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FINAL Recommendation: English Language Arts Advisory Committee 
May 20, 2025 

 

Recommendation: APS should hire five district-level literacy coaches (three for elementary, one for 
middle school, and one for high school) to provide teachers with job-embedded professional 
learning. 

 

Alignment to Strategic Plan 
Priority: Student Academic Growth and Success 
Performance Objective: Growth in Reading & Math 
Strategies: Provide professional learning and coaching support to teachers and instructional 
assistants to improve the performance of all students based on needs to include a deliberate focus 
on historically marginalized student groups. These supports will include prioritizing the Science of 
Reading, writing instruction and authentic writing tasks across the curriculum, and sheltered 
instruction strategies to support the four domains of language development (Reading, Writing, 
Speaking, Listening). 
 
Summary 

Our recommendation is that APS add five literacy coaches for a minimum of three years to enhance 
the ability of the ELA office to provide job-embedded professional learning for teachers. The 
professional learning that the coaches will provide includes data analysis, diagnostics and 
intervention planning, explicit and systematic phonics instruction, and curriculum implementation. 
Literacy coaches will also be able to model instructional strategies, providing support and training in 
appropriate and research-based interventions to teachers. We would like to emphasize that although 
these literacy coaches would be hired and supervised at the district level by the ELA office, they 
would be based in schools, working directly with teachers. Our recommendation would be that these 
coaches would be based in schools with a higher number of new teachers (0-3 years of experience) 
needing support and higher numbers of students needing interventions and high-quality tier-one 
instruction.  

The ELA Advisory Committee made a similar recommendation to the School Board last year. We are 
concerned that APS reallocated the two prior literacy coaches to specialist positions, whose time is 
currently spent at the district office writing curriculum documents based on the 2024 Virginia 
standards. Though the creation of curriculum guidance is needed, the critical need for teacher 
professional development and support remains unfilled. 

Budgetary Implications  

Five additional certified staff positions to the ELA budget. 

Advisory Committee Members 
Mike Miller, Chair 
Jamie B. Gillan, Co-Chair 
Kate Merrill, Member 
Rasha AlMahroos, Member 
Gail W. Perry, Member 
Carolyn Sheedy, Member 
Heather Martin, Member 
 

https://www.apsva.us/wp-content/uploads/sites/57/2024/09/2024-30-APS-Strategic-Plan-Table-FINAL-20-June-2024-_-CLEAN_updated-9.12.24.pdf
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Staff Liaison 
Sarah Cruz, ELA Supervisor 
 
Committee Vote:  5-0 Date: January 15, 2025 
 
Detail 
 
Reading specialists and literacy coaches do not occupy the same role.   
 
Reading specialists work directly with students, although some of their time is  allocated to support 
grade-level teams with curriculum implementation. The reading specialist at the school is the liaison 
from the ELA office to provide curriculum support to teachers. They provide training on new ELA 
standards, new reading screener assessments, and standards-based grading in ELA. They provide 
access and advice on curricular resources and training in the science of reading required by the 
Virginia Literacy Act. With the passage of the Virginia Literacy Act, student reading plans are 
required for all students that flag as high risk on literacy screeners. This new requirement has added 
many hours of additional administrative tasks to write,  implement, and monitor 2,575 reading plans 
(K-5) as well as trying to support new teachers. 56% of reading specialists report spending ten or 
more hours per week on student reading plans. One specialist noted that “Reading plans have made 
this year more challenging . . . . It is hard to prioritize coaching when we are assigned other tasks.”  
 
Literacy coaches provide direct job-embedded training to teachers in ELA instruction at the school 
site. Employing literacy coaches enables reading specialists to work directly with students for the 
majority of their time.  
 
Schools with many new teachers have a greater need for training on how to utilize high-quality 
instructional materials as outlined in our Division Literacy Plan. Reading Specialists report that they 
are not able to support teachers with understanding new ELA standards or curricula because they 
are working with small student groups. “Since there is only one of me in my building doing 
everything,” wrote one specialist, “my role as an interventionist often trumps my role as an 
instructional coach. Meaning CLTS (Collaborative Learning Teams) sometimes end up not having a 
reading specialist in them to help build the capacity of teachers because I can only pull a group 
during that time.” Another reading specialist stated, “Coaching cycles do not happen because you 
can't consistently meet the needs of teachers and consistently meet the needs of intervention 
groups- the schedule doesn't work.” We advocate for reading specialists to provide direct student 
intervention; hiring literacy coaches to provide direct support to teachers will enable reading 
specialists to work with students. 
 
APS has no designated literacy coaches; however, there are several new state requirements and 
resources for all teachers. The 2024 ELA standards, the state reading screener VALLSS, the science 
of reading training required by the VLA, and curriculum revisions are all new to teachers. APS is in 
the third year of using the Core Knowledge Language Arts (CKLA) curriculum as part of the shift 
towards the Science of Reading approach in elementary school. Additionally, APS has approximately 
14 elementary schools with 12-27 new teachers (those in a role with 0-3 years of experience in the 
current grade level). 
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With the implementation of any new curriculum, teachers require professional development and 
support. One-day, in-service-style professional development requires in-person follow-up to have a 
positive impact on student achievement (Garet et al., 2016). In order to see a measurable effect on 
instruction, teachers require consistent and actionable professional learning that is embedded in 
their practice and includes ongoing support (Knight, 2019; Snyder et al., 2015; Yoon et al., 2007) 
through a coaching cycle (Abbot et al., 2013).  
 
Job-embedded training is necessary for new staff that join APS to understand and be able to 
implement with fidelity our high-quality resources. In August of 2024-25, we welcomed 134 new K-5 
teachers at Basecamp training. We also welcomed 55 new secondary teachers. All of these teachers 
need support to internalize and implement the district-provided, VDOE-approved curriculum. This is a 
retention strategy, as new teachers who receive support are more likely to be retained (Booker and 
Russell, 2022).  In a survey to new teachers that participated in job-embedded professional learning 
observing a model classroom with the ELA coach in Spring 2024, 66 out of 72 teachers responded 
that they wanted another “lesson observation or one-on-one coaching.”   
 
The ELA office has four teacher specialists working on updating the curriculum based on the new 
2024 ELA standards in order to provide a viable and guaranteed curriculum for all students as 
required by the Virginia Literacy Act.  This work involves deep analysis of standards, resources, 
assessments, scaffolds, and extensions to provide to teachers. The ELA specialists support division-
wide professional learning but do not have capacity to do job-embedded training for schools with 
demonstrated needs. 

We recognize that adding literacy coaches costs money. But we see this initial investment 
(approximately $650,000) as a cost-savings measure. High-quality tier-one instruction is more cost 
effective than tier-three interventions. Estimates suggest (See our appendix.) that APS could spend 
nearly $8,000,000 a year on tier-three intervention. Literacy coaches would help APS improve the 
quality of tier-one literacy instruction so that fewer interventions are needed.  As noted before, 
adding literacy coaches would also reduce teacher turnover. According to the Literacy Policy 
Institute, districts spend approximately $25,000 to recruit, hire, and train each new teacher. APS may 
have spent $3,125,000 in hiring and onboarding the 189 new teachers we referenced in an earlier 
paragraph.  

The costs of illiteracy are incalculable.  

APS students continue to struggle in reading. Countywide, 19.6% of students did not pass the 
reading SOL. The number rises to 54.4% of students failing in our highest-need elementary schools. 
In addition to pandemic-related learning loss, middle and high-school students’ lack of exposure to 
the science of reading in early elementary levels has resulted in a significant number of students 
who need additional reading support in secondary school and beyond. Instructional coaching has a 
statistically significant, positive impact on student achievement (Kraft et al., 2018; Booker and 
Russell, 2022). 

This recommendation also supports recommendations from previous years.  The ELAAC committee 
has recommended the science of reading curriculum as well as longer, research-driven writing in the 
secondary curriculum.  
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Staff Response 
 
Staff supports the recommendation. Literacy Coaches will support K-5 and Secondary ELA 
teachers with the many components of teaching reading and writing. The ELA office will 
continue to work to provide job embedded coaching opportunities for schools that have student 
performance data showing many students needing interventions as well as multiple new 
teachers.  
Job embedded coaching is beneficial to both instructional practices and student outcomes. For 
instance, a meta-analysis of 60 studies found that coaching programs improved teachers' 
instructional practices by an average of 0.49 standard deviation effect size. (Harvard Study) 
Additional research suggests that coaching helps teachers feel more confident in their roles, 
reducing burnout leading to increased teacher retention. 
 
 
 

https://doi.org/10.3390/
https://doi.org/10.3390/educsci9020101
https://learningpolicyinstitute.org/product/2024-whats-cost-teacher-turnover
https://drive.google.com/file/d/15orcGPEspH__s1bwhjD4T-rvwP2Mc2mA/view?usp=sharing
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Appendices 
 

Reading Specialist ELA Specialist Literacy Coach 

● Analyzes schoolwide 
literacy data 

● Provides guidance and 
input for the school-
action plan  

● Analyzes high-risk 
student data and 
develops intervention 
plans for students 

● Delivers interventions 
to small groups of 
students at high risk of 
reading failure 

● Attends student study 
or IEP meetings 

● Coordinates and 
organizes ELA 
resources 

● administers ELA 
screener or diagnostic 
assessments 

● Supports small-group 
instruction in the ELA 
block 

● Supports grade-level 
CLTs 

● Provides support to 
teachers on curriculum 
implementation 

● Delivers turn-around 
trainings received from 
ELA office 

● Supports teachers on  
required training on the 
Science of Reading  

 

● Writes and develops 
ELA curriculum aligned 
to the 2024 VDOE 
standards of learning 

● Leads and supports 
school reading 
specialists with 
resources, curriculum, 
professional learning, 
and required 
assessments 

● Plans and implements 
division-level 
professional learning 
for ELA teachers 

● Coordinates with ELA, 
SPED, Advanced 
Academics, and Office 
of Instructional 
Support for curriculum, 
assessment and 
intervention decisions 

● Analyzes division-level 
data to determine 
scaffolding and 
supports needed in the 
curriculum  

● Attends state meetings 
and webinars for turn-
around training for 
relevant staff 

● Responds to and 
supports school-based 
reading specialists, 
department chairs, and 
team leads 

● Provisions accounts 
for all ELA resources 
and licensing 

● Distributes ELA 
curriculum materials 

● Supports schools with  
ELA assessment tools 

 

● Supports  grade-level 
CLTs with 
implementation of 
curriculum 

● Observes and provides 
feedback on instruction 

● Provides model-
classroom visits and 
debriefs to support 

● Attends school 
leadership meetings  

● Attends CLT meetings 
(grades K-5) 

● Maintains familiarity 
with all grade-level 
curricula and 
resources for ELA, 
Literacy, and ELD  

● Ensures fidelity of 
implementation of 
APS curricula, 
required texts, and 
summative 
assessments  

● Works with school 
leadership to create 
and implement 
school-action-plan 
goals around literacy  

● Communicates with 
ELA/Literacy, SPED, 
and EL teams about 
central-office 
initiatives and 
professional learning. 

● Works with 
new/probationary/stru
ggling teachers in 
coaching cycles  

● Develops emerging 
skills in teachers 

● Supports teachers 
with engagement and 
classroom-
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management 
strategies  

● Models best practices 
for struggling teachers 
in a lab classroom or 
pushes in co-teaching  

● Works with teachers 
on their SMART goals 

● Provides Canvas and 
Synergy support  

● Integrates literacy 
strategies and 
scaffolding for 
struggling readers in 
the content areas  

● Trains teachers to use 
new curriculum 
resources  
 

 

   

 

On the NWEA Map Growth Reading assessment, students in the red 1-20th percentile receive 

additional diagnostic assessments; most qualify for interventions.  

 
 

Grade 
level 

Students who qualify for additional assessments and reading 
intervention 

Total  

4th 17% of 2104 students  357 

5th 17% of 2025 students 344 

6th 15% of 2013 students 301 

7th 17% of 2020 students 343 

8th 15% of 1892 students 284 
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9th  12% of 1894 students 227 

 total 1,856 

 

Staffing cost estimates:  

 

1,856 students in 4-9th grade needing intervention equates to 154 classes of 12 students each. If 

one teacher teaches 5 classes or intervenes with 60 students, that equals 31 teachers just for 

remediation.  

 

31 teachers on Step H of the 2025 APS Pay Plan with a Master’s degree cost approximately $100K 

($79,803 salary + $20K benefits) for a total of $3,093,333 per year for remediation classes for 4-9th 

grades. 

 

5 literacy coaches for $130,000 (salary + benefits) would cost approximately $650,000.  

 
The Virginia Language and Literacy Screener is administered to all K-2 students and 3rd graders that 

flag on the NWEA Map Growth Reading Assessment. Anyone in the high-risk category receives a 

reading plan and intervention.  

 

Approximately 1,596 K-3 students qualify for an intervention. Intervention is approximately 2.5 hours 

a week with about 5-6 students per group. One teacher could then take 30 students (5 groups of 6). 

Remediation would require 53 teachers for the division at a rate of $100K per teacher, which equals 

$5,320,000. 
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