
FOR SCHOOL LEADERS

The Literacy Improvement Iceberg™ (MODIFIED)

There is no shortage of effort in schools, but there is often a gap between the effort schools are putting in and the 

impact showing in student data. What is visible above the waterline is rarely the whole problem. Looking at the whole 

school system first shows the underlying reasons and conditions for the lack of improvement, and why impact is 

leaking.

VISIBLE PRACTICES 

AND STUDENT DATA

programs · resources · routines

What most schools focus on first

INSTRUCTIONAL EXPERTISE

Science of reading · cognitive load · oral language 

assessment-informed teaching · expert practitioners

INSTRUCTIONAL INFRASTRUCTURE

Knowledge-rich curriculum · structured literacy block 

agreed routines · coaching · low-variance instruction

MTSS · MULTI-TIERED SYSTEM OF SUPPORT

Tier 1 strong classroom instruction · Tier 2 targeted support 

Tier 3 intensive intervention · Fix Tier 1 first

EQUITY LAYER

EAL/D · First Nations · culturally responsive curriculum 

inclusive practices · high expectations for every student

FOUNDATIONS AND PRECONDITIONS

Clear leadership roles · protected instructional time 

scheduled collaboration · behaviour expectations

MORAL PURPOSE & LEADERSHIP

Clear vision · shared values · equity & opportunity 

measurable goals · instructional leadership spine

This foundation sustains everything above it

ABOVE SURFACE

BELOW SURFACE

MOST PROGRAMS 

STOP HERE

THREE COMMON GAPS SCHOOLS ARE 

NAVIGATING

THE IMPLEMENTATION GAP

We know what. We need the how.

Is our professional learning “one and 

done”, or does it include modelling, 

rehearsal, feedback, coaching and 

iteration?

After professional learning, are we 

checking in with staff: “How can I help 

you, what more support do you need, do 

you have an action plan?”

Are we working in short, sharp, staged 

bursts, with five-weekly implementation 

cycles?

THE CONSISTENCY GAP

It’s working, but not everywhere.

Is there consistent curriculum and 

instruction from one class to the next?

Can every teacher tell you what high 

expectations look like in the classroom, in 

a lesson?

Is our instructional guide reviewed at the 

end of Term 4 and in people’s hands, not 

just in a Teams folder?

Have we got tight induction processes, so 

practice holds beyond one person?

THE DIRECTION GAP

We know outcomes must 

improve, but where do we begin?

Where are we going, and why are we 

doing this?

What are the underlying reasons or 

conditions for the lack of improvement? 

Why are we leaking impact?

If more than 20% of students need 

additional support, are we fixing the 

system that created the problem?

Diagnose before you prescribe. The full Literacy Improvement Iceberg™ diagnostic is part of the Literacy Impact™ 

Audit and Strategy Consultation and Building Literacy Excellence™ one year partnership.
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