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School Leader Guide 

This School Leader Guide is designed to support implementation of the Toolkit for Teaching K–3 
Reading Comprehension at the school level. The School Leader Guide provides an overview of the 
toolkit, suggestions for the administrators’ role in implementing the toolkit, and tips for supporting 
teacher learning. 

Introduction to the Toolkit 
What is the toolkit? 

The Toolkit for Teaching K–3 Reading Comprehension is a comprehensive set of resources for 
engaging K–3 educators in facilitated professional learning to increase their knowledge and skills 
in teaching reading comprehension. This toolkit provides professional learning modules based 
on recommendations and evidence-based practices from the What Works Clearinghouse (WWC) 
Improving Reading Comprehension in Kindergarten Through 3rd Grade Practice Guide. It also 
provides resources to help facilitators (e.g., reading coaches, instructional leaders) and school leaders 
create and monitor a targeted plan for school improvement in reading comprehension. 

Why implement this toolkit at my school? 

The purpose of the Toolkit for Teaching K–3 Reading Comprehension is to initiate and guide a schoolwide 
effort to improve reading comprehension for early elementary (K–3) students. The toolkit aims to 
accomplish this by helping teachers use evidence-based practices in their classrooms through a 
comprehensive set of professional learning and support resources. 

Professional Learning goals 

The WWC Practice Guide summarizes the research evidence on teaching reading comprehension skills 
to students in kindergarten through 3rd grades into five core recommendations. Each recommendation 
is further broken down into a set of teaching strategies to enact the recommendations. 

https://ies.ed.gov/ncee/wwc/PracticeGuide/14
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WWC Practice Guide Recommendations 

Recommendation 1. Teach students how to use reading comprehension strategies. 

Teach students how to use several research-based reading comprehension strategies. 

Teach reading comprehension strategies individually or in combination. 

Teach reading comprehension strategies by using a gradual release of responsibility. 

Recommendation 2. Teach students to identify and use the text’s organization structure to 
comprehend, learn, and remember content. 

Explain how to identify and connect the parts of narrative texts. 

Provide instruction on common structures of informational texts. 

Recommendation 3. Guide students through focused, high-quality discussion on the meaning 
of text. 

Structure the discussion to complement the text, the instructional purpose, and the readers’ ability 
and grade level. 

Develop discussion questions that require students to think deeply about text. 

Ask follow-up questions to encourage and facilitate discussion. 

Have students lead structured small-group discussion. 

Recommendation 4. Select texts purposefully to support comprehension development. 

Teach reading comprehension with multiple genres of text. 

Choose text of high quality with richness and depth of ideas and information. 

Choose texts with word recognition and comprehension difficulty appropriate for the students’ 
reading ability and the instructional activity. 

Use texts that support the purpose of instruction. 

Recommendation 5. Establish an engaging and motivating context in which to teach reading 
comprehension. 

Help students discover the purpose and benefits of reading. 

Create opportunities for students to see themselves as successful readers. 

Give students reading choices. 

Give students the opportunity to learn by collaborating with their peers. 

WWC Practice Guide, p. 1 
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The toolkit has five professional learning modules which review specific recommendations and 
teaching strategies from the Practice Guide and offers activities and resources teachers can use in 
their lessons. The modules organize and present the recommendations thematically and provide 
information on each recommendation at least two times. The five modules include: 

Introductory  
Module 

Introduction to the Toolkit 

This module provides an orientation to the toolkit professional learning modules 
and activities. 

Module 1 Engaging and Motivating Classrooms for Reading Comprehension 

Recommendations 4 and 5 

This module focuses on creating a classroom environment that supports all 
students and sets the foundation for deepening reading comprehension. It also 
examines purposeful text selection to support reading. 

Module 2 Reading Comprehension Strategies with Narrative Text 

Recommendations 1, 2, and 3 

This module focuses on evidence-based reading comprehension strategies with 
narrative texts and supporting high-quality classroom discussion. 

Module 3 Reading Comprehension Strategies with Informational Text 

Recommendations 1, 2, and 4 

This module focuses on evidence-based reading comprehension strategies with 
informational texts and tips for selecting texts which support a lesson’s purpose. 

Module 4 Moving Towards Independence 

Recommendations 1, 3, and 5 

This module focuses on including more student-led activities that support 
reading comprehension into your lessons. 
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Module Structure 

The toolkit’s modules are structured to meet the 
needs of adult learners and designed to support a 
continuous learning cycle, shown in the figure. Each 
module includes opportunities for teachers to: 

• engage with asynchronous learning
activities individually

• engage with peers in teacher study group
(TSG) sessions

• add Practice Guide recommendations
and strategies into their lessons

• receive feedback from lesson
observations
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Toolkit Timeline 

Each content module is designed to take 4–6 weeks, while the Introductory Module should take 1–2 
weeks. The full learning experience is designed to extend over approximately 17–26 weeks throughout 
the school year. 

A suggested toolkit implementation schedule, based on the level of content in the modules is: 

Introductory Module: One week 

Module 1: Four weeks 

Module 2: Six weeks 

Module 3: Six weeks 

Module 4: Four weeks 

This schedule is flexible and can be modified to fit your school’s schedule and needs. 

What resources are included in the toolkit? 

Teacher tools: 

• Teacher Self-Reflection Tool 
• Personal Action Plans 
• Teacher Professional Learning Modules 

ο Participant Workbooks for each Module 
ο Classroom, practitioner, and expert videos 
ο Instructional resources and activity templates 
ο Lesson Planning Tool 
ο Lesson Reflection Tool 

• Family and Caregiver Activities 

Facilitator tools: 

• Facilitator Modules 
• Toolkit Facilitator Guide 

ο TSG Agendas 

• Lesson Observation tool 

https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/IntroMod_Teacher_Self_Reflection.pdf
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/IntroMod_Personal_Action_Plan.pdf
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/teacher-pd-intro-module
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/family--caregiver-activities
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/facilitator-facilitator-module1
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/Facilitators_Guide.pdf
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/IntroMod_Lesson_Observation.pdf
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Administrator tools: 

• School Leader Guide 
• Lesson Observation tool 
• Readiness and Implementation Start-up Checklist 
• Assessing and Monitoring Schoolwide Comprehension Instruction 
• Monitoring Toolkit Facilitation and Professional Development 

What else is required for implementing the toolkit? 

Ingredient Quantity Quality/Description 

Teacher’s Time 26 hours per teacher 
spread out over 17–26 
weeks 

Kindergarten through third grade teachers 

Facilitator’s Time 50 hours per facilitator 
spread out over 19–28 
weeks 

Instructional coach, literacy specialist, or 
teacher leader 

School Leader’s Time 10 hours per school leader 
spread out over 19–28 
weeks 

Principal or Assistant Principal 

Classroom or 
conference room 
space 

9 hours, 1 hour per every 
2–3 weeks, spread out over 
19–28 weeks 

Space for collaborative meetings 

Computers with 
internet access 

1 computer available per 
teacher 

Computers with internet access in order to 
access the professional learning modules 

The Appendix includes more information about these key ingredients and how the teacher, facilitator, 
and school leader hours are allocated. 

https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/SchoolLeader_Guide.pdf
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/IntroMod_Lesson_Observation.pdf
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/SchoolLeader_Toolkit_Readiness_Checklist.pdf
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/SchoolLeader_Assessing_Comprehension_Instruction.pdf
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School Leader’s Role 
Implementing the toolkit is a community process. Below are the main roles and responsibilities of the 
school leader, facilitator, and teachers for implementing the toolkit. School leaders are encouraged 
to participate in the toolkit’s learning activities with their teachers or, in some instances, also serve as 
facilitator. 

Role Responsibilities 

School Leader School leaders ensure the facilitator and teachers have time to 
collaborate and serve as a resource if needed. 

Facilitator The facilitator is an educator who, in addition to participating in the 
learning experiences, facilitates the TSGs and observes teachers on 
the team. The facilitator is also the liaison and lead communicator 
with the school leader. 

Teachers Kindergarten through third grade teachers who engage in 
asynchronous learning modules, participate in TSGs, try new 
practices in their classrooms, and open their classrooms for 
observations. 

Supporting the Toolkit 

School leaders can support the facilitator and their teachers’ learning and implementation by: 

• communicating to all staff the importance of reading comprehension as the goal of reading and 
expectations for a schoolwide initiative to improve reading comprehension; 

• determining a plan for teacher participation in toolkit implementation, including working with 
the facilitator to set the size and membership for TSGs and allocating time for teachers and 
facilitators to complete the professional learning modules; 

• reviewing the Practice Guide and the toolkit’s Teacher Learning Modules to familiarize 
themselves with the content; 

• periodically attending TSGs (as available); 
• observing lessons planned for implementing the teaching strategies (as available); and 
• meeting with the toolkit facilitator to review toolkit implementation and reading 

comprehension progress. 
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Planning for Toolkit Implementation 
This section of the School Leader Guide is designed to help facilitate a successful launch of the toolkit 
at your school. 

Communicate the why and how to staff 

Before launching the toolkit, school leaders or facilitators are encouraged to clearly articulate the 
alignment between the toolkit’s goal and professional learning experience and the school’s goals for 
K–3 reading comprehension. The goal of the toolkit is to build teacher capacity to apply evidence-
based recommendations that have been demonstrated to improve reading comprehension with the 
intent to improve reading comprehension outcomes for your students. 

Suggested Approaches: 

• Frame the expectations of this professional learning experience in terms of continuous 
instructional improvement and outcomes for students. Communicate that by using the toolkit, 
teachers will learn how to integrate effective reading comprehension teaching strategies into 
their existing lessons, that this is an important endeavor that will take time, and that you will 
set goals and track progress as a team. 

• Communicate that the goal of reading is comprehension, and that the toolkit will help teachers 
give young readers the tools they need to understand the texts they encounter. 

• Share your goals for supporting teachers’ growth and development in undertaking the toolkit 
activities. Acknowledge that time and resources will be provided for them to learn. Consider 
joining or leading your teachers through the toolkit experience. 

Forming Teacher Study Groups 

TSGs are small study groups organized by grade level or a grade span, depending on your school’s 
context and preference. Ideally, groups will consist of 3 to 5 teachers and a facilitator. The facilitator 
will plan and manage the groups’ activities and provide guidance and support to teachers throughout 
the toolkit process. A lead teacher, reading coach, school leader, or an outside provider could serve 
in this role. The TSGs are designed to take one hour and should be scheduled approximately every 
two to three weeks over the course of the toolkit’s implementation, depending on your school’s 
implementation schedule. 

Assess readiness and plan implementation 

Included with the toolkit are three checklists that are designed to help guide the planning and 
implementation of the toolkit. These tools are designed for use by both school leaders and facilitators 
and are also included in the Facilitator’s Guide. 

Readiness Checklist 

The purpose of the Toolkit Readiness Checklist is to assess the resources and structures that are 
necessary for toolkit implementation. The Toolkit Readiness Checklist should be completed prior to 
implementing the toolkit. It may take 30 to 60 minutes to complete. 

https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/SchoolLeader_Toolkit_Readiness_Checklist.pdf
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Start-Up Checklist 

The Start-Up Checklist is intended to be used by both school leaders and toolkit facilitators as a means 
to identify and track specific action steps, responsible staff, and timelines to get started with the 
toolkit. 

The Start-Up Checklist should be completed prior to implementing the toolkit. It may take 30 to 60 
minutes to complete. 

The start-up tasks should be completed one to two weeks before teachers begin the Professional 
Learning modules. 

Implementation Checklist 

The Implementation Checklist is intended to be used by toolkit facilitators as a means to identify and 
track specific action steps, responsible staff, and timelines for completing the toolkit’s Professional 
Learning activities with teachers. Completing the Implementation Checklist may take 10–15 minutes 
before each module and it can be updated in advance of or during regular progress meetings between 
the school leader and the toolkit facilitator. 

https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/SchoolLeader_Toolkit_Readiness_Checklist.pdf
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/SchoolLeader_Toolkit_Readiness_Checklist.pdf
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Assess and Monitor Comprehension Instruction 
Also included with the toolkit is a tool for assessing and monitoring schoolwide comprehension 
instruction. 

Assessment of Schoolwide Comprehension Instruction 

The Assessment of Schoolwide Comprehension Instruction can be completed by the school leader, 
or by the school leader and toolkit facilitator together. This tool is designed to assess and monitor 
the extent to which teachers, in aggregate, use the teaching strategies of the Practice Guide in their 
instructional practice. Completing the Assessment of Schoolwide Comprehension Instruction tool may 
take up to 30 minutes. It can be completed at the beginning of the year prior to toolkit implementation, 
and again throughout the year to monitor progress. 

Grade-level data from school reading assessments may be helpful in identifying areas of strength or 
areas for improvement when completing this assessment. The following data sources from the toolkit 
may also be helpful when completing the assessment after beginning implementation of the toolkit: 

• Group Action Plans. The Group Action Plan has space to identify what the study group of 
teachers learned about their reading comprehension instructional practice, what their students 
learned after incorporating teaching strategies into their lessons, and what members of the 
group would do differently to improve their practice. 

• Lesson Observations. The Lesson Observation tool provides space for observers to note the 
extent to which reading comprehension instructional practices are evident in a classroom 
during content-area instruction in order to identify implementation strengths and needs. 

• Lesson Reflections. The Lesson Reflection tool is a space for teachers to reflect on their lessons 
in which they incorporated the teaching strategies in the Practice Guide. 

• Implementation Goals. During each module, teachers are asked to complete an 
implementation goal in which they identify teaching strategy or strategies to incorporate into 
their lessons. 

https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/SchoolLeader_Assessing_Comprehension_Instruction.pdf
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Toolkit Resources and Tools for Teachers 
The toolkit includes resources that are regularly used by teachers throughout toolkit implementation. 
It may be helpful for school leaders to become familiar with them. These tools support teacher learning 
and progress. 

1. Teacher Self-Reflection tool 
2. Lesson Observation tool 
3. Lesson Reflection tool 
4. Teacher Study Group Agendas 
5. Personal Action Plan and Group Action Plan 

https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/IntroMod_Teacher_Self_Reflection.pdf
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/IntroMod_Lesson_Observation.pdf
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/IntroMod_Lesson_Reflection.pdf
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/Facilitators_Guide.pdf
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/IntroMod_Personal_Action_Plan.pdf
https://ies.ed.gov/ncee/rel/reading-comprehension-k-3/pdf/IntroMod_Group_Action_Plan.pdf
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Appendix 
Key Ingredients to Implement the Toolkit for Teaching K–3 Reading 
Comprehension 

Ingredient Quantity Quality/Description 

Teacher’s Time 26 hours per teacher 
spread out over 17–26 
weeks 

Kindergarten through third grade teachers 

Facilitator’s Time 50 hours per facilitator 
spread out over 19–28 
weeks 

Instructional coach, literacy specialist, or 
teacher leader 

School Leader’s Time 8 hours per school leader 
spread out over 19–28 
weeks 

Principal or Assistant Principal 

Classroom or 
conference room 
space 

9 hours, 1 hour per every 
2–3 weeks, spread out over 
19–28 weeks 

Space for collaborative meetings 

Computers with 
internet access 

1 computer available per 
teacher 

Computers with internet access in order to 
access the professional learning modules 

Teacher’s Time is estimated as: 

Activity Introductory 
Module 

Module 1 Module 2 Module 3 Module 4 

Asynchronous 
Activities 

1 hour 3.5 hours 4 hours 4 hours 4 hours 

TSG Meetings 1 hour 2 hours 2 hours 2 hours 2 hours 

Total Teacher Time 25.5 total hours spread out over 17–26 weeks 
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Facilitator’s Time is estimated as: 

Activity Number Time Per Activity Total 

Start-up Activities 1 3 hours 3 hours 

Reviewing Facilitator Modules 3 40 minutes 2 hours 

Reviewing Teacher Module content 5 2 hours 10 hours 

Preparing for TSGs 5 2 hours 10 hours 

Facilitating TSGs 5 2 hours 10 hours 

Conducting Lesson Observations 10 1 hour 10 hours 

Meetings with School Leader 5 1 hour 5 hours 

Total Facilitator Time 50 total hours spread out over 19–28 weeks 

School Leader’s Time is estimated as: 

Activity Number Time Per Activity Total 

Start-up Activities 1 3 hours 3 hours 

Conducting Lesson Observations 2* 1 hour 2 hours 

Meetings with Toolkit Facilitator 
after conclusion of each module 

5 1 hour 5 hours 

Total School Leader Time 10 total hours spread out over 19–28 weeks 

*We acknowledge that school leaders’ time and availability are in great demand and ask school leaders to 
try to conduct at least two lesson observations during the toolkit implementation. We encourage school 
leaders to consider conducting more lesson observations, as they are available to do so. 
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