
>> I'm Stephanie Palmer, and, Anna Russo is my supervisor. And years ago, I guess we figured it's been 

six years, um, she dragged me, like she did today, to the first, um, PBIS conference. And I sat there and 

went, "What is this? It sounds good." Um, but I just got on board, and I just kept learning a little bit more 

and a little bit more each year as I went along. And, uh, she keeps dragging me to things now, 

presenting. Um, I am a director of a program in Chester County, Pennsylvania, which serves infants 

through kindergarten-aged children. So we have about 12 infants, 15 young toddlers, 1-year-olds, about 

18 to 24 2-year-olds and then approximately 50 preschoolers. Um, so that's a little bit about me. 

>> Hi, I'm Anna Russo. Stephanie and I do work together. We work in a large early childhood company. 

And one of the things that Stephanie and I are always trying to do is push ourselves. So, like she said, 

um, six years ago, we went to the very first conference. And it was life-changing for both of us. I mean, 

Stephanie talked a little bit faster, but Stephanie truly, in our company, is implementing PBIS, truly, at 

the highest quality. I mean, it is completely impressive what she has done, the way she coaches and 

mentors her teachers. Um, me, I had my Master's at the time and decided that I would go back and get 

my Doctorate and did my dissertation in PBIS. And I always like to put a little nod out to Sue because of 

that. Because she held that very first conference, it put me on this journey and this path, which has been 

incredible, right? And so I -- I don't know where my life would have taken if I didn't go to that very first 

conference. But I'm very proud of the fact that I went back to school, and I'm very proud of the fact -- 

the research that I've done. So a lot of what Stephanie and I focus on so much is for infants and toddlers 

because people always say to us in, um, the elementary schools and high schools, "Oh, well, you guys 

are preschool teachers, so that means ..." No, but we work with the infants and toddlers. And we were 

at a conference ... 

>> They just laugh at us. They really do. 

>> Mm-hmm. 

>> They're just, like, "Uh, this doesn't apply to infants and toddlers." Whoops, sorry. Yeah, so literally, I 

do remember being at a conference with -- through secondary school, and they were talking about it. 

And then we're sitting at a table, and they're ... Even the preschool age, they couldn't imagine. But 

infants and toddlers that ... Honestly, we were laughed at. 

>> So what we're trying to do today is give you a little insight on how important it is to really, um, look at 

this as a framework for the whole center. And we would like to get a -- to know you guys a little bit 

because we'd like to know our audience so that way we can sort of frame this conference, since we only 

do have an hour together today. 

>> And, trust me, an hour will go very quickly. Um, um, so, who here works in the classroom with 

infants? You're an infant teacher. Toddler teachers, in the classroom with toddlers? And it's not work -- 

working. I'll just have to pop up there and click it. Administrators, um, in an early childhood program, 

like myself? Okay. Um, what else? What am I missing? Call out something I didn't say. A facilitator. Okay. 

Home -- home setting? Yep. Okay, great. What else? Yes? 

>> [INAUDIBLE] 



>> Oh, okay. Now, Head Start, is that typically ... I think of it as 3 to 5. Mm-hmm. Okay. Okay. Good. 

Well, thank you so much for coming. 

>> Anyone else we forgot? 

>> Oh. 

>> I'm a physical therapist. 

>> A physical therapist. You work with infants and toddlers? 

>> Yeah, I do early intervention, and I also work [INAUDIBLE] 

>> Okay. Great. Thanks for coming. 

>> So what we're gonna focus on today is the bottom two pyramids and understanding how infants and 

toddlers fit into the bottom two pieces because, um, often, when we look at early childhood, people 

keep talking about the preschool and what the preschoolers are doing and preschool, preschool, 

preschool. But infants and toddlers really, right, are the foundation, and we're laying all those 

foundational skills in those rooms. 

>> If we don't start in the infant room with your infant caregivers, with your infant parents ... I was just 

in the last session in this room, um, talking about incorporating families into it. If we don't start in the 

infant room, we're gonna wait until they're in the 3-year-old room. It's gonna be a lot harder, um, if 

possible. So we wanna start, um, in the infant room with those infant teachers and with those infant 

families and with the children. 

>> So as -- as administrators and people who really want to be here today, you really need to think 

about your role in this. How are you going to encourage the infant and toddler teachers to think beyond 

that routine care, that they're just changing diapers or making sure that they're fed their bottle or fed 

their food, right? So that's a huge piece of this. As administrators, as co-teachers, as codirectors ... 

Maybe you and another director are supporting each other through this process. How are you looking at 

this? I really want you to reflect on that when you're driving home tomorrow night from the conference. 

Like, what really can I do? How can I go back and truly make a change in this on Monday? What, in my 

role, what can I do to support those infant and toddler teachers to see the culture change, that it just 

doesn't occur in the preschool rooms? 

>> Um, who here has a leadership team in their program? Okay. Oh, a lot of people. Fantastic. Um, yeah, 

we have one that's going. We're actually -- kinda had the same group of, um, teachers for a couple 

years. So ... And they didn't wanna leave, but it's time. But we're phasing one out and bringing a new 

one on board. And we actually just brought a parent member on probably six months ago, so that's been 

a big step for us. Um, but we make sure that there's a preschool teacher, a toddler teacher, an infant ... 

You know, we're having the whole center represented. Is that working for you, having ... Oh, great. 

Fantastic. That was just an important part of it. Okay. Okay. So bottom of the pyramid. We wanna have 

that effective workforce. You've gotta have your teachers on board. You've gotta have every teacher on 



board. That staff buy-in can be challenging. Any classroom that ... I -- I just think of my center and my six 

classrooms, and those rooms that run super well are usually teachers that just bounce off of each other 

so well. And then you might have another classroom with teachers that you're constantly coaching and 

guiding and supporting, and then are in your office at the beginning of the day or at the end of the day 

and go, "You won't believe what she did." That classroom is usually a little rockier because the staff 

aren't working as well together. So you probably find yourself coaching them a little bit more. And when 

you get that team working well together, the whole classroom is running better. Anything else? 

>> So we'd like to -- we'd like to hear from you guys a little bit about your staff buy-in process. So, what 

has that looked like? 

>> Staff buy-in working? They questioning it? 

>> Maybe not working? 

>> Not sure. 

>> So we used a -- we used a suggestion box in the beginning, and it was specifically ... 

>> One second. 

>> Geared towards, like, positive behavioral support so that, in an anonymous way, our staff could say, 

like, "This is working for us. This isn't working for us." And then at our staff meetings is when we talked 

about it to answer their questions so they knew that we were actually picking it up. 

>> Okay. So a suggestion box is used ... I know. That's what I'm trying to do. 

>> Okay. 

>> Um, a suggestion box is used where it's, um, anonymous. They can put questions in, and then, at a 

staff meeting, oh, they can say, put in suggestions. Questions, I'm guessing too, or more ... Questions 

and suggestions, um, feedback as to what's going well, what they're challenged by, and it's reviewed at 

staff meetings to show that their input is valued and important and playing a part in what's happening in 

the program. So a suggestion box is great. If ... And -- and hopefully people put things in there. 

Sometimes, suggestion boxes sit there, and you kinda need to remind them. So, anything else for staff 

buy-in? 

>> We'd like to specifically hear, um, what the infant and teacher -- infant and toddler teachers are 

saying in your program. 

>> Not sure. 

>> Hi. 

>> Well, our infant staff, 6 weeks to about 12 months ... 

>> Okay. 



>> They -- they've come to the realization that the whole PBIS for them is about the teachers and their 

role. It's not about the babies. 

>> Exactly. 

>> It's how they interact with them. 

>> Yes. 

>> So we were really quite happy that they realized that all on their own. 

>> Great. So the, um, infant teachers in this program, 6 weeks to 12 months, are realizing the important 

role that the teachers have. Obviously, a 3-month-old is not saying, "I need to be safe," but the teachers 

need to use the -- the correct language, which is exactly what we're going to be talking about, in their 

really, really critical role as the teacher's role. Fantastic. Anything else? 

>> Anyone else? 

>> Our -- our infant-toddler staff didn't have any -- any different reaction than any staff ... 

>> Oh. 

>> In our building, um, and I -- I think that they recognize the role that they play because they transition 

their children into our preschool classrooms, who transition into the school district. 

>> Right. 

>> And we have that whole process in place, so it just ... 

>> Perfect. That's really great to hear. She said her infant and toddler teachers had no -- had the same 

reaction as the preschool teachers, that infants flow into toddlers, toddlers flow into preschool and 

preschool flows onto the school system. So that's great that they didn't feel left out or that it didn't 

apply to them. That's perfect. That's wonderful. Um, the next ... Nurturing and responsive relationships, 

just what we talked ... Uh, you know, I was talking about the effective workforce, the -- those 

relationships between the teachers that work together. Uh, the relationship with the children, 

obviously, that they work with, is super, super important. All those positive comments that have to be 

happening to have PBIS in place. So the nurturing relationships ... Those relationships with anybody, 

whether it's their coworker, the young children they're working with, a parent that comes in the room, a 

tour that comes in the room. How did they greet that person that's touring their center? A delivery 

person, how did they greet them when they opened the door or when they walked through their 

building? Anybody, all those relationships. Um, inspectors, Board of Health inspector, anybody that 

comes through. All those ... PBIS is the whole culture of your center, so all those relationships. And then 

the environment. So, is your classroom set up appropriately? Are the toys low, where they can reach 

them? Are the toys appropriate? Are there too many, too little? Um, are there photos to help them 

connect toys, um, with where they belong? What else about ... Oh. I went on to workforce. Um, what 

can we do to promote an effective workforce? When we have those ... Anybody deal with challenging -- 



challenges in the -- in the workforce? And reminding them of positive, um, behaviors that have to 

happen among them to make it -- it implement PBIS in their center. 

>> So, what kind of knowledge do you feel that the infant and toddler teachers need the most? 

>> Child development so that they know what -- what to expect and what the child is capable of -- of 

giving them. 

>> Mm-hmm. So that "What is Appropriate?" piece, right? So if -- if we, as administrators, co-teachers, 

whatever our role is, are giving them that knowledge, it will really help with the implementation. What 

else do our infant and toddler teachers need? 

>> They might need, like, systems and policies from the higher-ups to say, like, "This -- this is important 

to us as, like, the supervisors and the bosses," you know, "PBIS is important, so, like, these are the 

systems and the policies that we have." So, you know, the support staff, the teachers, the therapists 

could kind of fall back on that as, like, the basis for it. 

>> So she said systems and policies. So, how would you develop systems and policies that would align 

with PBIS? Do some of them need to be rewritten? Do some of them need to be rethought? I'm not 

saying that they do, but it -- it -- it is really, um, important, as you begin to implement PBIS throughout 

the entire center, to really think about how those policies and procedures align with what you're trying 

to do. How do those policies and procedures fall in line, right? What are your expectations? How do the 

expectations align? Just like in the classrooms, we would talk about our expectations and how they 

align. What do we want the children to do under it, right? The same would go for policies and 

procedures. So then that continues to create this positive workforce because you're aligning what 

they're expected to do, what the children are expected to do. And in a little bit, we'll -- we'll look at the 

matrix, um, one that, when I was a director, we actually had in our program that the teachers and I sat 

down and developed together. These are our expectations, so these are the different parts of the day, 

and how do our expectations fall in every part of the day? 

>> Yeah. 

>> Well, I think, you know, you talked about it there. Children, uh, teachers need -- we need to make 

sure that what they're talking about is developmentally appropriate. Is what they're teaching in the 

classroom appropriate? Um, their interactions in coaching them and guiding them through those 

interactions with the children when they are doing everything that needs to be done, and whether it's 

changing the diaper, feeding the bottles, um, guiding their play, is it appropriate? So that's an important 

role for us to support them. 

>> Hi. 

>> Important thing you need to consider is, especially at that age group, you're giving them all this 

knowledge, and you're setting the clear expectations that you need, like you said, to provide the support 

and the coaching to make sure that they're implementing it the right way. But I think you also need to -- 

to ensure that there's time for them to do some networking, um ... 



>> Okay. 

>> Time to sit down and -- and maybe talk with other infant-toddler staff and have them there to 

facilitate as well because I really don't think that that population always ... 'Cause there is no time in the 

day. 

>> There's no time. 

>> There's no rest time. 

>> Exactly. 

>> If everybody's taking rests at the same time, that -- it can pull people out of the rooms. So I think that 

you really need ... Administration needs to be sensitive to that. 

>> Okay. 

>> They have to make sure that there's time within that day or at least ... 

>> Week. Within the week. Yeah.  

>> Or an evening, or something else. 

>> So allowing time for those infant and toddler teachers to network, to support each other, to 

brainstorm together, um, because preschool teachers tend to have nap time or maybe a little time at 

the beginning or the end of the day where it's quieter, and two teachers that work together in a 

classroom might be able to find 20 minutes to talk with each other. But often, in an infant room 

particularly, there isn't much time for them just to talk together. So being a supportive director, 

administrator, establishing that time, if it can be daily or weekly, for teachers to be able to network and -

- and work together. That's ... Thank you so much for that contribution. 

>> So this comes right from the PaTTAN website. It's the LEARN, the 360 degree of coaching. So, as 

administrators, we really want to help them, right? So looking and listening, what does -- what does that 

mean? Um, so, what does that mean? It means that we're going in. We're doing observations.  

We're giving them, um, feedback, right? So if we're not going in it and giving them observations, all 

we're doing is setting up a list of expectations. I want you to do this, this, this and this. And as all of us in 

this room know, PBIS isn't a checklist. So you can't just check off all the things you want everybody to 

do. It really has to be ingrained. So if you are going in and you're doing observations, you're giving them 

the feedback. I really appreciate this activity, how you set it up, what you did, how you were meeting 

goals. The evaluation, what would that look like? So it would look like, um, could you show me how you 

do this? So say, um, you wanted to ... One of your guiding principles is being respectful. You would say, 

"Could you show me how you show respect in your classroom?" And then the teacher would tell you, 

right? So that way, you're getting them to think about how they're integrating it. You want them to think 

about the intentionality of what they're doing and to appreciate how much they already are doing and 

just the fact that we're gonna start to layer now because often, teachers feel like maybe they're not 



doing it. But if we can get them to open up their thought process to see that they are integrating the 

principles, then that helps them to self-evaluate, to really give them feedback. Then the co-teachers, 

what you'll find is, start to talk to each other: "Hey, when Stephanie came in, did you see how she asked 

us? She really respects what we're doing." It starts to layer all of that. None of this happens overnight, 

but it does happen slowly, and it happens systematically. Then we might set up an action plan. Okay, in 

the next few weeks, I wanna see ... And then you set that up. What does that look like? Then you go in. 

You coach. You mentor. You give them more feedback. You give them more resources, whatever is 

needed in that action plan. We reflect and give feedback. Not only do you reflect, but you want the 

teacher to reflect. You want the teacher to reflect on what they're doing. Just like I asked you to reflect 

tomorrow driving home, you want the teachers to reflect on what they're doing. So that way, they feel 

valued in this entire process. And then, of course, we have a new scale built, and we start the process all 

over. Have any of you used this model? Yes. And what have you found? 

>> It's been successful. Uh, we use it in conjunction, uh, with layering it with the IOP, the Inventory of 

Practice, and use that as, like, a guide for the coaching. Uh, but going through those steps of the process 

... 

>> So, um, so he said that it was successful and that they layer it with ... I'm sorry, I didn't hear what you 

said. 

>> The IOP, the Inventory of Practice. 

>> The Inventory of Practice. So, how long would you say, from start to, like, the start of a new one, does 

it take? 

>> Uh ... 

>> And I know this is just an average. 

>> We, uh, we do video, or we do in-the-moment coaching, and I -- and if you're using the video, that 

process, some take -- sometimes take longer versus in-the-moment coaching. That whole cycle can 

happen in -- in, uh, a matter of 20 minutes. 

>> Mm-hmm. 

>> You have an opportunity to do that. 

>> Okay, great. That's so true. I think it does depend. I think it can happen, sometimes, quickly. Um, 

sometimes it can happen quickly. You can kinda go through the whole process. Sometimes, it can take a 

week. It can take a month or a couple months, all depending on where a teacher is. Um, and I think 

people can do this within themselves as well. Like, you talked about partnering with a teacher. You 

might have a supervisor that can guide you through it, but I think a person can do it individually or 

alongside of a coworker. Anything else? 

>> Is this working? No? 



>> Are there any other thoughts or comments on this? Anything else? Any other feedback? 

>> Um, I think some of your most effective teams can do this ... 

>> Yeah. 

>> As a team, instantaneously ... 

>> Okay. 

>> Because they do learn how to comfortably evaluate one another or themselves, create an action 

plan, reflect on how it worked, build a new skill and then ... 

>> And move on. 

>> Look at this instantaneously. 

>> Yeah. Okay. So a team -- a -- a strong team can do it themselves. And it just -- it can become a habit, a 

-- a -- a part of your -- your workday, just naturally a part of your workday. Mm-hmm. But when you're 

newer to it, you have to work at it, just like anything else. Mm-hmm? 

>> And I think that speaks to the quality of the administrators in the program being able to really give 

that, um, permission to teachers to really coach themselves through the process. Sorry. I do try to talk 

loud. 

>> I know, but he's recording it. 

>> Um, anything else? 

>> There we go. 

>> Okay. Good. 

>> Okay. So obviously, social-emotional, um, health is what we're here about and what is so important, 

and we need to start at a really, really young age to make that happen. Infancy, of course. Um, when 

they don't have those social-emotional skills, then they're exhibiting challenging behaviors. Um, and it 

can come from a -- an early age, just that simple crying that happens at the beginning, and then are we 

using those words to teach them? Um, when the children don't know to communicate in the world, the 

frustration is there, and our responses, as we all know, are the most -- are -- are what's critically 

important with the really, really young children, um, those infants and 1-year-olds. When they are 

crying, how are we responding? Are we just going over, scooping them up, taking care of what it is that 

they need, or are we ... "I hear you're sad. I'm coming. I'm fixing your bottle. I'll be there in just a minute. 

I'll hold you because I know you're really hungry, and I'm getting that bottle ready for you. Here it is," 

and you're supporting them. "I hear your tears," uh, you know, "I see your tears. I hear your cries." Um, 

so being there for them. When they have an adult or adults in their lives that are doing this for them, 

they're gonna become so much more sound individuals. Yeah. 



>> This is just a comment. [INAUDIBLE] I think all of us are aware of the fact that setting that safe 

environment, I mean, that's -- that's really what we're doing. And, you know ... 

>> Mm-hmm. 

>> You're looking at infants and toddlers is setting that stage, of setting that safe environment for them. 

>> Right. 

>> And I think, as you mentioned, you know, just talking that through and giving them the words 

because they don't know -- they don't know the words. 

>> They don't know what ... Yeah. They don't know the words, right? 

>> So, you know, they don't have the words, so it's talking through that with them. 

>> Exactly. That's a big part of what's happening in those infant and toddler rooms is, they've got the 

feelings, and we're helping them label them, understand them. We're acknowledging them. We're 

saying, "Wow, you're -- you're sad. Mommy left, and you're not sure if she's coming back. But I'm gonna 

take really good care of you. I'm gonna keep you safe until Mommy comes back. She'll be back for you 

later today. And I -- I know you feel really sad right now, and you're scared, but I'm here for you." So 

offering children that secure environment. 

>> One of things Stephanie and I keep talking about is that we don't just start teaching children to read 

in preschool, once they turn 3 and they move to preschool, right? The infant and ... 

>> Kindergarten is when school really starts. Kindergarten's when it's important, but all that stuff you do 

before then, well, it's just passing time until they're ready for kindergarten, you know? 

>> So Stephanie and I were talking about, like, in the infant room, we intentionally put books that are 

quality in there. Well, why do we do that? It's not just a chew item for them, right? That wasn't the 

intention. It's to start promoting that literacy. And that's just one tiny example, right? And we have them 

in the 1-year-old room. How many times do you walk into a toddler room, and the toddler will bring you 

a book, and then you say, "Do you want me to read the book?" And they shake their head, and they -- 

they sit right where they -- they're standing, right? And you sit down too, and you read the book. That's 

their way of communicating to you that they want the book read. We don't just start that in preschool. 

We don't avoid all of that. And if we can use examples like that with teachers to help them understand 

and frame all of this, it becomes so crystal clear to them. It's almost like you see the light bulb go off, 

that they really do understand, "Oh, now I understand my role," right? I can't even tell you how many 

infant teachers I've sat with over the years that I'm like, "Why do you teach them to pick up a Cheerio? 

Because they're hungry? No? Why are you? You're doing this," right? And what is this gonna turn into? 

And then you start talking about the entire process that's gonna happen over the next few years and the 

fact that they, as the infant teacher, taught them that skill that is gonna later do other things. 



>> Pick up a pencil because you have them pick up a Cheerio when they were 6 months old. You taught 

them to pick up a Cheerio when they were 6 month old, and then when they were in the young toddler 

room, they were holding a Crayon and doing this, and then they got to preschool, and they were sort of 

writing like this 'til they got to kindergarten, and they were writing. It's the same thing with the infants 

and toddlers and their emotional skills. We're not just gonna wait until they get older to do these things. 

We're gonna start when they're really, really young and talk about those feelings and -- and support 

them through it and build it and build it and build it so that when, you know, some of it's just that 

everyday stuff like crying because you're hungry or -- or being scared because your mom left you to, um, 

a lot bigger emotional things that we have to deal with: the loss of a loved one, which is so tragic, and 

some of us, as adults, have no idea how to deal with that. But it comes across to children. Um, so if we 

can build some of those skills and some of that knowledge at a really, really young age and keep 

developing and developing it at a deeper level, maybe as adults, we're gonna have ... hopefully, as 

adults, we're gonna have that emotional stability to be able to handle that. Reframe ... We didn't talk 

about reframing. 

>> Okay. Go ahead. Okay. So reframing ... I'm really trying to stand by the podium. Reframing behavior 

in the classroom. So, what does that look like for infants and toddlers? Um, Stephanie and I were talking 

the other day, and it doesn't look like us just removing the toy, right? It's helping children to understand 

what we're doing. Children are gonna climb, so what are we doing to help them climb? Where are we 

showing 'em -- them it's safe to climb? What are we doing? What, you know, have we designed in the 

classrooms? Um, I went into a toddler room the other day, and they had set up, like, their own little mini 

gross motor area. I thought, "How creative is that?" They knew the toddlers needed a space to jump and 

pound and do all of that, and if it's raining, that particular center doesn't have a gross motor room, so 

they created a little mini one right in the room. That's a great way to reframe behavior, other than 

spending the whole day, when it's raining ... "Stop doing that. Please don't touch that. Climb ... Get off 

the shelf," right? That was so intentional on the teacher's part. And this is a center that is trying to 

implement PBIS. So in my head, when I saw that, I just thought, "These teachers are understanding it. 

They're putting every little layer right in place." Okay. Okay. 

>> Well, we've talked about nurturing and responsive relationships already, at the base of it. Um, we 

talked about them happening, in the center, from the time they walk in in the morning, feeling 

welcomed. Um, those coworkers working well together and being kind and greeting each other when 

they walk in the door, greeting the parents kindly, using their names when they walk in, you know? "Hi, 

Mike. How are you tonight?" You know, "I'm surprised you brought, you know, Joey in," you know? 

"Where's Mary this morning?" you know? Asking, normally Mom brings him, showing that you care 

about their family. What's different? You notice something that was different. Dad dropped off instead 

of Mom, so it's connecting with that family. The coworkers connecting, the -- the teachers connecting 

with the children, and that's in those everyday routines. We want teachers to get beyond thinking ... I 

had actually asked somebody in my center to go observe in a room, and they were observing for a while, 

and then they left. I was like, "Oh, why did you finish the observation?" Well, she was just changing 

diapers now. But -- but you're observing in a young toddler room. That's a huge part of the day. You 

can't walk out and say, "Well, she was just changing diapers." That's a ... Kid gets their diapers changed 



how many times a day? That's a really, really important part of their day. So being there for those diaper 

change ... How are you reacting during a diaper change? How ... Are you just walking over, they're 

playing, you scoop 'em up, and you go change the diaper. Annie, you wanna tell you little story? 

>> So I was, um, observing in a toddler classroom, and the -- the teachers ... So they were in the middle 

of changing diapers, and I was just observing. And the teacher went over to two little girls, or two little 

children, and said, "So, you guys both need your diapers changed? Who wants to go first?" And both of 

the toddlers looked at each other and started laughing. So clearly, they knew what the teacher was 

saying to them. So she says it again, "So one of you is gonna get your diaper changed. Who wants to go 

first?" And they look at each other again. And then one of the children stands up and, like, went over to 

her. These were 1-year-olds. I was floored. I just thought, "What a nice way to, like, continue to change 

diapers, to empower the children and to be so respectful. I mean, she still got the job done. They still 

had to get their diapers changed, but she asked them. She -- she incorporated them completely into the 

process instead of just going up behind them, picking them up and just changing their diaper, which 

would have been perfectly acceptable. She wouldn't have harmed them, but just think of the difference 

in those two stories. It floored me. It was amazing. 

>> Yeah. So every part of the day, diaper changing, um, is when a nurturing, responsive relationship is 

going on, showing that you value those children, you value their feelings. A lot of times they're tired of 

getting those diapers changed as much as you're tired of changing them, so how can you make it ... Are 

we gonna jump over to the changing table? Are we gonna crawl? Are we gonna ... How are you -- can 

you be a part of it, and showing respect? Um, how can we support teachers in that challenge of their 

daily routine? Um, I think the example here of giving them, showing them, that you -- that you know 

their time together is really important, and I'm gonna step in the room for you so that you guys can have 

a little time just to talk. Here's 15 minutes. You go talk about what you feel you need to talk about. Um, 

that's supporting your staff, um, teachers supporting each other. That, we talk about at my center a lot. 

We all have bad days, um, and you can sometimes look at your coworker and go, "Wow. You're having a 

rough day." Can you support her? That's a relationship that you can support your coworker. Like, "I got 

this one," or I -- I know my staff sometimes will have a kid that -- that kid's like nails on a chalkboard for 

you. And it's like, "I'm gonna take him today. I know he's giving you a run for your money, and I'm gonna 

take him and how I -- how about you take her?" And when you make that swap. So, what are other ways 

that we can support? We can step in for teachers. We can just acknowledge that they're having a bad 

day, that they're not feeling well. They're tired. They're overwhelmed. You know, acknowledging it. Um, 

any other thoughts on supporting teachers, supporting ... Oh, great. I love the feedback. Yeah. 

>> Sometimes just seeing something through eyes ... When you're in the midst of a situation and 

something's happening, you think, "Oh, i did a lousy job at that." But having somebody look at you and 

say, "You know, look at what you did there. That was really important." Sometimes you don't see it 

when you're in the middle of the situation. 

>> Of the storm. Yeah. So acknowledging, noticing something that someone does. They might be just 

doing that daily thing, or cleaning up from lunch. The kids are getting tired, and they're -- and they're 

busy, and they're in the midst of it. And they're thinking, "This isn't going well." But then you step in and 



say, "I liked how -- how you did that. That went really well." And they kinda go, "Wow," you know? So 

acknowledging them is -- is huge. Yeah. Did you have something to say? 

>> Well, we keep chocolate around well above the reach of the children. 

>> Hershey loves that. 

>> And if they're having a really bad day, I'll say "Hon', you need chocolate. Come get some chocolate." 

>> Supporting our staff with food. Any kind of food. Chocolate works. Yes. Giving somebody ... And 

acknowledging it. Yeah. 

>> Um, when I was a director, we had, um, my assistant's, um, director's name was Andrew, and we had 

Andrew bucks. And what that meant was when, um, we caught the teachers doing something that was 

really, um, supportive of the children and supportive of each other, they'd get an Andrew buck. And 

then, at the end, during staff meetings, they could turn in their bucks for, you know, gift cards. We'd 

buy, like, $5 gift cards, $10 gift cards, and depending how many you got, um ... But it was just a nice 

way, like, when -- when you're ... As -- as director, you could keep 'em in your pocket, and you would, 

like, go into a class just to give a -- a teacher a message. But then you would see something that was just 

like, "Oh, my god. I just love the way they just did that," and you just give 'em a buck. And then, you 

know, it was just a -- an easy way to acknowledge their, um, kindness, their respect, their responsibility 

in an instant. 

>> Just reminded me of something which I hadn't even planned on, but talking about some of these 

different things: the chocolate, the Andrew bucks. Um, one time, I got a ... Which I probably should do it 

again because I haven't done it real regularly. It was one of those random things. But I got a bouquet of 

flowers and, at a staff meeting, I gave out different flowers for different things that I had remembered 

that the staff had done over the past month or at that -- at different times, even if they participated. 

Because a lot of times they're at the staff meeting just because it's a monthly staff meeting, and they 

have to come. But I have some that participate, and I'll give her two or three flowers. So I had a big 

bouquet of flowers, and they got flowers for, you know, "Thank you. You haven't missed a day of work 

in the last month. You get a flower," you know? And then we went on with the meeting. And then 

somebody participated, and they got flowers. And I like to walk away with flowers, so I kinda had 

forgotten that I had done that, um, and I will do that again. So ... 

>> Just like the ticket system for the kiddos. 

>> Exactly, like the ... 

>> Positive reinforcement. 

>> Ticket system for children with, uh, adults. Like, we're all kids. Thank you. 

>> Yeah, way backwards. You're all the way back. Did it jump ahead? Now we don't even know. 



>> Now, we don't know where we are. The environments. We talked about the environments. I think we 

talked about having the environments set up appropriately with the appropriate toys, with the, um, 

comfortable, um, anything else about ... And -- and being supportive. So here, the teacher's on the floor 

with the child. They get busy. They're up and around, up and around, and to teach them, you get down 

with them and, boy, those -- those ... Everything calms down when you're not buzzing around. When 

you're buzzing around changing diapers, fixing bottles, putting things away, cleaning up, things start to 

get chaotic. Stop what you're doing and just drop on the floor a little bit. Okay. It's just not cooperating 

here. More about the environment, setting up the physical environment. The schedule is huge. How's 

the schedule working? And it changes from one group to the next, different times of year. We had a 

really rough winter, and the environment meant staying inside a lot more. Boom, now it changed. I 

mean, suddenly, the weather got different, and we have to make adjustments in how is it working, so 

that daily schedule. We've talked about routines, about diaper changing and feeding and how that plays 

a part. How is it working? Is it important? Um, simple directions, letting them know what's expecting, 

how it's supposed to go, how they -- what their role is in what's going on in the day. Um, using pretend 

play, that was big. We had puppets, but we didn't bring them. But children can understand things so 

differently, you know, uh, we know that they think animated objects are alive and have feelings and 

using puppets or stuffed animals or dolls to tell a story. And they suddenly look at it, and they see it 

through a whole different light. Acting things out. So that's a huge way to help them learn about this. 

Yeah. 

>> Um, this was years ago. Um, one of the PBIS conferences that the state held, um, one of the 

presenters said that you should have special puppets that you would only bring out at certain times to 

help with all of this. So that night, Stephanie and I went back to the hotel room and purchased puppets 

that we only kept in our office. And we would let the teachers use them, um, for just the special 

occasion. 

>> Or we would go in. Yeah. I would walk in the room with the puppet and sit down and talk, and the 

puppet was so alive to ... They were fairly large. Not quite the size of the children, but we would talk 

through things with the children. 

>> So one of the things that we found with those puppets is that the kids got used to it, and they would 

say, like, they ... Every class had named the puppets different things. But they would come into the 

classroom, and even the toddlers would say, you know, "Barbara," or, like, you know, whatever they had 

named that puppet. And they would ask for the puppet. The teacher would take it back to the class. 

They would, like, you know, talk through a problem, and then the puppet would come back to my office 

and just ... It sat on the shelf with, you know, like, it had, like, her own little house and everything. Um, 

but it was a way to just make it really intentional for everybody, including the children. And because, like 

Stephanie said, the puppets were a little bit larger, um, it was really nice. And they were soft, and the 

kids could touch them and see them, but they also knew that they couldn't play with them. It wasn't a 

puppet in the classroom. 

>> Mm-hmm. Yep. Um, and, as we've talked about, what PBIS is so much about is that constantly talking 

about what you want them to do, not what you don't want them to do. So that's just something that 



takes a lot, a lot of practice, doing over and over again, is talking about how you want to see things, 

particularly in those 1 and 2-year-old rooms when they're running around or when they're hitting or 

whatever it is they're doing, dumping out toys. Oh, you wanna play with those? So they go over, they 

dump out the toys. You wanna play with them? Then this how we use the toys. So teaching them how 

we want things to happen.  

>> So we just wanted to put this slide in here because in -- in the infant and toddler world, you know, we 

wanted to make sure that it was just crystal clear to everybody that teaching occurs all the time. So 

whether it's a routine, whether it's welcoming them into the classroom, whether it's departure, it 

doesn't really matter. Teaching is occuring all the time. Stephanie was telling me about a tour that 

occurred, um, a couple weeks ago, where a toddler family said, "So, when does the teaching occur?" 

>> "You don't work with them. When are you teaching them?" 

>> So the teachers get that a lot, right? How often do teachers come in your office and say, "But the 

parents want me to teach the alphabet. Why can't we do it in the 1-year-old room?" And then you have 

to go over and over just what we talked about an hour ago, child development, why it isn't appropriate, 

right? What else could we do? And all of that. So really, just helping everybody in the center to 

understand that teaching occurs all the time. Okay. So this is the matrix, um, that, when I was a director 

a few years ago, my teachers and I developed this. And these were our guiding principles: be respectful, 

be safe and be responsible. And what we did is we just picked a couple different parts of the day and 

said, "Okay. What does that look like for the young toddlers?" And every single class had to do this. So 

what we did is, um, the leadership team in our center sat with the -- the young toddler teachers. They 

sat with the older toddler teachers. They sat with the infant teachers and went over, "Well, what does 

that look like? Why would we put that in there? Why would that be an expectation? How does that 

really fall under being safe? Why are we considering that?" And then everybody in the center got a copy 

of every single classroom's expectations. So the cook made one for her class -- for her classroom -- for 

her, um, for the kitchen. I made one for the office. We each had our own part so that way the 

expectation, regardless of what your role was in the center, you knew our guiding principles, and you 

knew what the expectation was. And then, when we enrolled families, this was given to them as a copy 

to say, "This is what we're going to do. These are our expectations, and this is what it's gonna look like in 

your child's classroom." And they could see the progression, especially if they would enroll, like, an 

infant and a toddler, and then the, you know, the child would move to the 1-year-old room and the 

preschool room. And they could see the expectations changing. I mean, parents were just fascinated 

that this was, like, you know, the bee's knees. But really, we did this so, that way, everybody understood 

what every classroom's guiding principles looked like in their space, even the kitchen. And the kids, I 

mean, you know, toddlers would know, right? The 2-year-olds could say, like, a word or two and, like, 

you know, feet on the floor, whatever. But everybody started to learn that expectation. And it was just 

something we did and we did and we did. Do you guys do the matrix? Some of you? Good. Good, good, 

good. And do you all find it useful? Yeah. Any questions on this? Okay. So this is -- this is our thought for 

provocation. We just want you to take a second to read it. Everybody should be able to see it, right?  

>> We have five minutes. 



>> What do you guys think? It speaks to you, right? It kinda helps us to frame what we do every single 

day. You know, when we're having a good day, we exude that, you know? And when teachers are upset, 

it is our job, as their co-teacher, their administrator, whoever, whatever role we have, to go in there and 

be supportive of them. And then questions. Do you guys have questions for us? 

>> I have input as well. Do you guys have ... 

>> You have just as much to put into this as we do, so any other ... Yes? 

>> We use the matrix for the infant-toddler classroom, but, um, the -- the expectations, the three 

expectations that we have ... 

>> Mm-hmm. 

>> Across the center, all of the other preschool classrooms put their classroom rules. They build them 

into, so, like ... 

>> Okay. 

>> Walking feet and be safe, etc. 

>> Right. 

>> Yeah. 

>> In our infant-toddler classroom, we actually took what was on the matrix that should be adult 

behaviors and put it on those expectation posters that are right in the classroom ... 

>> Mm-hmm. 

>> Right. 

>> For all adults to see. 

>> Okay. So it's hung up. Yeah. So typically ... 

>> Put them right onto a poster. 

>> Right. So you -- they took the matrix, and in the older classrooms, the children were able to say 

something. Like, if it was, be safe, do they use their walking feet, and that's what they do to be safe. In a 

toddler room or an infant room, you are kind of putting the adult expectations on there, and they were 

posted. I mean, the matrix can be used in so many ways. Um, I've discovered that, over the years, I keep 

thinking of different ways to possibly use the matrix. Um, so with photographs, definitely in our toddler 

rooms, photographs can come into play. You can talk about different parts of the day, like Anna said, 

different weather. It's, you know, how does it look to be respectful in the morning, at lunchtime? How 

does it look to be safe in different parts of the building? That kind of thing. Yes? 



>> The matrix would be so reassuring to new families who maybe are putting that child into child care 

because they're -- they're so scared and they ... that you're not gonna love their child at all. 

>> No. 

>> They're just ... Their kid's gonna be in a corner all day, crying and ... 

>> So the matrix can be reassuring to new families that are leaving their child in a -- a place that they 

have to walk away and leave this -- this being that is the world to them and to know that they're not 

gonna be left alone, that they are gonna -- that child is gonna be respected. That child is gonna be safe. 

That child is gonna be well cared for, and this is specifically how we're gonna do it. We're gonna hold 

that child when they have a bottle. That's part of being safe and being respectful to that child and being 

kind to that child. We're not just gonna prop them with, uh, something under them and walk away and 

do something else. But I'm gonna hold your child in a rocking chair and look at her and use her name 

while I'm feeding her a bottle. And when a parent can read that, it's reassuring. Thank you. 

>> Are you willing to share the PowerPoint? There is a lot of good information in there with, like, with 

the provocations and so forth. 

>> Sure. Sure. 

>> Yeah. She asked if we'd be willing to share the PowerPoint and ... 

>> Yeah. I mean, we'll ... 

>> We'll have to figure out how. 

>> To figure out how well that works. 

>> Okay. So if you're interested, let us know, or we will try and get the word out. Okay? 

>> Just wanted to make a note. 

>> Okay. Okay. Thank you. 

>> So as a physical therapist, I do early intervention. So I'm going to different infant classrooms ... 

>> Okay. 

>> And none of the ones that I go in do positive behavioral support ... 

>> Okay. 

>> But they hear me doing it. So I'm a -- I'm a coach at our center, and I'm a coach in two classes at our 

center. 



>> You're a coach everywhere you go. So she's a physical therapist, and she works in a center, and she's 

going into different programs and working with infants, and not all of them are using positive behavior 

intervention and support. So she's trying to figure out ... 

>> Like, I ... What would be the best way to introduce it? I don't mind giving resources once I develop a 

relationship with ... 

>> Okay. You're willing to give resources, um, which would be ... You could just let them know your 

behaviors, obviously. People feel better being around those that -- that treat them kindly. I mean, you 

know ... 

>> Honestly, you need to start encouraging them to come to the conferences. 

>> Okay. 

>> Like Stephanie and I said, like, we came that very first year, and we were just like, "Okay. Now what 

do we do?" Like, "We have this information." And it look us a little bit of time. But, I mean, six years 

later, we're standing here, and we're proof that, like, maybe that first year we didn't really understand 

what -- how to implement this. But we kept coming back to the conferences. We kept networking. We 

kept talking to people who were, you know, implementing it, even school-age programs. I mean, they do 

have a lot to offer. While their systems might be a little different, like, a lot of the same staff buy-in and 

all of that, I mean, you know, our colleagues are our colleagues in, you know, working with children. So 

really, just encouraging them to -- to almost seek out that information. Oh, here's the next conference. 

Oh, do you know there's one here? Do you ... you know? 

>>[INAUDIBLE] website, the [INAUDIBLE] website. 

>> Yes. 

>> You know? 

>> Mm-hmm. 

>> [INAUDIBLE] 

>> Mm-hmm. Thank you. Okay. We're wrapping it up? 

>> Yeah. 

>> Okay. If you have anything else, pop up and -- and chat with us. Thank you so much. I really 

appreciate your participation. That made me more comfortable. Thank you for letting us share. 


