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Welcome to the IMplement MA Guide! This comprehensive resource equips leaders to transition their district and schools toward a collective commitment to instructional excellence with equity. The Guide provides a clear roadmap for navigating the evaluation, selection, launch, and implementation of high-quality instructional materials (HQIM) to facilitate instructional equity for all students through universal access to high-quality Tier 1 core instruction. 
Explore the Guide: 
Introduction: The underlying theory and approach of the Curriculum Matters: IMplement MA initiative. 
	Using This Guide: An overview of this guide and how to use it.
Navigate the Phases and Other Resources:  
Self-Assessment: A short survey for a school or district to determine where they are in the IMplement MA curriculum lifecycle for a specific set of HQIM.
Phase 1: Learn & Prepare: Establishing a strategic foundation, leadership capacity, and collective commitment to equity by assembling a Curriculum Council, developing curriculum literacy, and defining a data-informed, content-specific instructional vision to guide systemic change.
Phase 2: Investigate & Select: Moving from top-down decision-making to an inclusive, evidence-based evaluation process that secures stakeholder trust and supports long-term instructional equity while solidifying the infrastructure to sustain change.
Phase 3: Launch: Equipping all educators with essential curriculum literacy and logistical support for “Day 1 Preparedness” while fostering a psychologically safe climate that embraces the learning curve implementing a new curriculum.
Phase 4: Implement & Monitor: Prioritizing a multi-year trajectory toward instructional mastery by institutionalization excellence and embedding high-quality instructional practices within a robust Multi-Tiered System of Support (MTSS).
Elements: Five core “practices” to drive progress and secure stakeholder trust and buy-in throughout the IMplement MA curriculum lifecycle: Instructional Vision, Monitoring, Communication, Pausing for Equity, and Professional Development. These Elements are focused on supporting the adaptive change necessary for success.
Milestones: Key markers of achievement through each IMplement MA phase, attending to both technical and adaptive change.
Appendix: Includes a glossary, resources, and additional frameworks for understanding the Pause for Equity element, how we approach educator roles, and curriculum literacy.  
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The Department of Elementary and Secondary Education (DESE) is committed to all students, particularly those from historically underserved groups and communities, having equitable opportunities to excel at or above grade level. Curriculum Matters: IMplement MA is a strategic initiative to strengthen curriculum in Massachusetts by providing local education agencies (LEAs) with the tools to evaluate, select, launch and implement high-quality instructional materials (HQIM). Expanding access to standards-aligned, high-quality curricular materials can significantly improve student outcomes when coupled with ongoing, curriculum-specific professional learning for teachers and the leaders supporting them. 
Theory of Action Statement
IMplement MA is rooted in a theory of action to advance DESE’s Educational Vision and actualize the Vision of a Massachusetts Graduate: 
· If educators have the information, tools, and support they need to access, evaluate, and adopt, high-quality, standards-aligned, culturally & linguistically responsive curricular materials  
· and if sustainable and collaborative professional learning structures help in-service and pre-service teachers understand and use those materials to orchestrate student learning experiences skillfully  
· then teacher and student experiences, and ultimately student outcomes, will improve.  
[bookmark: _Toc225759842]Curriculum & Curriculum Literacy
What Is Curriculum?
· Curricular / Instructional materials are resources teachers use to facilitate sequences of learning experiences (e.g., lesson and unit plans, texts); also called adopted or written curriculum.
· A curriculum is a sequence of student learning experiences teachers facilitate using curricular materials as a foundation (not a script!); also called enacted or taught curriculum.
High-quality curricular materials exhibit a coherent sequence of lessons that target learning of grade-appropriate knowledge and skills, as defined by the Massachusetts curriculum frameworks, through instructional practices and strategies that are well supported by research and other characteristics, such as rigorous, engaging content, and inclusive design. As operationalized through the CUrriculum RAtings by TEachers (CURATE) project, high quality is defined by comprehensive core materials being rated as Meets Expectations in each criterion of Standards Alignment and minimally Partially Meets Expectations in each criterion of Classroom Application.
Curriculum Literacy
IMplement MA is powered by effective teachers and administrators through curriculum literacy, which represents a shift from “creating from scratch” to “skillfully using and adapting” high-quality instructional materials (HQIM) to uphold instructional equity and drive equitable outcomes for all students. Curriculum literacy is the ability of all educators—administrators, coaches, and teachers—to:
1. Evaluate the alignment and quality of curricular materials through an equity lens
2. Navigate how instructional design supports access and drives student learning
3. Enact curriculum skillfully by leveraging high-quality instructional materials with integrity to meet the diverse needs of every learner.   
[bookmark: _Toc225759843]Important Considerations 
Strong Horse versus a Unicorn
It is important to recognize that no curriculum is perfect. IMplement MA supports districts to evaluate, select, and implement the best available standards-aligned, high-quality curricular materials for their district. Phases 1 and 2 of IMplement MA focus on supporting the selection of materials that will provide a strong foundation for equitable instruction during implementation through evidence-based practices that are inclusive and culturally & linguistically sustaining. 
By providing educators with high-quality instructional materials (HQIM) and ongoing, curriculum-specific professional learning to support skillful use, districts activate a powerful lever for instructional equity. This ongoing support is especially critical for providing students with IEPs and multilingual learners full access to rigorous, Tier 1 core instruction.  
However, effective implementation requires more than just new materials; it requires a shift in practices and mindsets, guided by this IMplement MA mantra: “There is no unicorn, only strong horses.” 
· Read this Strong Horses, Not Unicorns resource to learn more about this IMplement MA metaphor.
· Visit the Curriculum Matters DESE page for the full strategy.
Moving to a Multi-Tiered System of Support (MTSS)
Selecting high-quality curricular materials is only the beginning of a journey towards a full MTSS system. Like buying the right running shoes for a marathon, it is an essential first step, but only the beginning of the work. To move towards a full and effective MTSS model, districts move beyond selection to deep implementation. Phases 3 and 4 of IMplement MA help districts bridge this gap by aligning two important systems: Professional Learning and Student Supports. 
A purposeful professional learning plan supports educators’ development of curriculum literacy. This includes understanding the pedagogical approach of high-quality instructional materials, navigating them fluently, and implementing them with integrity to drive instructional equity while maintaining vertical and horizontal coherence across the district. 
Strong student supports—through effective data systems and tiered interventions or acceleration—provides all students, including students with IEPs and multilingual learners, the universal opportunity to grapple with grade-level content defined by the Massachusetts curriculum frameworks.  
The true power of a high-quality curricular materials lies in their ability to unify these two systems. The curriculum transforms district strategy from broad goals into concrete actions by focusing coaching and professional development on curriculum-specific, high-leverage instructional shifts, standardizing how educators scaffold instruction for students, and establishing a shared language for excellence with equity aligned with the content-specific instructional vision across all classrooms. 
Guidance for Specialized Disciplines
In certain disciplines that may have limited options in curricular materials—Arts, Comprehensive Health and Physical Education, History and Social Science, and World Languages—DESE publishes curriculum guides to support districts and schools to make informed, local decisions about core and supplemental curricula that support their implementation of the teaching and learning standards defined by the Massachusetts curriculum frameworks. For these, and other disciplines, districts can still use the IMplement MA Guide to facilitate robust curriculum evaluation, selection, and implementation processes.
By following an intentional IMplement MA process, districts promote equitable access to grade-level learning and beyond, to sustain a written curriculum (materials) and an enacted curriculum (instruction) that support the growth and achievement of all students while remaining deeply rooted in evidence-based practices that are inclusive and culturally & linguistically sustaining. 
[bookmark: _Toc225759844]Cross-DESE Coherence
The IMplement MA Guide was designed with the goal of being coherent with other foundational documents produced by the Department. Specifically, the Guide provides a clear set of Tasks that: 
· Support administrators to meet Standards of Effective Administrative Leadership when implementing new materials. 
· Enable districts to fulfill Domain 2 (Academic Success) and Implementation Driver 1 (Universal High-Quality Instruction) of the Multi-Tiered System of Support (MTSS) Blueprint. 
· Align with the Blueprint for English Learner Success and shared responsibility to support effective implementation of high-quality materials with multilingual learners.  
· Meet the Curriculum and Instruction Professional Learning standards from the District Standards and Indicators. 
[bookmark: _Toc225759845]Share and Provide Feedback
The IMplement MA Guide is a living document, purposely designed to evolve alongside the shifting needs and insights of Massachusetts educators. To keep this resource relevant and practical for the field, the Department invites the following contributions:
· Feedback: Educators may submit feedback via this IMplement Guide Feedback Survey to provide insight into how effectively the Guide supports local needs. This includes suggesting new resources for specific IMplement MA Phases, Tasks, and Steps. 
· Case Study & Resource Submissions: Districts and schools are encouraged to share written narratives detailing their experiences navigating the IMplement MA curriculum lifecycle and/or resources they have developed. The Department specifically seeks accounts of how leaders managed the adaptive change necessary for effective implementation (e.g., stories of overcoming lack of stakeholder buy-in, creating or improving systems, building curriculum literacy, fostering effective partnerships with students & families) and how those shifts in culture and practice directly improved outcomes across all student groups. To submit, please email us at HQIMImplementation@mass.gov. 
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Selecting and implementing new curricular materials is a multi-year commitment to continuous improvement and excellence with equity, not a one-time event. It requires leading and managing complex change throughout the curriculum lifecycle. IMplement MA is DESE’s equity-centered process through the curriculum lifecycle across four distinct phases.
The IMplement MA Guide equips leaders with the information, tools, and resources to lead and manage complex change: From auditing current contexts and selecting new materials to launching and monitoring the systems required for sustained success, the Guide provides a roadmap to drive instructional equity. By focusing on stakeholder buy-in, coherence, and sustainability, local education agencies build partnerships with students & families to advance equitable outcomes for all students. 
[bookmark: _Toc225759847]Ways to Use the Guide
The Guide is a flexible resource that can be used in two ways:
· Linear Use: Begin at Phase 1 (“Learn & Prepare”) and follow the sequence through Phase 4 (“Implement & Monitor”).
· Targeted Use: Access the case studies and other resources within the Guide, or assess current status within the IMplement MA curriculum lifecycle by taking the IMplement MA Self-Assessment. 
Beyond the technical procedures used to evaluate, select, launch, and implement high-quality instructional materials (HQIM), IMplement MA focuses on the adaptive change addressed by the Elements required to shift district and school culture. While technical processes address the operational “how-to,” adaptive change centers on cultivating equity-centered mindsets and instructional habits. By managing these two dimensions of complex change—technical and adaptive—IMplement MA creates a foundation where new materials act as a catalyst for deep instructional transformation rather than a surface-level initiative. 
Prioritizing the human side of implementation fosters a collective commitment to instructional integrity so that identity and background do not predict a student’s success. When leaders attend to adaptive change of implementation, in addition to curriculum literacy, they empower educators to move past the basic navigation of materials toward the masterful enactment of rigor and equity for every learner.
[bookmark: _Toc225759848]Guide Components
The IMplement MA curriculum lifecycle is organized into four distinct phases that include additional Tasks and Steps. These Tasks and Steps are iterative rather than linear. School and district leaders should expect to revisit or reprioritize them as local needs evolve or as concurrent HQIM selection and implementation processes influence the cycle.
· Phases: The largest unit of organization, the four phases represent a specific scope of work that can take several months or years. 
· Tasks: Each phase is broken into Tasks that support the overall objectives of that phase. While presented sequentially, these Tasks often overlap and may take several weeks or months. 
· Steps: Tasks are further divided into discrete Steps—actionable items that typically span several days or weeks. 
To quickly locate guidance within the Guide, every action is assigned a unique Step Code. The first digit represents the Phase; the second, the Task within that phase; and the third digit, the specific Step within that Task. Thus 3.2.4 indicates Phase 3, Task 2, Step 4. 
Across each phase, there are also Elements and Milestones to consider:
· Elements: Five core “practices” to drive progress and secure stakeholder trust and buy-in throughout the IMplement MA lifecycle: Instructional Vision, Monitoring, Communication, Pausing for Equity, and Professional Development. These Elements focused on supporting the adaptive change necessary for success. 
· Milestones: Key markers of achievement through each phase with specific “look-fors” of success attending to both technical and adaptive change.
The IMplement MA Guide employs specific terms throughout, especially in the areas of equity, educator roles, and curriculum literacy, which are used with intentionality though in general conversation are used interchangeably. The Appendix includes a glossary, additional context for the use of these terms in the Guide, and additional resources to support the work of IMplement MA. 
· Glossary: Definition of key terms and words used in this Guide. These key terms are bolded and hyperlinked throughout the Guide.
· Pausing for Equity - Conceptual Framework: A structured framework for reflection and decision-making through an equity lens throughout IMplement MA.
· Educator Roles: Distinguishing use of terms for educator roles used in this Guide.
· Curriculum Literacy: The ability of all educators—administrators, coaches, and teachers—to evaluate the alignment and quality of curricular materials through an equity lens; navigate how instructional design supports access and drives student learning; and enact curriculum skillfully by leveraging high-quality instructional materials (HQIM) with integrity to meet the diverse needs of every learner.
· Resources: A variety of evidence-based guidance, practical tools, and case studies/vignettes that exemplify or support execution of tasks and steps.
Navigating in Word
When reading the Guide in Microsoft Word, selecting the Navigation Pane from the View tab provides a clear overview of the document’s structure. Headers and subheadings are linked to facilitate efficient movement through the content; selecting a primary header directs the reader to the summary page, while selecting a subheading leads to sections with greater detail. Additionally, terms defined in the glossary are hyperlinked to their corresponding definitions to support ease of use. 
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IMplement MA is comprised of specific actions defined by the following structural components: Phases represent a specific scope of curriculum work that typically spans several months or years. These Phases contain associated discrete Tasks and actionable steps designed to achieve systemic goals through processes that are iterative rather than linear. Because the IMplement MA process is dynamic, school and district leaders should expect to revisit or reprioritize these components as local needs evolve or as concurrent HQIM selection and implementation processes influence the overall curriculum lifecycle.
[bookmark: _Phase_Overview_Page_1][bookmark: _Phases][bookmark: _Toc225759850]Phases 
Phase 1: Learn & Prepare
The Learn & Prepare phase establishes the strategic foundation of the district’s curriculum lifecycle. District and school leaders work to develop a collective commitment to instructional equity and build their adoption roadmap to manage technical and adaptive challenges of systemic change. 
Leaders assemble a Curriculum Council to move beyond abstract goals to define a clear, data-informed, and content-specific instructional vision. This vision acts as the district’s “North Star,” guiding the eventual selection and implementation of high-quality instructional materials (HQIM) and all future instructional decisions. 
By undertaking this intentional preparation, which includes providing training to develop the Council’s curriculum literacy, leaders equip the Council to identify materials that are not merely high quality in theory but serve as the “strong horse” for the community: robust, inclusive, and standards-aligned materials that provide a strong foundation for culturally and linguistically sustaining instruction. 
Phase 2: Investigate & Select
In the Investigate & Select phase, the Curriculum Council cultivates the curriculum literacy necessary to identify and evaluate materials that align with district assets and needs and the established content-specific instructional vision. By developing a deep understanding of evidence-based instructional design, including the “non-negotiables” of alignment to standards and pedagogical shifts defined by Massachusetts’ college, career, an and civic-readiness standards, the Council establishes clear parameters and leverages market research to filter the field to a shortlist of 2–3 high-potential candidates. 
To verify that these materials reflect the district’s content-specific goals, they are subjected to a multi-dimensional vetting process through a series of “deep dives” using three methods: Materials Review, Field Test, and Publisher Inquires. This deliberate and rigorous process, rooted in high levels of curriculum literacy, builds the evidence base and stakeholder trust essential for sustaining equity-centered, effective implementation. Beyond product selection, this phase shifts the district’s culture from top-down decision-making toward inclusive, stakeholder-driven leadership.
Phase 3: Launch
Managed by a cross-functional Implementation Team, the Launch phase establishes “Day 1 Preparedness” by equipping instructional staff with the logistical infrastructure, tools, and requisite curriculum literacy to utilize high-quality instructional materials (HQIM) with integrity. This phase involves orchestrating an implementation plan that includes, but is not limited to, the distribution of physical and digital materials; the codification of expectations for use, pacing, assessments, and grading; and the delivery of initial HQIM-specific professional learning. 
Rather than a one-time event, the Launch phase functions as a strategic bridge to sustainability. By addressing the technical complexities of a systemic transition, the Team focuses on managing the psychological vulnerability inherent in any steep learning curve. Through proactive, extended support, the Implementation Team shifts the district climate from an apprehension of “making mistakes” toward a culture of professional growth, where the new materials serve as a catalyst for collective instructional improvement. 
Phase 4: Implement & Monitor
While the Launch phase establishes “Day 1 Preparedness,” the Implement & Monitor phase prioritizes the multi-year trajectory to reach instructional mastery. This phase represents the institutionalization of excellence with equity, where high-quality instructional habits become the standard operating procedure, resilient to staff turnover and shifting district priorities.
Success in this final phase requires a transition from viewing high-quality instructional materials (HQIM) as a “new initiative” to embracing them as the foundation of instructional equity. The primary objective is to move from isolated classroom or school successes to systemic alignment within a robust Multi-Tiered System of Support (MTSS).
[bookmark: _Phase_1_Summary]
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Throughout every phase, leaders must address the challenges of adaptive change. This involves managing shifts in district and school culture, addressing educator mindsets, and ensuring the move toward instructional equity through strong partnerships with students & families. By centering the five core Elements (instructional vision, communication, monitoring, pausing for equity, and professional development), leaders foster the stakeholder buy-in and trust critical for advancing the district’s content-specific instructional vision. 
Referencing these navigational checkpoints regularly supports proactive risk mitigation, allowing teams to address hurdles before they disrupt the timeline or implementation effectiveness.
Instructional Vision
The district has an equity-centered content-specific instructional vision that reflects high expectations for all students and acts as the “North Star” for advancing the district’s instructional equity goals. This vision aligns instructional materials, professional learning, and the daily student experience across school sites and grade levels.
Monitoring
The district consistently reflects on the strengths and gaps within instructional systems using a variety of formal and informal assessments. Through an effective assessment system, it intentionally informs data-informed adjustments to continuously improve instructional practice towards instructional equity for all.  
Communication
Communication is built on two-way channels that are frequent, effective, inclusive, and culturally & linguistically sustaining. By engaging staff, students, families, and community members as true partners, the district maintains shared ownership of student learning goals. 
Pausing for Equity
Educators within the district and across schools make a conscious practice to consistently “pause” to advance goals towards enacting a curriculum that supports and engages all learners to meet or exceed grade-level expectations, as defined by the Massachusetts curriculum frameworks, through high expectations for all in ways that build trust, mitigate power dynamics, and proactively repair harm. See Appendix for more information. 
Professional Learning
Professional learning is treated as a comprehensive system rather than a series of events. District and school leaders provide educators with access to high-quality, differentiated opportunities for growth through ongoing professional development, coaching, collaborative learning, and individual learning. This fosters a culture of continuous improvement that equips educators to support students to think critically, interrogate sources and perspectives, and analyze biases to reach a deeper understanding of themselves, their communities, and the world.
Phase-Based Summary Questions
Each phase has questions to support reflection on these Elements at the end of that phase. 
Phase 1: Learn & Prepare Elements Reflection Questions 
Phase 2: Investigate & Select Elements Reflection Questions 
Phase 3: Launch Elements Reflection Questions 
Phase 4: Implement & Monitor Elements Reflection Questions 




[bookmark: _Milestones][bookmark: _Toc225759852]Milestones 
Milestones are key markers of achievement in each phase of the IMplement MA curriculum lifecycle, attending to both technical  and adaptive change. They reflect the broad goals to anchor success in the next phase.  
Phase 1: Learn & Prepare Milestones
Marker of Success: Moving from “selecting a product” to “launching a vision.” 
· District leaders are prepared to facilitate the selection and implementation planning processes that provide all educators with access to high-quality instructional materials. 
· Leaders complete a comprehensive school or district review and self-assessment to inform the selection and implementation of high-quality instructional materials.
· District and school leaders assemble a Curriculum Council with an equity lens to support collaborative decision-making.
· The Curriculum Council possesses requisite expertise and curriculum literacy to evaluate the strengths and weaknesses of instructional materials.
· The Curriculum Council drafts and shares an equity-centered content-specific instructional vision for curriculum and instruction aligned with school and district priorities.
· District and school leaders foster trust and community buy-in to advance instructional equity by leveraging high-quality instructional materials through their selection and implementation.
Phase 2: Investigate & Select Milestones
Marker of Success: Aligning the district’s infrastructure (budget, time, and systems) to support the new materials.
· School leaders are equipped to lead implementation so all educators support or utilize high-quality instructional materials (HQIM) with integrity.
· The Curriculum Council selects high-quality instructional materials (HQIM) aligned with the shared, content-specific instructional vision.
· Administrators establish an Implementation Team that maintains a regular meeting schedule and processes to monitor progress and address systemic instructional equity needs.
· Administrators support broad community understanding of HQIM through consistent, inclusive, and transparent family & community engagement to foster collective commitment to instructional excellence with equity.
· Administrators establish an implementation plan with measurable, equity-centered goals and define clear roles for every stakeholder group, including district staff and families.
· Administrators establish school schedules and operational systems that protect instructional time, maximize inclusive opportunities for all students, and provide ongoing, curriculum-specific professional learning (PL).
· Educators receive high-quality, differentiated curriculum-specific professional learning that includes professional development, coaching, collaborative learning, and individual learning.
· Administrators strategically align fiscal systems with the content-specific instructional vision to prioritize the long-term health of equity-centered implementation.
Phase 3: Launch Milestones
Marker of Success: Moving from “having the materials” to “teaching the routines” while cultivating a culture of professional growth.
· Administrators define success and establish clear expectations for implementation and a consistent monitoring rhythm to support instructional equity.
· Educators understand the theory and instructional approach and can navigate the high-quality instructional materials.
· There is increasing Educator buy-in to the ways the adopted high-quality instructional materials (HQIM) support realizing the content-specific instructional vision.
· The Implementation Team and teacher-leaders partner to monitor the enacted curriculum, evaluating how instructional practices provide equitable access for all students, specifically prioritizing the needs of multilingual learners and students with IEPs
· Educators utilize dedicated collaborative learning structures, such as common planning time (CPT), to unpack units, internalize lessons, and review student work.
· Educators engage in differentiated, curriculum-specific professional learning, including coaching and collaborative learning, to refine instructional equity practices.
· Administrators establish a balanced and coherent assessment system that provides a comprehensive view of student growth across all student populations.
· Administrators establish formal processes to revise the implementation plan based on the monitoring of measurable, instructional equity metrics and goals. 
Phase 4: Implement & Monitor MilestonesPhase 4: Implement & Monitor Milestones
Marker of Success: Turning a “new initiative” into “the way we do things here.” 
· Administrators prioritize and maximize inclusive opportunities for all learners by establishing effective district systems and defining effective classroom practices for instructional equity. 
· Administrators continue to review and align supplemental instructional materials, assessments, and supports to the Tier 1 core high-quality instructional materials.
· Administrators facilitate an inclusive process to engage staff, students, families, and community members in monitoring progress toward the content-specific instructional vision beyond initial implementation.
· Leaders are prepared to support educators in using the assessment system to refine and adjust equitable instructional practices.
· The Implementation Team reviews short-term goals and maintains a structured living plan to monitor long-term goals related to the enacted curriculum's impact across student groups.
· Educators partner with students and families to communicate learning progress in meaningful ways and build on individual student strengths.
· Administrators prioritize curriculum orientation within the districts Induction and Mentoring Program.


[bookmark: _Phase_1:_Learn][bookmark: _Toc225759853]Phase 1: Learn & Prepare 
The Learn & Prepare phase establishes the strategic foundation of the district’s curriculum lifecycle. District and school leaders work to develop a collective commitment to instructional equity and build their adoption roadmap to manage technical and adaptive challenges of systemic change. 
Leaders assemble a Curriculum Council to move beyond abstract goals to define a clear, data-informed, and content-specific instructional vision. This vision acts as the district’s “North Star,” guiding the eventual selection and implementation of high-quality instructional materials (HQIM) and all future instructional decisions. 
By undertaking this intentional preparation, which includes providing training to develop the Council’s curriculum literacy, leaders equip the Council to identify materials that are not merely “high quality” in theory but serve as the “strong horse” for the community: robust, inclusive, and standards-aligned materials that provide a strong foundation for culturally and linguistically sustaining instruction. 
[bookmark: _Hlt225766533]Overview (Learn & Prepare)
[bookmark: _Hlt225766534][bookmark: _Hlt225762380][bookmark: _Hlt225762379]Task 1: Align District Leadership
Success begins with unified leadership. Before engaging the broader community, district leaders must build their internal capacity to manage the technical and adaptive challenges of systemic change. This involves deepening their collective understanding of current curriculum research and the market landscape while anchoring their commitment to a multi-year roadmap.  By aligning on the principles of excellence with equity early, district leaders create the necessary stakeholder buy-in and stability required to sustain a high-quality implementation long after the initial selection is made.  
[bookmark: _Hlt225766561][bookmark: _Hlt225766538][bookmark: _Hlt225762399]Task 2: Create the Adoption Roadmap 
Successful adoption depends on an adoption roadmap that anticipates hurdles before they emerge. District and school leaders establish the technical, financial, and operational “guardrails” that will govern the curriculum lifecycle. This includes defining timelines, identifying budget for both materials and ongoing professional learning, and establishing the decision-making protocols. By setting these parameters upfront, leadership ensures the Curriculum Council can focus on instructional quality without being sidelined by logistical ambiguity.
[bookmark: _Hlt225766564][bookmark: _Hlt225766540][bookmark: _Hlt225762403]Task 3: Assemble the Curriculum Council
The Curriculum Council bridges the gap between high-level district goals and classroom reality. Members—selected for their expertise and commitment to equity—undergo a curriculum literacy audit to identify professional development needs. Before evaluating any materials, the Council engages in ongoing learning around Massachusetts content standards, pedagogical shifts defined by the MA curriculum frameworks, and equity-centered pedagogical frameworks, including Standards I and II of Massachusetts’ effective teaching practices. This foundational training moves the group beyond subjective “likes and dislikes,” equipping them to make objective, data-driven decisions that prioritize the needs of every student.
Task 4: Define Your “Local Lens”
The Local Lens is the district’s unique evaluative filter the Curriculum Council uses to identify the high-quality instructional material (HQIM) that provides the “best fit” for its specific demographic and technical landscape. While HQIM must meet national and state standards, the Local Lens acts as the final arbiter to verify that materials serve the district’s specific students, teachers, and community.
Applying this lens involves surveying stakeholders—including families and educators—to identify essential local assets and needs. These priorities often include the strength of English language development components, the quality of digital accessibility for inclusive practices, or the depth of teacher-facing supports. By utilizing the Local Lens, a district selects a “strong horse” that is not just high quality in a vacuum but is the best option for its unique context.
Task 5: Draft the Content-Specific Instructional Vision
The Curriculum Council drafts a focused content-specific instructional vision that defines excellence with equity for the specific content area. As the content “North Star,” this vision statement moves beyond the abstract to answer: What should students be thinking, doing, saying, and producing in our [content] classrooms? This locally defined vision provides a shared language for all stakeholders and acts as the primary benchmark for selecting and implementing high-quality instructional materials (HQIM). It verifies that the chosen materials serve as the vehicle for actualizing the district’s goals for student agency and rigorous, grade-level learning and beyond. 
By grounding the adoption roadmap in this content-specific vision, the district establishes a clear framework to justify current and future investments and evaluate progress. This systemic alignment connects professional learning and coaching cycles directly to the desired equity-centered student experience. This process ensures the instructional core remains centered on the unique needs and assets of the community, fostering a culture where identity and background do not predict student success.
[bookmark: _Hlt225766576][bookmark: _Hlt225762500]Task 6: Scan the Market Landscape
Grounded in curriculum literacy and a clear content-specific instructional vision, the Council performs a comprehensive scan of the market. This involves evaluating open-source and proprietary materials against independent reviews (such as CURATE or EdReports). The goal is to identify the “breadth of the possible” and narrow the field to a shortlist of high-quality candidates that align with the content-specific instructional vision. This scan ensures the district doesn’t prioritize the “best marketed” product but rather identifies the most robust high-quality candidates for deep investigation. For some content areas, there may be a limited range of available high-quality options.



[bookmark: _Toc225759855]Task 1: Align District Leadership (Learn & Prepare)
Success begins with unified leadership. Before engaging the broader community, district leaders must build their internal capacity to manage the technical and adaptive challenges of systemic change. This involves deepening their collective understanding of current curriculum research and the market landscape while anchoring their commitment to a multi-year roadmap.  By aligning on the principles of excellence with equity early, district leaders create the necessary stakeholder buy-in and stability required to sustain a high-quality implementation long after the initial selection is made.   
Step 1: Demonstrate Curriculum Literacy
District leaders engage in intentional learning to become vocal champions of standards-aligned, high-quality instructional materials (HQIM). They must be able to articulate not just that curriculum matters, but how it serves as a high-leverage tool for equity. This literacy allows leaders to connect the dots between consistent, standards-aligned materials and a districtwide culture of high expectations and support, particularly for students with IEPs, multilingual learners, and other historically underserved students.
Step 2: Design an Adoption and Implementation Roadmap 
District leaders move beyond “what is changing” to define “how change will be managed.” They design an adoption roadmap that anticipates the technical and adaptive shifts required for a multi-year launch and implementation for the curriculum lifecycle. This includes setting realistic timelines, identifying likely friction points (such as teacher autonomy or grading shifts), and establishing two-way communication loops that maintain the transparency essential for stakeholder buy-in.
Step 3: Internalize IMplement MA 
Leaders must demonstrate a holistic understanding of the IMplement MA curriculum lifecycle. This involves mastering the interplay between technical procedures (Tasks and Steps), adaptive change (Elements), and phase-based achievements (Milestones). By internalizing this framework, leaders ensure that the district remains disciplined and does not “skip steps” in the pursuit of a quick rollout that, ultimately, will undermine sustained implementation.
Step 4: Streamline Initiatives for Impact
To protect the bandwidth of educators, district leaders perform a rigorous audit of current mandates. They must be willing to deprioritize, pause, or stop non-essential or conflicting initiatives to make effective implementation of standards-aligned, high-quality-instructional materials the central focus. This “clearing of the path” is a visible signal of commitment, ensuring that school leaders and teachers have the time and mental space to engage deeply with and support the success of the new materials.
Step 5: Mobilize School Administrators 
Because success takes root or stalls at the building level, district leaders must proactively mobilize school administrators. Through early professional learning targeted at school administrators, district leaders equip school-based administrators with the “why” and the research behind standards-aligned materials. This mobilization ensures that every school leader is prepared to serve as a secondary “North Star” for their specific staff, aligning building-level goals with the district’s broader vision.


[bookmark: _Toc225759856]Task 2: Create the Adoption Roadmap (Learn & Prepare)
Successful adoption depends on an adoption roadmap that anticipates hurdles before they emerge. District and school leaders establish the technical, financial, and operational “guardrails” that will govern the curriculum lifecycle. This includes defining timelines, identifying budget for both materials and ongoing professional learning, and establishing the decision-making protocols. By setting these parameters upfront, leadership ensures the Curriculum Council can focus on instructional quality without being sidelined by logistical ambiguity.
Step 1: Audit Current Instructional Materials
Leadership conducts a rigorous inventory of the materials currently in use to determine the necessity of a new adoption. This audit moves beyond age and wear-and-tear to focus on instructional equity. Key evaluative questions include:  
· Standards Alignment: Do current materials reflect the depth and rigor of  Massachusetts content curriculum standards?
· Equity of Access: Do students rely on teacher-created materials or “random acts of supplementation,” leading to uneven rigor and horizontal coherence across classrooms? Are current resources accessible for students with IEPs and multilingual learners? 
· Inclusivity: Do current resources provide “mirrors and windows” for diverse identities and support culturally and linguistically sustaining practices?
Step 2: Define Non-Negotiable Parameters
District leaders establish the fixed parameters that will govern the selection. This “boundary setting” supports a Curriculum Council that doesn't fall in love with a product that the district cannot support. Examples include:
· Scope: Specific grade bands and content areas (e.g., K-5 literacy including foundational skills).
· Total Cost of Ownership: Not just the initial “box” cost but recurring digital licenses, consumable replacements, and—critically—multi-year professional development funds.
· Technological Infrastructure: Requirements for Single Sign-On (SSO) compatibility (e.g., Clever/ClassLink), data privacy standards, and hardware requirements (e.g., Must function offline on Chromebooks).
· Staffing/Scheduling: Minimum daily minutes required by the materials vs. the current master schedule.
Step 3: Create a Comprehensive Roadmap
Leaders develop a high-level project plan that outlines major milestones. This includes a transparent selection timeline and decision-making protocols (e.g., using a RACI matrix to clarify who recommends and who approves, in addition to how the team reaches consensus on final decisions). A preliminary communication plan is incorporated to mitigate “surprises,” maintaining the transparency necessary to foster buy-in among educators and families.
Step 4: Define Curriculum Council Governance
Before recruitment begins, leaders finalize the “Playbook” for the Curriculum Council. This includes logistics (size, meeting frequency, stipends/release time) and governance responsibilities. Crucially, this step identifies the curriculum literacy training the Council will need to move beyond subjective liking to objective evaluation based on evidence and rigor.
Step 5: Anchor in the District’s Academic Vision
Leadership synthesizes the district’s mission, academic vision, Vision of a Massachusetts Graduate, and strategic plan. This ensures the new materials aren’t a standalone project but are the primary vehicle for actualizing the district’s long-term instructional equity goals. This alignment provides the foundation for the local lens, ensuring that the high-quality instructional materials selected are precisely calibrated to the district’s specific assets, student demographics, and instructional needs.


[bookmark: _Hlt225766601]Task 3: Assemble the Curriculum Council (Learn & Prepare)
The Curriculum Council bridges the gap between high-level district goals and classroom reality. Members—selected for their expertise and commitment to equity—undergo a curriculum literacy audit to identify professional development needs. Before evaluating any materials, the Council engages in ongoing learning around Massachusetts content standards, pedagogical shifts defined by the MA curriculum frameworks, and equity-centered pedagogical frameworks, including Standards I and II of Massachusetts’ effective teaching practices. This foundational training moves the group beyond subjective likes and dislikes, equipping them to make objective, data-driven decisions that prioritize the needs of every student.
Step 1: Formalize Council Incentives & Structure
Leaders finalize the administrative framework that honors the time and expertise of the Council. This involves defining specific roles and establishing committees—such as Student Support, Evidence-Based Early Literacy, or Caregiver Engagement—to support focused expertise and diversity in perspectives and representation. The district confirms compensation models, such as stipends, professional development points (PDPs), or dedicated release time for educators—to ensure the group remains both representative and agile.  
Step 2: Recruit a Diverse, Multi-Disciplinary & Representative Council
Leadership executes a strategic recruitment process so that the Curriculum Council is representative of the district across schools and stakeholder group. Membership includes, for example:
· Instructional Experts: Teachers and coaches with deep content knowledge and a track record for positive student outcomes across all student groups.
· Specialized Student Support: Representatives from Special Education and English Learner Education, including paraeducators, to ensure accessibility is a first thought and not an afterthought. 
· Leadership: District and school administrators who ensure the selection aligns with broader operational and instructional goals.
· Community Voice: Family or community representatives who serve as liaisons to build external trust and provide “local lens” feedback.
Step 3: Build Team’s Evaluate Competency of Curriculum Literacy
Before reviewing any curricular candidates, the Council undergoes an intensive onboarding process to build curriculum literacy specific to the “Evaluate” competencies necessary for objective evaluation. Members internalize the research-based rationale for standards-aligned curricular materials and engage in deep learning around the Massachusetts content curriculum framework, including the WIDA 2020 English Language Development Standards, instructional guidance in the Massachusetts Blueprint for English Learner Success, and Massachusetts Standards of Effective Teaching Practice I and II. This calibration ensures that every Council member can identify the instructional shifts materials must reflect and support to actualize the district’s content-specific instructional vision.
Step 4: Codify Governance & Operating Norms
The Council establishes “Rules of Engagement” to promote transparency and psychological safety. This involves documenting meeting cadences, sharing agendas in advance, and defining clear decision-making protocols for reaching consensus. Clear communication standards are set for how members will relay information back to their respective schools and families and seek input, ensuring the entire community feels represented in the process.  


[bookmark: _Toc225759858]Task 4: Define Your “Local Lens” (Learn & Prepare)
The Local Lens is the district’s unique evaluative filter the Curriculum Council uses to identify the high-quality instructional material (HQIM) that provides the “best fit” for its specific demographic and technical landscape. While HQIM must meet national and state standards, the Local Lens acts as the final arbiter to verify that materials serve the district’s specific students, teachers, and community. 
Applying this lens involves surveying stakeholders—including families and educators—to identify essential local assets and needs. These priorities often include the strength of English language development components, the quality of digital accessibility for inclusive practices, or the depth of teacher-facing supports. By utilizing the Local Lens, a district selects a “strong horse” that is not just high quality in a vacuum but is the best option for its unique context.
Step 1: Synthesize Stakeholder Needs & Data 
The Council conducts a comprehensive data-gathering exercise to identify the “essential” requirements for the new materials. They partner with staff, families, and the school committee to identify current instructional gaps and desired features. To identify instructional gaps, the Council analyzes:
· Outcome Data: Disaggregated performance trends (e.g., MCAS, ACCESS, and screening assessment, etc.) to see which student groups are not meeting benchmarks. If multilingual learners show a persistent gap in academic vocabulary, “strong language supports” become a high-priority lens.
· Written Curriculum Data: Teacher surveys and focus groups that reveal where the current materials support and where they fail (e.g., Teachers spend 4 hours a week searching for supplemental resources because current materials do not support inclusive or linguistically responsive practice).
· Family Perspective Data: Survey results that highlight barriers to partnerships with students & families, such as a lack of materials or resources in a students’ home language.
Step 2: Audit Past Practices & Establish Parameters  
The Council critiques previous curriculum review cycles to identify successful strategies and pinpoint where bias or oversights occurred. This reflection allows the Council to define clear parameters: non-negotiable technical/logistical constraints and instructional non-negotiables. 
· Logistical Parameters (The Filter): These are the “quick filtering” criteria set early to narrow the field. They include technicalities like budget, grade-band spans, and compatibility with the Learning Management System (LMS).
· Instructional Non-Negotiables (The Focus): These “must-haves” are derived from the data analysis in Step 1.4.1. They define the specific pedagogical features the materials must possess to address district gaps or limitations (e.g., Materials must include explicit, systematic phonics instruction for Tier 1 foundational skills instruction).


[bookmark: _Toc225759859]Task 5: Draft the Content-Specific Instructional Vision (Learn & Prepare)
The Curriculum Council drafts a focused content-specific instructional vision that defines excellence with equity for the specific content area. As the content “North Star,” this vision statement moves beyond the abstract to answer: What should students be thinking, doing, saying, and producing in our [content] classrooms? This locally defined vision provides a shared language for all stakeholders and acts as the primary benchmark for selecting and implementing high-quality instructional materials (HQIM). It verifies that the chosen materials serve as the vehicle for actualizing the district’s goals for student agency and rigorous, grade-level learning and beyond.  
By grounding the adoption roadmap in this content-specific vision, the district establishes a clear framework to justify current and future investments and evaluate progress. This systemic alignment connects professional learning and coaching cycles directly to the desired equity-centered student experience. This process ensures the instructional core remains centered on the unique needs and assets of the community, fostering a culture where identity and background do not predict student success.
Step 1: Synthesize Existing Foundations
Building off the work done in Step 1.2.5, The Council anchors the new vision in the district’s mission, academic vision, Vision of a Massachusetts Graduate, and strategic plan. This involves defining what equity looks like specifically within the content classroom for groups such as students with IEPs and multilingual learners. By aligning with these established foundations, the Council confirms that the new vision reinforces rather than replaces the district’s core values.
Step 2: Draft the Content-Specific Instructional Vision 
The Curriculum Council develops an equity-centered, content-specific instructional vision that clarifies the priorities for selection. Key components include:
· Content-Specific Focus: Defining high-quality teaching specifically within the discipline (e.g., the “Three Dimensions” of science or the “Standards for Mathematical Practice”). 
· Student-Centered Outcomes: Articulating what students should be thinking, doing, saying, and producing, shifting the focus from teacher actions to student cognitive demand and active engagement.
· Equity Centered: Explicitly addressing the dismantling of barriers by defining 3–5 non-negotiable shifts in practice, such as affirming student identities or supporting English language development through rigorous content.
· Practical Framework: Establishing the “look-fors” that the Implementation Team will eventually use during classroom walkthroughs to monitor systemic impact.
Step 3: Solicit Stakeholder Feedback
The Council tests the content-specific instructional vision with the broader community to verify that it resonates and feels achievable. Presenting the draft to a representative group of staff, students, and families not on the Council provides an opportunity to test the language in a real-world context. The Council uses this feedback to remove educational jargon and refine the vision into a powerful, easily understood call to action.
Step 4: Approve, Publish, & Socialize the Vision 
The Council finalizes the text and commits to using the content-specific instructional vision as the primary lens for evaluating materials. Once approved, the statement is published and socialized across the district and with families to build excitement and foster buy-in. This step establishes a clear rationale for the upcoming adoption and invites the community to hold the district accountable to its definition of excellence for teaching and learning in the specific content area.


[bookmark: _Toc225759860]Task 6: Scan the Market Landscape (Learn & Prepare)
Grounded in curriculum literacy and the district’s curriculum-specific instructional vision, the Council performs a comprehensive scan of the market. This involves evaluating open-source and proprietary materials against independent reviews (such as CURATE or EdReports). The goal is to identify the “breadth of the possible” and narrow the field to a shortlist of high-quality candidates that align with the content-specific instructional vision. This scan ensures the district doesn’t prioritize the “best-marketed” product but rather identifies the most robust high-quality candidates for deep investigation. For some content areas, there may be a limited range of available high-quality options.
Step 1: Conduct Market Research
The Council identifies a broad list of potential candidates by exploring diverse sources. Rather than limiting searches to familiar brands, the team identifies paid programs alongside Open Educational Resources (OER). It is critical to confirm that materials provide a comprehensive core—rather than supplemental “add-ons”—for the grade levels and content areas defined in the district’s scope.
Step 2: Review CURATE & Third-Party Evaluations
The Council utilizes objective vetting sources to filter for quality, grounding the evaluation in evidence rather than sales claims.
· CURATE (MA DESE): Review Massachusetts-specific reports aligned to Massachusetts-specific standards for teaching and learning. Pro Tip: Look beyond each rating to analyze the evidence within the narratives regarding supports for diverse learners.
· EdReports: Analyze the “Gateways” for standards alignment, usability, and instructional supports. Pro Tip: Look beyond the “Meets Expectations” (Green) ratings to analyze the evidence within the narratives for grades within the district’s scope for adoption.
Step 3: Execute Preliminary Publisher Inquiries
The Council establishes a professional relationship with publishers to gather technical data beyond public website information. This data connects directly to the district’s non-negotiable parameters (e.g., LMS integration, pricing tiers).  To protect the objectivity of the scan, the Council avoids live publisher presentations or “sales demos”; these are reserved for the Investigate & Select phase once the list is filtered to the top 2–3 contenders. The Council employs a consistent inquiry form so that all vendors are evaluated against the same criteria. Documenting all vendor responses establishes a transparent and auditable trail of information.
[bookmark: _Toc225759861]Elements Reflection Questions (Learn & Prepare)
District and school leaders utilize five core “practices” to drive progress and build stakeholder trust and buy-in throughout the IMplement MA lifecycle: Instructional Vision, Monitoring, Communication, Pausing for Equity, and Professional Learning.
Educators should use the following phase-specific reflection questions to verify that the Elements are actively driving progress to support adaptive change. If members of the team answer “No” or “Unsure” to more than two prompts within a current phase, leadership should schedule a strategic step-back meeting to realign the district’s trajectory.
Referencing these navigational checkpoints regularly supports proactive risk mitigation, allowing teams to address hurdles before they disrupt the timeline or implementation effectiveness.
Recommended Action Based on Results:
· 0–2 “No” or “Unsure”: Proceed with caution, noting areas for minor refinement.
· 3+ “No” or “Unsure”: Schedule a step-back meeting to realign with the core elements.
Instructional Vision
· Is the instructional vision content specific? Does it articulate what students should experience daily and the overall goals for student learning?
· Does it align with the district’s academic vision or Massachusetts Vision of a Graduate?
· Does it provide enough detail to guide future investment and measure progress?
Monitoring
· What disaggregated data had the team collected to assess the current state and systemic readiness for this process?
Communication
· In what ways does the district verify that communication regarding the purpose and goals of the curriculum review is accessible and inclusive of all stakeholders? 
· Does the communication plan specifically prioritize reaching families and educators from historically marginalized groups and communities?
Pausing for Equity
· What assumptions is the district making about student readiness or excellence? Which stakeholder voices are missing from the current review process?
Professional Learning
· Do the educators involved in the selection process understand and commit to the specific reasons for the proposed change?

[bookmark: _Toc225759862]Milestones (Learn & Prepare)
Milestones serve as vital indicators of progress within each IMplement MA phase, balancing technical requirements with adaptive shifts. View them as markers of the broad goals to anchor instructional equity.
Marker of Success: Moving from “selecting a product” to “launching a vision.”
Milestone: Strategic Leadership Preparation for Selection & Implementation – District leaders are prepared to facilitate selection and implementation planning processes that provide all educators with access to high-quality instructional materials (HQIM).
· District leaders articulated a transparent process for identifying and implementing HQIM, positioning these materials as the essential foundation for an equity lens that supports a culture of consistent, coherent, and equitable instruction across every school.
· District leaders utilize specific change management strategies and realistic timelines to support the transition, acknowledging both the operational logistics (technical change) and the shifts in mindsets and habits (adaptive change) required for sustained excellence with equity.
· District leaders prioritize HQIM adoption by dedicating significant time within their personal portfolios and streamlining competing priorities, so the system maintains a relentless focus on implementation fidelity and towards instructional integrity, unburdened by misaligned or incoherent initiatives. 
Milestone: Comprehensive Review and Self-Assessment – Leaders complete a comprehensive school and district review and self-assessment to inform the selection and implementation of high-quality instructional materials (HQIM). 
· Leaders conducted a formal audit to evaluate existing instructional materials, current pedagogical practices, and vertical and horizontal coherence to develop a clear understanding of the curriculum gaps that currently exist.
· The self-assessment incorporated disaggregated data to reveal variations in access to high-quality core materials and instruction across schools, grade levels, and specific student groups, such as students with IEPs and multilingual learners. This highlights opportunity gaps contributing to inequitable outcomes.
· Leaders synthesized these findings into a written report to define selection criteria and prioritize the district's most critical instructional needs. This report is shared with stakeholders to build the collective urgency and trust necessary for a large-scale systemic transition.
· Leaders use results from the self-assessment to guide all future decisions, and specifically curriculum selection and the implementation plan. 
Milestone: Assembling a Representative Curriculum Council – District and school leaders assemble a Curriculum Council with an equity lens to support collaborative decision-making.
· Membership in the Curriculum Council features diverse representation from teachers, school leaders, student support specialists (specifically those serving multilingual learners and students with IEPs), families, and community voices to bring multiple perspectives to the selection process.
· The Curriculum Council operates with defined norms, roles, and responsibilities, utilizing consistent meeting schedules and formal decision-making protocols to maintain strategic momentum and transparency throughout the curriculum review process.
· The Council’s work is anchored in evidence-based criteria and standardized tools, such as CURATE rubrics, Instructional Materials Evaluation Tool (IMET), or specialized equity-centered rubrics, to facilitate the objective evaluation of high-quality instructional materials (HQIM).
Milestone: Developing Council Expertise and Curriculum Literacy – The Curriculum Council possesses the requisite expertise and curriculum literacy to evaluate the strengths and weaknesses of instructional materials. 
· A representative group of educators participated in professional learning to develop curriculum literacy and calibrate their use of evaluation tools from CURATE to support a consistent, rigorous standard that is applied during all evaluations. 
· Council members co-developed or adapted evaluation tools that reflect local priorities, incorporating specific lenses for culturally & linguistically sustaining practices, such as language supports for multilingual learners, and alignment with state content standards.
· Feedback from the broader educator community and community body is systematically collected and incorporated into the selection process, to create partnerships with students & families. This is achieved through structured analysis of sample materials and documented feedback loops that inform the Council’s final recommendations. 
Milestone: Co-Creating a Shared Content-Specific Instructional Vision – The Curriculum Council drafts and shares a content-specific instructional vision for curriculum and instruction aligned with school and district priorities.
· The instructional vision is content specific (e.g., What does it mean to do math in our district?”) 
· The development of the instructional vision reflects a process that included pausing for equity and integrates diverse input from educators, families, students, and community members.
· The resulting content-specific instructional vision reflects alignment with the district’s equity goals. 
· The content-specific instructional vision is published and socialized in accessible formats, explicitly highlighting the role of high-quality instructional materials (HQIM) as the primary tool for realizing the district’s instructional equity goals to support the community’s understanding the “why” behind the new adoption.
· The content-specific instructional vision serves as a permanent framework to measure progress and guide future decisions, allowing leadership to evaluate every new initiative or observation based on its alignment with this shared definition of excellence with equity for teaching and learning within the specific content.
Milestone: Cultivating Community Trust and Equity-Centered Buy-In – District and school leaders foster trust and community buy-in to advance instructional equity, by leveraging high-quality instructional materials through their selection and implementation.
· Leaders make a “Case for Change,” providing a clear rationale for why a new HQIM selection is necessary, using disaggregated student data to illustrate the “opportunity gap” and focused narrative on “what is missing from our current tools.”
· Curriculum Council participation and selection was transparent. Leaders use an open, publicized “Call for Interest” that specifically targets diverse voices, including special education teachers, ESL/bilingual educators, and family representatives from underrepresented groups and communities.
· Leaders shared a clear, visual timeline of the selection process with the community. This adoption roadmap highlights specific “Input Windows” where stakeholders who are not on the Council can review samples, attend “Materials Showcases,” or submit digital feedback.
· Leaders facilitated public or semi-public sessions to define what cultural responsiveness, equity, and linguistic support mean for their community. This ensures the criteria used to evaluate materials are co-created with the people who will be affected by them.

[bookmark: _Phase_2:_Investigate][bookmark: _Toc225759863]Phase 2: Investigate & Select 
In the Investigate & Select phase, the Curriculum Council cultivates the curriculum literacy necessary to identify and evaluate materials that align with district assets and needs and the established content-specific instructional vision. By developing a deep understanding of evidence-based instructional design, including the “non-negotiables” of standards-alignment and pedagogical shifts, the Council establishes clear parameters and leverages market research to filter the field to a shortlist of 2–3 high-potential candidates. 
To verify that these materials reflect the district’s content-specific goals, they are subjected to a multi-dimensional vetting process through a series of “deep dives” using three methods: Materials Review, Field Test, and Publisher Inquires. This deliberate and rigorous process, rooted in high levels of curriculum literacy, builds the evidence base and stakeholder trust essential for sustaining equity-centered, effective implementation. Beyond product selection, this phase shifts the district’s culture from top-down decision-making toward inclusive, stakeholder-driven leadership.
[bookmark: _Hlt225766842][bookmark: _Hlt225765124][bookmark: _Hlt225765126]Overview (Investigate & Select)
Task 1: Mobilize School Leaders
Research shows that school leaders are the single strongest predictor of implementation success. For high-quality instructional materials (HQIM) to take root, school leaders must move toward deep advocacy as the instructional leaders of their building. This commitment requires school leaders to develop the requisite curriculum literacy to recognize high-quality instruction in action and the expertise to navigate the “Implementation Dip,” the predictable period when performance or morale may temporarily decline as staff unlearn old habits and internalize new routines. By mobilizing school leaders early, the district positions those closest to teachers to dismantle barriers, protect instructional and collaborative learning time, and maintain the momentum necessary for long-term excellence with equity.
Task 2: Filter the Field
The Curriculum Council acts as a filter, applying high-level screens to the broad market. By using a “local lens,” which includes the content-specific instructional vision, alongside objective markers of high quality, the Curriculum Council identifies 2–3 top-tier candidates for deep investigation. 
By the end of this phase, the Curriculum Council possesses the data to show that any finalist is a strong candidate. Filtering the field may require several rounds to derive the list of 2–3 options. This systematic filtering process maintains the integrity of the selection by focusing the district's limited time and resources on only the most promising candidates.
[bookmark: _Hlt225766735][bookmark: _Hlt225766852][bookmark: _Hlt225766684]Task 3: Conduct “Deep-Dive” Investigations
With the finalists identified, the Curriculum Council performs a “deep dive” investigation. This process moves beyond general ratings to identify the specific distinctions that make one product the “best fit” for the district. The goal involves finding the intersection of high-quality design, student accessibility, and teacher usability. Review materials against district equity priorities through three methods:
· Materials Review: Collect evidence of agreed-upon priorities directly from the materials.
· Field Test: Collect evidence by testing the materials in live classroom settings.
· Publisher Inquiries: Collect evidence by asking targeted questions of the publisher regarding support and equity.
This triangulation provides a 360-degree view of how the materials function in theory and in practice, allowing the Council to confirm that the final selection supports the district’s content-specific instructional vision and delivers on the promise of instructional equity.
[bookmark: _Hlt225766854][bookmark: _Hlt225766739]Task 4: Conduct the Field Test
A field test functions as a strategic “test” of the materials in a real-world environment. Rather than re-evaluating Standards Alignment—which occurs during the initial “high-level” screen and “Materials Review” stages—this task focuses specifically on Classroom Application: Accessibility for Students and Usability for Teachers (see CURATE rubrics). Prioritize specific indicators in this rubric domain for targeted field-testing data collection. 
Field test data, synthesized with findings from other investigative methods, informs the final selection and highlights specific curriculum limitations for the district to address. These identified gaps are central to the final recommendation and the subsequent multi-year implementation plan. Recognizing that no curriculum is a “perfect” solution, the field test identifies the systemic supports—such as targeted professional learning or modified scheduling—required for the chosen materials to succeed over time.
A key question the district grapples with related to identified gaps or limitations of each candidate is: “Do we have the time, capacity, expertise, and resources to address the gaps or limitations identified to support the success of this specific product, if selected?”
Task 5: Make a Final Decision
The Curriculum Council analyzes and synthesizes all data gathered from each investigation method for each set of materials. The objective involves reaching a consensus on the final selection that best aligns with the district’s unique needs and content-specific instructional vision. Recognizing that no curriculum serves as a perfect solution, the Council identifies the HQIM that’s the district’s “best fit”: robust, inclusive, and standards-aligned materials that provide a strong foundation for culturally and linguistically sustaining instruction. A consensus decision acknowledges that despite gaps or limitations, the recommended materials offer the best vehicle for instructional equity and advancing student achievement.
Task 6: Assess System Readiness
Before the official “Launch,” the district reflects on the extent to which the current culture and environment support success. This reflection verifies that the systems—both human and technical—can sustain the demands of high-quality instruction. A critical component involves communicating the decision clearly to all stakeholders, including partnerships with students & families. Transparency regarding the “why” behind the selection builds the trust necessary for a smooth transition. Communications with all stakeholders clarify exactly how the selected materials will advance the content-specific instructional vision and improve equitable outcomes for all students. By assessing readiness and communicating with transparency, the district creates a stable environment for the cross-functional Implementation Team to begin the formal launch.
Task 7: Establish a Cross-Functional Implementation Team 
With the selection finalized and the system prepared, the district transitions the Curriculum Council into a dedicated Implementation Team. This group manages the long-term support required for sustained instructional excellence with equity. The Implementation Team acts as the primary steward of sustainability, providing the logistical oversight and pedagogical leadership necessary for the transition. By maintaining a partner group of teachers, administrators, and community members, the district provides a continuous feedback loop to refine a multi-year curriculum lifecycle that defines how the materials will be supported, monitored, and sustained.


[bookmark: _Toc225759865][bookmark: _Hlt225766967][bookmark: _Hlt225766865]Task 1: Mobilize School Leaders (Investigate & Select)
Research shows that school leaders are the single strongest predictor of implementation success. For high-quality instructional materials (HQIM) to take root, school leaders must move toward deep advocacy as the instructional leaders of their building. This commitment requires school leaders to develop the requisite curriculum literacy to recognize high-quality instruction in action and the expertise to navigate the “Implementation Dip,” the predictable period when performance or morale may temporarily decline as staff unlearn old habits and internalize new routines. By mobilizing school leaders early, the district positions those closest to the classroom to dismantle barriers, protect instructional and collaborative learning time, and maintain the momentum sustain excellence.
Step 1: Build School Leaders’ Foundational Curriculum Literacy 
Equip school leaders with the markers of instructional equity. Through dedicated curriculum-specific professional learning, school leaders can articulate why Curriculum Matters as a primary lever for equity and student agency. They learn to identify the specific shifts in practice required by high-quality instructional materials and explain how HQIM supports a culture of high expectations.  This foundational knowledge allows leaders to advocate for how these materials provide all students—including students with IEPs and multilingual learners—consistent access to grade-level content and rigor.
Step 2: Master the Change Management Playbook
School leaders prepare to navigate the human side of adaptive change. Their professional learning focuses on understanding the multi-year arc of adoption to manage staff expectations effectively. Leaders develop site-specific strategies to support teachers through the “learning curve” and practice providing feedback that aligns with the pedagogical shifts of the new materials rather than legacy practices.
Step 3: Streamline Initiatives 
Consistent and coherent implementation requires a sustained investment of time and energy. School leaders position the new materials as the central focus of the school year. This involves reviewing school-based initiatives and pausing those that compete with or contradict the HQIM launch. Leaders commit existing structures—such as Common Planning Time (CPT), staff meetings, and professional development days—specifically to the preparation and implementation of the new materials.
Step 4: Establish Two-Way Communication Loops
Buy-in is built through transparent dialogue. District leaders create structured opportunities for building leaders to access a psychologically safe environment to ask difficult questions and provide honest feedback. This communication strategy moves beyond a single announcement to a series of check-ins that address the evolving needs of the school leadership team. Leaders utilize these loops with all stakeholders, including families, to foster a shared commitment to the district’s content-specific instructional vision.
Step 5: Cultivate a Distributed Leadership Team
Building leaders do not lead this change in isolation. They identify and empower a localized group of “Curriculum Champions,” early adopters and respected peer teachers who model a growth mindset and commitment to equity through the implementation of HQIM with integrity. This group must include specialists from Special Education and English Learner departments (Student Support “Champions”) to model accessible instruction for multilingual learners and students with IEPs from day one. By training these internal leaders before their peers, the district enables them to provide ongoing, site-based support and professional learning to their colleagues, complementing the work of the districtwide Implementation Team.


[bookmark: _Toc225759866]Task 2: Filter the Field (Investigate & Select)
The Curriculum Council acts as a filter, applying high-level screens to the broad market. By using a “Local Lens” alongside objective markers of high quality, the Curriculum Council identifies 2–3 top-tier candidates for deep investigation. 
By the end of this task, the Curriculum Council possesses the data to show that any finalist is a strong curricular option for the district, providing a strong foundation for equitable instruction. Filtering the field may require several rounds to derive the list of 2–3 options. This systematic filtering process maintains the integrity of the selection by focusing the district's limited time and resources on only the most promising candidates.
Step 1: Deepen Analysis of Independent Evidence
While the preliminary scan in Phase 1 identified the “breadth of the possible,” this step requires a deeper, comparative analysis to narrow the field. The Curriculum Council moves beyond publisher marketing by analyzing objective, third-party evaluations with a focus on specific district priorities. The Council reviews Massachusetts-specific CURATE reports and DESE curriculum guides for content areas that do not have CURATE reports or other national evaluations.
To prioritize equity, the Council utilizes the Culturally Responsive Curriculum Scorecard to evaluate the extent to which the materials are culturally responsive and relevant. Additionally, the Council applies the Benchmarks of Quality for Multilingual Learners to determine how materials support linguistically responsive education and incorporate pedagogical language knowledge for multilingual learners. This second look allows the Council to compare how different “high-quality” programs specifically address the district's unique student demographics.
Step 2: Conduct Technical “Desk” Research
The Council consults the Massachusetts Curriculum Dashboard and Curriculum Data Report to identify peer districts using the materials. Through brief “reference calls” to curriculum directors in similar districts, the Council identifies any immediate “deal-breakers” regarding technical support or implementation hurdles. These consultations provide real-world insights into student engagement and teacher satisfaction, allowing the Council to filter out programs that may be “high quality” on paper but logistically incompatible with the district’s technical landscape.
Step 3: Align Options with the Content-Specific Instructional Vision
The Council evaluates the remaining options against the content-specific instructional vision (i.e., “North Star”).  Council members ask: “Does this specific curriculum facilitate the student experiences and outcomes we defined as our priority for all learners?” Group materials into “Strong Alignment,” “Partial Alignment,” or “Misaligned” based on the priorities aligned to the content-specific instructional vision.
Step 4: Confirm Finalists for Deep Investigation
The Council reaches consensus on the 2–3 products moving forward into the comprehensive vetting phase. Recording the specific rationale for why materials were selected—and why others were screened out—creates a transparent evidentiary trail. This documentation establishes the official list of finalists for the “deep dive” investigation through a Materials Review, Field Test, and Publisher Inquiries. Leadership communicates this progress to all stakeholders, providing opportunities for feedback that promotes transparency and fosters buy-in. By articulating the data-driven reasons for these selections, the Council builds the community trust necessary for a successful launch and sustained implementation.


[bookmark: _Toc225759867]Task 3: Conduct “Deep Dive” Investigations (Investigate & Select)
With the finalists identified, the Curriculum Council performs a “deep dive” investigation. This process moves beyond general ratings to identify the specific distinctions that make one product the “best fit” for the district. The goal involves finding the intersection of high-quality design, student accessibility, and teacher usability. Review materials against district equity priorities through three methods:
· Materials Review: Collect evidence of agreed-upon priorities directly from the materials.
· Field Test: Collect evidence by testing the materials in live classroom settings.
· Publisher Inquiries: Collect evidence by asking targeted questions of the publisher regarding support and equity.
This triangulation provides a 360-degree view of how the materials function in theory and in practice, allowing the Council to confirm that the final selection supports the district’s content-specific instructional vision and delivers on the promise of instructional equity.
Step 1: Calibrate on Evaluation Tools
Before investigating finalists, the Council must establish a consistent measurement tool and specific indicators to target for data collection. When selecting these indicators, the district prioritizes those most closely aligned with its local equity goals and content-specific instructional vision. Key considerations for prioritization include: 
· Student Accessibility: Evaluating specific entry points and scaffolds and their effectiveness across diverse learning needs, such as those of students with IEPs and multilingual learners.
· Teacher Usability: Assessing the clarity of teacher-facing guides and supports, including for inclusive and culturally & linguistically sustaining practices; realistic pacing; and the quality of digital dashboards.
· Student Engagement: Assessing the extent to which the tasks promote high cognitive demand and active academic student discourse.
Step 2: Create a Multi-Perspective Investigation Plan
A structured timeline supports a thorough and fair review of every finalist.  The Curriculum Council organizes specialized committees to facilitate a 360-degree view of the materials, distributing the cognitive load of the review across diverse expertise. The following are provided as examples: 
· Student Support Team: Focusing on accessibility supports for students with IEPs, multilingual learners, and students working above or below grade level
· Grade-Level Content Team: Focusing on classroom tasks and instruction, text quality and organization, approach to instruction, grade-appropriate practices, or scope and progression of learning for the respective content
· Evidence-Based Early Literacy: Focusing on early literacy practices aligned with the evidence base for literacy development 
· Tech Integration Team: Testing LMS and data systems integration; digital equity
The Council sets a clear calendar for each product review, intentionally protecting time for reviewing and synthesizing evidence between each investigation of individual products.
Step 3: Execute Strategic Publisher Inquiries
The Council gathers real-world data that extends beyond marketing brochures by facilitating structured, evidence-based inquiries. To move the conversation from a general sales pitch to a technical investigation, the Council sends publishers a list of specific, high-level probing questions in advance. By leveraging the “What the Publisher Says” section of CURATE reports, the Council tests specific claims and verifies that the materials meet the district’s non-negotiable standards for equity and rigor.
To maintain control over the dialogue and prevent generic presentations, the Council requires publishers to provide specific evidence and “live” navigation of the digital or physical platform for each query. Targeted inquiry examples include the following: 
· Content Literacy: Identify a specific 3-to-5-lesson sequence and demonstrate how the materials build student understanding of both content and academic language over that time.
· Representation & Bias: Direct us to a unit across grades where the materials explicitly challenge a traditional historical narrative or stereotype. How do the teacher notes support a facilitator in navigating this specific conversation. How does guidance evolve over time?
· Linguistic Support: Show us the teacher-facing resources for a mid-unit performance task. How do these resources differentiate for an English learner at ELD Level 1 vs. a Level 4 without lowering the cognitive demand of the task?
· Implementation Support: Describe the specific onboarding support provided to teachers during the first 90 days of implementation. What curriculum-specific coaching tools do you provide for administrators or instructional coaches?
Note on Publisher Inquiries and Meetings: Publisher inquiries and meetings are an optional component of the investigation process, recommended primarily to obtain information that cannot be discerned through an independent review of materials, the field test, or existing promotional resources. Meetings with publishers may serve as a time-saving option when the review window is narrow, as representatives can provide an efficient entry point to navigate the materials based on the targeted questions asked of them (e.g., examples 1– 3 from above) and clarify how specific features function.
To maintain an objective 360-degree view of the materials, the Council should verify all publisher claims through the materials review, the field test, or peer district testimonials gathered during “desk research.” This verification confirms that the evidence gathered from the materials and how they function in practice—aligned with the content-specific instructional vision—remain the primary driver of the final decision.
Step 4: Conduct an Evidence-Based Materials Review
The Council executes the “deep dive” using calibrated tools, rubrics, and evidence-capture tools specifically aligned to the district’s content-specific instructional vision. To calibrate, Council members develop shared understanding of specific tools or evidence of “meet expectations” or “strong” to align their internal standards. Once calibrated, the team may opt to investigate the materials through two distinct lenses: 
· The “Mock Planning” Exercise: Members “mock plan” intellectual preparation for a  lesson using only the provided teacher guide. This exercise reveals the usability of the materials—specifically the clarity of instructional methods, the transparency of the pedagogical routines, and the quality of teacher-facing supports for differentiation.
· The “Evidence Scavenger Hunt”: Members search for explicit proof of rigor and equity. They trace how a specific standard develops over a unit, evaluate the complexity of the “anchor texts” or “anchor tasks,” and scrutinize the embedded supports for multilingual learners and students with IEPs.
By balancing these lenses, the Council avoids over-prioritizing “ease of use” at the expense of grade-level rigor and accessibility for all students. All data is systematically documented, transforming the final recommendation into a data-driven story that explicitly shows which curriculum best supports actualizing the district’s content-specific instructional vision and equity goals. 


Task 4: Conduct the Field Test (Investigate & Select)
A field test functions as a strategic “test” of the materials in a real-world environment. Rather than re-evaluating Standards Alignment—which occurs during the initial “high-level” screen and “Materials Review” stages—this task focuses specifically on Classroom Application: Accessibility for Students and Usability for Teachers (see CURATE rubrics). Prioritize specific indicators in this rubric domain for targeted field-testing data collection. 
Field test data, synthesized with findings from other investigative methods, informs the final selection and highlights specific curriculum limitations for the district to address. These identified gaps are central to the final recommendation and the subsequent multi-year implementation strategy. Recognizing that no curriculum is a “perfect” solution, the field test identifies the systemic supports—such as targeted professional learning or modified scheduling—required for the chosen materials to succeed over time. A guiding question for districts as they consider the high-quality instructional materials that are the “best fit” for their community is: “Do we have the time, capacity, expertise, and resources to address the gaps or limitations identified to support the success of this specific product, if selected?” 
Step 1: Design a Focused Field Test Schedule
The Curriculum Council establishes a lean, high-impact schedule (ideally 3-5 weeks per product) using a representative unit that supports student learning progression of grade-level standards. A diverse group of educators, including those who work with multilingual learners and students with IEPs, participate in the field test. To mitigate bias and foster buy-in, participating teachers test each finalist comparatively. Clear deadlines for weekly or mid-unit check-ins and final data submission keep the process on track and maintain momentum.
Step 2: Standardize Data Collection Protocols
To promote feedback that is objective and actionable, the Council standardizes how data is captured, aligning all metrics to the district’s content-specific instructional vision. When selecting specific indicators to prioritize, the Council may focus on, for example:
· Teacher Logs: Tracking “Prep Time vs. Instruction Time” and “Pacing Realities.”
· Student Voice: Using age-appropriate surveys to measure the materials’ relevance and engagement.
· Family Voice: Bridging the school-home connection by understanding family need for supporting student learning by navigating a digital platform.
· Observation Tools: Coaches and leaders utilize a shared, “Look-For” tool focused on student academic discourse, “cognitive lift,” and accessibility.
Step 3: Execute High-Intensity Field Test Training
Before the first lesson, field test teachers receive training on the unit’s instructional approach and digital platform. Professional development clarifies the pedagogical intent of the materials, helping teachers avoid reverting to legacy practices that might skew the results. By framing the field test as a leadership opportunity to shape the district’s future rather than an additive task, instructional leaders emphasize teachers’ roles as essential partners in this selection process. 
Step 4: Facilitate the Field Test & Evidence Collection
The field test is monitored in real time to identify immediate technical or pedagogical hurdles. The Council maintains a dedicated communication channel for rapid troubleshooting. More importantly, the Council collects samples of student work to assess whether the materials elicit high-quality, rigorous responses and if the observed lessons reflect the district’s content-specific instructional vision in practice.
Step 5: Support the Field Test to Anticipate Scalability
School leaders and coaches act as active learning partners, bridging the gap between theory and classroom reality. Coaches help teachers navigate new routines and technical hurdles in real time. Leaders track resource shortages, infrastructure needs, and pacing difficulties. This transparency allows the district to identify the specific, targeted professional learning required to support equitable instruction when the selected materials are launched districtwide. 
Note on Implementation Strategy: The goal of identifying gaps or limitations during the field test is to plan for systemic adjustments (e.g., professional learning needs, coaching focus, or schedule changes). To maintain the integrity of the HQIM, the district commits to implementing the core materials as designed for at least one full year before considering the introduction of supplemental instructional resources. This distinction allows the district to address the learning curve before attempting to fill perceived “material gaps.”
Step 6: Preview the “Day 1” Experience
Ultimately, this data provides the Curriculum Council with a realistic preview of the transition. This preview allows the district to proactively plan its Launch phase, addressing the technical and adaptive needs of staff before the first official lesson. By the conclusion of the field test, the Council possesses the evidence necessary to confirm that the district is prepared to support teachers and students through the inevitable learning curve of a new adoption. 


[bookmark: _Toc225759869]Task 5: Make a Final Decision (Investigate & Select)
The Curriculum Council analyzes and synthesizes all data gathered from each investigation method for each set of materials. The objective involves reaching a consensus decision on the final selection that best aligns with the district’s unique assets and needs and content-specific instructional vision.
The Curriculum Council analyzes and synthesizes all data gathered from each investigation method. The objective involves reaching a consensus on the final selection that best aligns with the district’s unique needs and content-specific instructional vision. Recognizing that no curriculum serves as a “perfect” solution, the Council identifies the HQIM that’s the district’s best fit: robust, inclusive, and standards-aligned materials that provide a strong foundation for culturally and linguistically sustaining instruction.
A consensus decision acknowledges that despite gaps or limitations, the recommended materials offer the best vehicle for instructional equity and advancing student achievement. By the conclusion of this task, the district moves forward with a single, evidence-based recommendation that transitions the focus from “which materials” to “how we will implement them.”
Step 1: Synthesize Evidence into a Final Evaluation 
The Council aggregates all qualitative and quantitative data to create a comprehensive view of each finalist. This involves combining scores from the initial filtering process, the hands-on materials review, field test surveys, and data from publisher inquiries. Using the Investigate & Select: Make a Decision Worksheet, the Council maps where each product excels and, crucially, identifies “gaps” where the district must provide systemic support or targeted professional learning. Every finding is cross-referenced with the content-specific instructional vision to confirm the final data set supports long-term, equitable instructional goals for all students.
Step 2: Reach Consensus on the Final Decision
A structured decision-making process is utilized to move the Curriculum Council beyond a simple majority vote toward collective ownership. By employing consensus-building strategies—such as “Fist-to-Five”—leadership confirms that every member can support the recommendation, even if it was not their first choice.
The Council records the specific reasons for selecting the chosen materials, explicitly acknowledging any limitations and outlining why the selected HQIM is the “best fit” to realize the content-specific instructional vision. This evidence is organized into a formal rationale for the school committee and the broader community, clarifying how the selected materials will advance the vision and improve outcomes for every student.


[bookmark: _Toc225759870]Task 6: Assess System Readiness (Investigate & Select)
Before the official “Launch,” the district reflects on the extent to which the current culture and environment support success. This reflection verifies that the infrastructure—both human and technical—can sustain the demands of high-quality instruction. A critical component involves communicating the decision clearly to all stakeholders. Transparency regarding the “why” behind the selection builds the trust necessary for a smooth transition. Communications with all stakeholders clarify exactly how the selected materials will advance the content-specific instructional vision and improve equitable outcomes for all students.
Step 1: Audit & Align the Instructional Schedule 
High-quality instructional materials (HQIM) require protected, uninterrupted time to be implemented with integrity. Administrators confirm that school schedules provide the full, uninterrupted time required for Tier 1 core instruction as specified by the applicable Massachusetts curriculum framework. This audit also involves coordinating co-teaching and push-in supports to verify that students with IEPs and multilingual learners receive core Tier 1 instruction alongside their peers. Administrators schedule intervention (Tier 2/3) and enrichment blocks at separate times to prevent students from being removed for support services during the essential core instruction window. 
Step 2: Codify the Professional Learning & Support Infrastructure
Implementation success depends on moving beyond a single “training day” to a culture of continuous learning. The district codifies a professional learning plan that outlines the transition from initial orientation to instructional mastery. Administrators secure recurring, job-embedded professional development (PD) on the district and school calendar. They also confirm that collaborative learning opportunities, such as common planning time (CPT), are built into the weekly schedule for unit unpacking, lesson internalization, and student work review. Finally, administrators identify instructional coaches and clear their schedules to provide direct, curriculum-specific support during critical early launch weeks.
Step 3: Align Fiscal Systems with the Content-Specific Instructional Vision
The budget serves as a formal statement of district priorities. Administrators confirm that funding covers the “Total Cost of Ownership” for both the initial launch and long-term sustainability. This fiscal alignment includes:
· Procuring all necessary resources, including digital licenses, hardware, manipulatives, and all consumable student products.
· Allocating stipends for teacher-leaders and funding for external consultants to facilitate ongoing, curriculum-specific professional learning and supporting equitable access to grade-level learning with HQIM for all students. 
· Establishing a multi-year funding cycle to refresh consumable materials, renew software licenses, and provide onboarding training for new hires in subsequent years to prevent “instructional drift” and maintain instructional equity.


[bookmark: _Toc225759871]Task 7: Establish a Cross-Functional Implementation Team (Investigate & Select)
With the selection finalized and the system prepared, the district transitions the Curriculum Council into a dedicated Implementation Team. This group manages the long-term support required for sustained instructional excellence with equity. The Implementation Team acts as the primary steward of sustainability, providing the logistical oversight and pedagogical leadership necessary for the transition. By maintaining a partner group of teachers, administrators, and community members, the district provides a continuous feedback loop to refine a multi-year strategy that defines how the materials will be supported, monitored, and sustained.
Step 1: Activate a Cross-Functional Implementation Team
A successful launch relies on a central team that maintains clear communication between school & district leadership and the classroom. This team honors the expertise of all schools and departments, including Information Technology, Special Education, and English Learner Education. The district establishes a regular meeting schedule and defines the team’s core mission: to monitor the fidelity of implementation, support the integrity of instruction, and resolve site-based operational and pedagogical challenges in real time.
Designated members serve as building-level liaisons who advocate for the new curriculum while bridging authentic feedback from colleagues back to the team. This structure allows the team to perform thoughtful analysis and initiate responsive actions that address the unique needs of each school community.
Step 2: Codify a Responsive Implementation Plan
District leaders create a dynamic living document to guide the complexities of the initial launch and sustained implementation: the implementation plan. This plan avoids static checklists and instead focuses on adaptive growth: 
· Aligns every metric—from teacher professional growth to student achievement—to the content-specific instructional vision
· Establishes a timeline with clear milestones for ordering materials, technical integration, and initial training to verify that all necessary resources are available before the start of the new academic year
· Socializes the plan with instructional staff, administrators, and families to build a culture of transparency and shared accountability
· Schedules “formative checks” regularly to review classroom data and teacher feedback, allowing the team to update strategies based on the actual instructional needs of students and instructional staff.  
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District and school leaders utilize five core “practices” to drive progress and build stakeholder trust and buy-in throughout the IMplement MA lifecycle: Instructional Vision, Monitoring, Communication, Pausing for Equity, and Professional Learning.
Educators should use the following phase-specific reflection questions to verify that the Elements are actively driving progress to support adaptive change. If members of the team answer “No” or “Unsure” to more than two prompts within a current phase, leadership should schedule a strategic step-back meeting to realign the district’s trajectory.
Referencing these navigational checkpoints regularly supports proactive risk mitigation, allowing teams to address hurdles before they disrupt the timeline or implementation effectiveness.
Recommended Action Based on Results:
· 0–2 “No” or “Unsure”: Proceed with caution, noting areas for minor refinement.
· 3+ “No” or “Unsure”: Schedule a step-back meeting to realign with the core elements.
Instructional Vision
· Does the Curriculum Council regularly reference the content-specific instructional vision during the selection process?
· Does the gathered evidence demonstrate that the materials support the district’s content-specific instructional vision?
Monitoring
· What specific evidence indicates that schools are prepared for the upcoming launch?
· Are the necessary data-gathering systems functional and ready for “Day 1” of implementation?
Communication
· Has the district provided teachers with clear guidance on expectations for use implementing the new materials? 
· Is the district maintaining transparency with stakeholders regarding how values—such as cultural relevance and academic rigor—are being weighed?
Pausing for Equity
· Whose “ways of knowing” or cultural perspectives are centered within these materials? What is our plan to remediate through practices that are inclusive and culturally and linguistically sustaining?
· Have the selection process and associated training shifted educator expectations for all students, particularly multilingual learners and students with IEPs?
Professional Learning
· Has the district clearly established and articulated a comprehensive plan for the launch?
· Does this plan include specific expectations for professional development, coaching, and collaborative learning?


[bookmark: _Toc225759873]Milestones (Investigate & Select)
Milestones serve as vital indicators of progress within each IMplement MA phase, balancing technical requirements with adaptive shifts. View them as markers of the broad goals to anchor instructional equity.
Marker of Success: Aligning the district’s infrastructure (budget, time, and systems) to support the new materials.
Milestone: Building-Level Leadership for HQIM Implementation – School leaders are equipped to lead implementation, so all educators support or utilize high-quality instructional materials (HQIM) with integrity.
· School leaders can articulate the specific process for identifying and implementing HQIM, positioning these materials as the essential foundation for a culture of consistent, coherent, and equitable instruction within their unique school community.
· School leaders utilize specific change management strategies and realistic timelines to support the transition, acknowledging the operational logistics (technical change) and the shifts in mindsets and habits (adaptive change) required for sustained excellence with equity specific to their building context.
· School leaders prioritize HQIM adoption by dedicating significant time within their personal leadership portfolios and streamline competing priorities by removing “initiative clutter” to maintain a relentless focus on high-quality implementation at the building level. 
Milestone: Aligning Selected HQIM with the Content-Specific Instructional Vision – The Curriculum Council selects high-quality instructional materials (HQIM) aligned with the shared, content-specific instructional vision.
· The final selection of HQIM resulted from a rigorous, transparent process and criteria, incorporating substantive input from teachers, leaders, families, and the community to foster collective ownership rather than a top-down mandate.
· Selected materials demonstrate documented quality through high-quality reviews, confirming their ability to support equitable access for multilingual learners and students with IEPs through built-in scaffolds rather than requiring educators to create them from scratch. 
· District leaders developed a formal crosswalk to document alignment between the selected HQIM and the content-specific instructional vision and goals, providing a clear rationale for how these materials serve the district’s long-term instructional equity priorities and facilitates a “common language” for the launch.
Milestone: Establishing an Operational Implementation Team – Administrators establish an Implementation Team that maintains a regular meeting schedule and processes to monitor progress and address systemic instructional equity needs.
· The HQIM Implementation Team maintains diverse representation across schools, district departments, and key stakeholder groups to facilitate broad buy-in and a launch informed by various perspectives.
· The Implementation Team follows a defined meeting cadence dedicated to monitoring progress, addressing real-time challenges, and providing direct support to school-level teams, preventing implementation from becoming a “side project” and keeping it at the center of district and school operations.
· Implementation Team members serve as active liaisons to their respective stakeholder groups, managing standardized timeline for material procurement and staff communications to keep all stakeholders aligned and informed.
· Administrators established a timeline with key milestones, providing sufficient time for material selection and ordering before the school year begins, and implements a structured communication plan to manage expectations and provide  clarity for staff and the community.
Milestone: Inclusive Family and Community Engagement – Administrators support broad community understanding of HQIM through consistent, inclusive, and transparent family & community engagement to foster collective commitment to instructional excellence with equity.
· Prior to selection, the district distributed communications in families’ home languages, explaining the specific benefits of HQIM —such as increased rigor and better preparation for post-secondary success—and how the adoption aligns with district-wide goals for equity.
· Administrators facilitate active processes for soliciting input from all stakeholder groups, including specific outreach to families of students with IEPs and multilingual learners, to hear concerns about how implementation of these materials will meet their student’s needs.
· Leaders utilize established feedback loops, such as surveys or public meetings, to track community understanding and sentiment, culminating in a final selection that that has strong support from families and students.
Milestone: Equity-centered Implementation Planning and Goal Setting – Administrators establish an implementation plan with measurable, equity-centered goals and define clear roles for every stakeholder group, including district staff and families. 
· The implementation plan establishes clear, measurable goals directly aligned with the content-specific instructional vision. 
· Leaders shared preliminary drafts of the implementation plan with the broader community, refining the plan based on qualitative feedback from educators and families, as well as quantitative data from the field test and readiness assessments.
· The final plan has sufficient buy-in from teachers, administrators, and there is a plan to continue to track and improve buy-in over time.
· The implementation plan functions as a living document with a regular update cycle that allows administrators to remain responsive to ongoing feedback from the field, facilitating necessary adjustments to the professional learning plan, coaching models, or resource allocation as the launch progresses. 
Milestone: Strategic Scheduling and Operational Alignment – Administrators establish school schedules and operational systems that protect instructional time, maximize inclusive opportunities for all students, and provide curriculum-specific professional learning.
· School schedules provide sufficient time for core instruction and facilitate inclusive models for instructional supports, such as co-teaching and push-in, so that students with IEPs and multilingual learners remain anchored in grade-level content rather than being pulled away during essential Tier 1 instruction. 
· Intervention and enrichment blocks are integrated into the school day to protect the integrity of core instruction with HQIM, allowing all students to engage with the core curriculum while receiving Tier 2 / Tier 3 support they need during dedicated, non-conflicting times.
· Administrators incorporate protected time for curriculum-specific professional learning, including a strategic mix of professional development, coaching, collaborative learning, and individual learning, so educators have opportunities to master the HQIM over time.
Milestone: Differentiated and Sustained Professional Learning – Educators receive high-quality, differentiated professional learning (PL) that includes professional development, coaching, collaborative learning, and individual learning.
· The PL plan defines success and communicates clear expectations regarding the utilization of the new high-quality instructional materials (HQIM), so all instructional staff can align their daily classroom practices with the content-specific instructional vision. 
· The districtwide calendar incorporates multiple touchpoints throughout the academic year to sustain educator growth. Provided PL provide “just-in-time” support and differentiated training to address common implementation hurdles as they arise in real time. 
· Educators receive ongoing, supportive curriculum-specific coaching to bridge the gap between theory and practice. Coaching models instruction with HQIM, providing growth-oriented, curriculum specific feedback that are explicitly disconnected from formal evaluation.  
· The weekly schedule includes protected time for collaborative preparation, dedicated to unit unpacking, lesson internalization, and student work review to verify that students engage in the “cognitive lift” of grade-level content and rigor every day. 
Milestone: Strategic Fiscal Alignment for Implementation Health – Administrators strategically align fiscal systems with the instructional vision to prioritize the long-term health of equity-centered implementation.
· Budget allocations secure the necessary HQIM, technology infrastructure, and physical ancillary resources (e.g. math manipulatives, decodable texts, science kits), removing “scarcity hurdles” that ensure teachers have every resource required for a high-integrity launch through proactive funding. 
· Budget allocations prioritize the personnel required to drive implementation, including funding for teacher-leader stipends, project coordinators, and cross-functional teams, recognizing that people—not materials—are the primary drivers of change. 
· Budgeting prioritizes both the initial launch training and the sustained, annual professional learning to shift instructional practice and maintain grade-level “cognitive lift” for all students, including targeted funding for specialists to support students with IEPs and multilingual learners. 
· The implementation plan incorporates sustainability strategies to manage recurring costs, such as physical consumables and the ongoing induction of new educators. This fiscal oversight prevents “instructional drift” over time by maintaining the same quality of materials and training for future hires as was provided during the initial launch.
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Managed by an Implementation Team, the Launch phase establishes “Day 1 Preparedness” by equipping instructional staff with the logistical infrastructure, tools, and requisite curriculum literacy required to utilize high-quality instructional materials (HQIM) with integrity. This phase involves orchestrating an implementation plan that includes, but is not limited to, the distribution of physical and digital materials; the codification of expectations for use, pacing, assessments, and grading; and the delivery of initial HQIM-specific professional learning. 
Rather than a one-time event, the Launch phase functions as a strategic bridge to sustainability. By addressing the technical complexities of a systemic transition, the Team focuses on managing the psychological vulnerability inherent in any steep learning curve. Through proactive, extended support, the Implementation Team shifts the district climate from an apprehension of “making mistakes” toward a culture of professional growth, where the new materials serve as a catalyst for collective instructional improvement.
[bookmark: _Hlt225766980]Overview (Launch)
Task 1: Define Success & Expectations
In collaboration with the Implementation Team, administrators define what “success” looks like with the new HQIM before the first lesson is taught. These expectations provide the essential “rules of the road” as instructional staff begin to navigate the new materials. By establishing clear boundaries, the district maintains fidelity to the curriculum’s evidence-based components while supporting the data-informed professional judgment required to meet the diverse learning needs of every student with integrity. 
Task 2: Align Assessment & Grading Policies
In this task, the Implementation Team aligns the curriculum’s assessments with existing district grading policies and how they are integrated within the broader assessment system. Clearly defining the curriculum-based assessments and their influence on final grades provides clarity for both educators and families. Addressing potential challenges—such as data entry hurdles or conflicting policies—prior to the first reporting period reduces the anxiety that often accompanies systemic transitions. 
Task 3: Design the Professional Learning Plan 
Implementation of high-quality instructional materials with integrity is built on a foundation of sustained, curriculum-specific professional learning—a broad term encompassing the active and ongoing process of integrating new instructional practices into daily routines. A comprehensive plan balances four distinct types of support to provide a cohesive experience for all instructional staff, including administrators. To maintain an equity lens, the district designs this plan to provide every educator with the specific curriculum literacy competencies required to facilitate grade-level instruction and equitable access for students with IEPs and multilingual learners through practices that are inclusive and culturally and linguistically sustaining.
Four Types of Curriculum-Specific Professional Learning:
· Professional Development (PD): Targeted training focused on the pedagogical approach of the materials. Unlike general workshops, curriculum-specific PD builds educator capacity to utilize the instructional methods, embedded routines, specialized resources, and specific unit trajectories within the HQIM to facilitate equitable instruction, particularly for students with IEPs and multilingual learners.
· Coaching: Personalized, non-evaluative support grounded in the materials themselves. In a curriculum-specific coaching cycle, the coach and teacher collaborate within the classroom to analyze student work against curriculum-defined mastery, model specific instructional routines found in the teacher guide, and troubleshoot the implementation of curriculum-embedded scaffolds.
· Collaborative Learning: Structured, dedicated time (such as common planning time, CPT) for peer-to-peer intellectual preparation. Educators work together to unpack the “big ideas” of an upcoming unit, anticipate student misconceptions based on curriculum tasks of specific lessons, and plan for supporting the specific linguistic and cognitive demands of the materials.
· Individual Learning: Dedicated time and protocols for educators to reflect on, refine, internalize, and apply learning on their own. This supports the deep cognitive work required to translate new HQIM into meaningful and equitable student experiences with grade-level work.
[bookmark: _Hlt225766139]Task 4: Execute Initial Curriculum-Specific Professional Development
Before launching the materials, the initial professional development of the broader professional learning plan serves as the formal introduction to the high-quality instructional materials and the foundational navigation competencies of curriculum literacy, which includes developing understanding how the HQIM’s inclusive design supports diverse learners. This training focuses on the materials’ pedagogical approach and the practical logistics of their daily use. To maximize impact, the Implementation Team integrates district-specific systems—including expectations for fidelity of use, pacing, and grading—directly into the session. This approach values staff time and reduces the uncertainty associated with systemic change by focusing on practical, “Day 1 Preparedness.”
Building leadership participates alongside staff to maintain alignment between administrative feedback and the instructional methods and routines teachers are learning. Every participant leaves the session with a clear understanding of their first unit, including the specific scaffolds available to provide grade-level access for students with IEPs and multilingual learners.
Task 5: Establish Coaching & Observation Plan
Equity-centered implementation depends on providing educators with a professional environment conducive to reflection and continuous growth. Curriculum-specific coaching serves as an essential instructional support provided by administrators, other leaders, or dedicated coaches. In this curriculum-specific model, coaches look for fidelity to the core components of the materials (i.e., “DNA”) and how teachers enact the curriculum to address specific student needs with integrity.
In the first year, instructional coaches act as essential partners in the coaching cycle, building collective efficacy in the routines of the materials and modeling how to maintain high cognitive demand while providing entry points for all learners through the HQIM-embedded scaffolds. A central focus is the collaborative review of student work to assess instructional impact. By offering non-evaluative, curriculum-grounded feedback, coaches support continuous growth. 
Parallel to coaching, the district establishes a regular cadence of focused walkthroughs to identify systemic successes to scale and challenges that require responsive action.
Task 6: Establish Collaborative Learning Structures
Collaborative learning provides structured time for educators to navigate the complexities of implementing the new materials together through intellectual preparation using shared tools and protocols. Because educators cite collaborative learning as the most impactful form of professional learning, district and school administrators structure and protect this time in the schedule. This establishes peer-to-peer growth as a systemic priority rather than an informal occurrence.
Task 7: Step-Back & Adjust the Strategy 
District and school leaders maintain implementation momentum by establishing a structured cycle of “step-back” meetings with the Implementation Team to monitor progress and refine the strategy. Rather than waiting for end-of-year results, these sessions serve as critical, formative checkpoints to assess how the transition is affecting classroom culture and student achievement in real time. Leaders share common themes from classroom walkthroughs, and coaches identify whether specific units or routines present consistent challenges to equitable instruction, particularly for students with IEPs and multilingual learners. 
When data reveals a gap, such as a specific grade level being challenged with pacing or a lack of linguistic supports in practice during Tier 1 instruction, the team initiates mid-course corrections.  These adjustments include reallocating coaching resources, providing targeted professional development, or refining district pacing guides. This iterative process provides the agility necessary to sustain a multi-year transformation, turning the initial launch into a permanent standard of excellence with equity.



[bookmark: _Toc225759876]Task 1: Define Success & Expectations (Launch)
In collaboration with the Implementation Team, administrators define what “success” looks like with the new HQIM before the first lesson is taught. These expectations provide the essential “rules of the road” as instructional staff begin to navigate the new materials. By establishing clear boundaries, the district maintains fidelity to the curriculum’s evidence-based components—its “DNA”—while supporting the data-informed professional judgment required to meet the diverse learning needs of every student with integrity. 
Step 1: Articulate the Pedagogical Approach of the Materials 
Building leaders serve as the primary instructional advocates, communicating the specific shifts in practice that anchor the new materials—such as moving from teacher-led explanations to student-led inquiry. By framing the materials as the primary engine for the district’s equity goals, leaders support their staff in viewing the HQIM as a vehicle for advancing the content-specific instructional vision rather than as a temporary initiative.
Step 2: Codify and Share Instructional Expectations 
Administrators provide a “Must Do vs. Can Do” guide to clarify essential components of the curriculum. This guidance defines core instructional methods and routines necessary for impact (e.g., specific phonics sequences or math talk protocols) while identifying where teachers should use their professional judgment. This allows educators to adapt instruction, such as modifying scaffolds or connecting content to student identities, to support their specific learners without compromising the curriculum's evidence-based “DNA.”
Step 3: Establish Shared Pacing Milestones 
To support equitable access to grade-level content, administrators and the Implementation Team coordinate a collective instructional rhythm. The team creates a Scope & Sequence that allows for deep exploration of content while maintaining steady progress through the curriculum units. This step protects collaborative planning time (CPT) specifically for intellectual preparation, providing teachers with the time to unpack units and build the confidence necessary to facilitate equitable instruction with the HQIM.
Step4: Align Observation & Feedback Mechanisms 
Leaders adopt the mindset to “inspect what they expect,” supporting the learning curve by integrating the new HQIM into daily classroom routines through a growth-oriented lens. Regular classroom visits, such as walkthroughs, allow leaders to monitor implementation and identify areas where additional resources or support are needed. Collaborative learning opportunities, including common planning time (CPT) or communities of practice (CoP), and coaching serve to identify successes to scale and troubleshoot challenges, focusing on collective problem solving rather than formal evaluation. 
Step 5: Standardize Implementation Data Collection 
To lead effectively at scale, the Implementation Team gathers a consistent view of practice across all buildings. The Team uses shared tools to collect objective data on implementation progress across different sites. Leaders regularly review student work to assess whether or how classroom instruction aligns with the high-quality outcomes intended by the content-specific instructional vision through instructional equity with the high-quality materials.


[bookmark: _Toc225759877]Task 2: Align Assessment & Grading Policies (Launch)
In this task, the Implementation Team aligns the curriculum’s assessments with existing district grading policies and how they are integrated within the broader assessment system. Clearly defining the curriculum-based assessments and their influence on final grades provides clarity for both educators and families. Addressing potential challenges—such as data entry hurdles or conflicting policies—prior to the first reporting period reduces the anxiety that often accompanies systemic transitions. 
Step 1: Map the Integrated Assessment Calendar 
The district coordinates a cohesive schedule where HQIM-embedded assessments are integrated rather than additive. Administrators explicitly state which unit tests, performance tasks, or mid-unit checks are mandatory and which remain optional, as well as any expectations around timing and data collection. They also consider the alignment of each assessment with the major learning outcomes for the curriculum. Additionally, administrators consider how these expectations integrate with existing state testing windows and district benchmarks to mitigate “assessment fatigue” for students and staff, ensuring that testing time does not eclipse instructional time.
Step 2: Build Robust Systems for Data Management 
Administrators establish the technical and policy infrastructure required to communicate assessment data to the necessary stakeholders. This involves clarity on how student results are collected, stored, and shared. This can be done, for example, by confirming that Learning Management Systems (LMS) are prepared to collect and organize results securely and efficiently. A “Data Playbook” that defines responsibilities for data entry, storage locations, and access permissions is a good strategy. 
Step 3: Build Clarity about Data will be shared with Families 
To establish a cohesive assessment system, districts define clear protocols for sharing curriculum-based data with students and families, providing the necessary context to make progress meaningful and transparent. This communication emphasizes how assessment tasks reflect student mastery of the Massachusetts content curriculum framework, moving beyond raw scores to describe the “why” and “so what.” To maintain systemic coherence, administrators review existing grading weights and categories to determine how curriculum-embedded assessments translate directly into report card grades (e.g., “Unit 1 Summative Assessment = 30% of Category X”). By establishing these crosswalks and reporting expectations during the Launch phase, districts reduce the uncertainty associated with new materials and provide a consistent, shared language for excellence with equity across the community. 
Step 4: Establish Protocols for Collaborative Data Review 
Assessments serve as a diagnostic tool for instruction, providing feedback for ongoing refinement. The district utilizes Common Planning Time (CPT) or Data Teams to examine student work and assessment results together through an equity lens. The Implementation Team reviews high-level data to identify whether specific units present widespread challenges. This systemic view allows administrators to provide mid-course adjustments, such as targeted professional development or pacing shifts, to support teachers and students effectively before opportunity and achievement gaps widen.


Task 3: Design the Professional Learning Plan (Launch)
Implementation of high-quality instructional materials with integrity is built on a foundation of sustained, curriculum-specific professional learning—a broad term encompassing the active and ongoing process of integrating new instructional practices into daily routines. A comprehensive plan balances four distinct types of support to provide a cohesive experience for all instructional staff, including administrators. The district designs this plan to provide every educator with the specific competencies needed to facilitate grade-level instruction and equitable access for students with IEPs and multilingual learners through practices that are inclusive and culturally and linguistically sustaining.
To maintain an equity lens, the district designs this plan to provide every educator with the specific curriculum literacy competencies required to facilitate grade-level access for students with IEPs and multilingual learners through practices that are culturally & linguistically sustaining.
Four Types of Curriculum-Specific Professional Learning:
· Professional Development (PD): Targeted training focused on the pedagogical approach of the materials. Unlike general workshops, curriculum-specific PD builds educator capacity to utilize the instructional methods, embedded routines, specialized resources, and specific unit trajectories within the HQIM to facilitate equitable instruction, particularly for students with IEPs and multilingual learners.
· Coaching: Personalized, non-evaluative instructional support. In a curriculum-specific coaching model, the coach and teacher collaborate within the classroom to analyze student work against curriculum-defined mastery, model specific instructional routines, and troubleshoot the implementation of curriculum-embedded scaffolds. Coaching serves to “bridge” the written curriculum and the enacted curriculum.
· Collaborative Learning: Structured, dedicated time (such as Common Planning Time) for peer-to-peer intellectual preparation. Educators work together to unpack the “Big Ideas” of an upcoming unit, anticipate student misconceptions based on curriculum tasks of specific lessons, and plan for the specific linguistic and cognitive demands of the materials.
· Individual Learning: Dedicated time and protocols for educators to reflect on, refine, internalize, and apply learning on their own. This supports the deep cognitive work required to implement the materials with equity to drive equitable student access and grade-level learning. 
Step 1: Audit Professional Learning Time & Schedules 
Before designing the professional learning cycles, the Implementation Team identifies all available windows on the district calendar. This involves cataloging all hours for PD days, coaching cycles, and collaborative planning blocks. Leadership affirms that these blocks are shielded from unrelated administrative tasks, ensuring the focus remains entirely on leveraging the materials to engage and support every learner. 
Step 2: Evaluate Publisher-Provided Training Resources
The Implementation Team analyzes the resources provided by the publisher to determine the baseline for local adjustments. By reviewing manuals, videos, and digital modules, the district identifies where publisher materials need to be supplemented. This process addresses “gaps” or limitations, allowing the team to align the professional development with district equity goals and student assets and needs.  
Step 3: Map Training Needs to Educator Roles
Professional learning is differentiated to meet the specific responsibilities of each staff member. Every group—from classroom teachers to specialists—receives support in articulating the pedagogical routines of the materials, such as specific phonics progressions or knowledge-building structures. Initial training enables educators to identify the specific learning targets for every lesson and unit from the very first day. 
Step 4: Provide Targeted Support for Leaders & Coaches
Instructional leaders require specialized training to support their staff effectively. The district establishes a regular schedule for building leaders to meet with district staff to reflect on launch progress and identify areas for their own professional growth. The team prepares coaches to provide regular, non-evaluative feedback and support that align with the district’s vision of equitable instruction within the specific content area.
Step 5: Establish a Protocol for Responsive Adjustments
A static plan carries the risk of becoming disconnected from classroom reality. The district establishes a system to confirm that professional learning results in aligned instructional transformation. By creating formal windows to review the effectiveness of the plan, leadership uses feedback from instructional staff to update the plan in real time. This allows professional learning to remain responsive to the documented needs of the classroom. 
[bookmark: _Toc225759879]Task 4: Execute Initial Curriculum-Specific Professional Development (Launch)
Before launching the materials, the initial professional development of the broader professional learning plan serves as the formal introduction to the high-quality instructional materials and support the foundational navigation competencies of curriculum literacy, which includes developing understanding how the HQIM’s inclusive design supports diverse learners and drives student learning. This training focuses on the materials’ pedagogical approach and the practical logistics of their daily use. To maximize impact, the Implementation Team integrates district-specific systems—including expectations for fidelity of use, pacing, and grading—directly into the session. This approach values staff time and reduces the uncertainty associated with systemic change by focusing on practical, “Day 1 Preparedness.”
Educators spend time physically and digitally navigating the materials to understand how the curriculum's inclusive design supports diverse learners and drives student learning. Building leaders participate alongside instructional staff to maintain alignment between administrative feedback and the instructional methods and routines teachers are learning. Every participant leaves the session with a clear understanding of their first unit, including the specific scaffolds available to provide grade-level access for students with IEPs and multilingual learners.
Step 1: Organize & Support High-Quality Adult Learning 
To promote a productive learning environment, districts verify that all logistics and 	organizational structures are finalized prior to the initial professional development 	session. Confirming that the schedule allows for full participation from all relevant 	staff—including special education and English learner departments—upholds the 	commitment to a unified instructional core.
Establishing a feedback loop during the training enables the Implementation Team 	to address immediate technical hurdles or content-specific questions before the 	session concludes. This proactive approach fosters a culture of professional 		respect, reducing the logistical “noise” and allowing educators to focus their energy 	on the high-leverage instructional shifts and routines inherent in the materials.
Step 2: Customize Professional Development to Local Context 
To optimize the impact of professional learning, districts prioritize customized 	training that reflects local needs and the data gathered during the Phase 2		investigation. Rather than utilizing generic modules, the Implementation Team 	reviews publisher materials for alignment with the district's specific instructional 	context.
By working closely with curriculum-specific providers, leaders incorporate district-	specific protocols—such as grading procedures, pacing adjustments, and the 	location of supplemental local assessments—directly into workshop activities. This 	integration ensures that educators do not view the materials in isolation, but rather 	as the primary tool within a coherent district system. Grounding the training in these 	practical, local realities values staff time and provides the clarity necessary for a 	successful transition to the new materials.
Step 3: Identify & Mobilize Teacher-Leaders 
To bridge the gap between theoretical understanding and classroom practice, districts identify the specific staff members who will provide immediate, site-based support. By clearly defining the responsibilities of these teacher-leaders—often referred to as “Curriculum Champions”—leaders establish a local support network that is responsive to the daily realities of the classroom.
To prepare these internal experts, the district schedules specialized sessions for 	the group prior to the general training. This early engagement allows Champions to 	build deep curriculum literacy and prepares them to provide on-site guidance for 	their colleagues during the initial launch. Empowering these internal experts 		creates a sustainable support infrastructure that remains resilient within the school 	building, fostering a culture of peer-to-peer growth and instructional integrity.
Step 4: Facilitate Curriculum-Specific Launch Training 
To build pedagogical proficiency and collective commitment, districts conduct 	curriculum-specific training that focuses on the core design of the new materials. A 	primary goal is to support every participant in articulating the instructional 		approach—or the “DNA”—of the high-quality instructional materials (HQIM). This 	understanding ensures that educators are not just following steps but are 		internalizing the “why” behind the curriculum's structure.
Training sessions should dedicate significant time for instructional staff to unpack the first unit by analyzing specific learning goals and the progression of lessons. This deep dive, combined with hands-on practice navigating digital platforms and physical resources, builds the curriculum literacy necessary for a smooth transition. By the end of the session, educators possess the technical skill and instructional clarity required to begin the first unit with confidence, providing all students with a strong and equitable start.
[bookmark: _Toc225759880]Task 5: Establish Coaching & Observation Plan (Launch)
Equity-centered implementation depends on providing educators with a professional environment conducive to reflection and continuous growth. Curriculum-specific coaching serves as an essential instructional support provided by administrators, teacher-leaders, or dedicated coaches. In this curriculum-specific model, coaches look for fidelity to the core components of the materials and how teachers enact the curriculum to address specific student needs with integrity.
In the first year, instructional coaches act as essential partners in the coaching cycle, building collective efficacy in the instructional methods and routines of the materials and modeling how to maintain high cognitive demand while providing entry points for all learners through the HQIM-embedded scaffolds. A central focus is the collaborative review of student work to assess instructional impact. By offering non-evaluative, curriculum-grounded feedback, coaches support continuous instructional growth. 
Parallel to coaching, the district establishes a regular cadence of focused walkthroughs to identify systemic successes to scale and challenges that require responsive action.
Step 1: Formalize Coaching Structures & Protocols  
To maximize impact, the district defines the coaching role as distinct from administrative or evaluative responsibilities. Administrators communicate that coaching is a confidential, non-evaluative partnership focused on student outcomes rather than teacher ratings. To verify that all stakeholders are aligned, leadership establishes specific observation and feedback protocols so that coaches and administrators maintain a common language. Building administrators supervise and assist coaches to protect the dedicated time required for direct work with teachers.
District Strategy Note: In districts without dedicated coaches, leadership can leverage “Coaching as a Practice” by empowering teacher-leaders to facilitate peer observations or using the Implementation Team to lead focused on non-evaluative instructional walkthroughs.
Step 2: Support Efficient Management of Resources
The initial launch phase involves mastering the organization of new resources. Coaches help teachers develop curriculum literacy to navigate materials to find necessary supports efficiently, assisting in the organization of teacher guides, digital dashboards, and manipulatives. This logistical support allows teachers to focus their energy on equitable instruction rather than searching for materials. The district provides “Quick Start” guides or organizational protocols to help instructional staff access different components of the materials with ease.
Step 3: Deepen Pedagogical Curriculum Literacy
Coaches help teachers transition from simply following procedures to understanding the pedagogical approach and routines of the materials. Through collaboration and curriculum literacy, they articulate the core instructional approach and how individual lesson goals contribute to the unit’s learning arc. By helping teachers identify the essential learning objective of every lesson, coaches clarify which components must remain intact (fidelity) even when instruction requires adjustment for time to address student needs or support relevance to local context (integrity).
Step 4: Refine and Reinforce Core Instructional Routines  
New materials often introduce “new moves” or unfamiliar techniques. Coaches provide teachers the space needed to practice and refine these routines through curriculum-specific coaching cycles that model equitable instruction aligned with curriculum-specific moves—such as student discourse protocols or phenomena-driven instruction. Through real-time feedback, they help teachers refine these moves in the moment, turning them into habits that drive equitable student engagement and achievement.
Step 5: Facilitate Educator Mindset Shifts & Student “Cognitive Lift”  
A primary goal of HQIM is shifting from teacher-led instruction to student-centered inquiry and discovery. Coaches help teachers navigate this transition of intellectual ownership. They observe student engagement to confirm that students are leading inquiry and performing the primary cognitive work of the lesson. They partner with teachers to foster a classroom culture where productive struggle is recognized as a necessary part of learning, providing scaffolds that maintain grade-level rigor alongside language development.


[bookmark: _Toc225759881]Task 6: Create Collaborative Learning Structures (Launch)
Collaborative learning provides structured time for educators to navigate the complexities of implementing the new materials together through intellectual preparation using shared tools and protocols. Because educators cite collaborative learning as the most impactful form of professional learning, district and school administrators structure and protect this time in the schedule. This establishes peer-to-peer growth as a systemic priority rather than an informal occurrence.
Collaborative learning structures, such as common planning time (CPT), facilitate curriculum-specific growth and provide the opportunity to address the logistical questions and technical hurdles critical for launch success. By centering this time on intellectual preparation—the collaborative unpacking of units and anticipation of student needs—leaders reduce the psychological pressure on individual teachers and foster a collective commitment to equitable instruction.
Step 1: Utilize Collaborative Learning Time for Unpacking & Internalizing  
Collaborative meetings focus on the intellectual preparation of the high-quality instructional materials. Teams use established protocols to unpack and internalize upcoming units and lessons, identifying the “Big Ideas” and standards-aligned content and language goals. Educators identify complex concepts within lessons and collaboratively plan instructional approaches to support equitable access, addressing diverse learning needs through culturally and linguistically sustaining practices before the first lesson is taught.
Step 2: Practice & Refine Core Instructional Routines 
Teams use collaborative time to refine the instructional methods and strategies that make the curriculum effective. By practicing specific routines—such as student discourse protocols—teachers provide a high-quality, consistent experience for students across classrooms. Teams develop shared “look-fors” to help teachers determine when to maintain the designed instructional sequence and when to adapt with integrity to meet the immediate needs of all students.
Step 3: Coordinate Student Support Specialists 
To promote equitable access and inclusion, leaders integrate the expertise of student support specialists (e.g., special educators, interventionists, ESL / English learner support) into core instructional planning. Administrators establish dedicated time for co-teaching teams to align specialized services directly with grade-level lessons. To maintain the integrity of Tier 1 instruction, administrators organize schedules so that pull-out services occur outside of the core instructional block, verifying that interventions serve as a bridge to, rather than a replacement for, the core curriculum. This partnership sustains high levels of accessibility while maintaining rigorous, grade-level expectations defined by the Massachusetts curriculum framework for every student.
Step 4: Review & Reflect on Student Work
Student output serves as the primary evidence for measuring instructional progress towards the content-specific instructional vision. Educator teams use protocols and tools to review student work regularly, identifying mastered concepts and areas where learning varies across student groups, including students with IEPs and multilingual learners. This data identifies common misconceptions, allowing for immediate “course corrections” to support equitable access and achievement.
Step 5: Maintain Active Leadership Participation in Planning 
School leaders participate in collaborative learning as active learners to stay connected to the classroom experience. By habitually attending common planning time (CPT), leaders hear implementation challenges and successes in real time. Leaders protect this space from logistical or administrative tasks, using these sessions to identify where teachers require additional resources or scheduling adjustments to maintain instructional integrity and momentum.
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Task 7: Step-Back & Adjust the Strategy (Launch)
District and school leaders maintain implementation momentum by establishing a structured cycle of “step-back” meetings with the Implementation Team to monitor progress and refine the strategy. Rather than waiting for end-of-year results, these meetings serve as critical, formative checkpoints to assess how the transition is affecting classroom culture and student learning and achievement in real-time. Leaders share common themes from classroom walkthroughs and coaches identify whether specific units or pedagogy present consistent challenges to equitable instruction, particularly for students with IEPs and multilingual learners. 
When data reveals a gap, such as a specific grade level being challenged with pacing or a lack of linguistic supports in Tier 1 instruction, the team initiates mid-course corrections.  These adjustments include reallocating coaching resources, providing targeted professional development, or refining district pacing guides. This iterative process provides the agility necessary to sustain a multi-year transformation, turning the initial launch into a permanent standard of excellence with equity.
Step 1: Establish Progress Monitoring “Step-Back” Cycles
Consistent progress monitoring prevents minor challenges from becoming systemic hurdles. Administrators establish a formal cadence (e.g., every nine weeks) of “step-backs” for the Implementation Team to assess the quality of the Launch and ongoing implementation. They use these progress monitoring step-backs to make mid-course corrections to educator supports or pacing guide. Every step-back is also an opportunity to celebrate successes—big and small—to maintain morale and collective commitment to the implementation plan and the content-specific instructional vision. During initial launch period, the focus of progress monitoring is on the health of implementation through fidelity to the shared expectations (e.g., HQIM use, instructional routines, and assessment alignment). 
Step 2: Analyze Equity-Centered Data & Goals
The Team examines student data to assess whether the enacted curriculum supports and engages all students in grade-level work. Leaders track progress toward measurable goals by disaggregating data for specific student groups, such as students with IEPs and multilingual learners. Guiding questions for reflection include: 
· Progress: Are we meeting key milestones? What are the primary drivers of our success?
· Instruction: What instructional trends are appearing? Is the “cognitive lift” shifting to students as designed through by the HQIM?
· Feedback: what is the current feedback from teachers, students, and families?
· Glows: What successes can we celebrate to maintain momentum and morale?
Step 3: Document & Communicate Adjustments
Reflective step-backs are most effective when they result in documented, actionable changes to the district’s strategy. The Team formally records any adjustments made and communicates them clearly to all stakeholders. When educators see that their professional feedback directly informs and improves district- and school-level support systems, they develop the trust necessary to sustain long-term implementation with integrity. This transparent communication confirms that the implementation plan remains a responsive, living document.

[bookmark: _Toc225759883]Elements Reflection Questions (Launch)
District and school leaders utilize five core “practices” to drive progress and build stakeholder trust and buy-in throughout the IMplement MA lifecycle: Instructional Vision, Monitoring, Communication, Pausing for Equity, and Professional Learning.
Educators should use the following phase-specific reflection questions to verify that the Elements are actively driving progress to support adaptive change. If members of the team answer “No” or “Unsure” to more than two prompts within a current phase, leadership should schedule a strategic step-back meeting to realign the district’s trajectory.
Referencing these navigational checkpoints regularly supports proactive risk mitigation, allowing teams to address hurdles before they disrupt the timeline or implementation effectiveness.
Recommended Action Based on Results:
· 0–2 “No” or “Unsure”: Proceed with caution, noting areas for minor refinement.
· 3+ “No” or “Unsure”: Schedule a step-back meeting to realign with the core elements.
Instructional Vision
· Which specific aspects of the student experience across all student groups is the district monitoring to verify alignment with the content-specific instructional vision?
Monitoring
· How is the Implementation Team utilizing real-time data to adjust the launch plan?
· Which immediate challenges require prioritized attention to course-correct and maintain momentum?
Communication
· How are messages being tailored so that teachers, specialists, paraeducators, coaches, and families understand their specific roles in supporting and sustaining the success of the materials?
Pausing for Equity
· Do all students, particularly students with IEPs and multilingual learners, have full access to the high-quality instructional materials within Tier 1 classroom instruction from “Day 1”?
Professional Learning
· In what ways is the professional learning plan responding to the varied needs of teachers working across different classroom contexts?


[bookmark: _Toc225759884]Milestones (Launch)
Milestones serve as vital indicators of progress within each IMplement MA phase, balancing technical requirements with adaptive shifts. View them as markers of the broad goals to anchor instructional equity.
Marker of Success: Moving from “having the materials” to “teaching the routines” while cultivating a culture of professional growth.
Milestone: Defining Success and Monitoring for Quality – Administrators define success and establish clear expectations for implementation, alongside a consistent monitoring rhythm to support instructional equity.
· Implementation success and expectations—including instructional methods and pacing, classroom routines, and unit timelines—are codified and communicated to all educators to support consistency across all classrooms and schools while proving a clear roadmap for daily practice. 
· Educators utilize standardized walkthrough tools and established coaching protocols to provide a unified “look-for” framework that aligns classroom practice with the instructional vision and instructional equity goals, ensuring everyone is looking through the same lens.
· Calibrated monitoring tools facilitate the collection of consistent data across all schools, with specific indicators to track the instructional and learning experience of students with IEPs and multilingual learners, making equity a measurable priority.
· Walkthrough findings are regularly shared with educators to foster a culture of reflection and professional growth, allowing educator teams to identify systemic challenges to instructional equity and collaborative on meaningful improvements.
Milestone: Teachers Have the Necessary Curriculum Literacy for Equitable Instruction – Educators understand the theory and instructional approach and can navigate the high-quality instructional materials (HQIM).
· Teachers can articulate the research-based pedagogical foundations of the HQIM, the pedagogical approach behind the selected materials, and how this improves access and drives student learning.
· Teachers demonstrate technical proficiency in navigating the curricular resources—including digital platforms, assessment tools, and teacher guides—enabling seamless and confident lesson delivery.
· Teachers maintain the integrity of the vertical and horizontal coherence of the units while internalizing specific lesson objectives, reflecting and improving curricular routines, and preserving the intentional progression of knowledge and skills throughout the year. 
· Instructional practices shift the “cognitive lift” to students, utilizing embedded scaffolds to support the learning needs of students with IEPs and multilingual learners while maintaining grade-level rigor.
Milestone: Increasing Educator Understanding & Buy-In – There is increasing educator buy-in to the ways the adopted high-quality instructional materials (HQIM) support realizing the content-specific instructional vision.
· Educators can clearly articulate the core components of the content-specific instructional vision and demonstrate how the specific HQIM features drive student learning across lessons coherent with unit goals.
· Staff surveys reflect a consistent habit of referencing the content-specific  instructional vision to anchor choices in pacing, scaffolds, and student engagement, indicating high levels of professional commitment.
· Both formal and informal evidence of educator buy-in shows an increasing understanding and buy-in towards implementing the core materials. 
Milestone: Partnering to Monitor & Refine the Enacted Curriculum – The Implementation Team and teacher-leaders partner to monitor the enacted curriculum, evaluating how instructional practices provide equitable access for all students, specifically prioritizing the needs of multilingual learners and students with IEPs.
· Teacher-leaders reinforce implementation expectations by utilizing qualitative and quantitative data—such as the depth of student discourse and cognitive engagement—to demonstrate progress across all student demographics.
· Leaders systematically incorporate observations and insights from teacher-leaders to refine and adjust the HQIM implementation plan. This involves using structured protocols and continuous improvement cycles to solve pedagogical or operational hurdles. 
· Teacher-leaders systematically reflect on the learning experiences of all students, with a specific focus on the instructional outcomes for multilingual learners and students with IEPs, supporting efforts to provide targeted supports that “amplify” rather than “simplify” complex content.
Milestone: Strengthening Collaborative Learning Structures – Educators utilize dedicated collaborative learning structures, such as common planning time (CPT), to unpack units, internalize lessons, and review student work to build a culture of Professional Growth .
· Collaborative planning time (CPT) is dedicated to the systematic unpacking of units and the internalization of lessons, using common district protocols to maintain a consistent depth of understanding and instructional intentionality across all classrooms.  
· Leaders implement a structured transition of facilitation, empowering teachers to take full ownership of the intellectual preparation required to facilitate equitable instruction with HQIM within their professional learning communities (PLCs).  
· Teachers consistently utilize student work artifacts and standardized rubrics to analyze instructional rigor, identifying grade-level mastery, specific learning gaps, while monitoring equitable access and success of multilingual learners and students with IEPs.
Milestone: Sustaining Differentiated, Curriculum-Specific Professional Learning – Educators engage in differentiated, curriculum-specific professional learning—including coaching and collaborative learning—to refine instructional equity practices.
· Administrators maintain a multi-phase professional development timeline that provides continuous learning opportunities, shifting from “materials orientation” to advanced “instructional facilitation” that sparks and sustains deep student thinking.
· Instructional coaches provide on-site feedback in all classrooms, to support pedagogical delivery that remains consistent with district expectations and the rigorous design of the high-quality instructional materials.
· Leaders leverage common planning time (CPT) to enhance individualized preparation, with coaches and administrators serving as active partners who support teachers to navigate the student cognitive demands of HQIM and leverage targeted scaffolds to meet diverse student needs. 
Milestone: Establishing a Coherent Assessment System – Administrators establish a balanced and coherent assessment system that provides a comprehensive view of student growth across all student populations.
· The district assessment calendar incorporates a comprehensive suite of evaluations—including universal screeners, diagnostics, and formative and summative assessments—utilized strictly for their validated purposes to prevent data fatigue and testing redundancy.
· Robust data systems facilitate the secure collection, organization, and analysis of student results, allowing leadership to drive evidence-based decision making at the student, classroom, school, and district levels.
· Assessment data guides short-term intervention cycles, enabling educators to provide targeted, timely supports that address specific student needs revealed by the HQIM-aligned assessments.
Milestone: Data-Driven Revision of the Implementation Plan – Administrators establish formal processes to revise the Implementation Plan based on the monitoring of measurable, instructional equity metrics and goals.
· Administrators facilitate quarterly review cycles to analyze implementation data and calibrate strategic plans. These sessions drive the reallocation of professional learning and resources to address real-time performance needs and close instructional gaps.
· Administrators track progress toward instructional equity goals using disaggregated data, providing families and stakeholders with clear updates on instructional parity. These communications specify how the new materials benefit various student groups and identify areas where further support is required to maintain the district’s commitment to all learners.
· Administrators analyze educator and family feedback to refine the implementation plan, specifically addressing material access, the quality of professional support, and the curriculum’s instructional impact on the community.
· Administrators document and communicate all adjustments to the implementation plan with stakeholders—including families—to clarify the rationale behind changes and demonstrate how the team remains accountable for the new strategies.
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While the Launch phase establishes “Day 1 Preparedness,” the Implement & Monitor phase focuses on the multi-year trajectory to reach instructional mastery. This phase represents the institutionalization of excellence with equity, where high-quality instructional practices become the standard operating procedure, resilient to staff turnover and shifting district priorities.
Success in this final phase requires a transition from viewing high-quality instructional materials (HQIM) as a “new initiative” to embracing them as the essential foundation of instructional equity. The primary objective is to transition from isolated classroom or school successes to systemic alignment within a robust Multi-Tiered System of Support (MTSS).
Overview (Implement & Monitor)
Task 1: Align Assessment System
A robust assessment system balances the need for data with the value of instructional time. As implementation moves into a sustainable phase, every assessment undergoes evaluation to verify that the insights gained justify investments in time and resources. This requires a strategic plan for how data informs instructional decisions and a transparent process for communicating progress. By streamlining assessments, administrators make student learning visible to educators, students, and families without creating “testing fatigue.” This alignment supports a shift from tracking completion to analyzing the depth of student thinking.
Task 2: Monitor & Support All Student Progress
The primary indicator of success is the measurable improvement of learning for every student. Maintaining this standard requires a transition from the foundational focus of the Launch phase—which establishes the initial technical and logistical readiness—to a deeper focus on student impact: how all students interact with the content. Through regular, non-evaluative walkthroughs and two-way communication loops, leaders collaborate with teachers to assess how the enacted curriculum reduces opportunity gaps.  This focus prioritizes the specific learning needs of students with IEPs and multilingual learners, facilitating real-time adjustments that keep grade-level rigor necessary for excellence with equity. 
Task 3: Step-Back & Adjust Systems 
An end-of-year “step-back” serves as the district’s annual high-level recalibration point. This review facilitates a transition from daily management to a summative evaluation of systemic impact. By synthesizing quantitative performance data (e.g., student achievement and usage statistics) with qualitative insights from students, families, and staff, the Implementation Team assesses the extent to which instructional efforts remain anchored to the content-specific instructional vision and the district’s equity goals. 
Through this reflection, the team identifies successful practices for scaling and persistent roadblocks to address. This annual cycle maintains the district’s investment as a dynamic, living commitment to necessary adaptive change required for excellence with equity rather than a static initiative. The living implementation plan is refined to reflect adjustments, including school year-specific SMARTIE goals (Strategic, Measurable, Ambitious, Relevant, Time-bound, Inclusive, and Equitable) for continuous improvement towards the content-specific instructional vision.
Task 4: Sustain & Scale Success
Sustainability involves embedding the curriculum into long-term operational systems. To maintain this standard of excellence with equity, administrators develop standardized professional learning plans for new staff, secures recurring funding, and periodically reviews the content-specific instructional vision. This work establishes high-quality instructional materials as the permanent foundation for the district’s Multi-Tiered System of Support (MTSS). By formalizing these processes, the district protects the instructional “DNA” of the materials against staff turnover and evolving needs, locking in equity as a permanent feature of the district landscape.


[bookmark: _Toc225759887]Task 1: Align Assessment System (Implement & Monitor)
An assessment system balances the need for data with the value of instructional time. As implementation moves into a sustainable phase, every assessment undergoes evaluation to verify that the insights gained justify investments in time and resources. This requires a strategic plan for how data informs instructional decisions and a transparent process for communicating progress. By streamlining assessments, administrators make student learning visible to educators, students, and families without creating “testing fatigue.” This alignment supports a shift from tracking completion to analyzing the depth of student thinking.
Step 1: Define Assessments Purpose and Scope
The district identifies the unique role of each assessment to move beyond testing to meet requirements toward testing for instructional growth. Leaders conduct a “Time versus Value” audit, comparing current districtwide mandates (such as universal early literacy screeners) against HQIM-embedded assessments. The Team eliminates redundant testing to protect instructional minutes, verifying that every measure—whether state-mandated screening or a curriculum-specific unit test—provides unique, actionable data. Explicitly labeling every assessment as a universal screener, diagnostic, formative, or summative measure helps teachers distinguish between data collected for formal grading and “actionable evidence” used to adjust daily instruction.
Step 2: Build Efficient Data & Grading Infrastructure
Technical systems and district policies must support the HQIM’s assessment framework to streamline teacher workflows. Administrators configure Learning Management Systems (LMS) and Student Information Systems (SIS) to allow for secure, efficient collection and exploration of results, ideally minimizing the burden of educator data entry. This infrastructure makes data accessible and easy to navigate for all users, shifting the focus from data entry to data analysis.
Step 3: Facilitate Layered and Equity-Centered Data Analysis
Data systems are configured to evaluate performance by student groups—multilingual learners, students with IEPs, advanced learners, and students of diverse racial and ethnic backgrounds—the district identifies gaps in opportunity. Aligning curriculum assessment results with the Multi-Tiered System of Support (MTSS) framework allows teams to use specific curriculum data to initiate targeted interventions. This prevents over-reliance on generic external measures and verifies that interventions remain grounded in the high-quality content students are learning in Tier 1.
Step 4: Execute a Transparent Communication Plan
The district builds community trust through clear and consistent communication about student progress. Protocols are established for sharing results from assessments with families and students that contextualize what the assessment does and does not show, emphasizes individual growth, and identifies specific next steps to support the student. Finalizing how specific curriculum tasks—such as unit tests, performance tasks, and mid-unit checks—factor into report cards facilitates a grading process where a student’s grade remains a consistent reflection of mastery across all classrooms. Assessments are used to demonstrate how the curriculum is preparing students for future academic success and fulfilling the goals of the district’s content-specific instructional vision and actualize the Vision of a Massachusetts Graduate.


[bookmark: _Toc225759888]Task 2: Monitor & Support All Student Progress (Implement & Monitor)
The primary indicator of success is the measurable improvement of learning for every student. Maintaining this standard requires a transition from the foundational focus of the Launch phase—which establishes the initial technical and logistical readiness—to a deeper focus on student impact (how all students interact with the content). Through regular student work reviews to assess how the enacted curriculum reduces opportunity gaps.  During this task, make sure to use an equity lens by focusing on the specific learning needs of students with IEPs and multilingual learners, facilitating real-time adjustments to achieve excellence with equity. 
Step 1: Protect Universal Access to Tier 1 Instruction
Consistent access to high-quality, grade-level content is a fundamental requirement for student success. Administrators support scheduling and staffing models that allow all students—including those receiving special education or English language services—to participate in the full Tier 1 instructional block. The district prioritizes “just-in-time” supports, such as pre-teaching key vocabulary or utilizing visual aids, allowing all students to engage with grade-level work effectively rather than being pulled away for isolated remediation.
Step 2: Align Supplemental Supports with the Core Curriculum
Intervention strategies function most effectively when they are integrated with core instructional materials. The district creates systems for reinforcement that utilize the same instructional strategies and academic vocabulary found in the core high-quality instructional materials. By coordinating Tier 2 and Tier 3 interventions to align with the specific units being taught in the general education classroom, the district provides a cohesive learning experience that bridges academic learning back to the instructional core.
Step 3: Elevate Partnerships with Students and Families 
Collaborative engagement transitions from information sharing to an active partnership. The district utilizes newsletters, community events, and digital dashboards to update families on progress and explain how the materials are advancing the district’s content-specific instructional vision and equity goals. Leaders share specific examples of student work that highlight individual growth and the practical application of new skills, fostering a shared understanding of what high-quality learning and instructional equity looks like in the content classroom.
Step 4: Utilize Disaggregated Data to Close Gaps
Progress is validated when it is reflected across all student populations. The district utilizes robust systems to disaggregate data by race, language proficiency, and disability status, providing the evidence necessary to track the reduction of opportunity gaps. This district identifies systemic areas and works to address through goal setting, regular tracking, and realign resources or coaching supports to address those specific needs immediately.


[bookmark: _Toc225759889]Task 3: Step-Back & Adjust Systems (Implement & Monitor)
An end-of-year “step-back” serves as the district’s annual high-level recalibration point. This review facilitates a transition from daily management to a summative evaluation of systemic impact. By synthesizing quantitative performance data (e.g., student achievement and usage statistics) with qualitative insights from students, families, and staff, the Implementation Team assesses the extent to which instructional efforts remain anchored to the content-specific instructional vision and the district’s instructional equity goals. 
Through this reflection, the team identifies successful practices for scaling and persistent roadblocks to address. This annual cycle maintains the district’s investment as a dynamic, living commitment to excellence rather than a static initiative. The living implementation plan is refined to reflect adjustments, including school year-specific SMARTIE goals (Strategic, Measurable, Ambitious, Relevant, Time-bound, Inclusive, and Equitable) for continuous improvement towards the content-specific instructional vision.
Step 1: Establish Formative & Summative “Step-Back” Reflection Cycles
Structured progress monitoring cycles empower district and school leaders to navigate challenges before they evolve into systemic hurdles. Throughout the year, regular “step-back” meetings facilitate mid-course corrections and the celebration of big and small “wins,” acting as formative assessments of the health of implementation. These cycles culminate in an annual end-of-year review that provides a summative evaluation of systemic progress toward established goals.
To capture a comprehensive 360-degree view of impact, the team integrates the voices of educators, students, families, and community members. Utilizing structured protocols, leaders review the implementation plan and metrics by asking:
· Did we meet established deadlines and milestones?
· What specific shifts in instruction and student learning took root?
· What factors contribute to our strongest results, and how can they be scaled?
· What does the data suggest for the upcoming school year’s priorities to support continuous improvement?
Step 2: Analyze Equity-Centered Data and Goals
The Implementation Team examines student performance data to assess how effectively the curriculum meets the needs of all learners. By analyzing disaggregated data for students with IEPs, multilingual learners, and other equity-focus student groups, the team identifies where the “instructional floor” remains too low. This analysis informs the creation of SMARTIE goals (Strategic, Measurable, Ambitious, Relevant, Time-bound, Inclusive, and Equitable) goals that refine professional learning and resource allocation for the next academic cycle. This data-driven approach confirms that future efforts directly target identified opportunity gaps.
Step 3: Document & Communicate Systemic Adjustments
A step-back is effective only when it results in clear, documented refinements to the strategy. The team records all changes to the implementation plan, such as revised pacing guides, new coaching protocols, or modified grading policies. Formally documenting these findings and communicating them to all stakeholders builds a transparent narrative of growth. When educators and families see that their professional feedback directly informs and improves district support systems, they develop the trust necessary for long-term sustainability.


[bookmark: _Toc225759890]Task 4: Sustain & Scale Success (Implement & Monitor)
Sustainability involves embedding the curriculum into long-term operational systems. To maintain this standard of excellence with equity, leadership develops standardized professional learning pathways for new staff, secures recurring funding, and periodically reviews the content-specific instructional vision. This work establishes high-quality instructional materials as the permanent foundation for the district’s Multi-Tiered System of Support (MTSS). By formalizing these processes, the district protects the “instructional DNA” of the materials against staff turnover and evolving needs, locking in equity as a permanent feature of the district landscape.
Step 1: Establish a New Educator Onboarding Pipeline
A standardized onboarding process protects the district from “instructional drift” caused by staff turnover. The district provides all new hires with foundational curriculum literacy training on the curriculum’s approach, structure, and navigation protocols. Peer mentors and instructional coaches provide “real-time” classroom support during an educator's first year, specifically during co-planning blocks. This model offers tailored learning pathways based on whether a new hire is a novice teacher or an experienced educator transitioning to the district, facilitating a seamless entry into the district's instructional culture.
Step 2: Secure Multi-Year Funding for Instructional Health
High-quality, equitable instruction requires a commitment to ongoing financial investment. The district treats curriculum maintenance as a recurring operational cost rather than a one-time capital expense. Dedicated annual funds for consumables (workbooks, science kits, and manipulatives) and digital licenses remain a fixture of the district’s five-year budget plan. Integrating advanced professional learning stipends into this long-term financial strategy proactively addresses potential resource gaps and honors the need for continuous educator growth.
Step 3: Onboard New Leaders for Strategic Continuity
District and building leaders serve as the primary advocates for the content-specific instructional vision: their commitment is critical for maintaining momentum and creating equitable impact on student learning. New administrators participate in comprehensive briefings about the HQIM implementation history, data trends, and current expectations. District leadership supports new leaders in internalizing the existing implementation plan, preventing the introduction of new initiatives that might conflict with or dilute the focus on Tier 1 core instruction for all with high-quality instructional materials.
Step 4: Revisit & Refresh the Content-Specific Instructional Vision
The district’s guiding principles stay relevant as student needs and educational goals evolve. A formal curriculum review cycle, established for each content area, assesses whether current materials provide the most effective foundation for instructional equity and achievement across all student groups. If data indicates a loss of efficacy, district leaders initiate a new curriculum lifecycle, restarting at Phase 1. Leadership seeks stakeholder input to refresh the content-specific instructional vision, utilizing it as a filter to vet new curricular materials and confirm they complement existing progress.

Elements Reflection Questions: Implement & Monitor
District and school leaders utilize five core “practices” to drive progress and build stakeholder trust and buy-in throughout the IMplement MA lifecycle: Instructional Vision, Monitoring, Communication, Pausing for Equity, and Professional Learning.
Educators should use the following phase-specific reflection questions to verify that the Elements are actively driving progress to support adaptive change. If members of the team answer “No” or “Unsure” to more than two prompts within a current phase, leadership should schedule a strategic step-back meeting to realign the district’s trajectory.
Referencing these navigational checkpoints regularly supports proactive risk mitigation, allowing teams to address hurdles before they disrupt the timeline or implementation effectiveness.
Recommended Action Based on Results:
· 0–2 “No” or “Unsure”: Proceed with caution, noting areas for minor refinement.
· 3+ “No” or “Unsure”: Schedule a step-back meeting to realign with the core elements.
Instructional Vision
· To what extent does daily instruction across all classrooms reflect the district’s content-specific instructional vision?
Monitoring
· Does disaggregated performance data demonstrate measurable shifts in student learning, including a decrease in opportunity gaps?
· Has the use of data to refine instructional support become a consistent habit within the district's professional culture?
Communication
· In what ways is the district providing updates on student progress in meaningful ways to verify that two-way communication remains honest, asset-based, and culturally and linguistically sustaining?
Pausing for Equity
· How is the district evolving support structures for students who are not yet thriving?
· Does data reflect a decrease in opportunity gaps across student groups?
· Does the evidence show a sustained systemic commitment to continued progress for all learners?
Professional Learning
· How is the professional learning ecosystem evolving based on the needs of new educators, ongoing educator feedback, and evidence of learning growth and achievement for all students?


[bookmark: _Toc225759892]Milestones (Implement & Monitor)
Milestones serve as vital indicators of progress within each IMplement MA phase, balancing technical requirements with adaptive shifts. View them as markers of the broad goals to anchor instructional equity.
Marker of Success: Turning a “new initiative” into “the way we do things here.”
Milestone: Prioritizing Inclusive Learning Opportunities – Administrators prioritize and maximize inclusive opportunities for all learners by establishing effective district systems and defining effective classroom practices for instructional equity.
· Multilingual learners (MLs) and students with IEPs have consistent access to high-quality, grade-level Tier 1 core instruction. Educators utilize built-in HQIM supports to provide MLs and students with IEPs access to fully participate in the “cognitive lift” of the work rather than receiving simplified or remedial content.
· Disaggregated data indicates a measurable reduction in opportunity and achievement gaps, while district resource allocation—including funding and staffing—is specifically shifted to prioritize the attainment of equitable outcomes for the most historically underserved groups.
· Classroom observation data provides educators with targeted feedback on the effective utilization of HQIM, focusing on the skillful application of language supports and cognitive scaffolds that allow multilingual learners and students with IEPs to meet the same standards as their peers. 
Milestone: Aligning of Resources & Supports to HQIM program – Administrators continue to review and align supplemental instructional materials, assessments, and supports to the Tier 1 core high-quality instructional materials. 
· Supplemental materials are reviewed to identify areas of misalignment with the core materials.
· All specialists and interventionists have been trained to understand the core materials.
· Assessments, grading, and other aspects of the educational system have been reviewed for alignment with the core materials. 
· Additional services, such as tutoring, have been reviewed for alignment with core materials. 
Milestone: Inclusive Progress Monitoring for Sustained Excellence – Administrators  facilitate an inclusive process to engage staff, students, families, and community members in monitoring progress toward the content-specific instructional vision beyond initial implementation.
· The district calendar features ongoing feedback loops—including student panels and family focus groups—providing structures for essential community perspectives that inform continuous improvement and support a curriculum that maintains local relevance.
· Stakeholders systematically review HQIM implementation data to identify successes and provide actionable recommendations, allowing the district to benefit from diverse viewpoints (e.g., a caregiver’s view on homework versus a teacher’s view on discourse) when planning future refinements.
· Public communication channels provide regular updates on student success stories and collective progress toward the content-specific instructional vision. By celebrating wins across all demographics, leaders foster community pride and sustained investment in instructional equity goals.
Milestone: Prepared Leaders of Data-Driven Instructional Equity – Leaders are prepared to support educators in using the assessment system to refine and adjust equitable instructional practices.
· Administrators connect each assessment to specific strategic use—such as resource allocation, staffing shifts, or student groupings—while actively minimizing “monitoring only” assessments that do not lead to a direct change in instructional support.
· Administrators prioritize the use of assessments for targeted, short-cycle interventions, allowing teams to solve for learning gaps in real-time and move away from using data solely for high-stakes accountability or compliance reporting. 
· District and school leaders have comprehensive communication strategies to share assessment results with educators and families, making data accessible and understandable and fostering a collective investment in closing demographic growth gaps.
Milestone: Strategic Monitoring of Short-Term and Long-Term Impact – The Implementation Team reviews short-term goals and maintains a structured living plan to monitor long-term goals related to the enacted curriculum's impact across student groups.
· Progress is evaluated against short-term benchmarks derived from both HQIM utilization (implementation fidelity) and student performance data, allowing for immediate course corrections before small gaps become systemic hurdles.  
· The district establishes long-term strategic goals (3–5 years) that target student learning outcomes, equity of access for students with IEPs and multilingual learners, and instructional equity across schools and grade levels.
· The district maintains rigorous progress monitoring systems and adaptation cycles that facilitate the transition toward a permanent Multi-Tiered System of Support (MTSS) framework where high-quality instructional materials serve as the Tier 1 foundation for every learner. 
Milestone: Student and Family Partnerships for Academic Growth – Educators partner with students and families to communicate learning progress in meaningful ways and build on individual student strengths.
· Partnerships with students and families follow guidance from the Office of Student and Family Support and specifically the Massachusetts Family, School, and Community Partnership Fundamentals in Massachusetts. 
· Educators employ a diverse array of assessment tools, such as digital portfolios and student-led conferences, to document and celebrate individual growth and academic achievement gains in ways that make progress visible and meaningful to families beyond traditional letter grades. 
· Family communications utilize a strengths-based framework, are provided in multiple languages, and actively engage students in metacognitive reflection and the setting of their own learning goals, positioning the student as the primary owner of their academic journey.
· Qualitative data from surveys and focus groups indicate that families feel well-informed and equipped to facilitate home-based learning extensions that align with classroom instruction, closing the gap between school and home environments to create a seamless learning experience.
Milestone: HQIM-Centered Induction and Onboarding – Administrators prioritize curriculum orientation within the districts Induction and Mentoring Program. 
· District’s induction and mentoring program aligns to DESE Induction and Mentoring Guidelines.
· All new hires participate in a comprehensive onboarding program that supports curriculum literacy learning, covering technical navigation of digital and physical materials alongside standardized district procedures and providing a clear foundation for classroom operations.  
· The induction process incorporates job-embedded supports—including formal peer mentorship, coaching, and dedicated co-planning sessions—allowing new staff to apply their training in real time with the guidance of experienced practitioners. 
· The induction process incorporates job-embedded supports for effectively using HQIM —including formal peer mentorship, coaching, and dedicated co-planning sessions—allowing new staff to apply their curriculum literacy training in real time with the guidance of experienced practitioners.
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[bookmark: Adaptation]Adaptation: An umbrella term for any data-informed, intentional change made to core curricular materials to better meet the unique assets and needs of students or to support relevance to local context. Adaptations with integrity change how students learn (e.g., providing a graphic organizer, frontloading vocabulary) not what students learn (e.g., “lowering the bar” by removing the most challenging part of the lesson, denying students the opportunity to grapple with grade-level work).
[bookmark: AdaptiveChange]Adaptive Change: Change that requires a shift in people’s values, beliefs, habits, or loyalties. They present challenges that are often nebulous and have no clear-cut solution in a manual. Adaptive change takes time and cannot be resolved with technical solutions. For example, providing a teacher with better curricular materials (technical) will not change their belief about all students’ capacity to do grade-level, standards-aligned work (adaptive).
Adoption Roadmap: A strategic, multi-year plan that outlines the specific stages a district follows to move from selecting a new curriculum to implementing it with integrity (i.e., curriculum selection and implementation plan).
[bookmark: Administrators][bookmark: AdoptionRoadmap]Administrators: Refers to those with formal positional authority, such as principals, superintendents, or directors. Their role in the IMplement MA curriculum lifecycle is to establish and monitor the systems (e.g., schedules, budgets, PL plans) that allow the “strong horse” to succeed by actualizing the content-specific instructional vision.
[bookmark: AllStudents]All Students: This Guide frequently references “all students,” which represents each and every student, with particular focus on students who have been historically marginalized or underserved by our education systems, including but not limited to, those who identify as Black, Hispanic/Latino, Asian, Indigenous, and Multiracial students, students with disabilities, English learners, LGBTQIA+ students, students experiencing homelessness and/or financial insecurity, and students who are undocumented. (SEP)
[bookmark: AssetBased]Asset-Based: Approaches that intentionally build on the strengths and capacities that learners bring to school, including their languages, cultures, and experiences versus deficit-based thinking that views differences as weaknesses.  (SEP)
[bookmark: AssetBasedTeaching]Asset-Based Teaching: Leveraging students’ dynamic funds of knowledge (based on their cultures, lived experiences, and linguistic resources) as assets students can draw and build upon for learning and for valuing self and others. 
[bookmark: AssessmentSystem]Assessment System: An effective system that maintains a clear connection between the alignment, communication, and utility of student data. Within this system, the district verifies the alignment between the intended purpose of an assignment and the specific assessment tasks required of the student. This process establishes standardized methods for data collection and communication, providing a shared language for stakeholders. Regular routines support data that informs both daily instructional practice within the instructional core and system-level decisions.  
[bookmark: Bias]Bias: A disproportionate weight that may be created intentionally or unintentionally in favor of or against an idea, thing, individual, or group. (Guidelines for the Preparation of Administrative Leaders) (SEP).
[bookmark: Coaches][bookmark: InstructionalCoaches]Coaches (Instructional): Coaches typically do not have a dedicated roster of students. Instead, they support teachers through modeling, observing, and providing non-evaluative feedback to support professional growth. They support teachers to bridge the written curriculum and the enacted curriculum.
[bookmark: Coaching]Coaching: Personalized, non-evaluative instructional support. In a curriculum-specific coaching model, the coach and teacher collaborate within the classroom to analyze student work against curriculum-defined mastery, model specific instructional routines, and troubleshoot the implementation of curriculum-embedded scaffolds. Coaching serves to bridge the written curriculum and the enacted curriculum.
[bookmark: CoachingCycle]Coaching Cycle: A structured, job-embedded professional learning routine to support professional growth. A coaching cycle follows a predictable rhythm of planning, observing, and reflecting to drive instructional equity by strengthening teachers’ curriculum literacy to enact curriculum with integrity.
[bookmark: CollaborativeLearning]Collaborative Learning: Structured, dedicated time (such as common planning time) for peer-to-peer intellectual preparation. Educators work together to unpack the “big ideas” of the upcoming unit, anticipate student misconceptions based on curriculum tasks of specific lessons, and plan for the specific linguistic and cognitive demands of instructional tasks.
[bookmark: Consensus]Consensus: A decision-making process whereby a group reaches widespread agreement that everyone can “live with” and support because the “will of the group has emerged.” Unlike a majority vote, consensus focuses on the health of collective commitment. When the Curriculum Council works toward consensus, members are validating that the selected high-quality instructional materials meet the “local lens” and aligns with the content-specific instructional vision. This process helps prevent the resistance that happens when teachers feel a curriculum was forced upon them rather than selected through a shared, representative, and inclusive process.
[bookmark: CoreMaterials]Core Materials: Comprehensive print or digital instructional resources designed to serve as the standalone primary materials for Tier 1 instruction. They provide a coherent and sequenced progression of learning aligned to all or a majority of the Massachusetts content standards and practices, while addressing students’ diverse learning needs to enable all students to meet grade-level expectations, as defined by the Massachusetts curriculum frameworks.
[bookmark: CulturallyLinguisticallySustaining]Culturally & Linguistically Sustaining: Practices that align to both culturally sustaining practices and linguistically sustaining practices. 
[bookmark: CulturallySustainingPractices]Culturally Sustaining Practices (Pedagogy): Like linguistically sustaining practices, culturally sustaining practices promote multiculturalism as an asset and honor the cultural resources students bring to the classroom.
[bookmark: CurricularInstructionalMaterials]Curricular / Instructional Materials: Resources teachers use to facilitate sequences of learning experiences (e.g., lesson and unit plans, texts); also called adopted or written curriculum. 
[bookmark: Curriculum]Curriculum: A sequence of student learning experiences teachers facilitate using curricular materials as a foundation (not a script!); also called enacted or taught curriculum.
[bookmark: CurriculumCouncil]Curriculum Council: A diverse, multi-disciplinary stakeholder group responsible for the evaluation and selection of high-quality instructional materials. 
[bookmark: CurriculumLiteracy]Curriculum Literacy: The ability of all educators—administrators, coaches, and teachers—to evaluate the alignment and quality of curricular materials through an equity lens; navigate how instructional design supports access and drives student learning; and enact curriculum skillfully by leveraging high-quality instructional materials (HQIM) with integrity to meet the diverse needs of every learner. 
[bookmark: CurriculumLifecycle]Curriculum Lifecycle: The systemic, recurring process of managing instructional materials from their initial identification of a need and selection through their implementation, refinement, and eventual retirement because they no longer meet the district’s needs.
[bookmark: CurriculumRatingsbyTeachers]CUrriculum RAtings by TEachers (CURATE): A project through which DESE convenes panels of Massachusetts teachers to review and rate evidence of alignment and quality of comprehensive core curricular materials. These reviews culminate in published, user-friendly reports for educators across the Commonwealth to consult and make informed, local decisions about curricula (see CURATE website). CURATE reviews are conducted primarily for content areas where a sufficient marketplace of comprehensive core materials exists. 
[bookmark: CurriculumReviewCycle]Curriculum Review Cycle: The formal, stage-based process a district follows to evaluate and select new instructional materials. This cycle typically spans from the initial identification of a need through the final procurement and initial launch of the materials.  
[bookmark: Elements]Elements: Five core “practices” to drive progress and secure stakeholder trust and buy-in throughout the IMplement MA lifecycle: Instructional Vision, Monitoring, Communication, Pausing for Equity, and Professional Development. These elements are focused on supporting the adaptive change necessary for success.
[bookmark: EnactedCurriculum]Enacted Curriculum: Refers to the actual instruction and learning experiences that take place within the classroom. That is, the real, lived and taught version of the curriculum—the specific ways a teacher provides instruction and the specific ways students engage with the content within the instructional core. 
[bookmark: EnglishLearner]English Learner (EL): “A student who does not speak English or whose native language is not English, and who is not currently able to perform classroom work in English.” Please see the Department’s wider guidance of use of this term in our Guidance on English Learner Education Services and Programming. 
[bookmark: Equity]Equity: The systemic commitment to identifying and removing barriers that prevent all students from reaching their full potential. It involves the distribution of resources; standards-aligned, high-quality materials; and individualized supports based upon student assets and needs, prioritizing the success of those who have been historically underserved by the educational system.
[bookmark: EquityCenteredEquityLens]Equity Centered/Equity Lens: A framework for assessing and addressing disparities and supports that include considering marginalized and underserved communities in decision-making processes. When applying an equity lens, decision-makers typically ask a series of questions to guide their analysis and actions, such as: Does the decision improve, worsen, or maintain existing disparities? Whose voice is represented and whose is missing? What assumptions underlie the decision? And ultimately, how are we moving towards culturally & linguistically sustaining practice?
[bookmark: ExcellencewithEquity]Excellence with Equity: The fundamental belief and systemic practice that high academic achievement must be accessible to every student within a robust multi-tiered system of support (MTSS). It requires the delivery of rigorous, standards-aligned instruction paired with high expectations (excellence) and proactive, individualized supports necessary to eliminate the predictability of student outcomes based on race, identity, or disability (equity).
[bookmark: Fidelity]Fidelity:  The commitment to implement standards-aligned, high-quality instructional materials as designed so that all students, particularly students with IEPs and multilingual learners, receive the intended “dose” of rigor. Fidelity prioritizes the coherence and pacing of the curriculum, aligned with districts’ expectations for use so that grade-level standards remain the focus of instruction. While integrity empowers educators to “amplify” by providing the necessary scaffolds, linguistic supports, and cultural assets, fidelity acts as a safeguard. It protects against bypassing “high leverage” tasks, providing all students to grapple with the complex work necessary for deeper learning.       
[bookmark: HighExpectationsandSupport]High Expectations and Support: Supporting all students to develop positive identities as learners, attain the academic skills and knowledge to meet or exceed grade-level standards with targeted supports, and apply competencies in current relevant, real-world contexts that acknowledge the histories of racial, ethnic, and linguistic communities.
[bookmark: HighQualityInstructionalMaterials]High-Quality Instructional Materials (HQIM):  Curricular resources that exhibit a coherent sequence of lessons that target learning of grade-appropriate knowledge and skills, as defined by the Massachusetts curriculum frameworks, through instructional practices and strategies that are well supported by research and other characteristics, such as rigorous, engaging content and inclusive design. As operationalized by the Department’s CUrriculum RAtings by TEachers (CURATE) project, comprehensive core materials are high quality if they Meet Expectations in each criterion of Standards Alignment and minimally Partially Meets Expectations for each criterion of Classroom Application. 
[bookmark: HistoricallyUnderservedStudents]Historically Underserved Students: Groups of students who have been systematically marginalized and disadvantaged in the educational system due to factors such as race, ethnicity, socioeconomic status, language proficiency, disability, geographic location, gender identity, sexual orientation, migrant status, and/or religious beliefs. These students often face significant barriers to accessing quality education and resources, resulting in disparities in academic achievement, graduation rates, and overall educational opportunities. 
[bookmark: HorizontalCoherence]Horizontal Coherence: The alignment of learning within a single grade level or across different classrooms in the same district. This alignment provides a consistent educational experience regardless of a student’s assigned teacher or schools within the same district. 
[bookmark: ImplementationPlan]Implementation Plan: A dynamic, multi-year strategic roadmap that translates the district’s instructional vision into actionable steps. Rather than a static plan, this living document undergoes continuous refinement based on quantitative and qualitative data to standardize the implementation of standards-aligned, high-quality materials to drive instructional equity for every student. 
[bookmark: ImplementationTeam]Implementation Team: A representative, cross-functional leadership group (i.e., assistant superintendent, student support director, teachers [generalists and specialists], family liaison, school psychologist, tech director, etc.) responsible for launching and monitoring sustained implementation, dedicated to supporting skillful use of high-quality instructional materials across all classrooms and with every student to drive systematic, equitable outcomes for all students.  
[bookmark: Inclusive]Inclusive: (A) In the context of the instructional core, inclusive practices are the specific instructional and environmental design choices that allow all students, particularly multilingual learners and students with IEPs, to access grade-level rigor within the general education setting (i.e., Tier 1).  (B) In the context of Diversity, Equity, and Inclusion (DEI), refers to the intentional and ongoing effort to ensure that diverse individuals fully participate in all aspects of the process, including decision-making.
[bookmark: IndividualLearning]Individual Learning: Dedicated time and protocols for educators to reflect on, refine, internalize, and apply learning on their own. This supports the deep cognitive work required to implement the high-quality materials with integrity to drive instructional equity for all students. 
[bookmark: InstructionalCore]Instructional Core: An educational framework defined by Richard Elmore that emphasizes the essential relationship between the teacher (mindset and practice), the student (engagement, ownership, and voice), and content (rigor and relevance), which collectively drives student learning. Elmore asserts that to lift the core and create large-scale instructional impact, a district cannot simply change the curriculum; it must also evolve teaching practice and the student’s role.
[bookmark: InstructionalEquity]Instructional Equity: The systemic commitment to providing every student with access to rigorous, grade-level standards through instruction with high-quality materials and individualized supports within a robust multi-tiered system of support (MTSS). Instructional equity prioritizes student assets and removes barriers so that identity and background do not predict student success.
[bookmark: InstructionalLeader]Instructional Leader: An individual—principal, department chair, and coach—responsible for cultivating the necessary conditions for high-quality, equitable teaching and learning for every student, every day. Leaders have relational influence and drive the adaptive change necessary to shift school culture. 
[bookmark: InstructionalRounds]Instructional Rounds: See walkthroughs.
Instructional Vision: Referred to as the “North Star,” the Instructional Vision is a concise, equity-centered statement that defines what high-quality teaching and learning look like locally for a specific content area. It serves as the primary evaluative filter and benchmark used by the district to select, implement, and monitor the impact of the enacted curriculum with standards-aligned, high-quality curricular materials.  
[bookmark: Integrity]Integrity:   The professional practice of skillfully using and adapting standards-aligned, high-quality materials at a systems level to meet the diverse needs of every learner. This approach safeguards the “DNA” of the curriculum—its design, rigor, and coherence—while applying professional discernment to how the intended “dose” of rigor is delivered. If fidelity confirms that the curriculum is taught, then integrity validates that the curriculum is learned by all students. 
[bookmark: IntellectualPreparation]Intellectual Preparation: The ongoing, disciplined process by which educators—individually or in teams—internalize the cognitive demands of standards-aligned, high-quality instructional materials. It marks a fundamental shift in instructional planning, redirecting the focus from teacher actions (What am I doing today?) to student cognition (What are my students thinking and learning today?). This practice emphasizes the “intellectual labor” required to facilitate rigorous, inclusive, and culturally & linguistically sustaining instruction at grade level. The process consists of two routines: unit unpacking and lesson internalization.  
[bookmark: Interventionists]Interventionists: While teachers handle Tier 1 (universal) instruction, interventionists typically focus on Tier 2 or Tier 3 supports. They work with students who need additional time or different strategies to master the standards, often using supplemental materials that must still align with the core standards-aligned, high-quality instructional materials.
[bookmark: Leaders]Leaders: This is a functional term rather than a job title. A “leader” can be a teacher-leader, a department head, a coach, or a principal. Anyone with relational influence and driving the adaptive change necessary to shift school culture is a leader.
[bookmark: LessonInternalization]Lesson Internalization: The process by which educators prepare to facilitate a lesson with standards-aligned, high-quality materials by first experiencing the “cognitive lift” of the lesson themselves. Educators engage deeply with the content to anticipate student thinking and potential misconceptions. This preparation allows teachers to plan strategic instructional moves and leverage students’ cultural and linguistic assets as “entry points” to grade-level learning. 
[bookmark: LinguisticallySustainingPractices]Linguistically Sustaining Practices: Like culturally sustaining practices, linguistically sustaining practices promote multilingualism as an asset and honor the linguistic resources students bring to the classroom.
[bookmark: LocalLens]Local Lens: A district’s unique evaluative filter used to identify the standards-aligned, high-quality instructional materials that provide the “best fit” for its specific demographic, values, and technical landscape.
[bookmark: MultilingualLearner]Multilingual Learner (ML): A student who encounters and/or interacts in languages in addition to English on a regular basis. MLs include students who are commonly referred to as “English learners” (ELs), former English learners, dual language learners, newcomers, students with limited or interrupted formal schooling (SLIFE), long-term English learners, English learners with disabilities, gifted and talented English learners, heritage language learners, students with English as an additional language, and students who speak varieties of English or indigenous languages.
[bookmark: MarkersofHighQuality]Markers of High Quality: As captured in CURATE rubrics, specific indicators used to evaluate materials, including grade-level alignment to state standards, range of texts, task complexity, diversity of perspectives, and usability for teachers.
[bookmark: Milestones]Milestones: Key markers of achievement through each IMplement MA phase with specific “look-fors” of success attending to both technical and adaptive change.
[bookmark: MultiTieredSystemofSupport]Multi-Tiered System of Support (MTSS): A proactive and preventative framework that empowers schools to meet the needs of all learners.  MTSS is built on the belief that all students can achieve grade-level learning and beyond when provided with the right instruction and support, at the right time, with the right intensity. 
[bookmark: Parameters]Parameters: The quick-filtering, non-negotiable “must-haves” (e.g., budget, technological requirements, edition) for filtering materials to derive at 2–3 strong options to deeply investigate for selection. 
[bookmark: Partnershipswithstudentsandfamilies]Partnerships with Students & Families: Promoting student/family voice and agency into decision-making and creating opportunities for meaningful engagement and input into the learning community.  
[bookmark: Phases]Phases: The largest unit of organization of IMplement MA, the four phases represent a specific scope of work that can take several months or years. 
[bookmark: Priorities]Priorities: The specific student and teacher needs the selected high-quality instructional materials for adoption must meet to facilitate the realization of a content-specific instructional vision aligned with the instructional shifts of Massachusetts’ college, career, and civic-readiness standards. During “deep dive” investigation processes, priorities are used to elevate meaningful distinctions among a subset of high-quality materials determined to be strong candidates for the district. 
[bookmark: ProductiveStruggle]Productive Struggle: The process of students grappling with complex, high-level tasks that are within their reach but not yet easy. In classrooms focused on instructional integrity, it is the space where students do the heavy, “cognitive lift” required to build deep conceptual understanding and problem-solving skills.
[bookmark: ProfessionalDevelopment]Professional Development (PD): Targeted training focused on the architecture of the standards-aligned materials. Unlike general workshops, curriculum-specific PD builds educator capacity to utilize the instructional methods, embedded routines, specialized resources, and specific unit trajectories within the high-quality materials to facilitate equitable instruction, particularly with students on IEPs and multilingual learners.
[bookmark: ProfessionalLearning]Professional Learning: A broad, umbrella term encompassing the active and ongoing process of integrating new instructional practices into daily routines. It is a continuous cycle within an ecosystem that includes professional development (PD), coaching, collaborative learning, and individual learning.
Professional Learning Plan: All the active and ongoing processes of integrating new instructional practices into daily routines. A comprehensive plan balances four distinct types of professional learning to provide a cohesive experience for all instructional staff, including administrators. The district designs this plan to provide every educator with the specific competencies to facilitate grade-level instruction and provide equitable access to students with IEPs and multilingual learners through practices that are inclusive and culturally and linguistically sustaining.
[bookmark: PsychologicalSafety]Psychological Safety: Coined by Professor Amy Edmondson, psychological safety refers to the belief that one can express themselves, admit mistakes, ask questions, and provide feedback without fear of judgment, ridicule, or retaliation. In the context of IMplement MA, psychological safety is the shared belief among educators that the classroom and the district are safe environments for interpersonal risk-taking during the high stakes transition to implementing high-quality instructional materials.
[bookmark: SociopoliticalAwareness]Sociopolitical Awareness: Empowering students with the ability to solve real-world problems by thinking critically, drawing conclusions about, and developing agency around complex issues related to equity, identity, power, or bias, to advocate for equity, justice, and liberty in their communities and beyond.
[bookmark: Specialist]Specialists: Professionals who have deep expertise in a specific area (e.g., Literacy, Math, English Language Acquisition). They often support both the selection of materials and the refinement of those materials for specific student groups.
[bookmark: StakeholderBuyIn]Stakeholder Buy-In: The collective psychological and professional commitment to a district initiative. It is achieved through transparent communication, inclusive decision-making, and the alignment of new practices with the community’s shared values and the goal of instructional equity for every student.  
[bookmark: Standards]Standards: The progression of content knowledge and skills students must master at each grade level to be prepared for college, career, and civic life, as defined by the Massachusetts curriculum frameworks.
[bookmark: StandardsAligned]Standards-Aligned: Attending to the full depth, rigor, and progression of the content standards and practices. Every component of the curriculum—the lessons, the student tasks, the assessments, and the instructional routines—is intentionally built to help students master the specific knowledge and skills defined by the Massachusetts curriculum frameworks. 
[bookmark: StrongHorsevUnicorn]Strong Horse v. Unicorn: A metaphor that reflects a guiding mantra of IMplement MA: There is no “perfect” curriculum, the equivalent of a unicorn. All standards-aligned, high-quality core curricular materials require some systemic level of adaptation or supplementation to meet unique local needs. When evaluating materials for selection, educators work to identify and select the “strong horse” representing the “best fit” for their district: robust, inclusive, and standards-aligned materials that provide a strong foundation for culturally and linguistically sustaining instruction.
[bookmark: StudentWorkReview]Student Work Review: A protocol used to examine evidence of learning to assess student progress, strengths, and opportunities for growth based on grade-level content, language, and practice standards. This collaborative process allows educators to reflect on the enacted curriculum and shift instructional practices to support the access, growth, and achievement of all learners (see Student Work Review tool). 
[bookmark: SupplementalMaterials]Supplemental Materials: Flexible instructional resources used to support or enhance Tier 1 core instruction. They can be used by students—independently or with a teacher—for targeted purposes, such as: enriching, reinforcing, or extending Tier 1 core learning; addressing gaps in standards coverage within Tier 1 core materials or instruction; and/or providing differentiated learning access points to enable all students to meet or exceed grade-level expectations, as defined by the Massachusetts curriculum frameworks.
[bookmark: SupplementingSupplementation]Supplementing/Supplementation: The act of adding external materials, activities, or lessons to a district-adopted Tier 1 core curriculum.  The specific additive adaptation bridges the gap between the written materials and the unique assets and needs of students, supports relevance to local contexts, and maintains rigor of grade-level standards. 
[bookmark: Systemic]Systemic: In the context of IMplement MA, an approach where instructional change is not treated as a series of isolated events but as deliberate realignment of every part of the district’s infrastructure within a multi-tiered system of support. A systemic approach ensures that instructional equity is the standard operating procedure, making it resilient to staff turnover, shifting priorities, or individual school differences.
[bookmark: Systems]Systems: The overarching term for the interconnected structures, policies, and practices that a district intentionally aligns to support the instructional core across schools to drive instructional equity for all students. Examples include schedules, budgets, professional learning, coaching, and assessments.  
[bookmark: Tasks]Tasks: Each phase of IMplement MA is broken into tasks that support the overall objectives of that phase. While presented sequentially they often overlap and may take several weeks or months.
[bookmark: Teachers]Teachers: The primary practitioners responsible for delivering Tier 1 core instruction. In the “Strong Horse v. Unicorn” metaphor, teachers are the ones who leverage the written curriculum to meet the specific differentiation, cultural, and linguistic needs of their students.
[bookmark: TechnicalChange]Technical Change: Change that requires applying existing knowledge, expertise, or established procedures. They present challenges that have a clear definition and a known solution that can be implemented quickly.
[bookmark: Tier1Core]Tier 1: Within a Multi-Tiered System of Support (MTSS) framework, Tier 1 refers to the core instruction and universal supports provided to all students, including students with IEPs and multilingual learners.
[bookmark: Tier23Supports]Tier 2 & 3 Supports: Tier 2 and 3 supports are aligned with and reinforce Tier 1, build on each other, and are appropriately integrated across domains based on student strengths and needs. Practices and interventions at every tier are selected because they have a proven impact on the students being served.
[bookmark: UnitUnpacking]Unit Unpacking: The systemic process by which educators analyze an upcoming unit within standards-aligned, high-quality instructional materials to deconstruct its instructional “DNA.” Educators identify the core content and language standards, distill the “big ideas,” identify the final performance tasks, and map the instructional arc. This ensures teachers understand how each lesson serves as a building block toward student mastery, allowing them to see the end goal before the first day of instruction begins.
[bookmark: VerticalCoherence]Vertical Coherence: The deliberate alignment of knowledge, skills, and standards across different grade levels. This structure creates a logical, developmental progression where the curriculum in one year serves as the direct foundation for the next.
[bookmark: Walkthroughs][bookmark: GlossaryEnd]Walkthroughs: Brief, structured, and non-evaluative classroom observations—typically lasting 10–15 minutes—focused on the interaction between the teacher, the students, and the instructional materials. The primary goal is to collect “snapshot” data on the alignment of instruction to the instructional vision, grade-level standards, the use of curriculum-embedded routines, and the level of depth of student “cognitive lift.” Effective walkthroughs utilize a shared and calibrated “Look-For” tool to gather data.  This process generates trends-based feedback that drives professional development, coaching, and the continuous improvement necessary to actualize the instructional vision.

[bookmark: _Pausing_for_Equity][bookmark: _Pausing_for_Equity_1][bookmark: PauseForEquity][bookmark: _Toc225759895]Pausing for Equity – Conceptual Framework
A central component of this Guide is the adaptive change to remain equity centered. Through the Element “Pausing for Equity,” this Guide provides a structured framework for decision-making through an equity lens, where users reflect on bias and promote shifts that are inclusive and asset-based while establishing the psychological safety necessary for professional growth. These collective efforts lead to instructional equity and excellence with equity through practices that are culturally and linguistically sustaining. 
Understanding the Movement Through Culturally Relevant, Responsive, and Sustaining Pedagogies
While these three terms are often used interchangeably, they represent an evolution in educational theory, moving from acknowledging a student’s culture and language to centering them as vital tools for academic and social success. It may be helpful to think of them as a progression of depth and intention.
1. Culturally Relevant Pedagogy (CRP): The Foundation
Coined by Dr. Gloria Ladson-Billings in the 1990s, this is the baseline mindset. It focuses on the idea that students must experience academic success while simultaneously developing their own cultural competence and a critical consciousness of the world.
· The Goal: To use a student’s culture as a “bridge” to help them succeed in a traditional school setting.
· Key Question: How can I use what students already know to teach the required curriculum?
2. Culturally Responsive Teaching (CRT): The Methodology
Popularized by Dr. Geneva Gay, this is the “how-to.” It focuses on the instructional techniques used in the classroom. It involves using the cultural knowledge, prior experiences, and performance styles of diverse students to make learning more appropriate and effective for them.
· The Goal: To adjust teaching styles (communication, engagement, and examples) to match the lived realities of the students.
· Key Question: How does my teaching style respond to the cultural and linguistic assets of my students?
3. Culturally & Linguistically Sustaining Pedagogy (CLSP): The Evolution
Developed by Dr. Django Paris, this is the most contemporary approach. It argues that relevance and responsiveness aren’t enough if the ultimate goal is still to assimilate students into a dominant culture. This approach seeks to perpetuate and foster—to sustain—the linguistic, literate, and cultural pluralism of the community.
· The Goal: To ensure that a student’s heritage and community languages and practices are not only valued but actively maintained and grown through schooling.
· Key Question: Does this classroom help students sustain their cultural identity, or is it asking them to leave it at the door?
At-a-Glance
	Approach
	Focus
	Educator’s Role

	Relevant
	Success: Using culture to achieve academic goals.
	A bridge builder

	Responsive
	Process: Adapting methods to student assets.
	A cultural translator

	Sustaining
	Preservation: Cultivating cultural pluralism as a goal.
	A guardian of heritage



	Lens
	Teacher’s Primary Question
	The “Result” for the Student

	Relevant
	How does this connect to students’ lives and justice?
	I see myself and my power in this lesson.

	Responsive
	How do my students naturally learn and talk?
	The way I think is a strength, not a barrier.

	Sustaining
	How can school help keep and evolve students’ culture and language?
	My heritage is a permanent part of my excellence.


Integrating These Concepts into the IMplement MA Process
· Phases 1 and 2 – Identification & Selection: Use the relevant lens to audit if and the extent to which materials reflect students’ identities.
· Phase 3 Launch – Professional Development: Use the responsive lens to train teachers on adapting their delivery.
· Phase 4 Implement & Monitor: 
· Use the sustaining lens to implement district policies that protect and grow students’ cultures, home languages, and traditions.
· Use all lenses to promote instruction that reflects high expectations and support for all students so they have equitable opportunity to grapple with and achieve success with grade-level standards defined by the Massachusetts curriculum frameworks.
Summary of the Shift
The shift from relevant to sustaining is a shift from utilizing culture to nourishing it. While a “relevant” teacher might include a text by an author of color, a “sustaining” teacher ensures the student’s native dialect or community traditions are treated as high-status academic tools that should be mastered alongside “standard” expectations.
A Note on Equality vs. Equity
It is a common misconception that these are the same. Equality means giving every student the exact same pair of shoes. Equity means giving every student a pair of shoes that actually fits them. Equity pedagogies address the “fitting” process.
Expanding the theoretical foundations 
For more understanding of the theoretical foundations of Supporting Culturally and Linguistically Sustaining Practices read more on our website. 
Culturally Sustaining Practices Operational Framework
The following framework provides an important lens for districts reflecting on how they are meeting the goals of Pausing for Equity. 
Asset-Based Teaching
Leveraging student’s dynamic funds of knowledge (based on their cultures, lived experiences, and linguistic resources) as assets students can draw and build upon for learning and for valuing self and others.
High Expectations & Support
Supporting all students to develop positive identities as learners, attain the academic skills and knowledge to meet or exceed grade-level standards with targeted supports, and apply competencies in current relevant, real-world contexts that acknowledge the histories of racial, ethnic, and linguistic communities.
Culturally Competent Community Building
Creating a learning environment that is affirming of diversity where each student feels a sense of belonging while developing respect and understanding for experiences, cultures, identities, and perspectives that are different from their own.
Socio-Political Awareness
Empowering students with the ability to solve real-world problems by thinking critically, drawing conclusions about, and developing agency around complex issues related to equity, identity, power, or bias, to advocate for equity, justice, and liberty in their communities and beyond.
Partnerships with Students & Families 
Promoting student/family voice and agency into decision-making and creating opportunities for meaningful engagement and input into the learning community.  



[bookmark: _Educator_Roles][bookmark: _Toc225759896]Educator Roles
Within the IMplement MA Guide, educator roles are defined by their relationship to the curriculum, the specific student populations they serve, and the proximity of individuals to daily Tier 1  instruction and systems-level decision-making. While a single individual may embody several roles simultaneously, the use of a specific term within the Guide is an intentional choice, designed to communicate a particular “lens” or proximity to the instructional system.
The Broad Umbrella: Educators
Educators is an inclusive term for those dedicated to the practice of education. Within the context of this Guide, it refers to any professional—teachers, administrators, coaches, and specialists—whose primary role is to support student learning and development. Use of educators signals a collective responsibility for implementation and student success.
Instructional Roles: The Front Line
· Teachers: These are the primary practitioners responsible for delivering Tier 1 core instruction. In the “Strong Horse versus Unicorn” metaphor, teachers are the ones who leverage the written curriculum to meet the specific differentiation, cultural, and linguistic needs of their students.
· Coaches (Instructional Coaches): Coaches typically do not have a dedicated roster of students. Instead, they support teachers through modeling, observing, and providing non-evaluative feedback on the use of high-quality instructional materials. They are the “bridge” between the standards-aligned, curricular materials’ design and its classroom execution (i.e., enacted curriculum).
Support & Targeted Roles: The Experts
· Specialists: Professionals who have deep expertise in a specific area (e.g., literacy, math, English language acquisition). They often support both the selection of materials and the “refinement” of those materials for specific student groups.
· Interventionists: While teachers handle Tier 1 (universal) instruction, interventionists typically focus on Tier 2 or Tier 3 supports. They work with students who need additional time or different strategies to master the standards, often using supplemental materials that must still align with the core standards-aligned, high-quality instructional materials.
Another way to distinguish between these two roles is this: A specialist is an expert in the content (e.g., how reading or language acquisition “works,” whereas an interventionist is an expert in the repair (e.g., “helping this specific student catch up on their reading skills”).
Leadership Roles: The Systems Builders
· Leaders: This is a functional term rather than a job title. A “leader” can be a teacher-leader, a department head, or a principal. Anyone with relational influence and driving the adaptive change necessary to shift school culture is a leader.
· Administrators: This usually refers to those with formal positional authority, such as principals, superintendents, or directors. Their role in the IMplement MA curriculum lifecycle is to establish and monitor the systems (schedules, budgets, and PL plans) that promote strong instruction that actualizes the instructional vision.
Unless otherwise specified, the Guide most often uses the term leaders for principals and other school and district administrators. This choice emphasizes their relational influence as instructional drivers of adaptive change and instructional excellence, rather than their positional authority and responsibility to manage technical operations.
At-a-Glance Comparison
	Term
	Primary Focus
	Relationship to curriculum

	Teachers
	Student mastery
	Enacting and adjusting the curriculum

	Specialists
	Student access and mastery
	Developing or providing scaffolds to support access and differentiation

	Administrators
	Systems coherence
	Creating the conditions for success

	Coaches
	Teacher growth
	Improving the skillful use of materials.

	Interventionist
	Targeted support
	Bridging gaps to reach grade-level standards
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Curriculum Matters 
Research increasingly shows that curricular materials are a primary lever for improving student outcomes and advancing educational equity. Decades of research show: 
· Expectations shape outcomes. High-quality instructional materials help teachers operationalize high expectations by providing clear sequencing, scaffolds, and instructional guidance to support all students in meeting rigorous academic standards.
· Curriculum-specific professional learning strengthens teacher practice and magnifies the impact of high-quality instructional materials.
· High-quality instructional materials can be implemented at scale with measurable positive effects on teaching quality and student achievement.
Explore our Curriculum Matters website to learn about the research.
Curriculum Definition
· Curricular / Instructional materials are resources teachers use to facilitate sequences of learning experiences (e.g., lesson and unit plans, texts); also called adopted or written curriculum. 
· A curriculum is a sequence of student learning experiences teachers facilitate using curricular materials as a foundation (not a script!); also called enacted or taught curriculum. 
Curriculum Literacy
Curriculum literacy represents a shift from “creating from scratch” to “skillfully using and adapting with integrity” standards-aligned curricular materials to uphold instructional equity and drive equitable outcomes for all students. Curriculum literacy is the ability of all educators—administrators, coaches, and teachers—to:
1. Evaluate the alignment and quality of curricular materials through an equity lens.
2. Navigate how instructional design supports access and drives student learning. 
3. Enact curriculum skillfully by leveraging high-quality materials (HQIM) with integrity to meet the needs of every learner. 
Curriculum Literacy Competencies
Curriculum-literate educators demonstrate these specific, measurable skills and behaviors. These competencies are not “one and done” skills; they are developed through ongoing professional learning and collaborative intellectual preparation. By prioritizing professional learning to develop these competencies, district and school leaders demonstrate commitment to a strong instructional core and communicate that the chosen standards-aligned, high-quality instructional materials act as true vehicles for driving systemic change to advance instructional equity.
1: Evaluate (Alignment and Quality)
Discerning high-quality from low-quality through an equity lens to uphold instructional equity.
a. Determining alignment to the depth and rigor of grade-level standards through fluency with the state standards, learning progressions, and evidence-based pedagogical-content knowledge.
b. Skillfully utilizing credible review sources (e.g., CURATE, EdReports) and technical rubrics (e.g., IMET, EQuIP) to determine how materials utilize research-validated methods (e.g., the “science of reading” or “productive struggle”).
c. Verifying the presence and quality of built-in guidance and Universal Design for Learning (UDL) features, including entry points and scaffolds for multilingual learners and students with IEPs.
d. Utilizing tools like the Culturally Responsive Curriculum Scorecard and Benchmarks of Quality for Multilingual Learners to identify gaps or stereotypes and the centering of single perspectives and assess the degree to which the materials affirm diverse student identities and support culturally and linguistically sustaining practices. 
e. Discerning specific areas where high-quality materials may require adaptation or supplementation to address unique demographic, linguistic, or historical contexts.
f. Proactively evaluating one’s own content knowledge and pedagogical skills to identify specific areas where additional professional development or coaching is required to implement the materials with integrity. 
2: Navigate (Instructional Design)
Understanding how instructional design supports access and drives learning over time.
a. Understanding the “instructional arc,” including horizontal Scope & Sequence, Vertical Progression (how skills build over the year and across grade levels), and how unit design builds knowledge and language over time.  
b. Skillfully navigating teacher guides, digital platforms, and ancillary resources to understand the structural relationship between individual lessons, tasks, and overarching unit goals.
c. Identifying the embedded language demands and pedagogical entry points and scaffolds designed to support multilingual leaners and students with IEPs.
d. Comprehending the curriculum’s core instructional models (e.g., inquiry-based, workshop, or direct instruction) and specific routines (e.g., discourse protocols, productive struggle) inherent in the curriculum’s design.
e. Exercising professional discernment regarding the curriculum’s specific strengths and weaknesses to plan for necessary localized adjustments or supplementation that sustain rigor and coherence.
f. Comprehending how the formative and summative assessments and tools within the materials are designed to track progress toward grade-level mastery and inform instructional shifts.
3: Enact (Implementation with Integrity)
Shifting from “creating from scratch” to “skillfully using and adapting with integrity” to meet the needs of every learner.
a. Facilitating the curriculum’s “high leverage” tasks (e.g., inquiry, sensemaking, storyline, problem solving) so students own the thinking. This practice requires understanding the purpose of the instructional routines to maintain high cognitive demand.
b. Modifying delivery to maintain rigor and coherence; this involves professional adjustments to pacing and “keep/drop” decisions that uphold grade-level standards while responding to student needs.
c. Implementing linguistically sustaining practices and tiered interventions (Tiers 2 and 3) within a multi-tiered system of support (MTSS) framework that provide access while building student independence.
d. Drawing upon students’ cultural and linguistic assets to enhance materials and foster inclusive, identity-affirming academic classroom discourse.
e. Continuously adjusting instruction based on diverse data sources (curriculum-embedded assessments, student work, and real-time observations) to remain responsive to the unique assets and needs of every learner. 
f. Skillfully managing the physical and digital components of the curriculum (e.g., data dashboards, manipulatives, consumables) to orchestrate a seamless and purposeful learning environment. 
Curriculum literacy is built over time through iterative cycles of professional learning and collaborative unit unpacking for all educators. Curriculum literacy focus may look different depending on the educator’s role.
	Role
	Primary Competency Focus
	Actionable Indicator and Strategic Goal

	Teachers
	Instructional Enactment 
	Facilitate high-quality daily instruction and student growth by engaging in effective intellectual preparation and maintaining rigor in the enacted curriculum. 
Provide entry points and scaffolds to support equitable access while keeping the content and tasks at grade level, maintaining student cognitive lift, and adjusting instruction in real-time based upon student data (qualitative and quantitative).

	Coaches
	Strategic Navigation
	Support teachers to intellectually prepare through unit unpacking, lesson internalization, and student work review to identify where students might struggle and plan scaffolds or adjustments in advance of facilitating lessons. 
Provide high-quality feedback during coaching cycles that is grounded in the specific curriculum.

	Administrators
	Systems Evaluation
	Align schedules, budgets, assessment systems and professional learning to promote sustained and effective implementation of standards-aligned, high-quality materials with integrity.
Provide feedback that reinforces instructional integrity aligned with the content-specific instructional vision.





[bookmark: _Strong_Horses_versus][bookmark: _Toc225759898]Strong Horse versus the Unicorn
Effective selection and implementation of high-quality instructional materials require a shift in mindset and practices, guided by IMplement MA’s core mantra: “There is no unicorn, only strong horses.” 
The Myth of the Unicorn
Just as the unicorn is a myth, so, too, is the idea of a single, “perfect” curriculum—one that works flawlessly in every context for every student exactly as-is. Massachusetts is a diverse Commonwealth; districts, educators, and families possess unique assets and needs that no single product can universally satisfy.
Identifying the Strong Horse
The goal of the IMplement MA evaluation and selection process is not to find a magical solution but to identify the “strong horse”: a robust, inclusive, and standards-aligned curricular product that provides a strong foundation for culturally and linguistically sustaining instruction. The “strong horse” represents the identified “best fit” for a district based upon its “local lens.” 
A curriculum identified as a “strong horse” provides a foundation, not a ceiling. Even the highest-quality materials remain inert without the skilled hand of an educator equipped with curriculum literacy. While a “strong horse” provides the structural integrity needed for equitable instruction, it does not replace the ongoing, curriculum-specific professional learning or data-informed professional judgment (pedagogical-content knowledge) required to be responsive in a live classroom. 
Empowering Educator Expertise
IMplement MA honors educator expertise by acknowledging that a “strong horse” requires context-specific, data-informed systemic adjustments. These professional refinements at a systems level allow teachers to provide inclusive instruction that is culturally and linguistically sustaining, fostering deeper learning for all students.
With that understanding, the aim of implementation is to support the selected “strong horse” so it can carry all students toward the content-specific instructional vision. By establishing and monitoring the systems that promote strong instruction, districts move beyond the search for a mythical “quick fix.” Instead, they commit to building a sustainable culture of excellence with equity dedicated to continuous improvement.
Guidance for Specialized Disciplines
In certain disciplines with limited options in curricular materials—such as the Arts, Comprehensive Health and Physical Education, History and Social Science, and World Languages—the Department publishes curriculum guides to support informed, local decisions about core and supplemental materials that support their implementation of the Massachusetts teaching and learning standards defined by the Massachusetts curriculum frameworks. For these and other disciplines, districts can still utilize the IMplement MA Guide to facilitate a robust curriculum evaluation, selection, and implementation process.
By following an intentional process, districts promote equitable access to grade-level learning. This approach sustains a written curriculum (materials) and an enacted curriculum (instruction) that support the growth and achievement of all students while remaining deeply rooted in evidence-based practices that are inclusive and culturally & linguistically sustaining. 



[bookmark: _Resources_1][bookmark: _Toc225759899]Resources 
There is also a companion set of resources to support the journey through the IMplement MA curriculum lifecycle. Submit the IMplement MA Resource Request Form to get access to them. 
Types of Resources 
· Reference: Overview documents that define the process and provide foundational information.
· Examples: Authentic artifacts from Massachusetts schools and districts, illustrating the tasks, steps, products, and outcomes described in this Guide. 
· Note: The affiliations and titles that may be included with specific artifacts reflect the individual’s affiliation and title at the time we obtained the artifact(s).
· Tools: Standardized forms, worksheets, and templates designed to support completing specific IMplement MA Tasks and Steps. 
· Vignettes: Written or video case studies of the systems, structures, and practices described in the Guide as they are enacted in Massachusetts districts, schools, and classrooms.
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