
>> Before we get started though, I thought maybe I would tell you a little bit about me and some of my 

experiences and how I end up at the Implementers Forum.  I've been working for--with Head Start in 

different capacities for many years, but before that, I spent a lot of time in the world of child care, so for 

those of you who work in child care, I have lot of experience in that arena, and I also thought first grade, 

so I also have some experience working in school districts, and I was also a behavior consultant back in 

the '90s many many years ago before there was even PBIS.  So, I have a history of doing a lot of different 

things with a lot of different Early Childhood providers.  And what brings me here today not only is 

Positive Behavior Support near and dear to my heart, but so is coaching and a lot of the programs I 

currently work with in providing training and technical assistance to Head Start.  A lot of those Early 

Childhood folks are really challenged by trying to implement coaching as well as supervising stuff, our 

resources are somewhat limited, and so folks are trying--I see smiles when I said resources are rather 

limited.  And so, folks are kind of trying to do both.  So, I don't know, maybe a year or two ago, Sue 

Zeiders and I met up at one of the Challenging Behaviors Conference and I said, "Sue what's going with 

the, you know, Positive Behavior Support in the state?"  And she says, "Well, why don't you join the 

network and find out?"  So, I joined the Early Childhood committee portion of the network, and so I've 

been really involved as much as I'm able to be in our calls and in some of the sessions that we do across 

the state, and so, one of the things I always said is, you know, we have a lot of Early Childhood programs 

that really want to implement coaching and Positive Behavior Support, but they just don't have the 

resources, they're really challenged because they're trying to supervise, they're trying to coach, they're 

trying to do everything and maybe we--I should do something at the next Implementers Forum on the 

challenges with coaching and supervision, and so here I am.  So, I'm hoping today, because I know we all 

have different experiences we bring, but I wanted to get an idea of who I'm talking to because that will 

determine how much time I spend on the different parts of the--of that presentation.  But I really want you 

to get to talk to each other, and I want you to share your own experiences too.  So, my style is pretty 

informal, so I have a lot of you turning and talking to your neighbor or the person behind you or in front of 

you, especially this room's kind of spread out, so it's much harder to do any kind of charting or anything 

like that.  So, I thought it might be better if we did some of those small group table activities today too.  

So, who do we have in the room?  How many folks here work for Head Start?  Okay.  Oh, quite a few of 

you.  Okay.  How many of you work with another Early Childhood program?  Okay.  Can you--who do 

you--Child Care?  Okay.  I used to work for the PA Key, I was a preschool program specialist, so I know 

all about Pre-K counts and Head Start supplemental.  And you all?  You're… 

>> [inaudible] 

>> Right, I now recognize you guys.  And how about you? 

>> Early Intervention. 

>> Oh, you're Early Intervention?  Okay.  Did I miss anybody?  Do we have any school districts?  I mean--

you work with Early Childhood in this… 



>> First grade. 

>> First grade.  Okay.  And kindergarten, okay.  All right.  Your experience is probably a little different 

than the majority of folks in the room.  Traditionally, you usually don't have to supervise and coach, 

correct?  At he same time.  So--yeah.  So, we're going to talk a lot about some of the--what I would call 

the prerequisites to avoiding confusion about roles before we even get in to doing some of the scenarios 

and discussion about which role do I play and when, but from a school district perspective, I think you 

may look at this a little differently, so it will be interesting to see what you all think.  But everyone else, it 

sounds like--is in the room are Early Childhood folks, correct?  And Head Start, Early Intervention, Child 

Care.  All right.  So, how many coaches do we have here?  Raise--hand raise.  Okay.  How many coach 

supervisors do we have here?  Oh, quite a few, okay you've come to the right place.  So, what I'm hoping 

today is to answer some of your questions that you may have, and also to meet some of these goals.  

And I have one, two, three, four goals for the session, and the first thing we're going to do is we're going 

to review some components of an Effective Coaching Model and if any of you were in Julia's session 

before this session anybody would--was anybody in Julia's session?  Okay.  The Effective Coaching 

Model that I'm going to share with you parallels of a lot of what she said, so I'm going to go through that 

rather quickly, but I think it's a good foundation to set for today's session because if you are not following 

an Effective Coaching Model, your role as a coach supervisor will be extremely confusing to not only you, 

but to the Folks that you coach supervise.  So, having some basic foundational elements are really 

important to making this dual role be successful.  We're also going to talk about some programmatic 

supports for starting and sustaining coaching.  In my work specifically with Head Start programs, I have a 

lot of grantees that are really excited about coaching and whether it's around Positive Behavior Support 

which is what we're going to give examples around today.  But really, you can coach on any teaching 

practice, and they get really excited about it and they develop these great plans, and then I come back to 

follow up and they look really bummed out, you know, like failures.  Something like, "What's wrong?"  

They go, "Life happened, you know, we're too busy putting out fires, you know, we really thought we're 

going to able to do this so we never got off the ground."  And when I really sit down with them and we talk 

about it, the main reason why it's not successful and why they're really struggling is that they really don't 

have the programmatic supports in place to be able to not only start the coaching, but sustaining it.  So, 

we're going to talk a little bit about that because then that's going to help you in your role.  It's going to 

make your role much clearer for you too.  And then, I'm going to talk a little about coaching competencies.  

I worked with many folks who--they're told--is it their supervisors, they're education manager supervisors, 

and, you know, they're told one day, "Okay.  You're a supervisor and now we're going to start coaching 

and guess what, now you're going to be a coach."  I had one supervisor said to me, "But what if I don't 

want to be a coach?"  I don't feel like I have this skill.  I don't feel like I have the competencies.  I feel okay 

about being a supervisor, I know what to do when I supervise, but I don't know about this coaching.  So, 

there is--that's a whole other discussion is how do we talk about coaching skills and coaching 

competencies when really our main role is supervision.  Very different, right?  Very different.  And then 



finally, we are going to really get into some of the challenges and opportunities that you may all be 

experiencing with the dual roles of coaching and supervision, and really have an opportunity to look at 

some scenarios, maybe create some of your own and talk at your tables about some strategies and some 

things that may really help you as you go back into your classrooms and into your settings.  I wish there 

was a magic answer, I wish I had a magic wand, I don't, but I think it's important to know that the 

collective group here--I find that when we all put our heads together, we can often come up with some 

really good strategies and ideas to support each other.  Comments, questions about what we're going to 

do this morning?   Okay.  Good.  Okay.  I already did introductions, is there anybody that came in later 

that I forgot?  Hi, where are you from? 

>> [inaudible] Pennsylvania. 

>> Okay. 

>> [inaudible] a coaching, consulting firm for professional growth dimensions. 

>> Okay. 

>> Right outside. 

>> So, do you work in the Early Childhood community as coach? 

>> Early Childhood and OST programs, after-school programs. 

>> After-school programs, okay.  All right.  So, since we did the introductions, what I'd like you to do now 

is--since we don't have flipcharts, we are going to do a turn talk.  So if you could turn to your partner and 

anyone you'd like to talk about this too, could you talk about one challenge that you have as a coach 

supervisor if you'd have the dual role?  If you don't have the dual role, just talk about what challenge you 

have as a coach or a supervisor, and what opportunities or advantages do you have as a supervisor 

coach?  So, just take a couple of minutes to do that and we'll share out.  See what some of these 

challenges are.  See, if there are similarities, commonalities, okay?  This usually means we're finished 

talking.  Okay.  For the sake of time, let's join back together.  Hopefully, you got to meet somebody new 

or at least talk a little bit about your challenges and your opportunities.  Good Morning, come on in.  We're 

talking about the challenges of coaching and supervising and having dual roles in Early Childhood 

classrooms.  So, who would like to share one of your challenges?  Francine, I know somebody. 

>> So [inaudible] together but one of the roles that we find is trust because though she [inaudible] they 

have a trust issue.  And [inaudible] and it's been who's the person to be falling part to the education, the 

supervisor or is it me, and I have multiple roles. 

>> Uh-hmm.  Good--so trust, would you all--I have a lot of head-shaking.  Trust is probably the number 

one.  Are they going to use this against me?  Are they going to write me up?  Is this going to be on my 

performance appraisal, right?  Okay.  The trust, good one.  Another one?  Yes. 



>> I think you got to come back [inaudible] that one with progressive supervision issue, and when it's 

something that you coach through. 

>> Okay.  How do we separate--and this is a challenge, what issues are supervisor issues and what 

really are teaching practices whether it's related to the pyramid model, how many of you are familiar with 

the class observation tool, anybody here on Head Start?  All right.  Those teaching practices, any teach--

whether it's related to implementation of curriculum, a set, any teaching practice that can be coached.  So 

that's a really a good one, and we are going to talk about that because that comes up a lot.  And that's a 

slippery slope.  I call it the slippery slope.  Another one?  Another challenge?  Yes? 

>> Staying on task when you go into classrooms, you just… 

>> Excellent one.  Staying focused, staying on task.  I have coach supervisors who tell me, well, I really 

went in, you know, it was Wednesday and my--it was my day to coach, and I left there three hours later, 

and I did nothing that had to do with coaching.  I was too busy putting out fires, that's a good one.  And 

then you're frustrated, you're very frustrated.  I saw some other hand over here.  Yes? 

>> Numbers. 

>> Numbers? 

>> There's something [inaudible] how do you--helps them to be successful [inaudible] 

>> Okay.  Well, there's one of you in how many classrooms? 

>> Right around 43 teachers. 

>> They have 43 teachers, and there's one coach, okay. 

>> 1200 kids. 

>> 1200 kids, all right.  So we're talking about what is reasonable, right?  What is reasonable?  This all 

gets back, and we're going to talk about that in a minute, is you're starting and you're sustaining the 

coaching program because that's what leads to frustration.  There's only one of me no matter how hard I 

work, right?  No matter how hard I work, no matter how many hours I work, there is no way that you will 

be able to coach 43 teachers.  Even five of you, forty-three teachers, that's a lot. 

>> Three are veterans, two are brand new. 

>> Oh, three are veterans and two are brand new.  So they are going through their own training needs 

and their own year of survival, I call that, the first year that you work in Early Childhood.  Yeah.  She can 

make it even worse if we want her to go on.  We get--I think we get the picture, but you're right, the 

expectation, is it an unrealistic expectation when we develop our coaching model that we have X number 

of coaches for X number of teachers in classrooms because there's teams, right?  In Early childhood, we 

have teams, so that teacher doesn't work in isolation.  All right.  So what are some opportunities or 



advantages, believe it or not, there are some of serving as a coach and the dual role supervisor coach?  

Yes? 

>> I was going say trust, while it's a challenge, it's also an opportunity advantage to be in that coach role 

because you begin to build a different relationship and learn to understand each employee on a different 

perspective. 

>> Okay.  Did you hear what he said?  Well, trust can also be as a challenge, it can also be an 

opportunity because that gives you as, you know the person so well as your supervisor, you often have 

that relationship develop with them and you do know a lot about them, you do know a lot about them as 

the supervisor.  So thanks for sharing that.  Another opportunity or advantage in that dual role?  Yes? 

>> So, in terms of issue with the organization, this is not [inaudible] 

>> Okay.  So… 

>> And that means [inaudible] if you were--are shopping around and, "Oh, I like this, but I don't like that." 

>> All right.  So what is the vision of your organization?  What are those teaching practices?  What are 

those best practices that you know as a supervisor as well as a coach, that you want to see implemented 

in your program and it could be Positive Behavior Support, it could be effective teacher-child interactions 

related to other teaching areas, you know, all those different things, so good.  Another opportunity?  

Another advantage?  Okay.  All right.  So that's a good, I think indication in what--of what I'm hearing to 

across the state because I get to hear and work with lots of different people.  So you're not alone.  You're 

not alone.  There's lot of challenges out there, but there's also opportunities in serving as this dual role.  

One of the interesting things that we share with me recently is a Head Start Program who actually has 

coaches separate from supervisors.  And there's issues there with communication, with--well, if the coach 

is going to take care of it, then I don't have to worry about it.  As the supervisor--a lot of you are shaking 

your heads.  So the point is, there's no [inaudible] you know, there's no magic wand.  I think the most 

important thing is to be aware of your challenges, be aware of your opportunities and your advantages to 

being in the dual role, but being able to talk about it and being able to discuss it.  Because once you can 

begin to work out and work through these issues, then you're much more successful at actually feeling 

supported in the work that you do.  So let's take a little look at what we know about the effects of quality 

coaching.  Most of the coaching research, a lot of you may know this, actually was done around the work 

of inclusion, Head Start Center of Inclusion did a lot of that research as well as our friends at CSEFEL 

and around the pyramid model and coaching towards the implementation of the pyramid model.  And 

recently, the National Center on Quality Teaching and Learning which is one of the National Centers that 

Head Start funds and that's pretty much where I get my marching orders as a TNTA person for Head 

Start.  They have put a lot of this research together as well as some of the research that Teachstone did 

and they were the folks who actually implement, and produce, and trained around the class tool that 

measures the quality of effective teacher-child interactions.  They all have done a lot of research on this, 



and a lot of those folks ended up working for NCQTL which is the National Center on Quality Teaching 

and Learning.  And the model that I'm just going to high level overview today that they use is called 

Practice-Based Coaching.  Practice-Based Coaching is pretty much the same model that Julia was 

talking about this morning if you were in her session.  It just looks--the visuals' just a little different, and 

she went in to a lot more detail.  The point being though, if you don't have a quality coaching model to 

support your coaches, how are you going to have quality coaching?  And we know from research that 

when all coaches use a research-based strategy to support adult learning in professional development, 

guess what, we have quality teaching.  And when we have quality teaching, what does that lead to?  

Quality learning.  And you'll notice that everything on the slide is focused around effective curricular and 

research-based teaching practices.  So it's not--well, I'm going in this classroom and I don't know what I'm 

going to see, you know, because they're all doing something different.  No, this is where you as a 

program and developing your coaching plan, you're all on the same page.  You all have a curriculum that 

is research-based, evidence-based.  You're all using an assessment tool that's research evidence-based 

and you're all using a coaching model that's research and evidence-based, because if I would ask all of 

you before you became coaches, what coaching mean to you, you probably all would tell me something 

different and you probably all had different experiences with coaching.  Some of you may think of 

coaching as sports, right?  Sports team, how many of you were coached on a sports team?  Okay.  Quite 

a few of you.  I never had that experience.  I was never on a team.  How many of you were ever coached 

as a teacher?  Okay.  Was that a good experience?  Was that a bad experience?  How many of you did 

coaching and/or mentoring because back on the day, we use to call it mentoring yourself, okay?  I did 

that, but was I using a quality coaching model?  No, I was using the Deb Krotec coaching model.  I mean, 

let's be honest, before we knew what was effective quality coaching, we were winging it, you know, we 

were.  A lot of you are shaking--we were kind of doing well, you know, I'm going to go in and will support 

them.  I'm going to ask them what they want to learn about.  Not quite the same as following a model that 

is focused on specific teaching practices.  Whether it's related to implementation, the pyramid model or 

another teaching practice.  So, it's very different.  It's not--you can't have this wishy-washy coaching 

model because if you have a--I call it wishy-washy because it's kind of like everyone's doing what they 

feel like they want to do.  And very--it's a very different thing to mentor than it is to coach.  Mentors more 

supporting the person, holding their hand, you know, all the time is, you know, we mentor first year 

teachers.  Coaching in this realm of what we're talking about today is much more focused on looking at 

coaching as a professional development strategy to use with teachers.  It's very different than what we've, 

I think, traditionally thought about coaching and mentoring an early childhood.  And so, that is going to be 

key--keep them at the back of your mind, because that's going to be key to you understanding the 

difference between when you're serving in that coaching role and when you're serving as the supervisor 

because if you can think of coaching as professional development, that's really going to help make your 

roles much clearer in your head.  Okay.  Does that make sense?  Okay.  So this is the high level overview 

of practice-based coaching.  This is the definition and this is based on all the research from all the 



different folks I just mentioned over the past what, 10, 15 years probably developed this.  And it is a 

cyclical process for supporting teachers use of--and notice what I bolded here, effective teaching 

practices that lead to what?  Positive outcomes for children.  That's why we're doing this.  We always 

forget about the kids, and I love the little guy with his thumbs up.  That's what we're here for.  We want to 

improve child outcomes.  Comments, questions about the definition?  Okay.  How many of you have seen 

this visual before, this model?  Okay.  If you're at Head Start, you probably have seen this visual model 

before, and all of this is, is really the cyclical model of the three components of practice-based coaching.  

This is an evidence-based, research-based model.  Julia probably covered all of these, this morning if you 

were in her session, this is just a different way that we're looking at it.  But notice what is all around what 

encompasses that circle.  We talked about trust before, collaborative coaching partnership.  If you don't 

have that, forget about doing the other three.  So, I'm glad you mention the trust because the trust is the 

foundation of any relationship that we have with our staff.  The other thing to keep in mind is when you 

use this type of a coaching model as a professional development strategy with the intent of really 

affecting teacher practices, improving teaching practices in the classroom which requires a change in 

teacher behavior, right?  Hard to do, easy to do?  Anybody thinking--yeah, very hard to do.  It's very hard 

to do.  So when you think about it that way, you realize that if we don't have this foundation of trust and 

teachers think about how adults learn, don't feel that we are doing this with them, not to them.  This is not 

something that we do to our staff.  This is something we do with our staff.  We do professional 

development with our staff.  I want to kind of think of this on a continuum were some staff and some of 

you mention you have some new staff.  They're just coming in the door, right?  The first, and if any early 

childhood program is complex, but I know with Head Start, it's really complex because you have all the 

paperwork and the performance standards and all the components service areas.  So, they're walking in 

the door and probably for the first year, they're like a deer in the headlights.  Would you choose a 

coaching model as a professional development strategy with brand new staff?  Probably not, because 

what you're going to be doing is spending 99.9% of your time--as a supervisor.  So when you look at this 

continuum, that might help you think about, do I really use a coaching model as a professional 

development strategy with all my staff?  Maybe not, because I can tell you in the work I've done, I've had 

coach supervisors come to me and say, I was wrong, I was trying to coach her around supervisory issues 

and I don't know what I was thinking because she wasn't actually implementing best practices, she wasn't 

doing the basics.  And I knew that if didn't do the basics, she didn't come to work on time, you know, she 

didn't complete the paperwork, she was going to get fired.  So when you think about supervision, it's very 

clear--well, pretty clear-cut.  You either do it, right, you come to work on time, you don't.  You do the 

paperwork or you don't.  Coaching is more about professional development and getting the teacher to that 

next level--the next level.  Once they have all the foundational practices in place, once they're doing 

everything that they need to do to run a classroom, you know, fairly well.  In other words, you're not 

concerned that you're going to write them up and they're going to have an improvement plan, right?  

Because if you're--if you're going to try to coach, and in the back of your mind you're thinking, well, I'll get 



in through the backdoor.  I'll coach--I'll tell them I'm coaching them, but really, what's going to end up 

happening, if they don't do X, Y, and Z as the coach, then they're going to end up getting written up.  Uh-

uh.  That's that slippery slope, because then, the trust plummets, it plummets.  So you really have to, in 

your mind, keep that very clear.  What are the issues that you are going to be supervising around and 

then, what are the teaching practices that you can coach around, and we'll talk a little bit more about that.  

But you can see that's three components to the model.  The first--obviously the first thing is the 

establishing the relationships, and then we're going to look each one a little bit deeper.  We're going to 

talk a little bit more about shared goals and action planning, the focused observation, and then reflection, 

and feedback.  Oftentimes in my experience, what I find does not happen is the reflection and the 

feedback.  Well, I gave her a piece of paper that summarized my notes, you know, I was guilty of that.  

Why didn't she do it?  You know, like Julia said this morning if you were in her session, "Well, we train 

them, and we train them, and we train them."  I have programs that say to me, "We train them to death 

and they go back in the classroom and they do the same thing they always did."  And I always say, well, 

what's the definition of insanity?  Doing the same thing over and over, and over again with the same 

results.  Maybe we need to look at a different way of doing professional development.  Maybe we need to 

think about, does our professional development strategy match our intended outcome?  So if you want 

teachers to implement a practice, a teaching practice in a classroom, and you expect them just by 

attending a session to implement that practice in the classroom, that's a mismatch, a total mismatch.  If 

on the other hand, you would just expect them to say, learn about a website, and you give them 

information about the website, you showed them how to access the website and you expect them to go 

back and be able to do that, that's a pretty good match.  So, start thinking a little bit more about how are 

you delivering professional development to your staff and what is the expected outcome, and does it 

match?  We know that whenever coaching is implemented in a program, a model like this, you're going to 

see a 95% effective response rate to implementation.  Whereas me, standing here and talking to you, 

probably 95% of you will forget what I said when you walk up the door because this is not the best way for 

us to learn.  No, some of us won't, you know, we'll be good, and we'll go back, and we'll go and look up, 

I'll map the resources, and this is posted by the way the--I am--the PowerPoint is on the website, so you'll 

have access to that.  So--and some of you will go back and do that, but how do we know if our teachers--

right?  Do all that?  So think about the match.  Does the professional development strategy that we're 

offering including coaching match our intended outcome?  Yes? 

>> [inaudible] I'm a supervisor and we've been doing this coaching thing [inaudible] I'll be a coach since 

I'm one of the [inaudible] but my question is, would be a good practicing model?  What you're--like, go to 

the classroom as a coach and model what you're teaching? 

>> Uh-hmm.  Yes, definitely.  That's a coaching strategy and actually, when you talk about observation, 

the second part of the cycle we'll get to, that's actually a strategy you can use in the classroom, okay?  

These are some of the characteristics of a collaborative partnership.  Now, you can look at this briefly.  Do 



we forget any?  Do you have any to add for those of you who've had experience with this?  Notice trust is 

up there?  Yes? 

>> [inaudible] I just want to walk [inaudible] what is your opinion where [inaudible] 

>> She wants to know… 

>> [inaudible] 

>> …what's my opinion?  Can you wear both hats?  I think it--and I--you know, you're not going to like this 

answer but I think it depends.  It depends on how much support you have from your administration.  It 

depends on how many classrooms you're expected to supervise and coach.  I've seen--a few programs I 

worked with, they're doing it successfully but they're always coming back and revisiting.  They're always 

coming back and tweaking their coaching plan with me because you run into things.  Things happen in 

the early childhood community.  There's a lot of turnover, you know, there's new staff all the time so 

you're--it's a living document, I guess.  Your plan is a living--it has to keep being responsive to what's 

happening in your program.  Otherwise, you are going to be so frustrated and I kind of sense that from 

you already and there's a frustration level where you feel that there's--no matter what you do, you can't 

feel like you're accomplishing anything.  The other thing to keep in mind is behavior change takes a long 

time.  And we are expecting teachers to change some of their behavior which is what we're doing when 

we're asking them to change a teaching practice whether it's implementing a visual schedule or whether 

it's teaching them or coaching them on how to ask more open-ended questions to kids.  They're still 

having to change something that probably maybe for 20 years they've been doing it one way.  So, as a 

coach, even one little increment of change, a baby step, you have to celebrate that because it does take 

a long time to see any change.  For those of you who use the TPOT or the class tool or the ECERS, we 

kind of get hung up on--especially with the ECERS in the class on the scores.  Even, you know, half of a 

point of change is huge, huge, and the research shows this.  So, be gentle in your self.  I think sometimes 

you really do feel frustrated because you do feel you're wearing too many hats.  So, my suggestion would 

be really take a look and we're going to look at some programmatic supports in a minute.  Did our 

program think through all of these things before we started implementing a coaching program where we--

where we were asking supervisors to also function as coaches or where we're asking coaches to coach, 

you know, 20 classrooms or whatever the case, 15 classrooms, whatever the case maybe.  So, we're all 

good with this.  This is characteristics--these are characteristics for the collaborative partnership.  So, this 

is the foundation.  You may take a long time to build this collaborative partnership.  Some staff take 

longer than others and that's okay.  Fortunately, in the early childhood field, most of us, at least, don't 

have a defined coaching time.  You know, we're not on a coaching contract so to speak like other folks 

are.  So, this is a--the cracks of it though.  So once you have the collaborative partnership developed, so 

that's--and then--and when you do this, well, staff know and think about this because we're going to talk 

about this a little bit later.  Will--how will staff know when you're going to function as the coach and when 

you're going to function as the supervisor and that's part of that collaborative partnership.  We'll be having 



those discussions and talking about that.  And here's the cyclical process again.  So, let's start looking at 

the shared goals and the action planning.  I mentioned before some of you have--and Julia mentioned 

this this morning, too.  Your TPOT data--use your TPOT data, use your class data if you have that.  You 

can use ECERS data.  You can use child outcome data.  You can use classroom observations to--these 

are tools that you can use to determine the focus of coaching.  This will help you when you sit down with 

the teacher and you develop goals together.  So, no longer do you have to have a worry about a teacher 

who says, "Well, I want to learn how to read books better to kids."  And you're thinking that's not a goal 

that she really needs to work on.  She already knows how to do that.  Well, that's when you have the 

conversation.  Well, let's look at the data.  What does the data tell us?  And Julia mentioned this morning, 

too, so, I'll mention it again, the inventory of practices.  There's different teacher self-assessments.  Use 

that data so you're getting their input.  Remember, this is something you're doing with them, not to them.  

And so, you develop goals together.  You develop an action plan together.  Matter of fact, I go so far as I 

tell the coaches and supervisors I worked with have the teachers or the teaching team write down the 

goals.  Have them write the action plan.  Don't you do it because then they'll think it's yours, you know, 

have them do it, so that the whole is the buy-in.  We know that if we want adults to change behavior, they 

have to find it meaningful to them.  And data also kind of takes the [inaudible] of us.  It's not, like, I'm as 

your supervisor/coach telling you what you need to do, what you need to work on as a professional--using 

coaching as professional development strategy.  We're looking at the data and your self-assessment of 

what you think is going on and we're looking at all of this evidence to develop goals and develop an action 

plan.  And there's going to be some negotiation, no doubt about it.  They may say, "Well, I want to work 

on this goal first."  And you're thinking, "Well, I really want them to work on this goal."  But if you know that 

that goal is going to get them to work on more goals, right, that's that buy-in you want to--you want to 

encourage that.  I had a coach supervisor share with me that the one goal the teacher wanted to work on 

was implementing a visual schedule.  And she said, "I didn't think it was that--really that good of a goal 

but it was something that she wanted to do and based on my classroom observations I thought it was 

something that she probably should work on but I knew she would really achieve that goal really quickly."  

And I'm, like, "That's great."  Because you want then to have success, so, if they can see they can 

achieve a goal with your support then they're more likely to set a more challenging goal with you.  So, I 

thought that was a great idea and she did--she implemented the visual schedule probably within the 

month.  And so, she was feeling very success.  They kind of celebrated that and then they moved on to 

the next goal.  So that is really important, this whole goal--shared goal development process and the 

action planning process.  This is what you are going to use when you go in that classroom wearing your 

coach's hat so that you do not get sidetracked.  And someone mentioned how do we stay focused?  So--

and this is going to require some self-discipline on your part where teachers are going to have to know 

that this is a respected time.  When I come in every Wednesday or whenever it is that you've decided 

you're going to go in and you're going to do the--your coaching observation, they understand that this is 

protected time.  Now obviously, if, you know, there's a health and safety issue, right, that trumps 



everything.  You're going to have to deal with the health and safety issue.  But otherwise, when the 

teacher says to you or, you know, assistant comes over to you and says, "I really want to talk to you 

about Joey."  "No, today, I'm here to look and focus on the goal that we developed together and the 

implementation of, you know, using the action plan to implement that goal."  So, pull out that piece of 

paper.  It's going to help you.  And if you were in the session this morning, Julia actually gave a sample of 

an action plan.  I actually use that one.  It's a good one.  And there's also a goal-setting one, too.  So, this 

is going to help you as the coach supervisor, keep you focused because it very easy, I know, I used to be 

a teacher for many years, to get sidetracked on everything else and it requires a lot of self-discipline.  But 

my kind of general--personally is my rule of thumb and this would be something you'd have to talk about 

as a program, health and safety trumps it all.  You cannot--if a kid runs out the door and the teacher 

doesn't see it, what are you going to do?  You're going to say, "No.  I'm coaching today."  No.  You're 

going to go after that kid, right?  So, you know, this is within reason.  How many of you think that having 

this type of a road map for coaching will help you stay focused?  Okay.  Yes. 

>> I just have one question. 

>> Sure. 

>> [inaudible] developing the plan, I mean, I'll be honest, we do performance appraisals and [inaudible] 

two goals in a row.  That's hard for [inaudible] taking the easiest route, you know, a lot of us do [inaudible] 

and some of us have to do [inaudible] my goal this year is I'm going to finish my [inaudible] part of your 

job. 

>> Say--right. 

>> [inaudible] recommendations already, that's part of your job. 

>> And you just answered your own question.  If it's part of your job and you're not doing your job, that's a 

supervisor issue.  This is professional development.  Go back to your data.  Do you have data that you 

can use to help staff think about--staff are use--my experience is that in early childhood folks, we're not 

used to using data.  So, this is new for a lot of us.  How can we sit down and use data to help us just think 

about and that's why you--they need a supervisor coach to help them with this to think about what do I 

really need to work on because, I hate to say this but nine times out of ten, we'll take the easy way out.  

Like I said before, I want to learn how to read books to kids.  We already know how to read books to kids.  

Does that make sense? 

>> Well, then getting the [inaudible] back on and I will [inaudible] an hour and we're still at the same point 

and, you know, we're all time-sensitive.  Hey, I got nothing accomplished, worst, I'm still trying to teach 

this person this is part of your job. 

>> Job, uh-hmm. 

>> So, where do you run from there?  Like… 



>> Do they know it's part of their job? 

>> They do, but it's just that back and forth and [inaudible] you, you're coaching, right?  You, you're 

coaching [inaudible] I'm not here coaching but unless that you have--they just--sometimes, they walk that 

fine line and… 

>> Well, it sounds like they're confused.  And if you're confused, they're confused, trust me.  That's why 

you have to be very, very clear in your program, and we're going to get to that in a minute.  Your program 

has to be very clear about the model that you're using and when are you functioning as a supervisor.  If 

you--if--like I--that example I gave before, if you have new staff or older staff who are not meeting or not 

doing their job, you don't coach them.  You don't use a coaching as a professional development strategy.  

That supervision, I mean, I wish we--I could say and wave a magic wand and say coaching is going to 

help you with folks who have supervisor issues.  Not necessarily because if they're not doing their job, 

how can you expect them to get to that next level where you're asking them to change their teaching 

practice?  They're not even doing the basics so how can we ask them to get to that next level?  So--and I 

don't know you'll--everybody has different policies and procedures for what you do with employees who 

don't do their jobs.  And then you'll always have to fall back on that.  Yes? 

>> Do you think some of those cases are in conjunction with our coordination team? 

>> Yes. 

>> So, if we had issues when we first got started [inaudible] tools [inaudible] like TPOT and resources like 

that, that's why programs have been working with us for a long time, but [inaudible] group that we have a 

discussion and go, "You know what, this is a supervisor issue.  It has nothing to do with them, yes."  And 

then we came to the supervisor and say this is supervision and she needed support to take to the 

director, then the leadership team went with the supervisor to the director to say this is getting turned up 

because we're implementing PBS strategies.  But this is an issue that it has nothing to do with this. 

>> Right, exactly. 

>> We just make it surface. 

>> Exactly, which happens… 

>> [inaudible] and then it gets ugly [inaudible] 

>> It's a slippery slope and that's why--and it's good that you have that team to support you in that work 

because what happens if you don't have that foundation in place, it all falls apart. 

>> And then the supervisor [inaudible] the leadership team has to maintain, "No, this is supervision.  No, 

this is supervision."  And as they represent back into the building, this is a supervisory issue, it's not PBS 

and get exactly [inaudible] in place to help with some of the issues that I could--you're looking at.  But 

keeping those two pieces separate… 



>> Yeah.  So, it could be the leadership team or it could be just an administrator team, whatever your 

agency decides.  Uh-hmm. 

>> And [inaudible] for some of ours, it was the external coach because they're not in the mix of all the 

other stuff.  The external coach can go, "No, no, no, no, no, why are we messing around with this?" 

>> This is supervision. 

>> Yeah. 

>> Yeah. 

>> And if they need to [inaudible] 

>> So, you bring… 

>> [inaudible] two or three director's meetings called out by the agency. 

>> So, you bring up a good point and that is sometimes when you are the coach supervisor, you may not 

necessarily be able to see what issue is really--it's bubbling up and it's really supervision issue, it's not 

something that they can--we can use coaching as a professional development strategy to get them to that 

next level to, you know, improve their teaching practices.  So, that's a really good point and that's why I 

said earlier you have to constantly have these conversations with your support team, whoever that is, 

whether it's a PBIS leadership team, whether it's your administrative, you know, core management team, 

for those of you in Head Start, you have school readiness leadership team, whatever team it is where you 

can get those--that administrative support.  But thank you for sharing that.  Okay.  And then this is the 

component that focuses on observation and this is--there's various, as you all know, ways to observe--I'm 

not going to spend much time on this but remember, the observation focus is guided by that action plan.  

This is going to help you stay focused and not get sidetracked while you're in the classroom.  This is 

when the modeling, someone earlier--the new--well, she thinks she's going to be a new coach, right, said, 

"Is this where the modeling would occur?"  And Julia this morning, if you were in her session, she went 

over a lot of coaching strategies.  I'm not going to do that but there's multiple coaching strategies.  This is 

where you might videotape a teacher.  And then finally, this is the last component which is the reflection 

and feedback.  Here is when you as the coach would reflect on the teacher's practice and how she's 

implementing that based on the action plan.  And you're going to be providing feedback to the teacher.  

Julia gave out a great--I call it the cheat sheet, the 360-degree coaching, and if you don't have it, if you 

weren't in her session, it's online.  It's--she posted it.  And it gives you some nice feedback starters such 

as how do you think it went today, that's always a good one to use because if you think it went really 

awful and they think it went really well, well, then their conversation, their feedback, right, is going to go a 

whole different direction.  So, that gives you some nice opener questions.  But the idea is that you want 

the teacher to begin to reflect on their teaching practice and you're going to be guiding that.  What I have 

found and many I'm sure you have this found this, too, in your experiences, teachers are not really good 



self-reflectors.  We're so busy doing, doing, doing, doing, right, we're making sure this is done, that is 

done, we're putting out this fire, you know, taking care of this, taking care of that, we have a hard time 

being self-reflective.  And this is a real eye-opener for many teachers when they go through this process.  

Comments, questions about the reflection and feedback?  Okay.  So, now, enough of me talking.  Turn 

and talk to anybody you'd like or you could do it as a threesome or foursome.  What do you think this 

quote means to you in the context of your current work environment?  Adoption of coaching as a form of 

professional development is a complex endeavor that care--requires careful planning, system-wide 

changes, and ongoing support and review.  Just two minutes, turn and talk and then we'll share what 

does that mean.  Any reflections on this--on this quote?  Yes. 

>> Oh, we were just talking about how brilliant advice [inaudible] we're doing [inaudible] we're kind of 

consultants. 

>> You're consultants? 

>>Yes [inaudible] acting as the outside [inaudible] network.  It's interesting to work with Head Start right 

now and the working with the Ed coordinators, they're kind of providing the supervision.  They're also 

stepping into that [inaudible] this perspective, it's interesting you guys have been talking about this issue 

to [inaudible] the supervisory issues.  And as coordinators are stepping into the classroom and that 

coaching role, they're in more frequently.  They're starting to see more of those things that they probably 

wouldn't have seen when they go in and they're doing the hands-on thing, helping in the moment.  

They're seeing it through different lens.  So… 

>> Yup, the coaching lens, uh-hmm. 

>> This isn't why changes occur.  They're--we're helping to guide them in this process of using the 

[inaudible] inventory practice as that planning tool and that self-reflection tool, so [inaudible] collaborative 

process, so that's, like, careful planning, there's an action thing that accompanies that, so that's that 

ongoing support, and then actual plan is you review that ongoing [inaudible] so it kind of fits all those 

pieces. 

>> Okay.  Thanks for reflecting on that.  Did you all hear him over there?  Okay.  Yeah, let's talk a little--if 

we talk louder, we'll all hear.  Yeah, thanks for sharing that because I would imagine it would be 

challenging to come in, you know, as an outside consultant because the--it's so complex, the work that 

we do, and you're--like I said earlier, you're going to see that this is not black and white.  It's not.  And 

that's why it's important to have the support and to have the ongoing conversation.  I always--I used to 

say the program--to the programs I worked with, I still do, this plan that you developed is not written in 

stone, you know, this can be changed or can be modified because you're--we're dealing with human 

beings here, right?  We--you never know what's going to happen, right?  So, you have to be flexible in 

thinking about this and it's a process, so thank you for that.  Any other reflections?  Francine? 



>> [inaudible] 

>> Can you hear her?  Okay.  Good. 

>> There's a lot about [inaudible] and how they--some of us visualize the coaches that it's kind of, like, 

their position has to be, like [inaudible] socially and emotionally focused that they never brought n the 

data [inaudible] it's what speaks. 

>> Yes, the data speaks, uh-hmm. 

>> This is what they need to [inaudible] 

>> Uh-hmm.  Okay.  Good, good reflection.  Anybody else?  Yes. 

>> Hi [inaudible] back on our conversation that we were having, their Head Start has been [inaudible] 

some of the things that had occurred because the teacher will call the mental health specialist and say, 

"Hey, there's some [inaudible] 

>> I have a kid that… 

>> …from chairs, spitting on me," whatever.  So, they pretty much think that the coach's role is to come in 

and, like, take care of that.  So--but she needs to come and be part… 

>> You mean you're not the fairy godmother? 

>> [inaudible] 

>> Sprinkle that special dust. 

>> So, maybe they want to come out and calm the child down in relation to what they're supposed to be 

doing.  So, we kind of came to the conclusion as a group over here that we need to train the teachers 

better on Tier 1 and Tier 2 supports that they can be using on [inaudible] because, you know, sometimes 

[inaudible] just my teachers that think that we should [inaudible] but they're seeing the same things. 

>> I think often times, being a formal--former pre-school teacher, we--you always think there's a magic 

answer out there because you're so overwhelmed, you're so tired.  I mean, let's admit it.  It's very, very 

emotionally and physically draining work that we do in early childhood classrooms.  And you're just 

hoping that your fairy godmother or someone will come and save you because that seems to put the 

band-aid, right, on it.  But like Julia said this morning, if you were in her session, granted you may get rid 

of one kid if you fuss enough or make enough noise, but there's five other kids waiting to come to get in 

the door.  So, the point is building those skills and giving the teachers the support they need.  It's a 

parallel process.  If teachers don't feel supported in their work, how are they going to support the kids, 

right?  So, very good observations.  Yes? 

>> And that's what always I try to tell them because we have [inaudible] from our groups [inaudible] 



>> Good. 

>> Our process [inaudible] all our teachers, so we work on that. 

>> Good. 

>> But I think that can really [inaudible] got to be willing to train. 

>> Right.  And how do we help them understand?  This isn't something we're doing to you.  We're doing 

this with you because, you know, you're going to have more and more challenging children.  And if you 

have all of these behaviors in the classroom, how are we going to improve child outcomes, the socio-

emotional foundations of early learning?  Hello?  Right?  Yes? 

>> We're pushing our team, meeting up [inaudible] Tier 1, each [inaudible] 

>> Right.  Go back to the basics.  Uh-hmm. 

>> You know, it's a volcano.  Take that person [inaudible] pieces to take that down… 

>> The foundation. 

>> …because you're not going to be able to [inaudible] 

>> Exactly.  And sometimes, as a coach, that's some of the--and as a supervisor, those are some of the 

things that you can support the teachers with.  Yes? 

>> I would also say [inaudible] program, there are systems on how kids move from universal support to 

Tier 3 support.  What's it supposed to look like? 

>> What's it look like? 

>> [inaudible] teacher, not supposed to be gathering data.  I can't call the Tier 3 person and say I've got 

this kid, probably been doing it for three weeks and that person asked for their--show me your BIR's. 

>> Right.  Where's the data? 

>> [inaudible] supposed to do. 

>> Where's the data? 

>> BIR's, no support [inaudible] you're not doing, your fault. 

>> Exact--yeah. 

>> [inaudible] 

>> That sounds like logical consequences, right? 

>> [inaudible] Tier 3 supports that I've said nobody's talking about Tier 1 and 2 yet.  So, no one will come 

out, come do Tier 1 and Tier 2. 



>> Yes. 

>> Just look at these pieces and see what you can pop.  You start doing BIR's, I'll be back.  Well, let's get 

this straight. 

>> Before we move on.  Yes? 

>> [inaudible] this part, you have kids that you [inaudible] bottom line, who has to deal with them 

[inaudible] 

>> Who has to deal with it everyday?  You.  So, how can we build your skills? 

>> They're frontline [inaudible] 

>> Right, they're frontline.  There and then we'll go to Francine. 

>> This is very difficult for me to do this but as the literacy specialist… 

>> Oh, you're the literacy specialist? 

>> Yeah. 

>> And a coach? 

>> [inaudible] 

>> Okay. 

>> It may happen [inaudible] 

>> Yeah. 

>> I have to actually say to my teachers I don't care if they could sign their name.  I don't care about the 

alphabet and, like, now, I need to go into confession [inaudible] do that because the most important thing 

you teach is social [inaudible] 

>> Yes.  It's the foundation. 

>> And [inaudible] if [inaudible] if he walks in the first day of school… 

>> Right.  And he's… 

>> [inaudible] he needs to crap out [inaudible] 

>> Right. 

>> I don't care if [inaudible] 

>> He's going to be kicked out. 

>> I don't care.  He's god. 



>> You're helping them put it in perspective and that's an important role to play. 

>> But it helps teachers to hear [inaudible] in your position. 

>> Yes, say that, yeah. 

>> Let it go. 

>> Almost like you're giving them permission. 

>> I do. 

>> Right. 

>> I have [inaudible] 

>> I think it's a great point. 

>> [inaudible] everything, just teach social emotions. 

>> Right.  That's another thing.  If you noticed, when we were talking about the coaching process just like 

with kids, it's a parallel process.  We have to focus on one thing at a time.  We can't work on 50 million 

things at once.  That's why we get frustrated.  It takes a lot to change a child's behavior.  It takes a lot to 

change a teacher's behavior.  So, having that focus, whatever that goal is, how many of you have tried to 

change three different behaviors of a child at the same time?  What happens?  Yeah, you go like that, 

right?  You're, like, "Duh."  You know, it doesn't work.  It's--and the child's confused, everybody's 

confused.  So, thanks for pointing that out, Francine, and then we'll move on. 

>> I just want to say when you have that pulled up and it talked about the changes [inaudible] I think for 

the administration part of it that they kind of [inaudible] what the coaches role is and not what [inaudible] 

>> Yes.  Administration needs to understand really what the coaching is all about.  And so, they don't just 

say, "Well, the coach could do that.  The coach could do--you know, well, you're a coach.  You could do 

literacy.  Well, you're the coach.  You could do the--you know, and you're right because that's sometimes 

what happens and then everybody gets confused about what your role is.  You're confused, "What shall I 

focus on?  I can't do everything."  So, that leads into this slide which is what are the three Ps of 

programmatic support?  What do you need as coach supervisors to have in place to be able to do your 

jobs, to be successful in your role?  And if you haven't gone through this process as an agency, as a 

grantee, as a center, it is going to be very, very challenging for you to implement your coach supervisor 

roles.  The first section we're going to talk a little bit about is preparation.  Have you talked this through?  

Have you really thought about how is this going to look like on a day to day basis?  Sounds like a great 

idea.  Oh, yeah, we'll do it.  We'll do--I like to coach.  That's a lot better than supervising.  Sure, I'll be a 

coach.  What does that mean?  What does that look like on a day to day basis?  How are you prepared?  

How is the program prepared?  What personnel are you going to use?  Oh, she's a good--she was a good 



teacher so we're going to promote her to supervisor.  How many of that has that happened to, right?  

Meanwhile, being a good teacher does not mean you're going to be a good supervisor and being a good 

supervisor does not mean you're going to be a good coach.  Right?  Right?  So, the personnel is the other 

issue.  And then lastly, what are the processes?  And you mentioned, like, what is the--you--perfect 

example, what you had said.  What is the process for calling that mental health consultant when you think 

that you're at the top of the pyramid or you think that you need this person to come in?  What's the--what 

are all these processes that you need to work on?  When you have these things in place, you can sustain 

quality coaching.  And this is so important, and for those of you who aren't Head Start, I'll just give you a 

heads up.  There is coaching leadership academies currently being offered.  There's one coming up in 

Delaware in June that I'll be involved in and it is full.  But stay tuned if you are interested in bringing a 

team with your administrators because we have to have them on the same page as you as coaches and 

supervisors to this two-and-a-half day intensive preparation personnel processes of developing a 

coaching implementation plan.  We will be rolling that out probably in the fall.  We'll be doing some more.  

Right now, we're doing a pilot in Delaware in June.  So, stay tuned for that.  I just wanted to put a plug-in 

for that. 

>> Is that on the Head Start [inaudible] 

>> No, it's through your ECE specialist. 

>> Okay. 

>> Yeah.  We have--we'll have all information.  And where--what program are you with? 

>> [inaudible] County Head Start [inaudible] 

>> I think you're with Kathleen? 

>> Yes. 

>> Yeah.  Okay.  Yeah, she's my colleague.  Did you have a question? 

>> [inaudible] 

>> You're going to one. 

>> Yeah, we're sending a team and we had a conference call last week.  It was really great because 

they're really tailoring it to your program. 

>> Yes. 

>> They ask you a lot of questions and [inaudible] ask [inaudible] two-and-a-half day work session 

[inaudible] team program [inaudible] coach so it's really exciting for us. 

>> Great.  And for the rest of you, maybe we'll be able to share it with you all, too, since we're doing more 

collaboration, so stay tuned.  We'll see how it goes for Head Start and then we'll try to figure out how we 



can collaborate with everyone because that's the name of the game and we all want to share all the good 

work that we do.  All right, so just in your mind, think about where you sit right now, have you done this in 

your program?  Have your leaders determined how this coaching fits into the program's professional 

development program?  Is coaching part of professional development or is it just something that, "Oh, it's 

a good idea and we'll use it for those teachers that we don't know what else to do with."  Okay.  Think 

about this.  Did you talk about--here's a program, what are the goals that practice-based coaching will 

address?  Are you focusing on social-emotional implementation of the Pyramid Mode teaching practices?  

Is that going to be your focus?  Is your focus going to be implementation of effective teacher-child 

interactions related to--as measured by the class tool?  What is--and there's a lot to overlap.  For those of 

you who know both tools, the TPOT tool is aligned with the emotional support domain and most of the 

classroom organization domain of class.  So there's a lot of overlap here, but the point is you can't work 

on everything.  So have you talked about, as a program, what are you going to work on?  What's your 

focus going to be?  Use your data to help you make those decisions, and then fi--if the program's 

stakeholders are supportive of the practice-based coaching model.  Do you know that?  Do you have a 

director who might say, "Well, it sounds like a good idea.  Let me know how it goes."  Right?  No, I'm just-

-I'm being serious.  That happens a lot, right?  You know, and that's one of the reasons why we 

developed these coaching leadership academies because we have the decision-makers at the table.  

They learn all about this because otherwise, you are all just going to feel very frustrated in your coach 

supervisor role.  And then finally, do you have the resources for supporting practice-based coaching 

implementation?  If you are expected to be the coach/supervisor/transportation manager/site manager, 

right, you hear the slash, you know--I mean, come on, there's only--we're good, right?  We're really good 

in our field, but there's only so much we can do, and then you burn out.  And if you burn out, the teachers 

know it.  They sense that, you know.  So how are you--if you're--if you don't feel supported, how can you 

support the teachers?  It's that--I call it the pecking order, you know, that trickle-down effect.  These are 

really important conversations to have.  And here's some more guidelines in helping you prepare, and this 

goes back to that trust issue that many of you mentioned.  Establish coaching as a safe place.  I had a big 

aha when I as working with a program called WEST, when they said to me, "We can never do this in our 

program.  We can never, ever, ever do this."  And I said, why not?  And they said, "Well, because if you 

get a coach in our program, that means you're on an improvement plan."  So coaching was synonymous 

with messing up, with not being a good teacher.  So think about your culture of coaching and what 

coaching might mean to a lot of people in your program. 

>> I was just thinking that the entire time that I was sitting here because the first disciplinary stuff in our 

program is called coaching. 

>> There you go. 

>> So we need to [inaudible] 



>> Yes, you do, otherwise, you won't be able to do this.  I can share with you though that this program I 

just said to you that said they'll never do it, they have changed their culture and they are doing practice-

based coaching.  So they did it.  It took a year and it's still processed.  They're actually coming in--to 

Delaware in June.  So that's a good step in the right direction.  So don't think that it can't happen.  It can.  

But this safe place is extremely important because if teachers feel like coaching is supervision in disguise, 

you're going to--it's no going to--not going to work.  Yes. 

>> Somebody just introduced me last week to a coaching agreement. 

>> Yes. 

>> [inaudible] looks like. 

>> Uh-hmm. 

>> But I think that's a really great idea so that everybody who goes into it is aware of what that means.  

You know, just like… 

>> For those of you who did not hear, there is--and I actually have this up here as one of the resources 

we want to use is really to have a coaching agreement so that the teachers understand what their 

responsibilities are and you under--and then they understand what your coaching responsibilities are and 

then you sign that.  And that is on the ECLKC website, if you're interested in that.  Yes. 

>> As much as we go into longer coach tours, I think it would be good if I was just [inaudible] large group 

because they're both… 

>> Uh-hmm. 

>> …that even the staff know, here's the difference in professional development. 

>> Uh-hmm. 

>> I am not being here to say, "Hey, you should be doing this." you know.  I think that you'd explain it all 

the way down. 

>> Well, you… 

>> I was, like, surprised [inaudible] 

>> You can--I better hurry up and get ahead of these slides because you… 

>> [inaudible] 

>> No, that's okay because this is all on all the slides, but you're right. 

>> Okay. 



>> What do staff think?  How do staff know?  I mean, I've had staff say to me, when I asked them, you 

know, how is it going with your coach?  "What do you mean?  She's my supervisor."  They don't even 

know that she was functioning as a--as a coach.  So the staff piece of this is equally important that you 

roll it out in a way that they understand that you are using coaching as a professional development 

strategy.  No longer is it, "I want to go to this conference because it sounds like fun."  No.  It's more 

intentional.  Why are we doing professional development?  How are we doing it?  So there's more 

intentionality there.  We spent a lot of money in this field on training and we've not seen a return in on our 

investment, I guess, is the best way to put it.  So finally, and you mentioned this, when you do serve as a 

coach, as a supervisor… 

>> Uh-hmm. 

>> …in that dual role, you have clearly defined roles, and we're going to look at a chart in a minute that 

can help with that.  And then also, the data that's collected is clearly identified for coaching or for 

evaluation.  So, do the staff know how the data is being used?  Because if they don't understand, like, if 

they think, for example, the class tool, which is very high stakes for those of you who aren't in a Head 

Start community, it's extremely high stakes.  Many, many staff are highly anxious about how that--those 

scores are being used.  Personally, most of the--and I think that it should be used as a professional 

development tool, and that it is a good professional development tool, and that's--it should not be used for 

monitoring, but that's an individual program decision.  But as soon as they hear that--how are--how are 

you using my scores?  High anxiety.  So you have to make that very clear.  How are you using that 

information?  You have question, comment? 

>> We use the team [inaudible] 

>> Uh-hmm. 

>> …in the class. 

>> Uh-hmm. 

>> And you're right.  They--there's crosswalks… 

>> There's… 

>> …between them. 

>> Right. 

>> And so that's how we pull out--we try to take those assessments and have staff understand where the 

connections are because they all--and they're coming down to the skills… 

>> Uh-hmm. 



>> …that they need.  But it ends up, in the long-run, being their performance assessment.  It ends up 

still… 

>> Hmm. 

>> …being their [inaudible] report.  So there's no way for me to understand the difference and help them 

understand the difference between coaching and performance appraisal. 

>> Well, that would--that might be--require you to go back to the drawing board and think about your 

performance appraisal.  Is your performance appraisal based on the job description? 

>> Okay.  Uh-hmm. 

>> So, if the performance appraisal is based on the job description… 

>> Oh, no.  I shouldn't--I shouldn't say that. 

>> [inaudible] 

>> Our performance appraisal is a goal with action plan. 

>> Uh-hmm. 

>> And it's based on those--they use classes that--it is not based on the job performance where there's 

tasks within the job description. 

>> Well, and that might be something to--you might want to have a conversation.  And we think that 

because if the--if the job description, which is usually how it is, the job description's tied to the 

performance appraisal, and that makes it clean and clear that's supervision.  If you are not meeting your 

job description, right?  That's your job.  You have to be able to meet your job.  Whereas improving a 

teaching practice, whether it's related to implementation of the Pyramid Model, whether it's related to 

improving teacher-child interactions related to class, that is more coaching and professional development.  

So having those conversations may help--as a program, may help you make that more clear.  Who's your 

EC specialist?  Do you have one? 

>> Yes, we do.  Caitlyn--or Kathleen [inaudible] 

>> Kathleen's yours? 

>> Yes. 

>> Yeah.  And so she could actually help you kind of think through some of those things, you know. 

>> [inaudible] I just don't know the [inaudible] through. 

>> Okay.  So that might be something to keep--to keep talking about because it's just like a--it's like--

you're bringing up a good point.  It's a slippery slope.  It's a very slippery slope.  And so the more clear 



you can be in your minds, then the more safe and more clear the teachers will feel about your role in their 

minds because right now, it sounds like it's pretty murky.  Yeah. 

>> [inaudible] 

>> Yeah.  So here are some more guidelines and I mentioned before, needing to have reasonable case 

loads… 

>> Uh-huh. 

>> …for both the teachers and the coaches, additional personnel for support if at all possible, and is there 

time for all aspects of coaching?  Because if you don't have time for that reflection and feedback, even if 

it's 10 or 15 minutes, how are you going to expect it to be successful?  You know, so making this an 

important priority and rethinking how you do professional development.  We spend a lot of time on 

professional development and the programs I've been working with have been rethinking how they're 

doing professional development, and actually replacing some of those trainings with coaching 

opportunities.  So that might get you thinking too about, okay, I call thinking outside the box. 

>> I have a question. 

>> Yes? 

>> Is there a recommendation for case loads and ratios, coaches to teachers? 

>> She said, "Is there a recommendation for case loads of coaches to teachers?" and there's not.  I think 

because sometimes coaches serve as supervisors, sometimes they don't.  Sometimes there is like I have 

one grantee that serves four counties.  So just travel alone takes so much time. 

>> Take in all these variables, but do you… 

>> There's a lot of variables. 

>> …professional recommendation with that? 

>> I work with 15 different grantee programs and they're all so different, you know.  I don't, because some 

of them, you know, like in Pittsburg, you know, there's ten coaches, they have ten classroom coaches, but 

they also have, I don't know, eighty or a hundred classrooms, you know.  So--but they can get to them all 

pretty quickly because they're geographically close whereas, you know, there may be 20 classrooms, but 

they're across four counties.  So it's really--it's so variable because of geography and what else is on your 

plate so to speak.  But you have to--these are the conversations that you have to have as a program and 

your ECE specialist, if you have one, can help facilitate some of those conversations.  Here's that last one 

on here, and I mentioned this earlier.  Who are the coaches?  Are all supervisors really or should they be 

coaches?  I had a supervisor say to me--she finally--and I felt terrible because I didn't--I knew-- I knew 

she was anxious, but I didn't know why.  And she said to me, "I don't have the skills to be able to do this.  



I'm comfortable as a supervisor.  I just can't do this."  And so, this program is rethinking their coaching 

Model, which is fine.  But they--we probably--I wish she would've kind of disclosed that earlier, you know, 

that she was really uncomfortable with this.  So not all supervisors can be coaches and not all coaches 

can be supervisors.  So that's--unless you have some training, obviously, to go with that.  That can help.  

What about the teachers?  Should all teachers be coached?  Not if they're not meeting the job description 

and their basics, they're not coming to work on time, right?  They're not doing their--you got to address 

those kinds of things first.  And then, are you preparing the teachers?  You mentioned that before.  The 

teachers have to be prepared for coaching, as well as the coaches.  You--this isn't just something you do.  

It's a process. 

>> What about the teacher who feel she doesn't need to be coached? 

>> Okay. 

>> Because she has all the skills she needs. 

>> Okay. 

>> [inaudible] 

>> And you mentioned--that--that's a good point.  How--what about a teacher who doesn't feel that she 

needs to be coached?  Would--go ahead.  You have… 

>> [inaudible] your data [inaudible]. 

>> Go back to your data.  And the other thing is, that might not be the first teacher you want to start with.  

Many, many programs, they don't coach all teachers.  They start with teachers, especially if it's a new 

model and they're just trying to get coaching off the ground, they start with teachers who they know really 

embrace coaching as professional development.  They want to improve their teaching practice so that 

they can improve their outcomes for kids.  And then those teach--and they all talk to each other.  And 

then often times, you know, they say, "This is actually a good thing."  My experience has been many of 

these teachers are--they--they're very anxious, they're fearful.  They think it's, you know, coaching is a 

disguise for supervision.  There's usually a reason for that, and then kind of digging deeper and trying to 

find out what that is can help.  Yes? 

>> [inaudible] you could go to the back door with people. 

>> Go through the back door.  How do you do that? 

>> Well, in our--when we do our class [inaudible] 

>> Uh-hmm. 

>> …a lot of times, we'll do the--we'll do them [inaudible] 20-minute session, that video taped teachers. 

>> Uh-hmm. 



>> And then I bring a video tape with the teacher and she swings herself. 

>> Uh-hmm. 

>> And usually… 

>> Using video… 

>> [inaudible] majority are harder on themselves… 

>> Themselves… 

>> Than… 

>> Right. 

>>…than we were.  Then we sit down together and you kind of, through the back door, you make a plan.  

Well, let me come through. 

>> Video taping can be a good strategy for those teachers who are willing to be video taped. 

>> Right.  And they--and we [inaudible] we just tell them that they get to be deleted. 

>> Right.  And it's deleted… 

>> [inaudible] 

>> Right.  And it's a safe place.  They feel it's safe.  So that is, I mean, those are different strategies that 

you can try because everyone's different, everyone's think, "Like I said, everybody has a different 

perspective on coaching.  It means something different to all of us.  So just don't assume that staff think it 

means the same thing as all of us sitting here because, trust me, you know, it doesn't.  And then here are 

some examples of folks who might deliver coaching.  And I'm sure you've all worn these different hats 

throughout your careers, but it gives you an idea of the different opportunities of folks out here who 

actually end up becoming--and delivering coaching.  I talked a little bit--I'm going to go through these 

slides quickly because I want to do a little scenario.  Have you--it's time to discuss some scenarios at your 

tables.  The second bullet on here, adopt a set of coaching competencies.  How many of you know that 

there are coaching competencies out there?  Some of you do.  Some of you don't.  I'm going to go 

through those really quickly, but at the end of the presentation and this is on the website, the Colorado 

Office of Colorado Professional Development, they have not only all the coaching competencies that I'm 

going to quickly go through here, but they also have a coaching competency self-assessment.  And it's a 

really awesome tool to use for you personally as a coach, as well as if you are an administrator trying to 

support coaches, because I don't think a lot of us realize that as early childhood coaches we need a set of 

professional competencies.  We don't automatically know that this is what we're supposed to be doing as 

a coach.  So that's important to know.  And notice I have up here, are you trained as a coach?  Do you 

know about adult learning principles?  Do you know about the teacher-coach agreements?  Do you know 



about all the documentation that can go along with implementing a practice-based coaching plan?  And 

do you have the content, the meat of what you're coaching?  There's a lot of resources out there.  And for 

those of you--actually, anybody here can go on the ECLKC website, the Early Childhood Learning and 

Knowledge Center, and I have that posted at the end of the PowerPoint too.  There are multitude of 

resources that you can use and they're, you know, all of the social, emotional foundations of early 

learning resources are on there, all the practice-based coaching resources are on there, as well as a lot 

of resources related to effective teacher-child interactions.  So take advantage of this.  That's going to 

give you some; I call it the meat of coaching, when you're actually working with staff.  And what about a 

community of coaches?  This is something that we're trying to start to do in Head Start.  I know the 

network, PBIS network.  We're trying to start--we actually do some work together in building a community 

of coaches.  You all need support as coaches and as coach supervisors.  This is not easy work.  It's hard 

work.  And so we want to continue to try to build those.  And we're just at the beginning of doing that.  So 

stay tuned.  Here's a quick overview of the coaching competencies that you can get.  And you can get a 

self-assessment if you go on the website I just told you about.  And the first one, the coaching 

competency is actually setting the foundation and you mentioned earlier the coaching agreement.  Do you 

actually have a coaching agreement?  No.  Some of you said no.  That's critical.  That is the foundation.  

Because what you do when you established the coaching agreement is you explicitly align the 

requirements of the specific coaching initiative with the needs and expectations of the coachee, which is 

usually the teacher.  Okay?  Co--notice the word co-creating the relationship.  This goes back to a 

competency that has to do with the fact that this is something you're doing with the person, not to the 

person. 

>> Uh-hmm. 

>> How do you establish trust with the coachee?  What about your coaching presence?  Are you in the 

moment when you're in that classroom with the--with the teacher or is your mind somewhere else?  Being 

present.  It sounds basic.  But it's really important to be present with that person, and people know when 

you're somewhere else.  They know, just like kids now.  And is your style open, flexible, and confident?  

And if you're that person that I was just talking about earlier, who was highly anxious about being a coach 

supervisor, she was not confident at all.  She was not confident.  And staff sense that.  And these are the 

other three coaching competencies, and there's a lot more to these, and that's why I suggest you might 

want to download them from the website and actually look--take a look at them because I thought they 

were very helpful.  Communicating effectively, what does that mean?  What does that look like?  How do 

you do that?  Are you good?  Do you have active listening techniques?  You know, what are--what are 

your strengths with communicating?  What about facilitating learning and getting results?  How do you get 

stuff to the next level?  How do you support them?  These are skills.  And then finally, do you assess the 

success or how do you assess the success, it's hard to say, of coaching part--the coaching partnership.  

So we can assess it on two levels when you look at these different competencies.  We can look at the 

best practice of the coach as well as the improved practice of the coachee.  How do you know that what 



you're doing as a coach is working?  How do you know that the coaching program is a success?  So this 

is really important, this sustaining a coaching model and having you as a coach/supervisor feel competent 

in your ability to coach.  If we--once again, I put a slide in here about the teachers because I think this is 

so important that the teachers understand what is going on.  Not that you just show up one day and say, 

"I'm here.  Now, I'm your coach and I'm your supervisor."  When I've rolled this out in other programs that 

I've worked with… 

>> [inaudible] 

>> …I've actually worked with the administrative team to help them figure out how they were going to roll 

this out program-wide so that everybody understood that coaching was not going to be part of 

professional development.  So much so that one program I worked with, they actually give the teachers 

credit.   They're a--they're a PQAS provider.  And they actually give them credit for the time they spent, 

professional development hours, coaching.  That really elevates that to an importance.  So these are 

kinds of things to start to think about.  Yes. 

>> So a part of your role is you can, by all means, do like Head Starts in your area… 

>> Uh-hmm. 

>> …involve Milwaukee PBIS… 

>> Uh-hmm. 

>> …working. 

>> Uh-hmm. 

>> So… 

>> Yes. 

>> …if we were to Kathleen, she can do that four us and she…. 

>> She could--she could support you through that process, uh-hmm, yup, just like I do, yup.  And what 

else on here?  Once again, focus on expectations.  What is the coaching procedures and purpose?  

What's the teacher's role and responsibility?  That's when that coaching agreement comes in handy.  Are 

you going to use video?  That would be that equipment that you would need.  Are you going to be 

documenting?  You--teachers need to know all this.  It lowers the anxiety level so there's no surprises.  

And I mentioned these two supports, coaching competencies as well as the coaching contract.  These are 

critical t be able to do this.  We've been talking a lot about data, but data is critical to the process.  So, 

don't forget about the data at the classroom level, at the program level, and use it throughout the 

coaching process.  It takes the onus off of you.  It's no longer you saying, "I think you should be working 

on this."  Let's look at what the data says.  And of course, you want to gather information on a regular 



basis and we want to ensure sustainability and gather input from everyone including the teachers.  When 

we are doing these two and a half-day coaching leadership academy's coming up, teachers--we're asking 

teachers to come as part of the leadership team.  So teachers are a stakeholder in this.  Include them in 

some of the decision making that goes on.  You might not think of things that they think of.  And so, if you 

are implementing and you've thought about this process, what I call the three Ps of programmatic 

support.  You not only will be more likely to have a sustained quality coaching program, but your role as a 

coach and your role as a supervisor will be much clearer to you, to your supervisors, and to your staff.  So 

if you have knocked on through this process, rethink it, and revisit it.  And if you need your--if you're in 

Head Start and you need an Early Childhood Specialist to come and work with you on that, you can come 

up afterwards and I can let you know who that would be.  If you are not in the Head Start community, 

there are still multiple resources that you can use and supports you can get through the network, the 

PBIS network too that can help you think through this process.  Okay.  So we don't have very much time, 

but what I want to do, we've already talked a lot about the differences between coaching and supervision.  

We have about two minutes.  So was this helpful to go through some of these basics to kind of help you 

prepare and think about why staff might be confused about your roles?  Why you may be confused about 

your roles?  This is--there's a lot of differences between coaching and supervision, and we've talked a lot 

about them.  This is just a summary of those.  But what I thought we would do before we left today is do a 

scenario, and I have it on the next slide, but this slide just shows--and you'll see this on the web, it's on 

the web, a way to think about what are the responsibilities as supervisors and what are the 

responsibilities of coaches.  Basically, as a supervisor, you're expected to improve all teaching practices, 

whereas as a coach--or meet basic performance job description responsibilities, whereas a coach, you're 

more focused.  And in this case, I chose social-emotional development, but it could be around--related 

around any practice.  So you have to think about the different areas, and as a coach, what would you be 

doing in that area and as a supervisor, what you'd be doing in that area.  So this may help you think 

through your roles just to--on a chart.  It's an idea.  We're not going to do this reflection, but this is 

something for you to think about.  Okay.  So with a partner, before we leave, there are some scenarios on 

here.  I want you think about some of the things we talked about today, and just turn at your table or to a 

partner and look at some of these scenarios, and then talk about what role do you think you would play 

with each one of these scenarios.  Would you--what--wear your coaching hat or would you wear your 

supervisor hat?  Just take a minute to do this.  It's--they're pretty easy, but this thing--anybody need more 

time? 

>> [inaudible] tell me about it.  Yeah.  [inaudible] supervisory [inaudible] 

>> All right.  If you don't--if you didn't get through all of them, that's fine because I know you're all--

everyone's hungry and they want to go to lunch.  So, the first one, a child runs out the door and the 

teacher does not notice while you're observing, what do you--what hat do you wear? 

>> A supervisor. 



>> That's so clear cut.  Health and safety trumps everything because you may have an administrator that 

says to you, "Well, wait a minute.  Wait a minute.  What about this?  What about that?"  If you can draw 

that line about health and safety that usually makes everybody a little calmer.  What about when the 

teacher asks you to help her develop a behavior plan for child based on BIR data, which is Behavior 

Incident Reports? 

>> Coach. 

>> That would probably be something that would be a legitimate thing that you would help with as a 

coach.  Notice how focused it is.  It's very focused.  What about the teacher asks you to model a specific 

teaching practice for her based on a coaching goal? 

>> Coach. 

>> That would be your coach hat, very specific.  What about the teacher needs help completing 

paperwork? 

>> Supervisor. 

>> Probably a supervisor role, unless it's part of your coaching goal and action plan, but more related to a 

specific teaching practice, but more likely or not, it would be a supervisor role.  Now, when you go back, 

use this kind of thought process when you meet with your teams and you have your discussions or your 

administrators about, "Am I clear?"  Have we talked about these things?  Do I know when I'm supposed to 

be serving as a coach based on the preparation and the processes and everything we've put in place or 

don't I?" because if you're confused, your staff are confused.  So go through some of these thought 

processes and really, I mean, it's--it takes time, but it will pay in the long run and everybody will be much 

clear about your role.  So in summary, do you know the components of an effective coaching model?  

Hopefully you do.  We went over that today.  Do you know some of these programmatic supports for 

starting and sustaining coaching?  Okay.  That was another objective we had today, our goal.  Do you 

know about coaching competencies? 

>> [inaudible] website [inaudible] 

>> I am going to put it up here.  And then do you understand the dual roles of coaching and supervision?  

And hopefully you're beginning to understand which role you play and when.  And--oh, the online 

evaluations will be available, I think, after today.  And there is the information.  This is--if you Google 

Colorado Office of Professional Development, it comes up, and the coaching competencies, and your 

self-assessment checklist of the competencies will come up.  There are two great tools to have.  And then 

if you want more information about this coaching model, which is very similar to what everyone's using in 

PBIS, that's NCQTL, which is on the ECLKC website.  And there's the HTTP website.  Magic word? 

>> Yes, I have the magic word--our numbers, magic numbers. 



>> Magic number, okay. 

>> Yes.  25546. 

>> 25546.  Is that correct? 

>> Uh-hmm. 

>> Okay, good.  Everyone hear that?  I know we always run out of time, but that was such a good 

conversation.  Thank you for everyone's participation and give yourselves a round of applause.  Good 

luck with all of the work that you do.  And I hope to see you all again some time in my travels. 


