
>> Good afternoon everyone. We're going to get started. We have an odd time, 1:10 until 2:10. So I 

understand it's 1:10, so we're going to get started promptly. My name is Deb Krotec. I'm an Early 

Childhood Education Specialist for the Head Start Training and Technical Assistance System here in 

Pennsylvania. I mainly work with Head Start programs, but my role with the state PaPBIS network is I'm 

a team member, and I work with the network early childhood team, and I represent Head Start there. So 

this is near and dear to my heart. A little bit about me: my roots are in childcare. I spent most of my 

professional life before Head Start in childcare. Then I was a behavior consultant, and I did a lot of work 

with families as well as teachers before I came to Head Start. I also worked for the PA Key. I was a 

Preschool Program Specialist, and I worked with Head Start Supplemental as well as Pre-K Counts 

programs. So I also worked for a school district: I taught first grade. I almost forgot about that. So I've 

kind of worked over the years in all of the early childhood provider systems. And it's really thrilling to 

see that we're all finally starting to work together and really collaborate. So I'm thrilled to be here. I 

wanted to kind of get to know you a little bit better too. But before we do that, I thought we would go 

over some of our objectives. And hopefully, this will work. Okay, so I have some goals for today. We're 

going to do four things. We're going to review the components of an effective coaching model because 

we have found, not only in Head Start but in early childhood research in general around coaching, if 

you're not using an effective coaching model, you're wasting your time. And that has a lot to do with 

supervision too and the dual roles that you might play. The second goal is we're going to review some 

programmatic supports for starting and sustaining coaching. You can coach and really try to do this on 

your own, but it's going to be impossible to sustain it if you don't have your program buy-in. And we've 

been talking a lot about buy-in with positive behavior support. And the same has to do with 

implementing a coaching program. The third goal is to introduce some of the coaching competencies. A 

lot of folks think, "Well, I'm a supervisor, so why can't I just be a coach?" Well, because there's different 

skills involved in coaching. And we now have a wealth of knowledge about coaching competencies and 

skills. And then lastly, we're going to discuss, hopefully we'll have time, to discuss both some challenges 

and opportunities with those dual roles of coaching and supervision. So, any questions about our goals? 

All right. So a little bit about you. And if we had time, I would do a fun ice-breaker, but, of course, we 

don't. So I would just like to have maybe a show of hands. How many of you, right now, are functioning 

solely as a coach? Okay, all right. So we have about three people just coaching. How many people are 

functioning solely as a supervisor? Okay.  Anybody have the dual role of coaching and supervision? 

Okay. And those look like probably a lot of my Head Start ... Are you all Head Start? Okay, no, you're not. 

Okay, so you guys are. Okay, that's what I thought. So let's find out what early childhood providers are 

here. How many of you are with Head Start? Okay, good, quite a few of you. How about early 

intervention? Okay. Child care? A nice mix. And school districts? Okay, so we have a nice mix. These 

ideas around coaching and this research I'm going to share with you may be new to some of you. 

To Head Start, hopefully, it's not brand new. 

Just a little bit about what we've been doing in Head Start around coaching: we have an initiative right 

now in our region - Pennsylvania's in Region 3 in Head Start - and we have been implementing a 

leadership academy as well as coaches training, implementing the coaching model I'm going to tell you 

about. 



So as we go through this, I have a whole year under my belt, now, of lessons learned. 

So I'll try to share some of those with you. 

Okay. 

So we do have some folks here who have the dual role of coaching and supervision. 

So for those folks, I'd like you to think about, as we talk today, what are some of the challenges you have 

as a coach/supervisor, and then, on the other side of the coin, what are some of the opportunities you 

have as the coach/supervisor. 

And for those of you who have a separate role - one is the coach, one is the supervisor - I'd like you to 

think about how do you communicate with each other. 

So, if you're a coach, how do you communicate with that teacher's supervisor? 

If you're a supervisor, how do you communicate with that person's coach? 

Because we're finding that that is very tricky to do. 

So think about those things. 

Jot things down as I talk because it may give you some ideas and some "ah-ha!"s about some things you 

might want to try when you go back home. 

Okay? 

Any comments or questions about that? 

Anybody want to share, real quick, about one of their challenges, one of their opportunities? 

For those of you who are coach/supervisors, because I know not all of you are. 

>> [INAUDIBLE]  

>> That's probably the No. 1 on most people's list: finding the time to do both, both supervising and 

coach. 

Anybody else? 

Have an opportunity? 

Well, for me, because I used to do this years ago - we wear a lot of hats in early childhood - when I was  

... I thought the opportunity of being a coach/supervisor was the fact that I really knew the staff person, 

so I didn't have to redevelop or start from the beginning as far as having a relationship with that person, 

or a partnership with that person. 

But it was a different type of relationship, different type of partnership. 



And we'll talk a little bit about that today too, as far as the coaching model. 

So there are some opportunities. 

You know there's always two sides to the coin, right. 

But there's lots of challenges. 

Okay, so this is a little bit ... I mean, there's a lot you can read about this, and I'll give you some 

resources at the end where you can find more information, if you're interested. 

But those of you who work for Head Start already know about the National Center on Quality Teaching 

and Learning. 

All of this research that I'm going to share with you today comes from them. 

But you should know that a lot of those people actually developed a lot of the pyramid model materials. 

And that's where a lot of this coaching research started, was with coaching around the pyramid model 

teaching practices, and with early intervention too, the Head Start Center on Inclusion. 

So, this research has been building up probably for about the past 15 years. 

So we have a lot of good research. 

So this is just a slide that shows the connecting the dots. 

Oftentimes we have teachers, or I work with teachers, that will say, "Well, why is it important that I even 

consider coaching?" Or "Why do I need a coach?" 

Well, the research is showing that when you use a research-based coaching model in strategies that 

support adult learning and professional development, guess what: teachers improve their teaching 

practices, specifically when you use the model that I'm going to share with your today, which is very 

focused on teaching practices. 

So if I were to ask all of you in this group today what you thought coaching meant, you would probably 

all tell me something different. 

So we're going to learn kind of the same language today because that's really important in how you 

think about using this coaching model, either with or without supervision. 

So we know now that when use a quality coaching and effective coaching model, that leads to quality 

teaching, where staff are not only using effective curriculum but they're also using effective research-

based teaching practices, and they're doing it in a way that is increasing child outcomes. 

And that's what we're all about, right, is getting kids ready for school, school readiness: that's the big 

name of the game. 



And so we want to make sure that all of our children learn those important skills and are ready for 

kindergarten. 

We've been spending a lot of time in early childhood, the past 10 or 20 years, really looking at the 

learning environment, which is important. 

ECERS, how many of you use the ECERS? 

Or ITERS, right? 

That's important, but the research is really showing that although that is important, it really does not 

affect child outcomes to the extent that quality teaching practices and implementation of those 

teaching practices affect child outcomes. 

So for those of you in Head Start, you all know about the CLASS, right? 

Raise your ... for CLASS. 

That measures the quality of effective teacher/child interactions. 

And we know now, the research is showing us, that the interactions, the how, is what really matters. 

How do you implement that curriculum? 

You can have a great curriculum. 

You can have a great room with all great materials. 

But if you don't know how, the how, what to do and what to say with the children as you're 

implementing the activities, and if you don't know how to implement the teaching practices that are 

aligned with the teaching pyramid, which you all know are very much aligned with the CLASS 

Observation tool, many of those, then our kids aren't going to do as well. 

So that's kind of how we connect the dots, at least how I do, for teachers, so they can see the 

connections. 

Questions about the effects of coaching on teaching on kids? 

Makes sense? 

Okay. 

Okay, so this is the coaching model. 

And it's called practice-based coaching. 

How many of you have heard of practice-based coaching? 

Okay. 



Some of you have. 

Practice-based coaching is a cyclical process for supporting - notice that word, supporting - teachers use 

of effective teaching practices that lead to positive outcomes for children. 

It's different than a lot of other coaching models that you may have heard about or that you may have 

tried. 

I know when I first started out as a supervisor/coach, my idea of coaching was pretty much saying to the 

teacher, "Okay, you're new, what can I do to help you?" 

It was more of, "Let me hold your hand through this first year." 

That's not what this is. 

Practice-based coaching is coaching as a professional development strategy. 

And that's something that is different for most of us to think about. 

Most of us have not thought about coaching as a form of professional development. 

If you use this model, it is a form of professional development. 

So, how many of us have sent staff, if we're managers or administrators, to trainings, and we expect 

them to come back and implement what they learned in the training in their classroom? 

Be honest, come on. 

Right? 

I mean, that's what we've been doing in Head Start for 50 years. 

But, guess what? 

It doesn't work. 

They come back and 90 -- this is the research -- 95 percent of staff, after attending a workshop session 

or a training session, they come back and they do the same thing they always did. 

Because we are asking staff to change their behavior. 

We know how hard it is to change kids' behavior, right? 

We've been talking about that the whole conference. 

So imagine how hard it is to change staffs behavior. 

It's very, very challenging. 



So that is why we really have to think about a new way of professional development. 

It's not just sending staff to a workshop or a training. 

That's the foundational knowledge, right? 

That's the information; they need to get the information. 

But what comes next? 

What about the implementation of that? 

I mean, just like most of us sitting here today, how many of you will be able to go back and implement 

any of this if you don't have somebody who's going to be able to support you when you go back to do it? 

It's very, very, very difficult to do. 

So we're encouraging ... When I say we, I mean the early childhood field but specifically Head Start. 

 We're really encouraging programs to really think about the type of professional development they're 

providing for their staff and matching that to the outcome. 

So if you want staff to change their behavior, you want them to change their teaching practice, and 

when you think about implementation of the pyramid model - because we're talking about PBIS 

yesterday and today - that's what we're asking a lot of staff to do. 

Is really changing the way they interact with kids. 

So we really have to think about what is the most effective way to do that. 

I've been in sessions the past two days, and a lot of people say, "Well, I don't understand why they're 

not doing Tier 1. They went to three Pyramid Model Trainings." 

How many of you said that, thought that, right? 

For a lot of people, it's not enough. 

The training, I have a colleague who calls it, "You spray and you pray that they go back and they do it." 

There's all kinds of funny words that you can use when you talk about training staff. 

But this is the model I'm going to share with you today that we know works. 

But it can only work, and it can work if you do coaching alone. 

It can work if you do coaching as a part of supervision, But that's where it gets tricky. 

And we'll talk a little bit about that, too, because that can be a slippery slope when you have those two 

halves. 



And hopefully, those of you who do that will share some of those slippery slopes with everybody. 

And I'll share some of the things I've learned the past year from doing this with Head Start programs. 

So you'll see ... This doesn't have a pointer, I don't think ... But you'll see that this is a cyclical model. 

And you'll see that the main component is the collaborative coaching partnership. 

That encircles the entire model. 

So unless you have a collaborative coaching partnership with staff, it's going to be nearly impossible to 

make this work. 

And what do I mean by collaborative coaching partnership? 

Well, firstly, this is not something that you do to staff; this is something that you do with staff. 

That's a change for some of us. 

How many of you have said, "Oh, she really needs coached." 

Right? 

"Oh, she just really needs coached." 

You don't want to use this model for someone who you're thinking, "she really needs coached," because 

probably, really deep down, she really needs supervised or he really needs supervised. 

So, like I said, this is professional development. 

So when we talk about characteristics of a collaborative partnership, I've listed some up here. 

But what I think it's important to remember is that you don't necessarily have to have a relationship to 

have a partnership with someone. 

Because I have folks say to me, "Oh, this teacher, she just doesn't really like me. I don't have a good 

relationship with her." 

That's okay. 

We're not asking you to be this person's best friend. 

This is a professional development opportunity for this person. 

We're asking you to form a partnership, and the partnership is around a teaching practice that you're 

going to help as part of her professional development improve. 

I say "her" because there's so many women in early childhood, but, you know, there's some men too. 



So here are some basic characteristics of a collaborative partnership. 

And I think for most of you this is probably pretty self-explanatory. 

Is there anything on here that you would question or would like to comment about or add to? 

Any other characteristic you think that you would need to develop a collaborative partnership to begin 

the coaching process with staff? 

Does that pretty much say it all? 

The only one I wanted to comment on was choice. 

Whenever you are using coaching as a professional development strategy, you want to make sure 

there's choice because this is based on adult learning principles. 

I don't know about you, but if someone tells me that I have to do something better or I have to do 

something more often or I have to improve the consistency of whatever teaching practice I'm working 

on, if it's not meaningful to me, if I don't feel like I have a choice, I'm not going to do it. 

So that is a lot of problems with other coaching kinds of models that have been used in the past. 

Those models often are something that you do to a teacher, not with a teacher. 

And those are often why those models are not successful because you don't have that buy-in. 

We've been talking about buy-in, right, for PBIS. 

Same thing goes with coaching: you have to have that buy-in. 

So there has to be choice. 

And we're going to talk about what that looks like. 

Any other comments or questions about collaborative partnerships? 

Yes, Karen. 

>> I think it's important to, going into any coaching relationship, to know that each relationship is going 

to look a little different. 

And while you'll have all of those things in each relationship, they may not be ... Like, the amount of 

support that you give to one person may not be the same as you give to someone else. 

Looking at it in that way, going into it [INAUDIBLE]. 

>> Karen makes a good point, and that is, basically, one size does not fit all. 

Just like we need to individualize the relationships that we build with kids, right? 



Some kids learn to trust us really quickly; we hit it off really well. 

Others don't; we have to work harder at developing that relationship with children. 

Same with teachers. 

Some, we just hit it off. 

We're kindred spirits, right? 

We just get it right away. 

Others, not so much. 

And there's different reasons for that, you know: past experiences ... And while I'm thinking about it, I 

will tell you I was working with a program ... I mainly work with the Head Start programs in the Western 

part of the state ... And I was working with one program, and they really wanted to implement this 

practice-based coaching model. 

And these were the supervisors that wanted to do it and also wear that dual role as a coach, but they 

said it wasn't going to work in their program. 

And I said, "Well, why not?" 

They said, "Well, because right now, everybody who's on an improvement plan has a coach." 

So the culture of that program was that a coach was a negative thing. 

So I'm happy to stand here and report, two years later - maybe it's three years, I lost count - they are 

now implementing practice-based coaching successfully. 

It is no longer seen as something bad. 

It is actually seen as an opportunity for them to engage in professional development, that not everybody 

can do because not everybody has the opportunity, and I'll explain why. 

And this is the end of their first year in implementing this, and they're really seeing some good data. 

Remember we talked about data? 

We use data for coaching too. 

And they're really seeing some good data. 

As a matter of fact, I'm meeting with them next week to go over the data. 

So I like to share that because I think you have to be very well aware that if you are going to use 

coaching with supervision, or even by itself, the people that you are coaching already have preconceived 

notions of what coaching may or may not be. 



So you can't assume anything. 

For some of us a coach is just, "Oh, I had a coach when I learned to play baseball or whatever." 

Other people think coaches are just someone to hold their hand when they get through their first year 

of teaching. 

In this model, that's not what a coach is. 

That would be more of a mentor, to get through that first year. 

So I'm just sharing this with you because it's really important that just because we have an idea in our 

mind about what our role is as a coach, that is not necessarily what the teachers are thinking. 

They may have a whole different idea. 

Or they may think, "Oh, here we go, another idea, another model, another initiative." 

Right? 

"Been there, done that." 

So you don't have that buy-in. 

So that's just some kind of food for thought. 

Okay, so once you have your collaborative partnership with your teacher or teachers, because you can 

do this with individual teachers or, in Head Start, we usually do it with classrooms, teaching teams. 

And this is what we call the expert model of coaching, where you have a coach who has the expertise to 

coach around a specific teaching practice. 

It could implementation of the pyramid model, all of those teaching practices. 

It could be implementation of other teaching practices, for example, those that have to do with effective 

teacher/child interactions that are measured by, like, the CLASS tool. 

But it doesn't matter what teaching practice it is, but it has to be focused on a teaching practice. 

So the first part of the cycle is to develop some shared goals and action plans with the teachers. 

Now you're thinking, "Okay, what does that mean, shared goals?" 

"How do we come up with shared goals?" 

This isn't where you just say, "Okay, let's sit down and talk about what do you want to do better in your 

classroom." 

Because oftentimes you'll get a teacher that says, "Well, I'd like to read stories better." 



Meanwhile, they're excellent at reading stories, right? 

No, you want this to be something that they're maybe okay at, but you and they, through data, have 

identified that this is something that they would like to improve upon. 

So for the Head Start programs that we're working with right now on this, we actually have teacher 

needs assessments that they complete and for - and I'm going to focus on PBIS because that's what 

we're talking about in this conference - you could actually have them complete the inventory of 

practices. 

And that could be a source of data about where they see their need around help or support for 

improving those teaching practices related to the pyramid model. 

And then you could also use the TPOT. 

So what you would do is you would sit down and you would have your teapot data, you would have your 

inventory of practices data, you may also have ECERS data, class data, child outcome data, you could 

have a lot of data. 

But the point is, you use data to have a discussion about what are we going to focus on. 

What is our coaching goal? 

It's not just making something up. 

So it's very, very specific, based on that teacher's needs and her wanting to improve that teaching 

practice. 

Once again, this is something we do with the teacher, not to the teacher. 

Okay? 

So there's that shared development of that coaching goal. 

Then you develop the action plan to go with that goal. 

What are we going to need to do to reach that goal? 

I should share with you, too, that when we do the practice-based coaches training with coaches, it's a 

day and a half. 

So obviously, you're getting the Cliff Note version. 

But this is just an important concept for all of you to realize, to take back, that if you really do want to do 

this effectively, it's easier said than done. 

There really has to be some thoughtful process in thinking through this. 



So once you have your shared goal and your action plan that you do together, and by the way, we do 

have forms that we use, and you can make up your own, but I always say, "Why re-invent the wheel?" 

The National Center on Quality Teaching and Learning has developed those forms. 

And actually, this past year, Amy and I and Brandy - I don't know if you know Brandy Fox from the Key -

we did a collaborative session on practice-based coaching across three PaTTANs in Pennsylvania on this. 

So they have a lot of these materials too. 

So you'll have my name too; if you want any of them, I can send them to you. 

And oh, by the way, this is posted on the PaTTAN website, this PowerPoint, if you want to have access to 

it. 

So, anyways, this shared goal and action plan is going to be your road map for coaching. 

And why do I say that? 

Well, because when you get to the second part, you're going to need something to focus on. 

Because how many of you have gone into classrooms, and then two hours later you leave and you say, 

"What did I go in there for?" 

Come on, let's be honest, right? 

Because you get pulled in so many different directions. 

You may go into that classroom for the purpose of a focused observation based on your shared goals 

and action plan. 

But you're pulled in so many different directions, especially if you're wearing that hat as a supervisor 

too, that you get very frustrated because you feel like you're spinning your wheels because you don't 

actually get to accomplish anything. 

What this does is it forces you, as the coach and/or supervisor, as well as the staff, to stay focused on 

the action plan, the goal. 

The coaching goal and the action plan, that's going to be your road map. 

So this is a summary of what I just talked about. 

You'll want to use tools and other information to determine the focus of coaching. 

In the case of PBIS, Inventory Practices is great to use, TPOT is used. 

Anybody use anything else when you're trying to come up with coaching goals? 

Yes? 



>> I use the checklist from the Pyramid for like Nurturing Relationships ... 

>> Oh, I forgot about that, the checklist from the Nurturing Relationships ... 

>> And the High Quality Environments. 

>> And the High Quality Environments, another great tool. 

So the point is that when you're sitting down to develop shared goals and an action plan, it's not just, 

"Well, what do you think?"  

You actually have data; you have information that you can use. 

And this also helps if you have a teacher who says, "Well, I want to work on this." 

And you can say, "Well, that's fine, but what does the data tell us?" 

So often it becomes a compromise. 

I had a coach who I was meeting with and she was concerned because the teacher wanted to develop a 

coaching goal around implementing the visual schedule, which I thought was a great coaching goal. 

And she thought it was too easy. 

I'm like, "Whoa, whoa, whoa, wait a minute." 

Number one, the data: what the teacher wants and feels she needs to be able to do better is supported 

by the data. 

And even you are saying, looking at the TPOT data, that she has the visual schedule but she doesn't use 

it. 

So that is a good place to start. 

So what if it only takes her a week to do it? 

That's great. 

Then she'll feel successful that she achieved her goal in a week, and then you can work on the next goal. 

Because just like we want to work on one behavior at a time with children, which I know, Amy, you 

talked about this morning, we want to work on one coaching goal at a time with teachers. 

That's often, I think, where a lot of people get frustrated or fall short, is they try to work on too many 

things at once. 

Or the teacher says, "Well, I'd like to do this, this, this, this." 



And then at the end of the day everybody is, like, overwhelmed, frustrated, and they just throw their 

hands up and they say, "This isn't working." 

So you really have to focus on one coaching goal that is based on a teaching practice at a time. 

And I already talked about it being your road map for coaching. 

Any comments, questions, about developing shared goals in an action plan for coaching? 

Is this making sense? 

Okay, all right. 

You can see how it's so easy to "coach" but feel frustrated when you don't really feel that anything is 

coming from the coaching. 

And it's because you haven't really developed a plan for that coaching. 

This model keeps you on that plan, and that plan that you've developed and the goals that you've set, 

are with the teacher - shows you there's buy-in - and it's focused on one teaching practice at a time. 

So you are more likely, and the teacher's more likely, to feel successful. 

And I don't know about you, but when I feel successful, I always want to try something new or try more. 

We want this to be a positive thing, of course, especially since it's a professional development strategy. 

So the next component is the focused observation. 

So you as the coach, you have the shared goal and the action plan that you've developed with the 

teacher. 

You're all on the same page. 

This is a very transparent process. 

You do not just pop in. 

I had an education manager in a Head Start program I was working with, and she was wearing the dual 

hats of coach and supervisor, and what she would do ... The staff knew when she was the supervisor 

because she would wear a suit to work. 

And whenever she was the coach she would wear a baseball cap. 

I mean, it was just something silly that she did, but they liked it, you know? 

And that was how visually, she was able ... They knew when she was coming. 

But when she was the coach, she never just popped in. 



It was always a very intentional time, where they knew that she was coming in and the observation was 

going to be around that specific teaching practice. 

And I'll just use the implementation of the visual schedule as an example. 

So she would go in, and maybe it was only half an hour, but that was her focus of her observation is: Did 

the teacher use the visual schedule however way they said she was going to use it throughout the day or 

during that part of the day with the kids? 

And then she would be able to give her feedback. 

While she was observing, as the coach, she's writing down, gathering information so that she's going to 

be able to, perhaps - well, she should have the time, because that's the third component we're going to 

talk about - to actually give that teacher feedback or the teaching team feedback and reflect on that 

actual observation. 

So the observation is always guided by the current action plan. 

And the other thing that's important is that you might want to do some what we call coaching strategies 

during the observation. 

How many of you have modeled? 

Right? 

Okay. 

Now the thing I always warn people about with modeling is it's important to say to the teacher, "Is it 

okay if I model this for you?" 

Don't assume that just because you're modeling that the teacher, number one, is paying attention to it. 

She may be just be thinking, "Oh, thank goodness she's dealing with that, I don't have to deal with it." 

You want it to be very intentional and there's a purpose to it and that she's in agreement with it. 

I had a teacher one time say, "No, you don't need to model anything for me." 

I'm like, "Oh, okay." 

So it's really important that the coaching strategies - and we have a whole list of coaching strategies we 

go through when we do the coach's training - that you're comfortable with those strategies and so is the 

person or the people that you're coaching. 

Because you just never know how people might perceive something that you're trying to help them 

with. 

Any comments or questions about focused observation? 



How many of you have done focused observations? 

Okay. 

All right. 

Is there any techniques or strategies that you would recommend? 

Mm-hmm. 

>> It's not a recommendation but a comment. 

>> A comment, okay. 

>> Sometimes you go in there but you could do a focused observation, but because our time is so 

limited  [INAUDIBLE] ... 

>> Mm-hmm. 

>> I am more responsible for the children in there as well.  

So, when you see something going on with a child in the room that relates to, say, the pyramid ... 

>> Mm-hmm. 

>> That perhaps you're thinking that the teacher can implement more targeted strategies.  

It's really hard.   

It just seems like this would be a long time. 

So you're saying you should only go in and comment on that particular thing ... 

>> Her question is, when you're doing the focused observation, should you really only give feedback or 

reflect upon that specific coaching goal and action plan that's been developed. 

And the generic answer is yes. 

However, we always say,  if there's any kind of health or safety issue, you throw your coach hat off and 

you have to deal with that immediately. 

So that's always the deal-breaker, health and safety. 

Because what you want to be careful that you don't do is send a message to the teacher, "Well, 

although I said that I'm here to function as your coach and focus on this observation, I'm going to get 

distracted by all of this other stuff and deal with it too." 



Because then she's going to be confused: "Well, wait a minute, you said you're the coach and you're 

coming in to deal with this specific teaching practice and give me feedback on it, but now you're talking 

about, I don't know, room arrangement. Or now you're talking about ..." 

>> [INAUDIBLE]  

>> That would be ... And that often happens, talking about a specific child. 

Say, for example, you're doing your focused observation, and remember, these are all on teaching 

practices that are going to affect all the kids. 

And the teacher comes up to you and says, "I've really got to talk to you about so-and-so." 

That's when you have to be very disciplined as a coach and say, "We're going to have to talk about that 

after the focused observation or whatever." 

Because you all know what it's like to be in an early childhood classroom: you can get yourself pulled in 

50 million different directions. 

And it's not because you don't want to be helpful - you do - but we know the research is showing if we 

don't follow this as much as we possibly can, then we're not seeing any change in teaching practices. 

And that's really what we want to do. 

Because we're just so scattered. 

This really helps, this model helps us stay focused, and that's not to say that you're not going to deal 

with specific questions about a child - you are - but this is almost like professional development time. 

>> Both/and.  

>> Both/and. 

That's a good way to put it: both/and. 

I have a program right now who they run into some of these issues. 

And that's one of the things, because I provide follow-up TA for them, is that we talk about all of these 

things. 

Well, and you have to, as a program - and this is where the systems piece comes in that I'm going to talk 

about in a minute - you really have to think through a lot of these pieces. 

Because depending on your program, it may look different. 

For those programs who are hiring coaches separate from supervisors, it's going to look different than 

from than from those of you who have coach/supervisor roles. 



And you really have to talk about this whole health and safety issue. 

I have one program who they've made the decision that if the teachers are not implementing the visual 

strategy throughout the day, according to the way the pyramid model implementation checklist says 

you should do it, that is not a coaching issue; that's supervision. 

So I've had programs that have actually spent a lot of time preparing for this because if you, as a staff 

person, think that not implementing the visual schedule is more something you want to do for your 

professional development, and so that's something you want to be coached upon, but your supervisor is 

saying, "No, uh-uh, that's a supervisory issue," that gets real messy because what we don't want to do is 

we don't want to send a mixed message, that coaching is supervision in disguise, because it's not. 

In this model, it's professional development. 

And that's why it's so important that you do a lot of the legwork before you actually start implementing 

such a model and you talk this through, because that's when teachers get very confused. 

And, you know, they all talk. 

And what we don't want ... And I've learned, we've all learned this past year that the programs that have 

really thought this through, that have sent people to ... We have leadership academies that we do for 

practice-based coaching where they have the key players at the table, they're the ones that are being 

successful. 

The ones that are trying to do it on their own, without support, are the ones that are really struggling 

because the teachers are feeling, "Well this isn't really coaching. This isn't really professional 

development. This is something that they're saying I have to do or I'm going to get written up." 

That's not what this is all about. 

So that's why it's important that you talk about it and really plan for it before you actually start doing it. 

And we'll get to that in a minute. 

So, comments about focused observation, any more? 

Okay, great. 

And the third component, which is probably the one that we tend to forget about or say, "Well, we don't 

have time for this. I'm just going to do an observation" 

I used to do this years ago because I didn't have time and I was a behavior consultant. 

In the 90s, it was just me and 400 childcare centers, so I would just do an observation and usually leave 

a written form. 

We all know, they may read it, they may not read it, right? 



So all the research is showing that the written piece is good, but there's nothing like that face-to-face. 

And the other thing I didn't mention too, with the focused observation, even with reflection and 

feedback, since we do have technology now, use it. 

But I would not recommend that you use video exclusively. 

There are many programs now ... how many here use video? 

Anybody use video? 

Some of you do? 

Video can really be a good tool to use, especially for programs that are spread far apart. 

Many of our Head Start programs serve multiple counties, they're rural, so they've used iPads. And 

they've actually had the teachers videotape themselves implementing a teaching practice, and then they 

send it to their coach, who actually views it on line and gives them feedback. That's a great strategy, but 

I wouldn't recommend you do only that. And that's a whole other session on trying to get staff to 

videotape themselves. Because those of us my age, we're not too comfortable with that. But people my 

daughters' ages, they're taking selfies and they're real comfortable with it. They're on YouTube, right? 

They don't think anything of it. So that's a whole kind of culture thing, videotaping yourself. But I wanted 

to share that that's something to important to remember going forward because of you may be 

thinking, "Wow, this is labor intensive." I think we have to really think about how we can use technology 

to help us with our coaching, because we can. And the same with the feedback. It's good to give 

occasional e-mails. As a matter of fact, we have some sample coaching e-mail feedbacks that we use, or 

even phone calls. But there's nothing like sitting down face-to-face and really talking about what you've 

seen, what's working, what's not working, what other resources do we need. This is what you do during 

the reflection and feedback piece. Not only does the teacher reflect, but you reflect as the coach, and 

you reflect based on your action plan and your goals. So this is the time when you reflect and you 

provide feedback that you may need to tweak that action plan. I was looking at one action plan, and this 

was actually one around visual schedules, and the coach shared with me that she was very frustrated 

because when she went in to observe, there was no visual schedule. And so when she talked to the 

teacher, she said, "What's up?" She goes, "I'm waiting for my supervisor to bring me the materials I need 

to make it." I mean, it was that simple. So that went on the action plan. Because your resources and 

materials need to go on the action plan. So sometimes it can be simple things that you don't realize are 

even going on. I had another coach tell me last week that on the action plan one of the things that they 

were going to be doing was developing a web to help the teachers learn to pick up on children's 

interests or discover what children's interests were. Well, when she went back to do her focused 

observation of them actually doing this web with the kids, she realized they didn't know what a web 

was. They thought they did, but they didn't. So then she had to go back and break that action plan down 

even further of what it was to actually develop the web to help pick up on children's interest. So my 

model now is don't assume: write it all out. Just because you know it does not mean the person that 

you're coaching knows it. And oftentimes people, I don't know if they're afraid to admit that they don't 



know it or they're embarrassed that maybe they don't know it: they think they should know it and they 

don't. But it's important to have those frank conversations because that's going to really help you help 

the teacher in their professional development reach their goal. Let's see if there's anything else up here. 

It mentions supportive and constructive feedback. And I think ... We spend a lot of time in the coaches 

training that I do talking about constructive feedback, because that's often the hardest to give. 

Supportive feedback, I know personally, is easy to give. But the constructive feedback is hard because 

we don't want to hurt anybody's feelings, right? We want to be nice, and we don't want to hurt 

anybody's feelings. And we know the teachers are really trying to do their best. So we do spend a lot of 

time talking about that constructive feedback. And there are some good open-ended questions that I 

always suggest that we can start with, such as, "How did you think that went today?" because you may 

think it went awful and they may think it went great. So that's really going to help you begin that 

conversation. So we dig a lot deeper, obviously, in the coaches training, into each piece of this. But this, 

at least, gives you an idea of what is involved in the cycle and how you can see that during that 

reflection and feedback period, that's also the time when you talk about what's it going to look like 

when you meet this goal. How do we know when the goal has been met? And if the goal has been met, 

what's the next goal we're going to work on? So then it starts all over again, and you have your data that 

you can use, even as part of that reflection and feedback. If you're using TPOT data, wouldn't it be great 

to be able to compare TPOT data from the beginning of the year and then look at the end of the year, 

after you've implemented practice-based coaching as a professional development strategy. Comments 

about reflection and feedback? I know time's an issue with this piece. Everybody does it differently. Very 

few programs are able to provide that feedback and reflection immediately after the focused 

observation. Some of them are able to. Depends on the classroom set up. But it is important that it 

happen. Yes. 

>> How is coaching initiated? Is it the teacher's supervisor that recommends the coaching, or is it the 

teacher requesting a coach? 

>> It depends. Where's Sue Zeiders? That's Sue's answer. It depends. And I'm glad you asked that 

question, because one of the ways that I kinda wrap my mind around all this is to think about 

professional development on a continuum because I'm very visual. So if you think about professional 

development, where down here you have your brand new teachers. They remind me of that little kitty 

poster where he's hanging like that. They're barely surviving, okay? They are not ready for practice-

based coaching. They don't even know what they don't know, right? They don't. They're just trying to 

survive. They're trying to make it through the year. These are the teachers that need a lot of supervision 

and they need a lot of, perhaps, handholding. Some of the programs I work with actually have teacher 

mentors to support those teachers. They are not coaches, they're teacher mentors, and they work with 

those new teachers. Then you have quite a few teachers who they've probably been with you for a 

couple years. They know their job, they're pretty comfortable, but scores on the class tool or TPOT or 

whatever you're using to measure effective teaching practices could be better. Their child outcomes, 

they're okay, but they're not great. Those teachers, they're perfect for practice-based coaching, that 

one-on-one expert model. And not all your teachers are gonna be there. Some of them will and some of 

them won't. And then you have your other teachers who -- and when I was a supervisor for Head Start 



years ago, these were the teachers who I always used to apologize to because I never got to see their 

classrooms because I was so busy putting out all the fires in all the other ones. How many of you've 

been there, right? These are the teachers who they just run with it. You just, "thank you," right? You 

thank that we have those teachers, but then you feel bad as a supervisor because what about them? We 

have these professional development opportunities for all of our staff, and you know that they could 

probably be up there teaching it. They're bored. What do we have for them? So I see them on the other 

end of this continuum, where we actually use this model, but we use it for group coaching, peer 

coaching and self coaching. So I'm today just explaining this kind of expert where you have one coach 

with a teacher or classroom, but this model can be used for group coaching, peer coaching and self 

coaching. So that's something to think about too, is how you can use that model for folks. 'Cause let's 

admit it, not every teacher needs a one-on-one coach, right? And how many of you have the time, if you 

have ... Who had 26 classrooms? Someone in -- I think it was -- I don't know if they're here or not. Yeah, 

if you have 26 classrooms, how are you going to coach 26 classrooms in addition to everything else 

you're doing, right? So this is when you, as a program, have to make a lot of decisions. Do you want to 

share what you thought that was funny? Feeling a bit overwhelmed? Yes. Yeah. So you have to put 

things in perspective. It's not one size fits all. This model's great, but is it really appropriate for 

everybody? Is coaching appropriate for everybody, as a professional development strategy? Some of our 

teachers aren't there yet. Really, we have to admit it. Some of our teachers, we really need to focus on 

supervision. And that's okay because we don't want coaching to become supervision, because then it's 

not. It should not be supervision. It should be professional development. Make sense? Okay. This is a 

little bit of a transition slide, and I like this. We're into quotes; there's a lot of quotes today. Karen had a 

lot too. This is so well said: Adoption of coaching as a form of professional development is a complex 

endeavor that requires careful planning, system-wide changes, and ongoing support and review. So it's 

very similar to the program-wide implementation of PBIS. Everybody needs to be on board with this. 

And it can also be ... A lot of programs that I work with that are trying to implement program-wide PBIS, 

they use this as their coaching model. So it goes very well together. It's a nice alignment. So you heard 

me talk a lot about everyone being on the same page. Well, what does that actually mean? What does 

that look like? When we first rolled practice-based coaching out in Head Start, probably about three or 

four years ago, and it's from a national level, they were wondering why it wasn't really taking, for lack of 

a better word, why people were having trouble sustaining it. And that's when the National Center on 

Quality Teaching and Learning really did some, I think, more thought-provoking research about what 

does it take. Just same with PBI, similar to PBIS. What does it take to really sustain this kind of a 

coaching program? And what they found is if you don't have the three P's, the preparation, the 

personnel and the processes, in place, you are not gonna be able to sustain a quality coaching model 

such as practice-based coaching. And a lot of that same research you could parallel for positive behavior 

support. So we see a lot of parallels in that process. So let's take a look at what does it mean to prepare 

for practice-based coaching? Well, before you implement practice-based coaching everybody, your 

program leaders, should determine how it's going to fit into your professional development program. I 

have one program I'm working with right now, and they've placed this as such a priority that as part of 

the Keystone STARS system, they - they're a STAR 4 - they've actually embedded this into the Keystone 

STARS professional development system. And so every time you participate in practice-based coaching, 

you actually get credit towards your professional development that then goes into your whole Keystone 



STARS ..  What do they call it? Not portfolio. Your ... You know what I mean. What's it called? PDR? No, 

they changed it. Thank you. You know what I meant. But that came from the top. That was a system-

wide decision. And that sent the teachers the message, "Oh, well this really is professional development. 

They're giving me credit for this." Right? So that's something that's really important to think about. How 

does coaching fit into your overall professional development system? From a Head Start perspective, 

we're really encouraging Head Start programs to include this in their TNTA plan, and to even use some 

of their TNTA funding to provide for a coach or to support coaching. So you could see how you, as an 

education supervisor or a coach, can't make that decision. You have to have someone higher up at the 

table to do that. You also have to talk about the goals that practice-based coaching will address. So for 

most of us sitting here, we're probably thinking, "All right, we want our coaching model to address the 

teaching practices that are related to the pyramid model." And that's fine. Other programs might think, 

"No, our class scores are really low in instructional support, and we really want our coaching program to 

focus on the instructional support domain of class." The point is, you as a program use your data, once 

again, to look at where should your focus be. Because you can't coach on everything. And then once you 

decide as a program where you need to coach, then you can funnel that down to individual classrooms 

and look at their specific data. And then they can be much more specific as to their coaching goals that 

you work on with them. If the program stakeholders are supportive of the practice-based coaching 

model, it's really important, just like positive behavior support, to get that buy in. Who are your 

stakeholders? Does Policy Council, If you're a Head Start program, or do you have a Board of Directors? 

Do they know what practice-based coaching is? Because you may be coming to them and asking for 

money for a sub to send someone to coaches training, for example. So the people that make the 

decisions, the people that pull the purse strings, so to speak, they really need to understand what this 

model's about, just like they need to understand what PBIS is all about, because it does require, it could 

require, some resources in the future. And then lastly, what are the adequacy of the resources for 

supporting practice-based coaching implementation? And that's something that, if you're a Head Start 

program, your TA person can help you with that too. But resources are in short supply. So once again, 

just like positive behavior support, a lot of this is prioritizing. And this can actually be part of positive 

behavior support, right? Because coaching is part of that. And a lot of this research came from the folks 

at the Center on the Social and Emotional Foundations for Early Learning, CSEFEL, who are now part of 

NCQTL, the National Center on Quality Teaching and Learning. And we just all change places, you know? 

Which is a good thing, because we're not reinventing the wheel; we're building on what we've been 

learning over the years about what works and what doesn't work. So here's some guidelines for 

preparation, and this cannot be stressed enough: coaching must be a safe place. It's not supervision. If it 

is not a safe place, that word will get around really quickly. It'll spread like wildfire. I see people shaking 

their head. Teachers have to feel that they can try new things, they can get support, they can get not 

only supportive feedback but some corrective or constructive feedback, and they can get help in a non-

evaluative environment. So you can see when you're trying to wear both hats as a coach and a 

supervisor how this is very, very, very tricky. There's a lot of slippery slopes. And that's why if you're 

going to do that, which you can - I'm not saying you can't - it's just harder because you really have to 

think about things and plan ahead of time. What are supervisory issues? What are teaching practices 

that we can coach on? So if someone's not coming to work on time, that's not something you're gonna 



coach them on. If they're not doing their paperwork, that's not something you're gonna coach them on, 

right? Okay. 

All right, so when supervisors serve as coaches, your roles are clearly defined. That's extremely 

important. And we want to make sure the data collected are clearly identified for coaching or free 

evaluation because if teachers feel that the evaluation, that they're gonna be evaluated on their class 

scores or their TPOT scores, sends a whole different message. I say use that data for professional 

development, because there's so many other variables that can determine a class score, a TPOT score, 

an ECERS score. And that's important to be very transparent up front about that because this is a 

transparent process. And then, finally, what are some guidelines? We want to provide the time and 

supports needed for both teachers and coaches. Do teachers have, and supervisors have, reasonable 

case loads? I had a grantee, each supervisor was responsible for supervising 15 classrooms throughout 

the county, and they wanted to add coaching onto that. Said, "Can't do it. Can't do it. It's impossible." 

Unless you lower those case loads, what I always said, "You can't get blood from a turnip," right? So this 

is something really important to consider, because you want to be successful. And then, finally, who are 

your coaches gonna be? Who are your teachers gonna be? I talked a little bit about that. Not 

everybody's ready for coaching. And how do you prepare your teachers and your coaches for coaching? 

The rollout of this is really important. And that's where we as TA provide that additional follow-up, is 

exactly what is that gonna look like for your program? And how are you gonna make this successful? 

Because how you message it, just like with PBIS, how you message it, how you frame it, how it comes 

across, is gonna really determine a lot in how successful it is. And these are a bunch of folks who might 

deliver coaching. Some of you are in the group. I know we're running out of time, so I just wanted to add 

one other person to this, because we just did this in one of the programs I'm working with. They actually 

hired a coach consultant who came in from the outside. There were good things and bad things about 

that. They're still evaluating the effectiveness of having someone from the outside coming in and doing 

the coaching. But that was another possibility. So it's not one size fits all. There's a lot of options for who 

might deliver coaching. And this is what I mentioned earlier, but I want to stress that. The coaches 

training is important, and I'm hoping that we're gonna continue that with the PBIS network, do some 

more of that coaches training as part of the network. So stay tuned for that. And then you have a 

resource for you. If you go to Colorado Coaching Competencies you will find, because we don't have 

time to go into them today, you will find a whole list of coaching competencies for early childhood 

coaches. I love that because it's for early childhood. And I'll put a slide up at the end that has the 

websites. These are just some of the coaching competencies that they'll talk about: setting the 

foundation, co-creating the relationship, communicating effectively, facilitating learning and results, and 

assessing the success of the coaching partnership. So it gets into ... It's pretty involved. I mean, who 

would've thought, right, that coaching would've been this involved? But if you want to do a good job, 

you as a coach have to have the skills too. And then the teachers, too, need to understand what is this 

new coaching model all about, because they often get confused because a lot of them, like I said earlier, 

have different expectations and ideas about what coaching is. And then I talked about the 

competencies. So, quick. The processes that you want to make sure that you have in place, and I did 

mention this, but I want to summarize it before we wind up today: your data always guides the 

coaching. We've been saying this, I think, for two days in various ways. It guides PBIS, it guides your 



coaching at the classroom level, at the program level, before, during and after the coaching. It's 

important that you always use that data to really help teachers. And this is new for a lot of us in early 

childhood, right? We have not ... I didn't grow up or be in the field for as long as I have using data. So 

this is new for a lot of us. So creating this culture of using data as something normal is really gonna help 

us with the process of coaching. I talked about that. Okay, so this summarizes everything. What I want 

to go to is for those of you who are supervising and coaching, this is a slide, and you have these slides. 

Like I said, they're posted. We don't have time to go into a lot of the detail. Usually, last year I think I had 

an hour and a half for this session, but this year I only have an hour. So there are some strategies listed 

here that really help you think through if I'm gonna be a coach and a supervisor, what are some of the 

things I need to clarify. But in a nutshell, the most important thing that I found in my experience is you 

have to be very transparent about when you're the coach and when you're the supervisor. If you are a 

coach separate from a supervisor, it's very important that you, in your organization, have a system 

worked out where you, as a supervisor, and the coach communicate with each other. And the staff know 

about that communication because a lot of folks get, I call it a slippery slope, when the supervisor says 

to the coach, "You tell me what's going on in the classroom. Let me know if she's doing anything wrong." 

Right? I mean, you have to have these conversations because that is a safe place. Unless there's a health 

and safety issue, the only thing that you should really be focusing on as a coach is that specific teaching 

practice that you're working on. So those are some things, just kind of words of wisdom that I've learned 

over the past year. The other tip here that you'll get if you look at the PowerPoint is a chart to help you 

think about what are my responsibilities as a coach, what are my responsibilities as a supervisor? This is 

something nice for all of you to have to really sit down and complete as a program. And that way, you've 

thought it all through. So that's on the PowerPoint for you, and we're not gonna do that. So here's the 

summary. Do you know the components of an effective coaching model? Hopefully you do now. We 

have three, right? Well, four, if you count the collaborative partnership. Do you know the programmatic 

supports for starting and sustaining coaching? Those three P's, right: preparation, personnel, and 

process. The coaching competencies, I'm gonna put the link up here. If you're interested in looking more 

into them, you can. And then you have a little better idea of the dual roles of coaching and supervision 

and being careful about which role you play and how you play it. So here is the coaching competencies. 

If you google Colorado Office of Professional Development, that comes up. And then that's the ECLKC 

website, has all the information on practice-based coaching that I went through today, as well as a lot 

more. Okay, who has the secret code? Gia. 

>> Yeah. So thanks, Deb. 

>> Thank you. A lot of good information. 

>> That was fabulous, fabulous information. Yeah, a lot. Thank you. 


