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Welcome back! Please sit with your 
division team. 

Log onto the WiFi: 

Access your note catcher for today: 

https://tinyurl.com/VDOES3Notes 

Access the VLA Implementation Playbook:

https://tinyurl.com/VLAPlaybook  
 
(Optional, if questions arise) Parking Lot: 

http://tinyurl.com/VDOEParkingLot

https://tinyurl.com/VDOES3Notes
https://tinyurl.com/VLAPlaybook
http://tinyurl.com/VDOEParkingLot


Our Arc of Learning

Day 1 Day 2 Day 3 Day 4 

Launching Our 
Work and 
Building 

Investment in a 
Literacy Vision 

Effective 
Leadership 

during Adoption 
and Early 

Implementation 
of HQIM 

Establishing the 
Conditions for 

Successful HQIM 
Implementation 

Deepening 

Support for 

Teachers: 

Professional 

Learning & 

Collaborative 

Planning 



In Your Words: Session 2 Survey Snapshot
“Key Takeaway” Quotes:
● “Success is dependent upon solid plan, with a good goal, and a systematic roll out.”

● “We need to make sure we set clear expectations and goals for when we do adopt and implement 
HQIM. We need to clearly define roles who will manage all the goals.”

● “The most important takeaway was ensuring all stakeholders know their role and the expectations.”

● “My take away as the superintendent is to determine how we continue to communicate the division 
literacy goals to all stakeholders including the significance of HQIM and the selection process.”

● “The buy-in piece is paramount to progressing and that this a long game - taking it one step at a 
time, ensuring we are building a strong foundation for later steps.”

Session Delivery Quotes:
● Collaboration and Discussion: “I found it very beneficial when we were able to talk with colleagues 

from other divisions. It was helpful to hear what they were doing; what their struggles and successes 
have been. I also liked that we had ample opportunities to discuss the information at our table, which 
gave us time to think about where we are and what our next steps will be.”

● Choice: “Loved the goal setting session and the collaboration on something of our choosing.” 
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A Metaphor: “Conditions for Success” 



A Metaphor: “Conditions for Success”
“Conditions for Success” in a Garden “Conditions for Success” in a School Division 

(VLA and HQIM Implementation)

● Ample sunlight 

● Fertile, nutrient-rich soil 

● Sufficient (but not too much) rainfall or water 

● The “just-right” temperature range 

● Appropriate percentage of humidity 

● Enough space to grow 

● Protection (e.g. from animals)  

● Ongoing maintenance and attention from the 
gardener 

Brainstorm & Share: 
What are some of the “conditions 
for success” in a school division 
that’s working towards VLA and 

HQIM implementation? 



Today, we will: 

• Unpack the VLA Implementation Playbook and 
understand how it can be used to support your efforts

• Define the enabling conditions for successful VLA and 
HQIM implementation (including structures, 
expectations, teacher and leader development, 
investment, and more) 

• Analyze which conditions for success are already in 
place in your division, and which to prioritize planning 
for this spring

• Continue developing your Division Literacy Plan with 
your team, using guidance from the Playbook  

Session 3 Objectives



Our Agenda 
Time Topic

15 min. Getting Started and Introducing the VLA 
Implementation Playbook

90 min. Defining and Unpacking the Conditions for 
Successful VLA and HQIM Implementation using 
Guidance from the Playbook 

10 min. Break

60 min. Division Team Time: Application and Planning 

10 min. Wrapping Up 



Resource Spotlight: VLA Implementation Playbook 

https://tinyurl.com/VLAPlaybook  

https://tinyurl.com/VLAPlaybook


Part 1: Why HQIM?

• Chapter 1: Outlines research supporting the 
benefits and impact of using high-quality 
instructional materials (HQIM) and the 
importance of providing all students access to 
rich, challenging content 

• Chapter 2: Summarizes the science-based 
research research and how that is woven into 
HQIM 

These chapters can deepen your own understanding 
and help you invest others in the VLA.

Unpacking the Playbook, Part 1



Unpacking the Playbook, Part 2

Each chapter in the Playbook walks through these levers in 
detail. 
● Divisions may use the suggestions and resources within each 

chapter to develop their Division Literacy Plans outlining how 
they will successfully implement HQIM and develop 
evidence-based literacy instruction across the division.



Connections to Sessions 1 and 2

Chapter 4: 

Building 
Investment

Chapter 3: 

Developing a 
Literacy Vision 

Chapter 5: 

Defining Clear 
Roles and 

Responsibilities

Chapter 6: 

Adopting Strong HQIM 
and Preparing for 

Learning Acceleration



Chapter 4: 

Building Investment

Today’s Focus Areas: Playbook Chapters 4, 6, and 7 

Chapter 6: 

Adopting Strong HQIM 
and Preparing for Learning 

Acceleration

Chapter 7: 

Launching Development 
and Support Structures



Defining and Unpacking 
“Conditions for Success” 
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A Mental Model: “Technical” and “Adaptive” 
Conditions for Success

Technical 

Defined systems, structures, 
policies, and expectations.

Technical conditions pave the way 
for implementation by removing 

barriers; these must be planned for 
and executed prior to HQIM 

implementation 

Adaptive 

Preparing people to accept, adjust 
to, and embrace a change or vision.

Adaptive conditions require 
ongoing work to foster growth, 

leading to gradual shifts in 
mindsets, beliefs, values, priorities, 

and/or habits. 



Stop & Jot 

Brainstorm and make a list 
of the technical conditions that 
should be in place to pave the 

way for successful VLA and 
HQIM Implementation



Technical Conditions: 5 Big Buckets

HQIM Access  
Teachers and students have 

access to all materials 

needed to implement HQIM 

with fidelity.   

Schedules and 

Calendars  
Master schedules and 

calendars are designed to 

provide required 

instructional minutes and 

adequate planning time.  

Explicit Expectations for 

HQIM Implementation   
Systems and expectations 

for planning, and 

implementation are fully 

aligned to HQIM best 

practices and 

requirements.  

Aligned Expectations 

for Assessment 
Systems and expectations 

for curriculum-embedded 

assessments, diagnostics 

and screeners, and 

student progress 

monitoring are fully 

aligned to HQIM best 

practices and VLA 

requirements.

Teacher and Leader 

Development 

Structures
Professional learning and 

coaching plans are 

grounded in HQIM 

implementation.  



Division Literacy Plan Connections



Review the Technical Conditions Chart

As you read, reflect 
independently:

▪ What stands out to you most? 
Why?

▪ How does this chart compare 
to the list you just created?

▪ What ideas or questions does 
this generate for you?

Note Catcher, Page 4



Zoom In: HQIM Access
HQIM Access  

Teachers and students have access to 

all materials needed to implement 

HQIM with fidelity.   

● selection and adoption of an 

approved core program in K-5 by 

spring 2024

● timely and accurate ordering of 

materials (procurement)  
● efficient and organized 

distribution of materials 

(distribution)  
● each school/classroom has the 

technology needed to 

implement the program with 

fidelity  
● all teachers and leaders have 

clear directions for how to 

access and set up any digital 

accounts (if applicable)  

Session 2: Guidance Document

VLA Implementation Playbook
*Chapter 6 

Approved Program Procurement 
and Pricing Information 



Zoom In: Schedules and Calendars 

Time for INSTRUCTION

Time for COLLABORATION and PLANNING

Time for TRAINING and LEARNING

Time for WALKTHROUGHS and FEEDBACK 

Schedules and Calendars  
Master schedules and calendars are designed 

to provide required instructional minutes and 

adequate planning time.  

● daily instructional time meets minimum 

program-specific requirements  
● master schedule provides adequate 

individual and collaborative planning 

time  
● instructional calendar is aligned to 

program-specific pacing guidance and 

specifies time windows for:  
● unit internalization prior to each 

unit 
● ongoing lesson preparation cycles 

● curriculum-embedded assessments  



Zoom In: Explicit HQIM Expectations
Explicit Expectations for HQIM 

Implementation   
Systems and expectations for planning, 

and implementation are fully aligned to 

HQIM best practices and requirements.  
● set and communicate clear 

expectations for what HQIM 

implementation with fidelity 

looks like  (this can be iterative as 

your team’s understanding of 

effective HQIM implementation 

grows during walkthroughs)

● planning expectations require 

use of unit and lesson 

internalization protocols  
● outside resources (e.g. Teachers 

Pay Teachers) are not utilized to 

replace or supplement the core 

program

Source: VLA Implementation Playbook, 
Chapter 6, page 35

Key Message for ALL Stakeholders:
 “The adopted HQIM must be used 

consistently and with integrity, and should 
form the basis for all core instruction.”



Zoom In: Aligned Assessment Expectations

Aligned Expectations for Assessment 
Systems and expectations for 

curriculum-embedded assessments, diagnostics 

and screeners, and student progress monitoring 

are fully aligned to HQIM best practices and VLA 

requirements.

● expectations prioritize administration of 

curriculum-embedded assessments  
● ensure administration and analysis of 

VALLSS literacy screener data and any other 

diagnostic assessments you will utilize 

● tiered systems of support and other student 

support systems are aligned to adopted 

HQIM 

● grading policy implications have been 

examined and guidance has been developed 

based on program specificity  

VALLSS Screener Information and VDOE Guidance 

“Curriculum-Embedded Assessments” = 
formative and summative opportunities to 
assess student learning that are infused into the 
curriculum and aligned to what is taught in a 
lesson or unit. They enable teachers to better 
understand and plan additional support for 
students in future units and lessons. 

https://static.literacy.virginia.edu/resources/VALLSS_Family_Brochure_English.pdf


Zoom In: Teacher and Leader Development Structures
Teacher and Leader Development 

Structures
Professional learning and coaching plans are 

grounded in HQIM implementation.  

● professional learning about EBLI 

aligned to SBRR is provided to all 

teachers and leaders

● HQIM-specific professional learning is 

scheduled throughout the year  
● Walkthrough observation systems to 

track data and look at trends 

● Lesson preparation cycles and 

collaborative planning are prioritized 

● systems in place to monitor 

professional learning attendance and 

efficacy   
● observation and feedback/coaching 

expectations prioritize fidelity of HQIM 

implementation   

VLA Implementation Playbook
*Chapter 7 

MUCH more to come on 

Training & Development 

Structures in Session #4!



Teacher AND Leader Development 

It’s critical for teachers and leaders to engage in 
deep and ongoing learning around all of the 
following: 

1) Evidence-Based Literacy Instruction aligned 
to the Science-Based Reading Research 

2) Why HQIM is Important 

3) How to Plan and Implement Your Specific 
HQIM (in a way that aligns with EBLI/SBRR)

e.g. Unit and Lesson Internalization Protocols 

Chapters 1 and 2 of the VLA Implementation Playbook are 
a great place to start building knowledge! 



Let’s Discuss: Connect to Your Context 

Discuss with your team:

• What stands out most to us about the  
Technical Conditions for Successful VLA 
and HQIM Implementation chart? 
Why? 

• Which of these technical conditions 
have we already planned for? 

• Which of these technical conditions 
will require additional planning? What 
might our next steps be? 



A Mental Model: “Technical” and “Adaptive” 
Conditions for Success

Technical 

Defined systems, structures, 
policies, and expectations

Technical conditions pave the way 
for implementation by removing 

barriers; these must be planned for 
and executed prior to HQIM 

implementation 

Adaptive 

Preparing people to accept, adjust 
to, and embrace a change or vision.

Adaptive conditions require 
ongoing work to foster growth, 

leading to gradual shifts in 
mindsets, beliefs, values, priorities, 

and/or habits. 



Adaptive Conditions: 5 Big Buckets

Build and Maintain 

Investment
Carefully plan to invest 

all key stakeholders in 

the HQIM adoption 

process and newly 

adopted materials and 

implementation 

efforts.   

Stakeholder 

Feedback 
Gather inputs from 

stakeholder groups 

and respond to that 

feedback in an 

ongoing and 

transparent way.  

Culture of Learning 
Foster a culture of 

authentic learning, 

collaboration,  and 

continuous 

improvement where 

it’s okay to try new 

things, reflect, and 

adjust.

Ongoing Supports
Provide reliable and 

ongoing support for 

leaders and teachers 

including training, 

lesson preparation 

cycles, walkthroughs, 

and feedback.  

Celebrate the 

Positives
Identify bright spots, 

and celebrate those 

publicly and 

frequently to build 

and maintain 

investment. 



Division Literacy Plan Connections



Review the Adaptive Conditions Chart

As you read, reflect 
independently:

▪ What stands out to you 
most? Why?

▪ What ideas or questions 
does this generate for 
you?

Note Catcher, Page 6



Division Team Jigsaw: Adaptive Work  
Prepare for a Jigsaw: Split up into 3 groups at your table.

Jigsaw Guiding Questions: 

• What does it look and sound like if adaptive conditions for success are in 
place? 

• What strategies and resources can help us establish these adaptive 
conditions for success in our division? 

Person/Group #1: “Build 
Investment” 

(Playbook, pages 23-25)

Person/Group #2: 
“Maintain Investment” 

(Playbook, pages 26-27)

Person/Group #3: “Partner 
with Stakeholders” 

(Playbook, page 34 + DLP 
Section 6 Instructions + 
Strategy Menu)

Be ready to summarize what you read for your larger team!



Let’s Discuss: Connect to Your Context 

Discuss with your team:

• Which of these adaptive conditions 
have we already planned for? 

• Which of these adaptive conditions will 
require additional planning? 

• What might our next steps be? 



Enjoy your break! 
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Connect, Share, Learn  

Pair up with another division team. 

Choose the question(s) that feel most relevant, and discuss:

• Where have you already had success establishing technical and/or adaptive 
conditions? What’s worked well for you; what advice/tips can you share?

• What technical or adaptive challenges have you faced, and how have you 
worked through them?

• What approaches, strategies, and/or resources are you planning to leverage 
as you continue paving the way for HQIM implementation? 



Please return to your seats. 

Division Team Time: 
Application and Planning
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Resource Spotlight: VLA Implementation Playbook 

https://tinyurl.com/VLAPlaybook  

https://tinyurl.com/VLAPlaybook


Application Time: Menu of Options 

Option 1: Plan to Establish Technical Conditions 
for Success

• An optional “Gap Analysis & Action Planning” template is available.

Option 2: Plan to Establish Adaptive Conditions 
for Success 

• An optional “Gap Analysis & Action Planning” template is available.

Option 3: Continue to work on your Division 
Literacy Plan. 

• Refer to the “Instructions for Completing the DLP” guidance 
document.



Let’s Hear from You

Good ideas are 
best when shared!



Wrapping Up & Survey 
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Deeper Dive into Development and Support Structures

Coming Up in Session 4:



Please take the last few minutes to 
complete our feedback survey →

https://tinyurl.com/VDOESurvey3

We truly appreciate and value your feedback!

Feedback Survey 


