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Group Agreements

We are Responsible

• Return on time from breaks

• Take care of our needs

We are Engaged

• Share “air time”

• Plan to participate in multiple ways

▪ Chat, breakout rooms, polls, reactions, unmute

▪ Ask questions
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Team Roles

• Facilitator: lead discussions and 

activities to keep the team 

moving forward

• Recorder: keep written 

documentation of key discussion 

points, decisions, and next steps

• Time-Keeper: keep track of time 

and bring the team back together
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Purpose

The Leadership Team Strategic Planning Sessions result in a 

Leadership Team Implementation Plan for the use of the Pyramid 

Model with fidelity, leading to improved outcomes for ALL children, 

families, providers, and programs.
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Intended Outcomes

• Develop action items to address professional development and 

staff support for implementation of the Pyramid Model

• Practice-based coaching

• Staff acknowledgement

• Begin building fluency with data tools that will measure 

implementation and impact

• Review next steps for meetings, trainings, and implementation
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Important Note About Data Tools

• Some team members may be new to:

• Early Childhood Benchmarks of Quality ( EC-BoQ)

• Teaching Pyramid Observation Tool (TPOT)

• Behavior Incident Reports (BIR)

• Today’s focus:

• Understanding how these tools support decisions

• Clarifying leadership team responsibilities

• Identifying next steps
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Agenda

1.0 Professional Development and Staff Support

2.0 Monitoring Implementation and Outcomes

3.0 Wrap-Up and Next Steps 
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Activity 1

Let’s Review!

• Get out a Post-it or piece of scrap paper

• So far, in this series, we’ve covered 5 of the 7 components of EC 

PBIS

• In the next 60 seconds, try to write down all 5 components; bonus 

points if you can recall all 7! 

• Don’t use your notes; just try to rely on your memory for this activity, 

and then we’ll go through them together as a group
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1.0 Professional Development and Staff Support
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Professional Development & Classroom Coaching 
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Activity 1.1 

• Locate the Early Childhood Benchmarks of Quality in the 

materials provided

• Independently, review the items under the heading Professional 

Development and Staff Support (Items 21-27)

• We’ll be discussing them in more detail as we go through this 

section 
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Activity 1.2

• Think about a time when you attended a training and felt energized 

to do something new, but you were never able to implement it 

when you got back to your district or school

▪ What factors contributed to this? Be ready to share

• Now think about a time when you attended a training and felt 

energized to do something new, and you were able to successfully 

implement it 

▪ What factors contributed to this? Be ready to share

• Be ready to share
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Coaching Research

• On-going coaching is necessary to transfer knowledge and skills 

into practice

▪ Training alone does not result in learned skills being implemented

▪ When training is paired with practice and coaching, it results in 

implementation rates as high as 95%

• “Most skills needed by successful educators can be introduced in 

training but are learned on the job with the help of a qualified and 

skilled coach”

• High-quality coaching support provided to educators is critical to 

achieving successful outcomes for learners

(Joyce and Showers, 2002; National Implementation Research Network)
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Coaching as Professional Development

EC PBIS Leadership Teams will 

commit to the following:

1. Train all staff in Pyramid Model 

practices, including culturally 

responsive practices and 

implicit bias

2. Ensure coaching and support 

the implementation of the 

practices in all classrooms
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Preschool Classroom Coach

• Every preschool classroom will have a Classroom Coach to: 

▪ Observe teachers (i.e., complete a fidelity assessment)

▪ Help teachers develop an action plan for their implementation of practices

▪ Provide coaching (observation, reflection, and feedback)

• Member of the Leadership Team

▪ Shares data to inform the Leadership Team in coaching implementation

• Time Commitment:

▪ Approximately 2 hours per month per classroom

▪ Approximately 4 hours per fidelity tool administration (1-2 times per year)

• New coaches will need time to receive training
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Practice-Based Coaching Framework
•Brief orientation to practice-based coaching model.  This model has been 
tested and shown to be effective. It is designed as a circle with Pyramid Model 
Practices at the center. The key components surround the Practices are:

1. Shared Goals and Action Planning: Teacher and coach develop goals 
based on a needs assessment and write action plan steps to achieve those 
goals using forms (online or paper) to guide the process. 2. Focused 
Observation: The coach “observes” the teacher to record data about 
implementation of teaching practice.. 3. Reflection and Feedback: The coach 
and teacher reflect on practice implementation (e.g., how did it go, what might 
she do differently), the coach provides supportive and constructive feedback.

The whole circle is surrounded by Collaborative Coaching Partnerships:   
These steps take place within the context of a partnership between the coach 
and the coachee that develops over time and is critical to the success of the 
endeavor.

•Supporting Effective Teaching Practices:  The purpose of coaching is to 
assist teachers and home visitors to more effectively use teaching practices 
that have been shown to improve child outcomes.  

•The cyclical nature of Practice-Based Coaching emphasizes that goals, plans, 
and progress toward desired outcomes of coaching are regularly reviewed and 
updated.  

Practice-Based Coaching is a 

cyclical process for 

supporting teachers’ use of 

effective teaching practices 

that lead to positive outcomes 

for children
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Classroom Coaching Process: Prepare and Action Plan

• Conduct initial strengths and 

needs assessment for all 

classrooms using the Teaching 

Pyramid Observation Tool 

(TPOT)

• Meet with teacher to review 

data and develop shared goals 

and an action plan

• Prepare teacher for the 

coaching process
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Classroom Coaching Process:

Focused Observation

• Observe teacher with a focus on 

action plan items

• Use specific TPOT data and 

other observational measures

• Use coaching strategies to 

support

Reflection & Feedback

• Debrief on observation

• Provide positive and 

constructive performance 

feedback

• Discuss issues related to 

individual children

• Develop implementation steps

• Plan for next observation
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MiMTSS TA Center Support for Classroom Coaches

• Initial training in Practice-Based 

Coaching 

• Community of Practice meetings 

▪ 1.5 hour session, every other month

▪ Network with other coaches
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Leadership Team Responsibilities for Coaching

1. Getting Ready for Coaching

▪ Identify and train coaches in all necessary components of EC PBIS

▪ Decide how coaching will be delivered, time allocation, caseload, etc.

▪ Develop a plan to prepare teachers, including expectations and training

2. Enacting Coaching

▪ Identify any additional supports or resources needed by coaches or teachers

3. Evaluating Coaching

▪ Review data to ensure coaching is implemented to fidelity and is resulting in 

improved practices and outcomes

▪ Share coaching data with stakeholders  
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Resources for Coaching

• For Leadership Teams: 

Professional Development and 

Practice-Based Coaching 

• For Classroom Coaches: 

Classroom Practitioner 

Coaching Guide 

https://challengingbehavior.org/document/school-leaders-guide-to-professional-development-and-

practice-based-coaching/

https://challengingbehavior.org/document/classroom-practitioner-coaching-guide/

https://challengingbehavior.org/document/school-leaders-guide-to-professional-development-and-practice-based-coaching/
https://challengingbehavior.org/document/school-leaders-guide-to-professional-development-and-practice-based-coaching/
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https://challengingbehavior.org/document/school-leaders-guide-to-professional-development-and-practice-based-coaching/
https://challengingbehavior.org/document/classroom-practitioner-coaching-guide/
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Activity 1.3

• Reflect on what coaching already looks like in your program

• What parts of practice-based coaching are similar to what you are 

already doing? What parts are different? 

• Does every classroom have an assigned Classroom Coach to 

provide this support?

• Share your responses in the chat box when prompted
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Staff Support: Acknowledgement

• Staff need and deserve 

acknowledgement too!

• Acknowledgement 

serves as feedback for 

the steps they’re taking 

toward implementation 

of EC PBIS

• This is an important 

component that can be 

easy to overlook

Example shows a bulletin board with a 

brown paper tree trunk and branches. 

Colorful notes are added all over the tree as 

staff members have been acknowledging 

one another. They wrote notes to each other 

and attached them to the tree
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Staff Acknowledgement Examples
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Planning Time: Professional Development

• How will you ensure initial training in Pyramid Practices for all staff 

members (e.g., behavior specialists, teachers, assistants)?

• How will you set up your coaching system to ensure ongoing 

support for teaching teams? 

• How will you support new staff?

• How will you acknowledge staff’s ongoing efforts throughout 

implementation of EC PBIS?
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Activity 1.4

• Begin action planning based on the EC-BoQ items 21-27

▪ What next steps will you make as a team?

▪ What do you want to take on first?

▪ Who can do what?

• Recorders: Make sure these action items go into the 

Implementation Plan under the heading Professional Development

• Remember, your Implementation Manual provides additional 

information and examples
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2.0 Monitoring Implementation and Outcomes
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Monitor implementation and outcomes

.
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Activity 2.1 

• Locate the Early Childhood Benchmarks of Quality in the 

materials provided

• Review the items under the heading Monitoring Implementation and 

Outcomes (items 35-41)

• We’ll be discussing them in more detail as we go through this 

section 
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EC PBIS Leadership Team and Data

• Outcomes are identified

• Fidelity and outcomes are measured

• Data are summarized and used to:

▪ Identify training needs

▪ Deliver professional development

▪ Make other programmatic changes (e.g., playground schedule, program-

wide expectations)

▪ Determine needs for specific children or issues, including potential equity 

issues

▪ Ensure child learning and success

• Data collection and analysis is ongoing
33



Centering Equity in Using Data for Decision Making

Access Representation Meaningful 

Participation

High Outcomes

Diverse 

stakeholders 

intentionally use 

data to 

understand who 

is and who is not 

benefiting from 

the way the 

behavior 

systems are set 

up 

Diverse Stakeholders 

review the 

disaggregated data to 

ensure all learner 

groups are 

experiencing high 

outcomes and acting 

upon the data to 

provide the appropriate 

level of support where 

needed.

The voices of the 

members who 

have historically 

been excluded 

are intentionally 

centered and 

teams review 

disaggregated 

data and action 

plan.

Diverse stakeholders 

collect and review 

multiple 

disaggregated data 

sets to ensure all 

student groups are 

experiencing high 

academic, behavior, 

and social emotional 

outcomes.

(Midwest and Plains Equity Assistance Center; Payno-Simmons, 2021)
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Supporting Data Coordinators: Data Roadmap

• The Data Coordinator will:

▪ Keep the team’s data organized

▪ Ensure accurate data collection

▪ Prioritize the use of data during monthly team 

meetings

• The Data Roadmap provides all the 

details related to monitoring EC PBIS, 

including links to data-based decision 

tools and forms

(https://challengingbehavior.cbcs.usf.edu/docs/roadmap/Roadmap_7_Data.pdf)
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Data-Based Decision-Making Tools

• Implementation

▪ Early Childhood Benchmarks of Quality (EC-BoQ)

▪ Teaching Pyramid Observation Tool (TPOT)

▪ Coaching Logs

• Impact 

▪ Behavior Incident Reports (BIR)

▪ Staff and Family Perception Surveys

▪ Social-Emotional Screeners or Assessments

▪ Progress Monitoring Data
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Data-Informed Decision Making
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Data Review Schedule

The Data Coordinator manages the preparation and accuracy. The 

Leadership Team reviews and understands the data, then decides what to 

do next.

Monthly Leadership Team 

Review

• Behavior Incident Reports (BIR 

data): A data coordinator 

compiles a pre-meeting 

summary for the team to 

analyze trends and inform 

decisions

On a Scheduled Cadence

• EC Benchmarks of Quality (EC-

BoQ): twice a year (Jan., June)

• Teaching Pyramid Observation Tool 

(TPOT): fall for new classrooms, 

spring for all classrooms 

• Family and Staff Surveys: fall and 

spring
38



Implementation: EC Benchmarks of Quality (EC-BoQ)

• Next steps for the program and Leadership Team

• Growth in implementation (will collect at 6-month intervals in the 

first year, annually after reaching fidelity)

• The goal is to have all critical elements on the Early Childhood 

Benchmarks of Quality (EC-BoQ) partially or fully in place, with 

80% fully in place

• The discussion it generates is critical to implementation

• Your Leadership Team Coach will support the administration 

of the EC-BoQ within the next month or so
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Sample EC-BoQ Growth Graph

This is an example of the Early Childhood Program-wide PBS Benchmarks of 

Quality excel chart you can see with the excel document provided to you on 

NCPMI. It shows a team’s baseline in the Fall and then their growth in the 

Spring. Vertical axis goes from 0 (not in place) to 1.00 (partially in place) to 2.00 

(in place). For establish Leadership team, the team scored less than .5 in the 

fall, but a 2 in the spring. For staff buy-in, they were .5 in the fall, and 2 in the 

spring. Family engagement and program-wide expectations were both also less 

than .5 in the fall, but 1.5 and almost 2.0 respectfully in the spring. The 

remaining scales (professional development and staff support plan, procedures 

for responding to challenging behavior, and monitoring implementation and 

outcomes) were all at 0 in the fall. Scores in the spring were between 1.5 and 2. 

40



Implementation: Teaching Pyramid Observation Tool (TPOT)

• Observation and interview-

informed, judgement-based 

rating scale

• Developed to assess teachers’ 

implementation of universal 

and targeted Pyramid Model 

practices and teachers’ 

capacity to implement tertiary 

practices
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Activity 2.2

• Read through the TPOT Overview document provided in your 

materials 

• As you read, record any questions you might have

• We’ll go through any questions as a group
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The TPOT 

Provides Data 

About Key 

Practices

Just like the BoQ you can access an excel form for TPOT’s. Here is an example TPOT graph (Percentage of Indicators 

Observed for Key Practice Items) for a single teacher that shows growth. The vertical axis has percentages from 0 to 

100%, while practices are along the horizontal axis. Data is plotted for the initial TPOT and a spring TPOT. In the fall, 

schedules, routines, and activities was 80%, but went up to 100% in spring. Transit ions between activities was just over 

20% and went up to 100%. Supportive conversations was 80% and went up to 100%. Promoting children’s engagement 

was 65% and went up to 90%. Providing directions was just over 40% and went up to 100%. Collabroativev teaming 

was at 70% and went up to 100%. Teaching children behavior expectations was at 0% and went up to 85%. Teaching 

social skills and emotional competencies was at 25% and went up to almost 90%. Teaching friendship skills was at 55% 

and went up to about 65%. Teaching children to express emotions was at about 12% and went up to almost 90%. 

Teaching problem solving was at 21% and went up to almost 90%. Interventions for children with persistent challenging 

behavior went up from 80% to 100%. Connecting with families went up from 75% to almost 90%. Supporting family use 

of the Pyramid Model practices went up from 15 % to 25%. The Key practices subscale average went up from 45% to 

almost 90%. 

Program Summary

• Average percentage of indicators 

across all teachers

• Leadership Team uses for decision 

making

Individual Teacher Summary

• Shows growth for a single teacher

• Non-evaluative; should only be 

viewed by teacher and Classroom 

Coach
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Measuring Impact: Behavior Incident Reports (BIR)

• Used to measure the impact of implementation (outcome data)

• Look for patterns in data to address program-wide and classroom 

behaviors more efficiently

• Identify children who may need additional support

• Identify factors related to challenges (e.g., location, activity, 

possible motivation)

• Look for disproportionality issues

• Entered into the Behavior Incident Reports System (BIRS) or EC-

SWIS
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Collecting Behavior Data

• Leadership teams must:

▪ Define what behaviors are documented

▪ Ensure teaching staff are trained in BIR completion and submission

▪ Ensure BIRs are completed consistently

▪ Decide where BIR data will be stored

▪ Identify who is responsible
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What Questions Does BIR Data Help Us Answer? 

• Program

▪ Is challenging behavior increasing or decreasing over time?

▪ When and where are incidents happening most often?

▪ What behaviors are we seeing more frequently?

▪ How are teachers responding to challenging behavior?

• Classroom

▪ Is this a program-wide pattern or concentrated in one classroom?

▪ What additional support does this classroom need?

• Individual Child

▪ Is this child’s behavior escalating over time? 

▪ What does the child need that they are not currently receiving? 46



Tracking Behavior Incidents

Behaviors

• Physical aggression, tantrums, 

inconsolable crying, non-

compliance, etc.

Activities

• Centers, circle time, snack, 

nap, etc. 

Motivations

• Obtain item, obtain attention, 

avoid activity, avoid sensory, 

etc. 

Responses

• Verbal reminder, remove item, 

provide comfort, remove from 

area, physical guidance, etc. 
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BIR Data and the Leadership Team

• Who (teacher, child)

• Where (transition, 

outside play, centers)

• How often (frequency 

per month)

• What behaviors 

• Possible motivation

BIR graph titled BIR Summary is displayed. Total # of BIRs to date: 432. Total # of children w/ 
BIRs to date: 31.

The graph displays the number of BIRs, number of children with BIRs, and the average 
number of BIRs per child with a BIR on the graph by month. There is data provided for 

September through March. In September, there were 27 BIRs, 8 children with BIRs, and 3.4 

average BIRs per child with a BIR. In October, there were 103 BIRs, 15 children with BIRs, 
and 6.9 average BIRs per child with a BIR. In November, there were 53 BIRs, 11 children with 

BIRs, and 4.8 average BIRs per child with a BIR. In December, there were 38 BIRs, 11 

children with BIRs, and 3.5 average BIRs per child with a BIR. In January, there were 53 
BIRs, 11 children with BIRs, and 4.8 average BIRs per child with a BIR. In February, there 

were 77 BIRs, 11 children with BIRs, and 7.0 average BIRs per child with a BIR. In March, 

there were 81 BIRs, 14 children with BIRs, and 5.8 average BIRs per child with a BIR. 
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BIR Data by Activity
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BIR Data by Challenging Behavior
BIR data is presented in graphs. The first graph is titled Percent of BIRs to 

Date by Activity. The y-axis goes from 0-30%, while the x-axis displays the 

various activities. Centers/indoor play is highest with 25%, then transition 

(20%), circle/large group (17%), outdoor play (11%), clean-up (8%), arrival 

(6%), quiet time/nap (5%), small group (2%), Departure (2%), self-

care/bathroom (1%), and meals (les than 1%). The second graph is titled 

Percent of BIRs to Date by Problem Behavior. The y-axis goes from 0-40%, 

while the x-axis displays the various problem behaviors. Physical aggression is 

highest with 35%, then non-compliance with 21%, disruption/tantrums (16%), 

inconsolable crying (9%), unsafe behavior (9%), breaking/destroying objects or 

items (3%), social withdrawal/isolation (2%), inappropriate language (1%), 

running away (1%), and other (1%). Verbal aggression, trouble falling asleep, 

and hurting self are all less than 1%. 
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Which is More Likely to Lead to Effective Intervention?

Instead of:

• We have a 

major problem 

with behavior

We can get precise:

• The program overall had 32 incidents of 

physical aggression in September across 

classrooms and involving multiple children

• Most occurred during center time and involved 

peers

• The most common motivation was to obtain 

desired item 

• The most common response was a verbal 

reminder with no administrative follow-up
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Measuring Impact: Staff and Family Surveys

• Perception data should be collected from families and staff 

annually at a minimum, but teams may consider a fall and spring 

administration

• Surveys help identify:

▪ Strengths of the support provided to staff and families

▪ Areas of improvement for your EC PBIS system

• Leadership Team Coaches can help support the development of 

surveys and help determine when to administer them

• Sample surveys that can be adapted have been included in 

your materials
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Sharing Data With Stakeholders

• Share data of interest 

based on the audience

• Share data in a way that 

people can access it

• Ensure confidentiality is 

maintained when sharing 

any program data
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Activity 2.3

• With your team, complete the following tasks:

▪ Ensure your team has a Data Coordinator and consider the support and 

resources this person might need (e.g., time to organize data, practice with 

Google Sheets or Excel)

▪ Decide when your Leadership Team will complete the baseline Benchmarks 

of Quality (EC-BoQ); your Leadership Team Coach will be ready to facilitate 

this after they attend the Coach Session

▪ Consider ways in which your team will prioritize the collection and use of data 

• Recorders: Make sure these action items go into the 

Implementation Plan under the heading Monitoring Implementation 

and Outcomes
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From Monthly Data Review to Formal Continuous Improvement

Leadership Teams facilitate a formal 

Continuous Improvement Cycle Session 

two times a year to: 

• Celebrate progress

• Analyze fidelity and outcome data

• Update the Implementation Plan for 

the next implementation cycle

• Align action steps to data 
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3.0 Wrap-Up and Next Steps
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Big Picture: Next Steps

• Finish your Leadership Team Operating Procedures document

• Program-wide Expectations

▪ Determine program-wide expectations

▪ Plan for a program-wide roll-out of behavior expectations

▪ Post expectations and visuals in classrooms and public spaces

▪ Implement family engagement strategies

• All staff attend the Preschool Pyramid Model Practices

• Classroom Coach(es) attend Practice-Based Coaching and TPOT
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Resources for Next Steps

Installation Checklist

• Provides a checklist of items 

that teams should be completing 

during their first year of EC 

PBIS

• Can be used to plan for monthly 

meeting agendas

Getting Ready for EC PBIS

• Provides readiness activities 

and resources for 

communicating with staff and 

families

• Includes a recommended 

”Scope and Sequence” for the 

remaining learning for EC PBIS
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Activity 3.1

• Locate the Installation Checklist and review all of the items

• Locate the Getting Ready for EC PBIS document in your materials 

and review the scope and sequence provided on page 2

• As you review, make note of any questions you may have

• We’ll answer everyone’s questions as a large group
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Who Will Help?

Your identified Leadership Team Coach!

• This person will be your “Guide on the Side,” but can’t do it for you

• Provide support every step along the way

• Support your Classroom Coach(es), Leadership Team, Data 

Coordinator, and behavior support person

• Help plan monthly Leadership Team meetings with team facilitator

• The Coaching Session for your Leadership Team Coach will be 

held in a few weeks
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Review: Components of EC PBIS

1. Establish a leadership team

2. Ensure staff buy-in

3. Promote family engagement

4. Establish program-wide expectations

5. Develop and implement a plan for professional development and 

staff support

6. Develop procedures to identify and respond to individual 

children’s social, emotional, and behavioral support needs

7. Monitor implementation and outcomes
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Activity 3.2

In the chat box, record:

• One thing you’re excited to get 

started

• One thing you’re anxious about
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Impact on Learner Outcomes

“Developing capacity for implementation at the local district level 

contributes to preventing practice abandonment, thus allowing the 

sustainability of effective practices that have demonstrated 

evidence for improving outcomes”

(Fixsen, Blasé, Metz & VanDyke, 2013)

63



Keep in Mind

• Remember, you are building something complex. In this 

workshop, we are showing you how the pieces fit 

together. Everything covered in this section will be 

covered again in more depth in separate trainings. 

Implementation doesn’t happen over night and 

mastering the content happens over a period of 2-3 

years. 
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Congratulations!

• Your team set up some operating 

procedures that are going to help you be 

more efficient and effective during your 

monthly meetings

• You are ready to complete your first 

(baseline) administration of the 

Benchmarks of Quality (EC-BoQ)

• You’re walking away with your team’s 

Implementation Plan
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Stay Connected to the MiMTSS TA Center- new QR

Facebook

• @MiMTSSTACenter

• facebook.com/MiMTSSTACenter

• #MiMTSS

Listserv

• tinyurl.com/MiMTSSListserv

• TA Offerings, updates

YouTube

• @MiMTSSTACenter

• youtube.com/@MiMTSSTACenter

• Videos & Playlists

Twitter

• @MiMTSSTACenter

• twitter.com/MiMTSSTACenter

• #MiMTSS 
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