent communication skills 


o evidence of a vision, compatible philosophical beliefs, expectations and 
commitments related to assuring that all students have an opportunity to become 
successful readers. 
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Conducting the Interview 


 Tell us about any experience you have had working in a school-wide reading 
improvement process.  What were the main elements of the implementation?  What was 
your role?  What were the outcomes of this initiative?  (leadership) 


 What is your vision for improved reading achievement in a school?  What are your 
philosophical beliefs about teaching reading and striving for improved outcomes?  
(culture) 


 What does a “culture of success” suggest to you in the context of a school-wide reading 
improvement effort?  What elements would it include?  What would your role be as a 
participant in this process?  Have you had experience in helping to create a “culture of 
success” in a classroom or school previously?  If so, tell us about it.  (culture) 


 Tell us about your experience and your thoughts regarding differentiation of curriculum 
and of instruction in a classroom or schoolwide reading context. (differentiating 
instruction) 


 Tell us about your experience in using a formative assessment system to determine 
progress at the school, classroom and/or individual level.  How were data collected and 
used?  What was your role in this process?  How do you view the importance of such a 
system?  Explain your answer.  (assessment & use of data) 


 How do you view the role of time as a variable in instructional improvement?  What 
would your role be in using time as a resource for instruction?  (use of time) 


 How would you help plan a program of professional development to support a reading 
improvement initiative?  What elements would it include?  What would your role be in 
planning and implementing it?  (professional development) 


 


Checking the References 


 Does this candidate have a vision for improving student achievement?  To what extent is 
s/he able to articulate it?  How would you characterize the candidate’s stance on 
teaching reading and striving for improved achievement in reading?  (culture) 


 What is this candidate’s experience in differentiating curriculum and instruction to meet 
the needs of students at different levels of success and risk?  How successful was s/he 
in conducting or leading an effort of this nature?  (curriculum and instruction) 


 What is this candidate’s experience in using a formative assessment system in his/her 
classroom or school?  How do you see the candidate using data to improve instruction?  
(assessment) 


 How has this candidate managed time as a resource for instructional improvement?  
How does s/he do at managing his/her own job responsibilities?  (use of time) 


 How do you see this candidate as a participant in professional development activities?  
Does s/he have leadership experience in this role?  If so, please describe it.  What 
training has s/he had in the past three years in reading?  In instructional improvement?  
(professional development) 


National Reading First Technical Assistance Center. (n.d.).  Sample Reading-Based Hiring Criteria For Coaches.  Portsmouth, NH: Author. 








Suggested Reading-Based Hiring Criteria  
for Leadership Positions in a School-Wide Reading Improvement Process 


Posting the Position 


 Qualifications required and preferred beyond those typically needed for this position 


 Required 
o Experience teaching reading in an outcomes-based model 
o Knowledge of instructional programs and practices appropriate for use in an outcomes-


based reading improvement process 
o Experience using formative assessment in a reading improvement process 
o Strong professional relationship-building and communication skills 
o Knowledge or experience in the area of adult learning (training, coaching, etc.) 


 Preferred 
o Experience leading a school-wide outcomes-based reading improvement initiative 
o Experience leading others in using formative assessment in reading improvement 
o Experience supervising others in a reading improvement initiative 
o Experience planning and managing professional development for other educators 
o Knowledge of resources needed for an instructional improvement process (staffing, 


budget, federal funds, etc.)  


Screening the Applications 


 To what extent does candidate’s background match the profile reflected in the posting? 
o Candidate has all the required elements (or related experience in lieu of them) 
o Candidate has one or more of the preferred elements (or related background) 


 Candidate’s training and experience are a good match for the nature of the position 
 Candidate’s reference letters reflect experience and personal qualities useful for the job 
 Candidate’s personal statement reflects: 


o competent communication skills 
o knowledge of laws pertinent to student achievement (NCLB, IDEA, state law) 
o evidence of a vision, philosophical beliefs, expectations and commitments related to 


assuring that all students have an opportunity to become successful readers. 


Conducting the Interview 


 Tell us about any experience you have had leading a school-wide reading improvement process.  
What were the main elements of the implementation?  What was your role?  What were the 
outcomes of this initiative?  (leadership) 


 What is your vision for improved reading achievement in a school?  What are your philosophical 
beliefs about teaching reading and striving for improved outcomes?  What expectations and 
commitments would you ask staff to make in a reading improvement initiative?  (culture) 


 What does a “culture of success” suggest to you in the context of a school-wide reading 
improvement effort?  What elements would it include?  What would your role be as a leader in this 
process?  Have you had experience in helping to create a “culture of success” in a classroom or 
school previously?  If so, tell us about it.  (culture) 







 2 


 Tell us about your experience and your thoughts regarding differentiation of curriculum and of 
instruction in a classroom or school-wide reading context. 
(differentiating curriculum and instruction) 


 Describe what your supervision practices would look like over the course of a week in your school.  
What activities would you pursue?  How would you make time for these activities?  How much time 
would you make?  How would you distribute your time across staff members in supervising 
reading?  (supervision) 


 Tell us about your experience in using a formative assessment system to determine progress at 
the school, classroom and individual level.  How were data collected and used?  What was your 
role in this process?  How do you view the importance of such a system?  Explain your answer.  
(assessment & use of data) 


 How do you view the role of time as a variable in instructional improvement?  What would your role 
be in using time as a resource for instruction?  (use of time) 


 How would you plan a program of professional development to support a reading improvement 
initiative?  What elements would it include?  What would your role be in planning and implementing 
it?  (professional development) 


Checking the References 


 What experience does this candidate have in leading an instructional improvement initiative?  How 
would you rate the success of his/her leadership in that initiative?  (leadership) 


 Does this candidate have a vision for improving student achievement?  To what extent is s/he able 
to articulate it to staff to obtain their buy-in to it?  How would you characterize the candidate’s 
stance on teaching reading and striving for improved achievement in reading?  (culture) 


 What is this candidate’s experience in differentiating curriculum and instruction to meet the needs 
of students at different levels of success and risk?  How successful was s/he in conducting or 
leading an effort of this nature?  (curriculum and instruction) 


 Describe the candidate’s supervision style.  How often did s/he engage in active supervision?  How 
much time did s/he devote to this activity?  How was this time allocated?  How would you assess 
the effectiveness of his/her supervision in improving student achievement?  (supervision) 


 What is this candidate’s experience in using or overseeing a formative assessment system in 
his/her classroom or school?  How do you see the candidate exercising leadership in the use of 
data to improve instruction?  (assessment) 


 How has this candidate managed time as a resource for instructional improvement?  How does 
s/he do at managing his/her own job responsibilities?  (use of time) 


 How do you see this candidate as a manager of professional development activities?  Does s/he 
have experience in this role?  If so, please describe it.  What training has s/he had in the past three 
years in reading?  In instructional improvement?  (professional development) 


Western Region Reading First Technical Assistance Center. (n.d.). Sample Reading-Based Hiring Criteria for Coaches. Eugene, OR: Author. 
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SAMPLE READING-BASED HIRING CRITERIA FOR TEACHING POSITIONS 
 


 


Posting the Position 


Qualifications required and preferred beyond those typically needed for this position 


 Required 


o Experience teaching reading in an outcomes-based model 


o Knowledge of instructional programs and practices appropriate for use in an 
outcomes-based reading improvement process 


o Experience using formative assessment in a reading improvement process 


o Strong communication and collaboration skills 


 Preferred 


o Experience as a teacher in a school-wide reading improvement initiative. 


o Experience using a formative assessment system in reading improvement 


 


Screening the Applications 


 To what extent does candidate’s background match the profile reflected in the posting? 


o Candidate has all the required elements (or related experience in lieu of them) 


o Candidate has one or more of the preferred elements (or related background) 


 Candidate’s training and experience are a good match for the nature of the position 


 Candidate’s reference letters reflect experience and personal qualities useful for the job 


 Candidate’s personal statement reflects: 


o Competent communication skills 


o Evidence of a vision, compatible philosophical beliefs, and commitment related to 
assuring that all students have an opportunity to become successful readers. 


 


Conducting the Interview 


 Tell us about any experience you have had working in a school-wide reading 
improvement process.  What were the main elements of the implementation?  What was 
your role?  What were the outcomes of this initiative?  (leadership) 


 What is your vision for improved reading achievement in among your students?  What 
are your philosophical beliefs about teaching reading and striving for improved 
outcomes?  (culture) 
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 What does a “culture of success” suggest to you in the context of a school-wide reading 
improvement effort?  What elements would it include?  What would your role be as a 
participant in this process?  Have you had experience in helping to create a “culture of 
success” in a classroom or school previously?  If so, tell us about it.  (culture) 


 Tell us about your experience and your thoughts regarding differentiation of curriculum 
and of instruction in a classroom or school-wide reading context. (differentiating 
instruction) 


 Tell us about your experience in using a formative assessment system to determine 
progress at the school, classroom and/or individual level.  How were data collected and 
used?  What was your role in this process?  How do you view the importance of such a 
system?  Explain your answer.  (assessment & use of data) 


 How do you view the role of time as a variable in instructional improvement?  What 
would your role be in using time as a resource for instruction?  (use of time) 


 


Checking the References 


 Does this candidate have a vision for improving student achievement?  To what extent is 
s/he able to articulate it?  How would you characterize the candidate’s stance on 
teaching reading and striving for improved achievement in reading?  (culture) 


 What is this candidate’s experience in differentiating curriculum and instruction to meet 
the needs of students at different levels of success and risk?  How successful was s/he 
in conducting or leading an effort of this nature?  (curriculum and instruction) 


 What is this candidate’s experience in using a formative assessment system in his/her 
classroom or school?  How do you see the candidate using data to improve instruction?  
(assessment) 


 How has this candidate managed time as a resource for instructional improvement?  
How does s/he do at managing his/her own job responsibilities?  (use of time) 


 How do you see this candidate as a participant in professional development activities?  
Is s/he an active, enthusiastic and supportive participant?  An “early adopter/user” of 
new strategies?  A collaborator with others to help implement new programs or ideas?   
What training has s/he had in the past three years in reading?  In instructional 
improvement?  (professional development) 


National Reading First Technical Assistance Center. (n.d.).   Sample Reading-Based Hiring Criteria for Teaching Positions.  Portsmouth, NH: Author. 
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LEVELS OF USE: 
STAFFING ISSUES 


 
For each box, read the indicators for levels 1 through 4 (with 4 being the highest level of use). 
Then, place a check mark next to the indicator that best describes your current practice as a 
principal. 
 


Hiring and Assigning Staff 


___ 4. When a vacancy occurs in a teaching or coaching position, I reflect the reading needs 
of my school as I write the job posting, screen applicants, interview candidates, and 
check references. 


___ 3. I make an effort to fill vacancies by hiring or assigning staff based on the school’s 
reading needs. 


___ 2. I am somewhat aware of the reading needs of my school, and I hire and assign staff 
who seem like they would do a good job in vacant positions.   


___ 1. When a vacancy occurs, I try to find the best candidate available from the pool of 
applicants without a consideration of my school’s reading needs. 


Differentiating Supervision and Support 


___ 4. I differentiate supervision and support for all staff who have instructional roles in 
reading.  


___ 3. I am learning how to adjust my supervision and support according to individual staff 
needs. 


___ 2. I am becoming aware of the need to provide different supervision or support for 
different staff members. 


___ 1. I treat all teachers alike in matters of supervision. I depend on teachers to supervise 
the educational assistants. 


Cultivating Leadership 


___ 4. I address staff turnover by actively cultivating leadership with the current staff. 


___ 3. I am beginning to see ways in which I can help staff develop their leadership abilities.   


___ 2. I am aware of who the leaders in my school are.  


___ 1. I am unaware of the need to cultivate leadership because I am ultimately responsible 
for my campus. 


 


National Reading First Technical Assistance Center. (n.d.).   Levels of Use: Staffing Issues.  Portsmouth, NH: Author. 








Staffing Practices in a Local Elementary School 


Local Elementary School, a Reading First school with approximately 400 students, was 
determined to do whatever they could to maximize their efforts to bolster student reading 
achievement.  Subscribing to the idea that the educational process begins with staffing, they 
decided to strengthen their staffing-related practices to enhance their ability to fully fulfill their 
mission and vision related to reading.   


They began by working with the district personnel office to review job descriptions for 
all those with instructional responsibilities and to refine their hiring procedures.  They wanted to 
be sure that when they posted a position, potential applicants knew clearly what the expectations 
were for anyone filling the position.  They also wanted the hiring process to lead them to the 
candidate mostly likely to succeed in the role they were working to fill.  This meant that through 
the processes of screening applications, conducting interviews and checking references, they had 
to differentiate between those who were ready for the challenges posed by the reading goal from 
those who were not. 


The leadership team at Local Elementary School also asked the district office to consult 
them for input before assigning a new principal or other key staff to the school.  While 
recognizing that district staff retained this authority, school staff wanted to be sure that district 
administrators knew clearly what kind of leaders and specialists Local Elementary School needed 
to support their reading improvement goals.  Similarly, the principal recognized her authority and 
responsibility to assign teachers to grade levels in such a way as to assure a good match between 
student needs and staff teaching styles, personalities and philosophies.  Though it did not happen 
often, the principal knew that it was sometimes necessary to consider re-assigning a teacher to 
another grade level. 


When new staff came to the school, the principal had a plan to provide them with the 
training needed (which other staff had received over the past few years) to implement the 
school’s reading initiative.  Although all of the needed training could not be delivered at once, 
there was a plan to “catch up” the new staff over a period of two years.  Their learning was 
accelerated by the involvement of a teacher mentor, provided by the district, and by the school’s 
Reading First coach.  The principal also helped staff who were experienced with the initiative 
continue to grow over time by using the goal-setting part of the district’s supervision and 
evaluation process to set differentiated goals for each one. 


Finally, Local Elementary School worked to identify and develop future leaders for their 
school and for the district by giving interested staff the opportunity to play roles of increasing 
responsibility in the reading initiative over time.  From helping organize data to facilitating data 
team meetings to presenting at a staff meeting to serving on the building leadership team, staff 
knew that they had opportunities to grow in their profession and to work toward becoming a 
coach, a principal, or—over time—a district leader if they wanted to do so.  This fact provided 
opportunity and motivation for staff and strength and unity for the school, thereby empowering 
them collectively to deliver more powerful teaching to their students and to raise their reading 
achievement over time. 


Western Region Reading First Technical Assistance Center. (n.d.). Staffing Practices in a Local Elementary School. Eugene, OR: Author 








Enhancing Instructional Leadership for Reading First Principals:) 
Staffing Issues 


 


DEVELOPING LEADERS FROM WITHIN THE SCHOOL 
 
The principal should provide focused guidance on key elements of these experiences and 
debrief with the staff member afterwards. 
 
Early Leadership Opportunities  


• Developing an agenda for a staff or grade level meeting 


• Observe a meeting from a leadership perspective and debrief 


• Lead part of a staff or grade level meeting 


• Do a content or data presentation at a staff meeting  


• Organize and manage a progress monitoring system (e.g., input data, generate reports, 
review and discuss reports) 


• Draft a document or a message to nurture the reading culture 


• Assist the principal in developing a schedule 


• Review curriculum materials being considered for purchase 


• Plan a training session for teachers or assistants 


• Shadow the principal or coach for part of a day 


Note other ideas for early leadership opportunities: 


 


Advanced Leadership Opportunities 


• Lead a staff meeting 


• Chair a committee or grade-level team meeting 


• Train others on using an assessment 


• Lead a “culture campaign” to promote the Reading First approach to reading 


• Help select new instructional materials and train others to use them 


• Present reading data to a group and lead a discussion about the instructional implications 


• Participate in instructional walk-throughs 


• Help write a data report or a grant request 


• Participate in the principal-coach meeting 


• Develop a schedule and monitor its implementation 


Note other ideas for advanced leadership opportunities: 


 


 


National Reading First Technical Assistance Center. (n.d.).   Developing Leaders from Within the School.  Portsmouth, NH: Author. 





