
>> Good afternoon. I'm Brenda Boyd. I'm the deputy director for Lancaster County Head Start.  
 
>> I'm Jen Potter. I'm the education behavior and disability specialist for Lancaster Head Start. 
 
>> First, I kinda like to take a teeny, little survey just to see who our audience is. How many of you here 
are from Head Start? 'Kay. How many are here from a childcare center. Okay. How many are here from a 
school district with Pre-K. Okay. All right. Well, we're gonna get started. And what we like to do for this 
presentation is just start with a few sobering facts that I know that you all are probably very familiar 
with and that I'm singing or is it preaching to the choir? But it kinda sets the context for what we want to 
present today. Speaking of which, maybe I should tell you what we're presenting since the slide for 
presentation is missing. Anyway, what we're gonna be talking about today is building strong, 
foundational practices at the universal level. I guess I should say strong fidelity to the universal practices 
of the teaching pyramid. So we're gonna start a little bit with just some sobering facts. Okay. I am sure 
by now at the end of the day you all know what PBIS is an acronym for, Positive Behavior Intervention 
and Support. What we have found in our program is that PBIS has provided us a framework for providing 
a very broad range of systemic and individualized strategies that teachers can use with our children for 
helping them to achieve those really important school readiness and behavior outcomes while at the 
same time though, preventing those problem behaviors. What we have also found with implementing 
the PBIS teaching pyramid is that it has helped us to create a positive social culture in our program in 
which positive behaviors are explicitly taught and reinforced. What it has helped us do is to really, really 
shift the focus from the challenging or the problem behavior to really, really focusing on and teaching 
those positive behaviors. But at the same time, we also, by using PBIS and the pyramid, have strategies 
that we've helped the staff to develop to respond to problem behaviors in a consistent way when they 
do occur. We have, I think, over 30 classes, Jen? Hopefully what you would see when you go into our 
classrooms is that all staff are, across the classrooms, responding to problem behaviors in a consistent 
way and are using the strategies in a consistent way to really reinforce and teach those positive 
behaviors that we want to see. What we've also found in utilizing the teaching pyramid and PBS in our 
program is that it has given us many strategies and tools to prevent those challenging and problem 
behaviors. Therefor, it has allowed us to not just create, but also maintain a much more safe and 
effective learning environment. If we are able to do that, then it gives the teachers and the classroom 
staff that time they need to be teaching children the social emotional skills that are needed to succeed 
in school and beyond because they're not focused on all of those challenging behaviors. Okay. I wanna 
just talk a few minutes about the way that we implement the pyramid in our program because I suspect 
that it's probably a little different than many other programs.  I know all programs have their own way 
of how they implement the pyramid. But I thought it would just be important context before Jen speaks 
to talk about how we do it in our program. As you all know, as we said, we are a Head Start program. By 
the very nature of what we do, we are an intervention program. In our program, we've been looking at 
our data to drive how we're using our teaching pyramid. Over the last few years, we've seen a pattern of 
increasing amounts of children in our programming having IEPs. We're on a trajectory to have at least 25 
percent of our children in our program with IEPs. That's a lot. We've also, as we look at our data, have 
been seeing that we've had an increasing number of children coming into our program as dual-language 
learners. What we decided to do based on that data, based on our own anecdotal observation is to take 
those practices, those tools and practices and approaches that are typically considered targeted-level 
practices, and we made them part of our universal level practices, as you can see up on the screen like 
the solution toolkit. All of those things that were there in the targeted, we expect our teachers to use 
them at the universal level. We do so because we feel that ... For us, we really want to be as proactive as 
possible and be as preventative as possible. Knowing the data that we have for our program, we all just 
made the decision that we felt that that was the right thing to do for our program. And at the universal 



level in our program, we have what's called regional mangers that coach those universal practices. And 
it's roughly one regional manager to four classrooms. And our regional managers in our program all have 
bachelor's degrees in early childhood, and some of them have master's in early childhood. But they 
don't just coach the universal level practices. They also have expertise in family services, the disabilities. 
In their geographic area, they supervise all the service areas in our Head Start program. But they only 
have four classes. Okay. Now, as we all know, no matter how much prevention you put into place, there 
are still going to be a few children for whatever reason are not able to respond to those universal level 
practices. So then that's when they move into what's called the targeted level. And as you can see, we 
have divided our targeted level into two levels. And so at the lower targeted level, let me back up a little 
bit. Once we reach the targeted level, we have what we call our behavior team that steps in and takes 
the lead. So in our program, we have four early childhood behavior specialists, three classroom behavior 
assistants and Jen, who is, as she said, our education and behavior and disability specialist. And she 
heads up that entire team. And on that team too, she doesn't supervise but coordinates it. But we also 
have two mental health consultants that work with us. And so Jen is supervising and coordinating the 
services more when it gets to the lower targeted level. And when you have a child that needs a teacher 
support plan, I kinda see it as that child does need a little more individualized support. And then a 
teacher support plan is built around that particular child, to help that child develop the appropriate 
replacement skills for the challenging behavior. Part of it, why the reason it's called a teacher's support 
plan is because it can be in some cases a teacher who is still fairly new or fairly new at implementing the 
PBIS universal levels practices and the tools there. And she just needs a little more support, more 
individualized and put in a teacher support plan for that particular child to help that child succeed. And 
when we're at that level, the particular early childhood behavior specialist who is assigned to that region 
or those classrooms takes the lead in developing that teacher support plan. But that doesn't mean that 
the regional manager of the classroom staff step out of the picture. They're working as a team 
altogether on the same page. It's just that early childhood behavior specialist leads the development of 
that teacher support plan. And again as we all now, even with that, there may be a child or two or three, 
depending on your program who still needs even more support. And then, we see that they have moved 
up into the upper targeted level. And this is where we begin to initiate what we call our informal 
functional behavior assessment process. What that means is is that, we are starting to be more data-
driven, collect more data, collect a lot more information and maybe at this time, may decide to go in and 
do an ABC observation and start gathering more data. And sometimes, that's as far as we need to go 
because it gives us so much more information so that we can definitely nail the function of the behavior, 
look at what the antecedents are, the consequences of maintaining the behavior and pinpoint what's 
driving the behavior and come up with an even more individualized plan for this particular child so that 
we can teach those replacement skills. Yet, we all know that even after this, there may still be one or 
two children that's gonna need even more than this. And this is where Jen steps in. But the beauty of it 
is we don't wait. You kinda have an idea when a child's really progressing up that pyramid. And so, we 
don't wanna wait until they're at the tertiary to start the full functional behavior assessment, because I 
don't if you any you've done it, but conducting functional behavior assessment is time consuming and 
labor intensive. And then the staff and the children, the families have to wait. And it takes a really long 
time to see the results. So if we've already started doing the first part of this process, Jen steps in. She 
has a lot of information to be able to take over and lead the team. And also, the beauty of it is is that 
we've involved the families all along. And so, it's not a surprise to anyone. It's truly a process, and 
everybody's engaged at it, just at different levels and have different roles through it. And then, Jen takes 
over it and pulls the team together. And it may be an IU, it could be all kinds of members that are on 
that team that she pulls together and does that complete functional behavior assessment and develops 
a very, very specific, detailed individualized behavior support plan for that particular child. Let me just 
say one thing. Every program should absolutely, positively have a Jen Potter on their team. And that's a 



workshop for another day. Well, that was a good segue for you. Well, thank you. I'm blushing. Okay. I 
don't do as well standing behind here. So can everybody hear me? I am at the right level here with the 
mic? Okay. So we're gonna move into talking a little bit about what it looks like in our program, in our 
classrooms at the universal level. So again, we're talking about that, and I know he showed me this, oh, I 
love it, this area of the pyramid when we're talking about high quality, supportive environments and 
nurturing and responsive relationships. Okay. So we know PBIS can look like that. It can look like that. It 
can look like that. Anybody have any of these kids? By the way, that is my child. And I did not even have 
to prompt her for that last one. She's your typical redhead. So every stereotype there is about redheads 
is my daughter. Anyway, I had to put that in there. So the first thing that we really had to look at and put 
into place in our program when we started this whole journey were those program-wide expectations. 
And so, in our program currently, those are be safe, be a friend and work together. One thing that did 
happen this year was as a program, we voted, and they will be changing slightly starting next school year 
to we are safe, we are friends, we work together. So they will still have the same premise, but we 
reworded them just a little bit. So you should be looking at something, three to five expectations that 
are very simply stated that can be easily defined, applied anywhere in any setting. So any part of the 
day, any area of the building, really anywhere the child is in any of their daily life. So at home, at the 
grocery store, at the park. And there should also be a reinforcement system in place for those 
expectations. So there should be something that your program has, a systemic approach to how you 
positively reinforce children for following those expectations. And in our program, we use bucket fillers. 
Does anybody use bucket fillers? Okay. So we have a lot of people familiar with that. I'm gonna have just 
a small video. I'm gonna show you just a portion of one, of a classroom who is using that system, some 
video that they took of that. In addition though, we should be setting those expectations for all portions 
of the day, all areas of the room. So we really work to embed our classroom rules into and our limits into 
those program-wide expectations. So we're not just telling children our three rules are be safe, be a 
friend, work together. But we're talking about and defining what does it mean to be safe? We use our 
walking feet. We keep our hands to our own bodies. Working together, we keep our room clean and tidy 
so that nobody gets hurt. And many of them do cross over. And then, the areas of the classroom, you 
would find something posted that were child-generated, child and staff generated that would talk 
about, in this area I am safe when I ... I am a friend when I ... And we were work together when we ... 
And they define that for each area of the classroom. So there's just some examples of, of course, the 
poster on the left here. Every classroom has a large poster that would have the expectations on. But 
then, they'll have smaller ones throughout the room. And then, this is showing on the right there, the 
dry table expectations and how they've embedded the rules of that area into the three expectations. So 
it's kinda hard to say. But the first one says, "Be safe  and please keep bird seed in the table to keep 
everyone safe." So again, it's just showing, what does it mean to be safe in that area? And then, they did 
the same thing for be a friend and work together. Again, another example of a sign in our largest center 
that houses half of the children in our program, we had parents that worked together, isn't that 
wonderful, and actually painted that in our lobby. So it's really quite large. So when you come in, it is a 
really wonderful thing that greets you. I am trying fast and furious what we're going to do for next year 
and how we're gonna change that because it seems like it's so beautiful, I hate to get rid of any of it. But 
we'll have to figure out how we're going to do that. But that's something that our families did. We had a 
community agency that came in and those here on the right are on our playground. And so they are 
large panels that are probably about the size of this, about halfway up, of this area over here. And so 
each panel is one expectation. So that's across our playground. We also have our families that speak 
other languages that we have help us to translate our expectations in writing into other languages. 
Okay. And then, again, this is just kind of talking about expectations again. The writing center, that was 
an example of how we take care of that area. What are the expectations there? This particular teacher 
in this picture here, in the morning, can be a very busy time because the classroom that this teacher 



teaches is self-transport. So she has 18, 19 families that are coming through every morning. So it's not 
always possible for her to be available to every student who is signing in, who is eating breakfast, to be 
in constant contact with them. So she's periodically checking in with them until she can get to the point 
where she is able to engage with them in the second part of the sign-in process, which is the question of 
the day. But what she does have is, at the table, she has a sign there. And I know you can't really see it 
because the writing is small, which has a picture of the children singing in. And it says, "What should I be 
doing?" at the top. And at the bottom, it says, "I should be writing my name." And so all the materials 
are out there for the children. And again, there's a picture cue that shows them, this is what I'm to be 
doing right now. The bottom, along the bottom, are our large group expectations. Every classroom in 
our program uses these. So every room you walk into, they have the same picture cues. And they review 
them every time the children get together on a large group rug. So it's just that whole idea of getting 
their bodies ready for learning and having that ending of why. You know, we do this so that we can 
learn, so our brains can think. Different people say it in different ways. Okay? And then we have, again, 
that bucket filling system. So there's just a few examples of what we see in different classrooms. Some 
classrooms use just a full classroom bucket. And then, others use individual buckets that every child has. 
Typically, they are paper. But each classroom does have an actual bucket that they use that they set a 
goal for. And when they fill that bucket, the classroom gets to do a special something. Maybe it's a 
pajama day or bring your stuffed animal to school day. And then, each center also has a center 
incentive. And every month, as they reach their goals, the whole center engages in a family engagement 
activity around PBIS. So that can be any number of things. It was really cute. I was over at our largest 
site, I guess about 2 weeks ago, and they did "Brown Bear, Brown Bear." And the staff all took turns and 
they had different shifts to bring in all the children between the morning and the afternoon. And they 
put on "Brown Bear, Brown Bear." And they all were a different character. And it was so cute. And the 
kids were so excited. And then, one of my behavior specialists got stuck in a bear hat. But it was cute. It 
was really cute. Okay. So I just wanna show you ... I'm just gonna show you a portion of this video.  
 
[VIDEO START] 
 
[APPLAUSE] 
 
>> This [INAUDIBLE] is doing such a great job sharing with his friends, helping problem solve and using 
his words to solve his problems. That is fantastic. Nice job, [INAUDIBLE]. Woo! Let's get in his bucket. 
Okay. So we have Caroline. Come on up, Caroline. Caroline did a great job this morning sharing with her 
friends as well [INAUDIBLE] puzzle. 
 
>> Woo! 
 
[ Chatter ] 
 
>> All right. And Kamila ... 
 
[VIDEO END] 
 
>> You can see, I'm not gonna go through because she goes through every child in that class. But it's 
really amazing. And you see how the children are so excited. And she was able to pick out a something 
for every child that they were doing that met one of those three expectations. And so the kids get really 
psyched about it. And when I walk into rooms, they'll show me the bucket. And, "Look, we're almost 
full." Or, "I got a pom-pom." It really depends. Different teachers use different tokens in terms of what 



they put in their buckets. But it's really been a lotta fun to see how the teachers are implementing that. 
The next piece that we have in place are visual schedules. And I think that that's pretty universal. Again, 
that's where everybody should be at the universal level. But we are making sure that we have a visual 
daily schedule posted in the room. There needs to be one that, at least one, that is at child level. It 
needs to be referred to throughout the day. And we require that there is a system that shows the 
children where they are in that day. So in some classrooms, they have actually taken the super friend. 
And they just put him right on the structure or above the structure that they're working on. But they are 
reviewing that throughout the day with the children. So every time they're coming together or they're 
moving to a new activity, they're going back to that daily schedule and referencing it and showing the 
children where they are in that schedule so that children know what is happening and what's happening 
next. So we also have really started to really ... We put the requirement in place this year. And we're 
fully implementing this next year, is that we wanna see those routines within routines. So what we 
mean by that is, within, for instance large group time, what happens? So we have on our daily schedule 
a picture of large group. And it typically ... Sorry about that. It typically shows a picture of a teacher 
reading a story. But we all know that our large group times encompass a lot more than reading a story. 
And sometimes, it's not even reading a story. So what we have asked is that the teachers provide picture 
cues for each of those large group times that shows what's going to happen during that time because 
we do have children that find it very challenging to sit for 20 minutes. And sometimes, our group times 
are 20 minutes. And so if they have an idea of what's going to happen and what's going to happen next, 
it eases their anxiety a little bit. And they're able to manage and self-regulate a little bit better. So whole 
group time is one time that we're using that. We're also looking at meal times, that whole idea of 
getting ready for the meal. Those of you that are in head start know that we do family-style meals. And 
so children are expected that they will serve themselves and pass food, that they will get their dishes. 
They will clean their spots. But not all children are able to just do that. And they're not all able to 
understand when we just verbally say, "Just get your stuff." You know? We really need to spell it out. 
You get one plate. You get one fork. You get one napkin. You get one cup and have the pictures for 
them. You go sit down at your seat. You know? So really kinda spelling that out. And then the other 
piece, again talking about along the same lines of children needing those cues, would be those other 
self-care routines such as handwashing. Handwashing, at the beginning of the year, I don't know how 
many of you have 3-year-olds. But last year, we started having 3-year-old classes. And it was like 
cockroaches in the daylight. And so asking 18 3-year-olds to go wash their hands was an absolute 
disaster. There was soap everywhere. There were towels everywhere, you know. We'd go through a 
pack of towels in one handwashing because they didn't understand one towel, you know, is what you 
need to dry your hands. So we really realized we need to spell this out and break down these steps. So 
again, turn on the water. Rub your hands under the water. Take one squirt of soap. Rub your hands 
together. Rinse your hands. Turn the sink off. Get a towel. Throw it in the trash. We really had to do 
that. And it has been so effective. So handwashing was one, tooth brushing was another one that we 
really break down those steps so that children understand. Because again, in head start, we are required 
to tooth brush two times a day in our longer days and one time in our half days. So here's some 
examples of some routines within routines. So you'll see the first one is for lunch and then the second 
one is actually for small group. This teacher broke down her small group instruction. And she did that 
because she is a double-session teacher. So she teachers both a morning and afternoon class. She has 15 
children in both classrooms. And at the start of the year, before we ever did any screenings, every 
identified any children, she started her year at about 30 percent IEPs in each class. And she is now up to 
more like 50 and 60 percent. And so she really had to break things down for her children and give them 
that extra support. So she did a wonderful job of getting them ready and having them understand what 
was going to happen during small groups. And then you will see, for handwashing. And then also the 
arrival routine is another time that we see in most of our classrooms, it has been spelled out for the 



children, what they do when they arrive. And it's also helpful for our parents. And again, we have a lot of 
classrooms that are self-transport. So the parents or guardians or babysitters are bringing children in. So 
it's helpful for the adults to know what the child should be doing as well. And then, we talk about 
transitions. And this is a time of day that I'm pretty sure if I pulled everybody that, if we talked about 
when you saw your most challenging behaviors, transitions would probably be one of those times. And 
we found that. And we see that in our data that transitions are difficult. So some of what we put in 
place, such as those routines within routines, have really helped. But we also work with our staff a lot 
about how to set up those transitions, not so much the content of the transition, but actually what the 
structure of the transition is. And so we talk about transitions need to be very clear and concise. 
Children need to know what to do. There needs to be a warning prior to the transition. And that is the 
piece that I think is hardest because it's really easy when it's a clean up, you know? When children are 
involved in choice time, it's really easy to say, "We have 5 minutes until we clean up." It's not as easy to 
give a signal or a warning to a transition when you're in the middle of instruction. That's a little more 
difficult. But that's part of why we put those routines within routines in place, especially in our whole 
group settings, because our teachers already have that built in as part of that routine to be able to say, 
"We're getting ready to do our music and movement. And then, we're moving on to small groups," 
because there it is on their daily schedule. Okay? So using those warnings. Including a pre-correction of 
expected behavior. So we know line up to go outside or to go to the playground or to go wherever you 
go for gross motor play is the time of day that, again, I always call it cockroaches in the daylight. But to 
be able to say to children, "In 5 minutes, we're going to get ready to line up to go to the playground." 
And then 5 minutes pass. And it's getting ready. And you're starting your transition. You wanna make 
sure that you're saying, "As we line up, we're going to use our walking feet because we want to be safe." 
So I'm giving the pre-correction. I'm letting them know, rather than saying, "Please don't run." I'm letting 
them know what I want them to do. And I'm letting them know why. And I'm linking it right back to the 
program-wide expectation of being safe. The other thing is, we wrap a lot of what we do around these 
four essential questions. What am I supposed to be doing? How do I know I'm making progress? How do 
I know I'm finished? And what do I do next? And it is so relevant to transitions. But it's also relevant to 
other parts of the day. I just wanna say that. But we really utilize those four questions a lot. And so 
whenever I'm working with staff around transitions, I tell them, "Think about, when you're planning this 
transition, would your children be able to answer those questions?" Not that we're going to poll them. 
But really, do they know what they're doing? How are they gonna know they're moving through it 
successfully? How do they know when they're done with that? And then, do they know what's going to 
happen next in the schedule? So just some food for thought when we talk about planning transitions. So 
one of the things that we utilize that answers those four questions beautifully is our hand. And typically, 
most classrooms use this during clean up. So when they give that 5-minute warning for clean up, they're 
going around to each child or each small group of children. And they're showing them that hand. And 
each finger of the hand is a different step of that transition. And it lets them what they need to do. And 
the finally finger, the pinkie finger, is where they end up. What's the last thing where ... What are they 
doing next? What's happening? So when they're all said and done, they know exactly what they're 
supposed to do in that transition. So I'm going to show a quick video.  
 
[VIDEO START] 
 
>> You stop. You clean up your toys, help your friend. [INAUDIBLE] and then we're gonna go brush our 
teeth. So you come get a ticket to do that. And then, you're cleaning up very [INAUDIBLE]. 
 
[VIDEO END] 
 



>> Okay, did you hear that? I'm not sure why it's not showing it. But I know we do need to keep moving. 
But you could kinda hear and what she was doing ... I'm so sorry. I don't know what happened there. 
She was showing the hand as she was going through. And she reviewed the steps of that transition. And 
then, she actually went back and said, "Now, you tell me." And they said, "So in 5 minutes, what are we 
going to do?" And you heard the children actually saying all that. I'm sorry. I'm not sure why that didn't 
come up. Okay. Then we also have quiet areas of our classroom. And different people call these 
different things. I've heard them called safety zones, quiet area, safety nook. So it's really an area that is 
for any child. And it's typically only for one child at a time. It should be pretty cozy with soft materials. 
And it's really just a place for somebody to go and unwind. There should definitely be some emotional 
literacy materials there and some other emotional materials there too, maybe some squeeze balls or 
stress balls or stuffed animals, things like that. But we're really clear that it's not a time out area. We 
really don't wanna see it used in that way. It's really supposed to be very welcoming. Some of our 
classrooms have done some amazing things with their quiet areas. One of our teachers is here right 
now. And I don't think I have the one that you have now, but it's similar to the one that you have that 
Amanda had done. So one thing that I love are these cubes. And Brenda was wonderful and ordered our 
largest site who have the largest classrooms one of those for each of their rooms this year. So I'm really 
excited that we're gonna have that we're gonna have that. The children really love them. They're a great 
place. You have full access to the child, you can see, on all four sides. It's open. But it's cozy for them. It 
really only fits one child, which is perfect because you really just want it to be for one. And you can see, 
there's a lotta materials available. There's things on the wall. So it's just really a nice area to unwind in. 
So what I really love about this one over here, and it's very similar to the one that the teacher is here 
today, is it's hard to tell but it was made into kind of a tree. And on the tree are pictures of every child 
and their family. So when they go to that area, they can pull their picture down and hold it and just 
kinda get some comfort from that if they need that. But you can see, they're set up in many different 
ways. We don't have a requirement in what it looks like. It's just in terms of what needs to be there and 
what it's used for. Then, we talk about opportunities related to problem solving. So in our program, we 
typically use the solution kit. We're not limited to that. But that's our starting point. So working with the 
children on learning all of those different ways that we can solve problems. So is anybody not familiar 
with the solution kit? It's on the SEFA web site. It's wonderful. It's in English and Spanish. They're picture 
cards. So we really work with our staff in providing the intentional teaching behind each of those 
strategies. So we're not just handing children a set of eight cards. We're actually taking them one by one 
and doing intentional teaching around them because some of those are a little bit higher level. So there 
are classrooms that don't get to all those cards. There are classrooms that get to all of those cards in the 
first two weeks. It depends on your kids. We also use literacy a lot when we're talking about problem 
solving. So we are pulling and using books that talk about problems that are common with our children. 
We also use the problems that are happening in our classrooms with our children. So you'll see some 
pictures. Some of our teachers do writing around problems. One teacher does something really cool. 
She outlines a problem that has been occuring. The children work with her. They come up with 
solutions. And then, she has them sign it. So it's a contract. And those kids are funny because somebody 
does what they're not supposed to do, they'll take them right to that. And they'll say, "You signed that 
contract." And so they really utilize that. And they take it very seriously. That's the actual solution kit. So 
you can see on the left-hand side here, the problem was a friend is invading your space. So they came 
up with a solution and then you can see, everybody signed. Tucker Turtle, I'm sure everybody's heard of 
Tucker Turtle. We have that available too. We do work with that. We use the social story. We teach that. 
We bring families in. We make the puppets in them. So they can use that at home. We have this little 
guy over on this side. And we use other resources, too, that we find around problem solving. So we have 
used things from conscious discipline. We've used things from incredible years. So we try to have a vast 
variety of materials available to teach these skills to children. Again, there's Tucker. And then, that 



teacher had the children write about what they do to work together. They were having some issues with 
that. They actually each did their own individual writing about that. And then, those planned and 
explicitly taught social and emotional lessons around those basic skills. So we all know that there has to 
be a lot of explicit teaching around those friendship skills like sharing and problem solving and how to 
enter play and what to do when somebody doesn't wanna play with you. So we do a lot around 
friendship skills. We do a lot around the program-wide expectations. Again, we talk about that already, 
making sure that we are linking everything we're doing to those program-wide expectations and fully 
defining them for children. And then, we do a lot of teaching around emotions. And again, the SEFA web 
site, taxi, pretty much any of the PBIS sites out there have a lot of really great materials around 
emotions. We have a lot of really great literature around emotions. We take pictures of the children 
themselves, as you saw my daughter. I'm not afraid to show her. How close are we on time?  
 
>> You have about 15 minutes. 
 
>> Okay. I think I'm gonna skip it. And then, we'll have time for questions. Yeah. 
 
>> You have about 20 minutes. 
 
>> I have about 20 minutes? Okay. So social stories are, again, one way that we do this. We find it really 
effective to start with those social stories that you can get on SEFA web site or that you kind of pre-
make that are for everybody. But then, those children that you see that need a little bit more, we 
actually will create social stories specifically for them with their name in it and their picture. And we try 
to make sure that we work with  the families to do that so that the families have that material at home 
as well and can use it with them. And we will help them to make those materials for the home setting in 
terms of those same skill deficits that that child might have, what that looks like at home, and how the 
family can work with them at home. So this was just some examples. I like this one because one of the 
things that we find that children have a difficult time with is waiting their turn. That is really hard for a 3, 
4 and 5-year-old to do. But something else to think about is that, our children not only have to wait their 
turn, but they have to wait everybody else's turn sometimes. And so you have that child who 
understands that eventually, he's going to have a chance to do whatever it is that you're doing. But it's 
very hard for him to understand that, while I know my turn will come, he doesn't understand or she 
doesn't understand that they're going to have to wait five other people's turn before it's their turn. So 
just a different way to look at things. So I kinda liked that visual. Okay. Then I'm turning it over to you. 
 
>> I don't have my glasses. Okay. I keep forgetting the microphone. It's important to have well-defined 
universal expectations for all classrooms. And Jen has gone over this, all of our expectations that we 
have in our program. And as wonderful as they are and as effective as they can be, they are only going 
to work if there's fidelity to them. And just training staff on these practices and expecting them to get 
into the classroom or to train them and maybe you've gotten them into the classroom. But then, you've 
got to sustain them. There's a lot more to it that has to be comprehensively put together in order for us 
to sustain fidelity. At least, that's what we found in our program. And one of the things is that, as you all 
heard me explain, we have regional managers. We have early childhood behavior specialists. We have 
classroom behavior assistants. We have Jen. We have myself. So we have to make sure we have clearly 
defined everyone's roles and responsibilities. And we had to develop a very specific system with policies 
and procedures for every level of the teaching pyramid in order for this to work. The other thing, too, so 
that keeps everybody on the same page. And then the other thing that we've been working on and we 
still have a little ways to go is having fidelity to practice-based coaching. What we found ... I don't know 
if any of you attended the practice space coaching session with Deb Krotek this morning. But if you did, 



you would've heard that if you just give a training on this and that's all you do, five percent of it will go 
into your classrooms into implementation. I should speak just for our program. What we have found, we 
had to have the coaching, absolutely had to have the coaching to have that fidelity and especially to 
sustain these practices in the classroom. And since we have so many people doing so many different 
parts, then all of these expectations ... It was important to make sure that we have clear expectations in 
writing. And let me show you. All right. And here they are. These are all of our universal practices that 
we use in our foundational level and our program. And if you could ... I know you can't see it really 
clearly. But every practice that we use is clearly defined about how it is going to be implemented in our 
program. And if you could read at the beginning, and it starts with giving the purpose, wrapping it in the 
why. Why do we do these practices? And for every single one, you'll see that it is very, very precise, very 
explicit and very intentional about how it needs to look in every classroom. And in some cases, how it 
needs to sound. And so we are all, all of us, whether it's Jen or ECBS or a regional manager or the 
teachers or the assistants or anyone, we are all on the same page. And we have these in writing. They're 
in writing. The next thing that we have that is going to be consistently implemented with our practice-
based coaching that is hugely important is a self-assessment for staff to assess themselves because it's 
the part of the partnership and the practice-based coaching and the collaboration along with looking at 
the data that is important. Because if the teachers don't identify what it is they need to work on, it's 
gonna be a little more difficult for you as the supervisor or even the coach. You don't wanna be going in 
there and saying, "This is what I think you need to work on." You really need to have a way to help them 
whether it's surveys or it's a self-assessment, identify where they're at in implementing these universal 
practices. And what you can see is, we've taken all of the universal practices and our expectations. And 
we've embedded them in every part of our day in terms of what it needs to look like there, even our 
planning. What do our PBIS practices look like in planning, our physical classroom environment? What 
do our universal practices need to look like with inside of our learning environment? What about during 
meal times? And during our whole group, during our small group and during transitions? So that every 
part of our day is spelled out. And we do that with all of our practices, whether they're literacy or 
whatever we expect in terms of what we want to be our universal practices in our program. So we feel 
that this is an important addition. And I can't say enough about how important that your whole system, 
your policies, your procedures, your practices, everything is put in writing. You've trained it. And 
everybody's on the same page. And it's your third points that you use to refer to as you go through 
building your universal practices. There's some more of them. Okay. So what's the message? Well, for us 
the message was the higher fidelity we have to our universal-level practices, the less number of children 
needing targeted and tertiary levels of support in the pyramid. And that's what we have found. And 
that's why we, philosophically, we believe strongly in being as preventive and proactive as possible. And 
we think that it is paying off and that we are seeing a lot less problem behavior. And I'm going to turn to 
the next slide that will show you our data for 2015 and '16. So we've been fortunate in the fact that with 
our universal practices, we are able to meet the needs of 97 percent of our children in our program. Less 
than 3 percent are at targeted level. And less than 1 percent needed to go into a full-blown functional 
behavior assessment with Jen. So that's our program. So I wanted to leave some time for some 
questions or if you wanted us to go back to any slides we skipped. Okay. Yes? 
 
>> What was the total number of the students that you [INAUDIBLE] roughly? 
 
>> You mean how many children do we serve? 
 
>> Yeah. 
 
>> Over 600. Yes? 



 
>> Are your behavior specialists serving as the coaches? 
 
>> No. Let me back up. They do help coach. But their main role and responsibility is to really go in and 
develop the teacher support plans. They do a lot of the data management and the mental health 
referrals when we have to make them. We have what's called a BIRR data system. And that's a lotta data 
that we have to enter into the state base. But they do coach, absolutely. But it's not their ... For 
universal, it's not their first primary responsibility. That's our regional manager's. But they do jump in 
and help coach. In particular circumstances where maybe we're short-staffed, maybe the regional 
manager has four classrooms that need intensive coaching and she can't get to all of them. So we move 
things around a little bit to meet the needs of the children and support the staff and families in our 
program, especially in the beginning of the year. Yes, thank you, Jen. Yes? 
 
>> Have you ever had a situation where cognitively, the child was unable to understand these rules? And 
what did you do to help that child? 
 
>> Jen, this one's right up your alley. You just been working on that. 
 
>> Okay. Funny you should ask that, so I've been actually working with a child. I did his FBA back in 
October. And so it's a work in progress. That's always something that you are monitoring for fidelity and 
revising as needed. And so with this particular child, it's a little different than what you're asking me. But 
I think it'll still answer the same question. Through the process of observing, I had some real concerns 
about skill live, obviously, in several areas of development. So a referral had been put in for the child. So 
that was great. Our LEA did do their evaluation. He had extremely challenging behavior. We had a lotta 
concerns about social and emotional development. So when we did the screeners and all of that, they 
sent in their psychologist. And he was actually given an ED, emotionally disturbed diagnosis. 
Additionally, we were seeing fluctuation in his cognitive skills and his skills in general so even fine motor 
skills, gross motor skills. While one day, he could count to 16, the next day he couldn't make it to three. 
And so through all of this, the other thing that we had been working on was working with mom to get 
his lead checked because those of you that are Head Start know that that is a requirement of Head Start. 
So in January, she did do that. And as it turned out, he had a lead level of 45, which if any of you know, 
anything about lead levels, number one, that's really high. And anything above 45, they start the process 
of medically removing the lead from the blood. And we just actually had somebody come in and talk to 
us about lead. And at his age and at that level, he's losing anywhere from like 16 to 22 IQ points. And it's 
permanent. There's no going back from that. It's in his bones at this point. And it stays in your bones for 
10 to 15 years. And they've done studies around what that looks like in adults and how that shows up 
later in adulthood. So that was the long answer. To get to the actually answer for that is, that yes, we 
have. And what's really difficult and very labor-intensive in that process is, you have to be constantly 
looking for the motivators. So children that are particularly challenged, whether it's neurological, 
whether it's cognitive, whether it's emotional, really need to be motivated to do what it is that you want 
them to do. And so it's very difficult with a child that had the level of impulsivity that he had to find 
those motivators. So it takes a lotta creativity and a large team of people to work together to gather that 
information and to get those things, those materials or those people. For him, it's people. So I don't 
know if anybody was down in the crystal room talking about FBAs a little bit in the last session. But they 
talked a little bit about having people and using people that were available as motivators for children. 
And for him, that's one of the things that we have had to do. So we've made a lotta changes to 
schedules and staffing and all of that to meet his needs. So yeah, it does have an impact. And it takes a 
village.  



 
>> It's a year-long ... Jen's been working with this particular child and family and classroom for the entire 
year. We can't cure it. We were determined he was going to stay in our program. Our staff were 
committed. It has been an incredible challenge. He's made lots of progress. Yes, he backslides some 
days. But then, he makes progress forward. But it's what we believe that we need to do and that he has 
a right to be in our classroom and that we need to do everything we can to make him as successful as 
possible under all of these particularly daunting circumstances for this child and family. Yes? 
 
>> With a specific child, can you use, as far as visual supports like you just showed, can you modify them, 
individually for that child? So you could still have a schedule of what's happening. But maybe what we 
saw is just way too much, so narrow it done to first this is gonna happen and then this. And we could 
[INAUDIBLE]. 
 
>> Yeah, absolutely. Actually, what we did for him was, we broke down every routine of the day for him 
into small parts. So the minimum number of parts to a particular structure was four. But he only ever 
saw that many at a time, if he saw that many. What we really did was, we walked him through the first 
thing and let him know what to do next. Then we got him through that, we reinforced it, moved on to 
the next one. So we also used a lot of pictures. And we try to use his pictures whenever possible, too, to 
show him actually doing that. But yes, we would take those. And we did that for every structure for him. 
And part of that, like I said, was reinforcing every time he was successful. So every bit that he completed 
in each of those routines within routines, he was positively reinforced for. That's all the time we have. 
It's over. We got the 5 minute warning and then some.  
 
>> Thanks to both of you. That was great. 


