
>> Welcome. I hope everybody enjoyed your chocolate and your little snacks that you got so you got 
some energy. Either, like we said, you'll be on a high or you'll hit bottom soon, so my name's April 
Quimby. I work at Sunbeam Station Child Care, have a degree in child development and kind of done a 
teacher. I was a director. I worked for Head Start, and, now, my title is Program Quality Coordinator. So I 
kind of do anything that involves quality for the center. Anything that brings goodness to the center is 
my part with a big chunk is PBIS and working with the teachers, working with the kiddos, working with 
training. All those sort of things, coaching. All that put together. I do all the observations, data entry, and 
those sort of things. So I kind of do it all in child care life, so ... 
 
>> And I'm Tiffany Manning. My background is also in elementary and special education, but I'm 
probably the only person that's a pastor in the room and maybe possibly within the whole forum. So 
how does a pastor find herself as a PBIS facilitator? Well, we're a faith-based childhood center, and it's a 
ministry of a church. And so I am the children and youth pastor at that church. I act to serve as the 
bridge between the church and the child care, trying to reach out to families and help them connect. 
And so because of my experience in special education with behavior plans, with gathering data, I was 
asked to be the facilitator, and, also, I teach lessons each week in all of the rooms. So I know all of the 
kids and the teachers, so I was just come on as a third-party point of view in order to help with the 
implementation of PBIS. 
 
>> So our session today is called "Going From I Can't to I Can: A Problem-Solving Framework for 
Implementing PBIS." Those of you who are new with PBIS, raise your hand if this is your first experience 
with this whole thing. We all know it's very confusing and nothing is straightforward, and there's not just 
a piece of paper that tell you this is what you've got to do and boom, you do it and it works. It's very 
tedious, and so we kind of wanted to create a framework to be able to get us through that. Our center 
got involved with PBIS by our school district. Northeastern School District got a grant and included the 
child cares that fed into the school district. And we got facilitators. If you're from York County, you 
probably know Chris and Tyler, and they brought us onboard and trained us. And Pastor Tiffany and I are 
going to carry it on and keep it going, so this is going to be our piece to it. So ... 
 
>> So how many of you right now possibly are feeling a little angry with regards to PBIS? Maybe you're 
feeling stressed. Okay. Maybe you have an administrator sitting next to you, and you don't really want 
to raise your hand. But you're maybe feeling a little stressed, perhaps, about a particular staff person 
who's making implementing PBIS a struggle, maybe a particular child that is presenting a challenge, a 
family that just causes that stress level to go up a bit, or maybe a lack of resources is just making you 
angry or frustrated. Then maybe you're feeling just a little bit sad about PBIS, right? You know, your 
feeling sad because maybe you feel like your program is stuck in a rut and just isn't making the progress 
to the next level. Every month there or three, you look at that benchmarks of quality, and you go, "You 
know, we're just where we were last time, or we've gone back on a couple of those benchmarks." 
Maybe your director or your board isn't onboard, and so the resources are not being allocated like they 
need to be. Or you're struggling with staff buy-in, and, every time that they say, "Don't run," and you 
say, "Just say walk." And you feel sad every time. See? Yeah. We're all in the same boat. Maybe the 
benchmarks of quality make you feel afraid. Maybe you just feel overwhelmed and they scare you. You 
look at that big ... You know, "How are we ever going to get 75 percent of this done with fidelity? How 
are we going to collect 
 
all that data?" Maybe just the word data causes you to cringe and feel a little bit afraid. Or maybe you're 
just feeling disgusted, right? You don't have enough time to fit in all this thing. This is just another thing. 
We have those academic standards. I've got diapers to change, and it just makes you ... Sometimes you 



just feel disgusted because you have one more thing now on your plate. Well, I can say that we've all felt 
this way, and, as the amount of nods I'm seeing and the amount of chuckles I'm hearing and the pointing 
and go, "Yeah. That's us," right? I'm sure that we have all felt this range of emotions, and so April and I 
have come up with a problem-solving framework to help us work through all of these emotions that we 
have about PBIS. 
 
>> So our objectives for this session is, like we said, to provide a framework for solving these problems 
so that we can implement with fidelity because that is the goal. That's why we're all here. We're 
involved in this big process, and you want that banner. And then once we get that banner, we move 
forward and keep going, and the families are going to benefit from it. The staff is going to benefit from 
it, and, mostly, the kiddos are going to benefit from it. So we wanted to provide a framework to be able 
to solve that and to get to that ending point. So we're kind of going to go through a problem ... one of 
the problems because there were many as you ... You're living it, so you know. We're going to go 
through one of our specific problems with this framework. So we're kind of going to talk about our case 
study, and then, at the end, we're going to give you time because we all know that's one of the biggest 
resources that we don't have is the time. And you never just sit and talk about things that are important 
unless you make that time. So we're going to give you a little bit of time to think about your problems, 
think about your issues, think about what you can do and brainstorm and maybe walk away with a 
solution to a problem and be able to bump it up on your benchmarks of quality. So that's our objective, 
so hopefully that's what we'll achieve. 
 
>> So does anyone remember the girl's name in "Inside Out?" It starts with an R. No, the girl. Riley. 
Good. So we are going to show you the Riley method of problem-solving, and so we're going to talk 
about road blocks that are what are causing this to be an issue to be a struggle. Then you're going to 
come up with ... We're going to come up with ideas as to how can we solve this problem. Then you're 
going to list steps that are needed in order to implement an idea that you choose. Then, of course, we 
have to evaluate to see if the idea worked, and then, when it's all done and it's been solved, we can go, 
"Yay," and celebrate with families, children and staff. 
 
>> All right. So the first ... The R for Riley is road blocks. So, like I said, there's usually not just one. 
Identifying a problem is very easy. We encountered lots and lots of struggles. You know, three years ago 
was our first forum, and we were very new. And we really had no idea what we were doing and just kind 
of thought, "Yeah. That sounds good. Let's go and get involved." And we came to this forum, and that 
was our ah-ha moment that, "Okay. If we're doing this, we're going to really do this, and we don't want 
to kind of do it. We want to do it do it and make sure that we're going to do a great job at it." So we 
spent a lot of that time that we were together just thinking about it and brainstorming and coming up 
with ideas on, "Okay. This is what we're going to do." So listing the struggles and thinking through that is 
part of the road blocks. Thinking ... Once you get your list of struggles and having the problem identified, 
then you want to think about it from different perspectives. And we have listed here the many players 
of the puzzle ... pieces of the puzzle that are in there. You have your administrators, your directors of 
your centers. They wear so many hats and have so many responsibilities. You need to get their buy-in. 
You've heard that all day. Buy-in's very important. They've got to worry about licensing. They've got to 
worry about staffing. They've got to worry about the church and all the pieces that, put together, how 
on Earth are they ever going to have time to start up PBIS and worry about what's, you know, happening 
in each of those sort of things. The teachers in the classroom, we all know if we're a teacher, the 
responsibilities that you have, the 600 billion moments that you have with those kiddos, how are you 
making each of those work, and how can you start something else in your classroom? You've got the 
learning standards to do. You have to feed them. You have to change diapers. You have to do all those 



things. So teachers are a big piece of it. Families are busy. They are working. They drop off their kiddos, 
pray that they're being safe, and, when they pick up, they want to hear that they have had a good day 
and go home, start all over again the next day. So fitting them in ... How do you include them in this 
process is a big struggle, and, ultimately, for all, the kiddos are the most important. And this is all for 
them. We want all these experiences, their days, their weeks or months, their years that they spend 
with us to be as positive as possible, and how do you fit them all in, thinking in all those different realms, 
how you get through those road blocks. So that's our R. 
 
>> Do you want to go through the case study? 
 
>> Sure. So, when we identified our biggest problem, we kept sitting down with your benchmarks of 
quality, and there were lots of areas that we need to work on. But one of the biggest was having a 
parent liaison or a parent person on our core leadership team, and that was a big struggle. We put it out 
to the parents, and one out of 100 kiddos, 70 families, one parent was interest in being involved. And, 
oddly, that parent had a 2 year old in the center, was pregnant with twins, and she was a vice principal 
of a school and thought she really wanted to be a part of it though. So we included her. We started to 
have meetings at nap time because that's what's convenient for us. She couldn't come every time. She 
couldn't come. Then she had the twins. Then she got pregnant again with baby number four, and that 
made it even more impossible. So she has four kiddos at our center. So she's a big part of PBIS. Certainly, 
she needs that in her life but couldn't fit it into the plan that we had come up with. So we really 
struggled with that. So one way we kind of got around it was some of the teachers that were on our core 
leadership team also had kiddos, so they were parents and teachers at the same time. We kind of felt 
like that was okay but not enough to move up to feeling like it was in place on our benchmarks of 
quality. You know, it kind of covered it, but not really. So that's where we weren't making progress on 
our benchmarks of quality. So that's kind of what we'll talk about and relate everything back to that for 
us. 
 
>> So then the next step is coming up with our ideas. So brainstorming and listing any possible solution 
to the problem because, you know, they always say with brainstorming is no idea is a bad idea. So we 
really need to just come up with a list of strategies and a list of ideas, and we had to think outside the 
box for this one because it was this time crunch between we needed to meet the needs of the teachers 
who needed to meet at a time when we didn't have to extend their workday because of financial 
resources, because of childcare resources. Just, at the end of the day, you're not as on as you are in the 
middle, and so we needed to meet at a time when it worked for them, but we also needed to meet at a 
time when parents could have childcare and accommodate for working parents because most of our 
parents are working parents. And so we needed to meet a time that worked for them as well. So we ... If 
needed, you want to list the pros and the cons of each of your ideas. So, if you have three and you're 
going, "Well, these are, all three, really good ideas. Let's list the pros and the cons and decide which one 
is really going to be the best fit." And then after you discuss, choose one to work with. The other 
struggle that we had in our particular case study is that we felt that one parent truly couldn't represent 
all age groups. If you're a parent of an infant, you don't really know how their implementing PBIS with 
the school-agers, and so you couldn't really have that experience. So we needed to come up with a 
solution, so we talked about a lot of things. And now April will talk about what we finally came up with. 
 
>> So the L in our framework is listing the steps. So we kind of sat down in our core leadership team 
meeting and listed what needed to be done. So, like it says, we talked about all the resources needed, 
staff funds, all the things that Pastor Tiffany talked about, who was going to need to be responsible for 
that, if we were going to have a meeting after-hours, who was going to watch the kiddos, where was 



that money going to come from, all those things that she listed, and then who's responsible for the task 
and determining whether they're done. Everything has to be measurable. We need to know when it's 
over and that we get to the A point. So what we ended up doing was, at a leadership meeting, we kind 
of all brainstormed together, different people, different parents that we thought would be good team 
players because PBIS is all about being positive. We didn't want anybody onboard to bring drama. We 
wanted this to be strictly PBIS, not the normal PTO kind of room parent, you know, taking care of parties 
and those sort of things. We really wanted this to be strictly about positive for the center, things that we 
were trying to implement, being a liaison between the staff and the administrators and the center to the 
other families. And so we really, really ... That was the key is finding those certain people that we 
thought would represent well. Like Pastor Tiffany talked about, we wanted all age groups represented, 
so we kind of came up with a parent in each age group that knew about what was going on and what it 
looked like for their kiddos. It's certainly different for a toddler to come home with PBIS information and 
a school-ager or an infant to a pre-K kiddo. So we wanted everybody to have input, and so we finally 
came up with this list. We invited people, and, hallelujah, everybody said yes. And so, lo and behold, 
then we had a meeting and kind of talked ... just talked through our plan to see if this was even possible, 
if we were even on the right direction, in the right road, and they were onboard. We had a couple 
teachers who kind of knew about PBIS. We've got a parent that is in marketing and has that sort of 
business side. We've got another parent that's like a secretary, so kind of a little bit of everybody, which 
is good. That's what we wanted it to be. We didn't want to stick strictly in the education because we 
needed outside opinions and things like that. So we kind of described what we wanted their role to be, 
whether they thought it was possible, what we were asking them to do, and we decided that it was 
going to work and we were going to try it and they would become the liaisons. And one of their first 
tasks were to write a little introduction letter about themselves, what we were trying to achieve with 
this, and then they sent out a blast e-mail to the group of parents that they were involved with or they 
were responsible for. And that's how we began. So those were our steps. 
 
>> So then, after one or two meetings, we then meet quarterly for about an hour, and we met from 5:30 
till 6 which is the list ... 
 
>> Five to 6. 
 
>> Five to 6. So the last hour that the center is open. That way, childcare was already built in so they 
wouldn't have to worry about finding another time in the evening and having parents find a babysitter 
or hire a staff member to watch the kids during the meeting because they could already be there during 
the last hour of operation. So they come once a quarter. So it's not once a week. It's not once a month. 
It's quarterly. They get together, and we just, between April and our director, Molly, they come up with 
the agenda about what things are we wondering about, and then they are the liaison between the 
families. So they will send out information to them, and then, if families have issues with PBIS, they go 
through them. And then they sort of filter through what needs to get back to the team. So we evaluated 
and said, "Okay. We feel that this was now giving us good representation," because then the feedback 
from that team we took to core leadership team that met during the day. And we were able to process 
that data that we were getting from the parents and talk about it and see what steps we were taking for 
the future. So some of the things that have changed as a result of this parent leadership team: We've 
revised our daily sheets that get sent home to the parents talking about their day because we were 
talking about how there was just a lot of negative stuff going on the take-home sheets. And so we've 
taken our four expectations and made an area at the bottom of each daily sheet that has each of our 
safe, respectful, patient and kind, and so it gives everybody a box. And so, when there's a box, teachers 
fill in the box. So they fill in the box about when that kid was patient that day or when that kid did 



something kind. The parents were also behind getting us tee shirts with our logo and the expectations 
so that we could be promoting that amongst the staff as well as the kids, and they've also been very 
supportive with teacher appreciation. They just recently, for teacher appreciation week, sponsored a 
paint night for all of the staff. So they just decided that they were going to help pour into the teachers as 
well, which is always appreciated.  
 
>> All right. So then we got to the A, and, when you get there, Joy comes out. And everyone can 
celebrate the successes: the teachers, the families and the children. So that's the ultimate goal. 
 
>> So now we're going to give us time to use this Riley method because I don't know about you, but, 
already, I've been sitting in workshops and I've been writing notes. And, yes, I'm listening, but I'm also, 
like, going, "Okay. Yeah. This is what we need to implement," or "Yeah. This is an issue we're having," or, 
"Oh, they had a really good idea about how to do that. How can we implement that?" And, instead of, 
you know, like, taking notes for later or having to talk about it over dinner or on your way home, we're 
going to give you some time to be able to work through this now. So you'll see that you've got pieces of 
paper on your tables or on your chairs. They should be in a somewhat ... You should have a blank piece 
of paper somewhat accessible to you, and, if you are a visual person like I am, you may appreciate ... Or 
I'm a writer. I appreciate, like, space to write, thin my thoughts out. Now, if you're a discusser, then pair 
up with the writer, and you can, you know ... But we just sort of created an easy way to fold a piece of 
paper in order to create, like, an action plan. So if you take your piece of paper and you fold it into fours 
... So if you fold it in half and then you fold it in half again, when you unfold it, you'll have four squares. 
And so in the top left-hand square is where we put road blocks. So we put problems/road blocks. So 
what is that specific thing that you want to work through in this moment? Then the block on the right is 
going to be ideas. So you're brainstorming your list. Remember, no idea is a bad idea. You might need to 
go onto the back if you need to because that may not be enough room. Hopefully this is enough room 
for all the road blocks. Anyway. And then, down at the bottom, we split the bottom into three parts 
because there are three good parts to an action plan when you list out the steps is what's the task, who 
or what resources do they need and when should that be accomplished by? So, this way, it's sort of all 
together in one piece of paper, and you can do this in a meeting where you just grab the back of a piece 
of paper to work through something. If you're at dinner and you grab a napkin, you can write it out. So 
this is just sort of a framework, but you know what's going to work for you. Maybe you need to use this 
time to just discuss. Maybe you need to use this time to write something out. We've used time in 
forums to write out April's job description. So, you know, whatever that you find that you need time for 
at this time, we're just going to allow that. So, if you have come with other team members, now is the 
time to find them in the room and gather with them. If you haven't, you can ... Well, if you're more of 
the introverted type and would like to work solo, feel free to work through something on your own, but, 
if you'd like an idea to, like, bounce off of somebody, why don't you, like, sort of raise your hand. Like, 
maybe you'd want some ideas to bounce off someone, and then you can sort of pair up with someone 
else that also wants to bounce ideas someone. All right. So we're just going to give work time. No. Not 
check Facebook time. No. Not check, you know, like, go and get more snacks time, although, that's also 
an option I'm sure. But this is work time because we know that every time when we come to the forum 
we need time, and we wanted to allow you to have that. Go ahead. If you can hear my voice, clap once. 
If you can hear my voice, clap twice. Ah. See? I don't even have to get to three with adults. So we just 
wanted to just take a couple opportunities. If anyone would like to share the new idea you're going to 
try. So this isn't a, "I'm now going to talk for 5 minutes about all of our problems," because we don't 
have that kind of time, and we do want to hear about different people's ideas so that, if you hear one, 
you go, "Oh. Yeah. We want to write that down for us," we get to share that. So maybe we can walk 
around with the microphone so that it's captured the first time so we don't have to repeat them. So 



does anyone have, like, "We talked about this idea that we're going to try," that you think would be a 
benefit to other centers?  
 
>> So I talked with Donna a little bit. We're both not from a team or anything like that, but one of the 
issues that in our core team is we become problem admires, not problem-solvers and to limit that time 
of problem sharing. Donna suggested that maybe we take a Post-it note and we write down the problem 
and put them up on a board so that we still hear it and understand it, but we really limit our time. And 
then be able to categorize them to an action plan to work on those problems but not really to take a 
whole hour of just venting and complaining, which can happen very quickly in some of our team 
meetings. So I really thought that was a great idea and something I'm definitely going to take home and 
try out with our team. 
 
>> Sometimes the road blocks are just having road blocks. Any other ideas that have come up that you 
want to share? I saw that there were good conversations going on. Maybe we were just sharing road 
blocks the whole time, which is also a possibility. 
 
>> I don't know if I really need a microphone, but I'll hold it just in case ... 
 
>> You need it in order ... to be captured for the video. 
 
>> Oh. You're making me nervous. Okay. So our team is in the initial implementation phase. We haven't 
implemented yet. We'll be implementing next year, so we're working really hard on staff buy-in. And so 
we thought that one thing that we could do is work on a monthly newsletter that we could send out to 
teachers and staff to say this is where we are in the process, and that way, if they have any suggestions 
or want to give us any ideas that we can add, then it makes this process part of the ... it makes it school-
wide and it allows teachers to give some feedback on what they think would be best for their classroom 
instead of it just being our team. 
 
>> Perfect. Communication is key, and getting buy-in is also. 
 
>> I see another hand over here. 
 
>> I really like the idea of switching the parent notes home to have a different areas that are in your 
mission, like the respect and everything, and so that's something to think about. And then we talked 
about in our group too, in another session, they talked about, you know, what are the things on the 
benchmarks is about defining the word crisis. And we really felt this was something that, learned in 
another group, that, instead of calling it crisis, they're looking at major and minor and defining that 
because we feel like crisis is kind of the end. And, you know, that word itself draws a lot of stress and so 
just kind of breaking that down. So we listed that as something we wanted to work on, defining that 
more. 
 
>> We have found that so many of the things we've needed to change the language on in order for it to 
be understood and in order for it to not feel intimidating or not feel scary, so we've had a lot of 
experience with that. 
 
>> Anybody else? 
 
>> Yeah? 



 
>> I think one of the important things when we think through this whole thing is it's not all laid out. You 
can make it your own, and that's really, really what we've strived for at Sunbeam. We're not like any 
other childcare center out there. We're special, and we wanted to remain special. And PBIS is now just a 
part of our culture and our climate in our center, and we've made it our own and make it work for us. 
And you guys can too. So ... 
 
>> Thank you very much. 
 
>> Thank you. That was great, and work time is always appreciated. So those of you who need eClass 
hours or eClass prints, [INAUDIBLE] 6.6C, as in cat, 3, and then the other number is [INAUDIBLE] DC527. 
D as in Donna, C as in cat, 527. Thank you. 
 
 
 


