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Learner Objectives

Suggested Agenda 

• Participants will describe an evidence based framework for addressing social emotional
development and challenging behavior.

• Participants will identify strategies to address common barriers to evidence based
practices.

• Participants will identify effective leadership strategies including collaborative planning,
program-wide planning, and professional development.

• Participants will apply collaborative action planning strategies for improving children’s
social emotional and behavioral outcomes.

Leadership StrategiesModule 4 

I. Introduction to Topic 45 min.

II. Evidence based Practice & Resources 30 min.

III. The Pyramid Approach 15 min.

IV. Inventory of Practices and Activity 60 min.

V. What Is Challenging Behavior? 30 min.

VI. Role of Program Administrators 30 min.

VII. Evidence based Leadership Strategies 90 min.
• Collaborative Action Planning
• Enhancing Knowledge and Skills

VIII. Three Levels of Change: Child, Program, System 60 min.

IX. Summary/Optional Take-Home Activity 30 min.
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Materials Needed

� Agenda

� PowerPoint

� 4 signs for 4 walls of room: “Knowledge & Skills of Professionals & Parents;” 

“Beliefs & Attitutdes;” “Collaboration & Coordination;” “Other”

� Copies of the Reflection on Concerns and Vision questionnaire from the workbook 

(Handout 4.2) (for all participants)

Handouts 

� 4.1 Participants’ PowerPoint Slides

� 4.2 Participants’ Workbook

� 4.3  Linking Social Development and Behavior to School Readiness

� 4.4  Facts about Young Children with Challenging Behaviors

� 4.5   Program Practices for Promoting the Social Development of Young Children and 

Addressing Challenging Behavior

� 4.6   Supporting Infants and Toddlers with Challenging Behavior

� 4.7  Young Children article, The Teaching Pyramid: A Model for Suporting Social 

Competence and Preventing Challenging Behaviors in Young Children

� 4.8  Inventory of Practices for Promoting Children’s Social Emotional Competence

� 4.9  DEC Concept Paper on the Identification of and Intervention with Challenging Behavior

� 4.10 Administrator’s Essentials

� 4.11 Resources for Leadership Strategies

� 4.12 Collaborative Planning Model for Program Improvement and Systems Change

� 4.13 Strategies for Transfer of Quality Practices

� 4.SE Session Evaluation Form



I.  Introduction to Topic
(45 minutes)

I.  Introduction to Topic (45 minutes)

Slide 1. As the participants enter the room, give them a
copy of the Reflection on Concerns and Vision
Questionnaire, which is in the “Participants’ Workbook”
(Handout 4.2), and ask them to complete the reflective
questionnaire before the session begins.  

Slide 2. As you begin the session, welcome everyone to the
session (title), introduce the speakers, and say that the
participants will be introducing themselves in a few minutes
in conjunction with an activity. 

Thank everyone for completing the questionnaire and tell
them they can keep the questionnaire. Explain that this
exercise was designed to help them quiet their busy minds
and to take advantage of the luxury they have today to
focus on one topic—supporting children’s social emotional
development and preventing challenging behaviors—rather
than on the myriad of other issues program leaders must
deal with daily. 

Point out to participants that they can use the Participants’
PowerPoint slides (Handout 4.1) to take notes.

Slide 3. Read the purposes of the workshop. 

Go through all the workshop materials to familiarize the
participants with them. Pay particular attention to those they
will be using during the workshop: Participants’ Workbook,
Young Children article, “Inventory of Practices for Promoting
Children’s Social Emotional Competence,” and the
“Collaborative Planning Model.”  

Slide 4. Review the Learner Objectives.
• Describe an evidence based framework for addressing

social emotional development and challenging behavior.

• Identify strategies to address common barriers to
evidence based practices.

• Identify effective leadership strategies including
collaborative planning, program-wide planning, and
professional development.
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Handout 4.2: Leadership StrategiesModule 4 

Participants’ Workbook

Handout  4.2
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• Apply collaborative action planning strategies for improving
children’s social emotional and behavioral outcomes.

Slide 5. Go over the agenda and ask if there are any concerns
or suggestions. Suggest that questions be asked throughout the
session so that they can be addressed at the time they come up.  

Slide 6. Activity: Have signs in four places in the room:
“Knowledge and Skills of Professionals and Parents;”
“Collaboration and Coordination;” “Beliefs and
Attitudes;” “Other.” Ask the participants to stand by the
sign that represents what they think is the biggest
barrier to effectively addressing social development
and challenging behavior in young children. Once
there, ask them to discuss the issue with the others
there.

Once they have spent 5 minutes talking, ask them to introduce
themselves, their “role” (teacher, administrator, parent, etc.), and
their agency to the larger group. Ask for one person at the sign
to summarize their discussion. Then ask everyone to go back to
their seat.

Slides 7-16. Sobering Facts. A review of the literature
conducted by staff from the Center for Evidence-Based
Practices: Young Children with Challenging Behaviors (CEBP)
reveals some startling research. This research illustrates the
critical importance of leaders ensuring that there is a primary
focus on promoting healthy social emotional development in
young children. Note that these slides are exerpted from a larger
Powerpoint presentation by Timm and Fox, available at the
CEBP Web site: www.challengingbehavior.org.   
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II.  Evidence based Practice & Resources  (30 minutes)

Slides 17-19. Evidence Based Practice: Definition—
There are numerous approaches to children’s mental health
or social emotional and behavioral development. However,
to be a good consumer and to help ensure that children
receive the best services and that resources are being used
wisely, program leaders need to be able to select those that
have evidence that they work. 

Show the definition of evidence based practice, invite
discussion around the concept of “evidence based”
practices and the importance of promoting these effective
practices in our programs to ensure that children are getting
proven interventions and methods. 

Slide 20. Review the different levels or types of evidence. 
• Peer-reviewed published research findings 

(high evidence)
• Published synthesis of research
• Multi-authored position papers
• Government reports
• Consensus/values
• Opinion, etc. (low evidence)

Ask how program leaders use this
framework of levels of evidence in
supporting staff in their work supporting young
children’s learning and development?

Slides 21-22. Share  Handouts 4.3, 4.4, 4.5,
and 4.6. These handouts highlight the impact of
using interventions that are proven to be 
effective and the positive outcomes that 
can result from high-quality interventions.

Slide 23. Show the Web sites of the two
national centers that provide information on
evidence based practices related to young
children’s social emotional development and
challenging behavior (CSEFEL and CEBP).
CEBP (Center for Evidence-Based Practice:
Young Children with Challenging Behavior) has synthesized
the research on evidence based practices in services,
systems, and service utilization, and they are on the Web
site: www.challengingbehavior.org.  
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II.  Evidence based
Practice & Resources
(30 minutes)
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Handout 4.3: Leadership StrategiesModule 4 

“From the last two decades of research, it is unequivocally clear that children’s emotional and 
behavioral adjustment is important for their chances of early school success.” (Raver, 2002)

There is mounting evidence showing that young children with challenging 
behavior are more likely to experience early and persistent peer rejection, 
mostly punitive contacts with teachers, family interaction patterns that are 
unpleasant for all participants, and school failure (Center for Evidence-Based 
Practice: Young Children with Challenging Behavior, 2003). Conversely, 
children who are emotionally well-adjusted have a greater chance of early 
school success (Raver, 2002). Social and behavioral competence in young 
children predicts their academic performance in the fi rst grade over and above 
their cognitive skills and family backgrounds (Raver & Knitzer, 2002).

Science has established a compelling link between social/emotional 
development and behavior and school success (Raver, 2002; Zins, Bloodworth, 
Weissberg, & Walberg, 2004). Indeed, longitudinal studies suggest that the 
link may be causal….academic achievement in the fi rst few years of schooling 
appears to be built on a foundation of children’s emotional and social skills 
(Raver, 2002). Young children cannot learn to read if they have problems 
that distract them from educational activities, problems following directions, 
problems getting along with others and controlling negative emotions, and 
problems that interfere with relationships with peers, teachers, and parents. 
“Learning is a social process” (Zins et al., 2004).

The National Education Goals Panel (1996) recognized that a young child 
must be ready to learn, e.g., possess the pre-requisite skills for learning in 
order to meet the vision and accountability mandates of academic achievement 
and school success. Academic readiness includes the prosocial skills that 
are essential to school success. Research has demonstrated the link between 
social competence and positive intellectual outcomes as well as the link 
between antisocial conduct and poor academic performance (Zins et al., 2004). 
Programs that have a focus on social skills have been shown to have improved 
outcomes related to drop out and attendance, grade retention, and special 
education referrals. They also have improved grades, test scores, and reading, 
math, and writing skills (Zins etal., 2004).

Social skills that have been identified as essential for academic success include: 
 getting along with others (parents, teachers, and peers),
 following directions,
 identifying and regulating one’s emotions and behavior,
 thinking of  appropriate solutions to confl ict, 
 persisting on task, 

www.challengingbehavior.org

Recommended Practices
Linking Social Development and Behavior to School Readiness
Barbara J. Smith, Ph.D. – University of Colorado-Denver and Health Sciences Center
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Facts About Young Children with Challenging Behaviors
What is the SIGNFICANCE of the issue?
•  These children have a tremendous risk of school failure and adult lives characterized by violence, abuse,

loneliness, and anxiety (McCord, 1978; Olweus, 1991).
•  The developmental course is predictably negative for those who are “non-treated” or “poorly-treated” (Lipsey

& Derzon, 1998; Patterson & Fleishman, 1979; Wahler & Dumas, 1986).
•  Early appearing behavior problems in a child’s preschool career are the single best predictor of delinquency in

adolescence, gang membership, and adult incarceration (Dishion, French, & Patterson, 1995; Reid, 1993).
•  If challenging behaviors are not altered by the end of the third grade, it appears that they should be

treated as a chronic condition, hopefully kept somewhat in check by continuing and ever more costly
intervention (Dodge, 1993).

•  The absence of one comprehensive service delivery system dictates the need for systems of care – weaving
together multiple existing services or programs into a cohesive, collaborative system.  Evidence exists to
show that interlocking and interconnected systems of care have been effective with older children and adults
(Smith & Fox, 2003).

•  The database on service utilization is sparse making it difficult to compare and contrast different
approaches to identification, screening, referral and access to service (Fixsen, Powell & Dunlap, 2003).

What are the COSTS of failing to address these challenging behaviors?
•  Children who grow into adolescence with challenging behaviors are likely to drop out of school, be arrested,

abuse drugs and alcohol, have marginalized adult lives, and die young (Lipsey & Derzon, 1998; Walker, Colvin, &
Ramsey, 1995).

•  There is evidence to show that young children with challenging behavior are more likely to experience:
•  early and persistent peer rejection (Coie & Dodge, 1998);
•  mostly punitive contacts with teachers (Strain et al., 1983);
•  family interaction patterns that are unpleasant for all participants (Patterson & Fleishman, 1979);
•  school failure (Tremblay, 2000; Kazdin, 1993), and;
•  high risk of fatal accidents, substance abuse, divorce, unemployment, psychiatric illness, and early

death (Coie & Dodge, 1998; Kazdin, 1985).

What POSITIVE OUTCOMES can be expected from early intervention services that
address these challenging behaviors?

•  Decreased risk of withdrawal, aggression, non-compliance, and disruption (Strain & Timm, 2001).
•  Treatment impact on fears, phobias, depression, anxiety, hyperactivity, conduct, and obsessive-compulsive

disorders.
•  Positive peer relationships including understanding of friendship, cooperation, and sharing (Denham & Burton,

1996).
•  Increased self-control, self-monitoring, and self-correction and improved social-emotional health (Webster-

Stratton, 1990).
•  Academic success (Walker, et al., 1998).
•  Reduced risk for teen pregnancy, juvenile delinquency, and special education placement (Strain & Timm,

2001).

4.4
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Recommended Practices
Program Practices for Promoting the Social Development of 
Young Children and Addressing Challenging Behavior
Lise Fox, Ph.D. – University of South Florida

 There is clear evidence that beginning intervention early makes a 
big difference in the cost of intervention and in its probable success 
(Dodge, 1993; Kazdin, 1995; Strain & Timm, 2001).

 High quality early education environments are related to positive 
outcomes in children’s social and emotional development and reduced 
problem behavior. While providing a high quality early education 
environment is not a stand-alone intervention practice, it is an 
essential foundation for the implementation of development promotion 
and intervention practices (Burchinal, Peisner-Feinberg, Bryant, & 
Clifford, 2000; Helburn et al., 1995; Love, Meckstroth, & Sprachman, 
1997; National Research Council, 2001; NICHD, 1999; Peisner-
Feinberg et al., 1999; Phillips, McCartney, & Scarr, 1987).

 Research indicates that a responsive, sensitive, and nurturing 
caregiver style of interaction is supportive of young children’s social 
and emotional development. Children of mothers who are depressed 
and have less maternal sensitivity are more likely to have children 
who have problem behavior.  In addition, there is a relationship among 
the use of harsh and punitive discipline and a negative or controlling 
style of parenting and the development of challenging behavior.  
Interventions that target improvement in parental sensitivity to 
children’s behavior are effective in changing caregiver interaction style 
(see review: Dunst & Kassow, 2004).

 Programs that provide high-risk families and their infants with 
home visiting, parent training, and the enrollment of children in 
high quality early childhood settings (when toddlers) show promising 
outcomes.  (Brooks-Gunn, Berlin, & Fuligni, 2000; Love et al., 
2002; Yoshikawa, 1995). Parents who receive these services are 
more emotionally supportive, less detached, and have more positive 
interactions with their children than control group families (Love et 
al., 2002).

 Effective early education programs include a parent-training 
component.  Parent instruction focuses on behavior management 
skills, increasing positive interactions, increasing children’s prosocial 
behavior, and child guidance procedures (Feil, Severson, & Walker, 
1998; Forness et al., 2000; Strain & Timm, 2001; Strain, Young, & 
Horowitz, 1981; Walker et al., 1998; Webster-Stratton, 1998; Webster-
Stratton, Reid, & Hammond, 2001).

4.5
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 In the last decade researchers, policy-makers, educators, 
practitioners, and families have become increasingly aware of  the 
importance of  the emotional and social development of  infants and 
toddlers. Research has shown that development in these early years 
provides the foundation for the child’s future emotional, social, and 
cognitive development. Research has also indicated that problems 
that occur in the infant’s or toddler’s social or behavioral development 
are likely to be early indicators of  more diffi cult and persistent 
challenging behavior as the child grows older.

 The public health model of  universal, secondary, and tertiary 
prevention and intervention practices provide a helpful framework for 
considering the types of  supports that may be provided to very young 
children and their families. At the universal level of  prevention, all 
young children and their families need regular and adequate health 
care, screening and the monitoring of  their child’s development, 
nurturing relationships with caregivers, parenting advice and support, 
anticipatory guidance from health care providers, high quality 
early education and care, and child guidance as the baby begins to 
interact with others and develop relationships. Secondary prevention 
efforts may include community programs, such as parenting classes, 
monitoring and home visiting for high-risk parents, community 
education about child development through pamphlets, videos, 
television programs, resource and referral support for families who 
have multiple risk factors, professionally guided play groups, etc. At 
the tertiary level, when children are showing evidence that there are 
delays in their social or behavioral development, focused intervention 
efforts should be provided.

 Focused intervention may be delivered by home visitors who 
support families in learning the critical skills needed to support 
their children’s development and by professionals who work directly 
with the children to demonstrate to family members and other 
caregivers strategies and techniques that may be used to support 
them. The following are considerations that should be addressed when 
supporting very young children and their families:

www.challengingbehavior.org

Recommended Practices
Supporting Infants and Toddlers with Challenging Behavior
Lise Fox, Ph.D. – University of South Florida
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Slide 24. Discuss the challenges that focus groups
described in providing effective services to young children.
These are described in the “Participants’ Workbook”
(Handout 4.2). 

Focus groups of administrators, teachers, family members,
and training and technical assistance (T/TA) providers were
held to find out what the challenges are to providing
evidence based services to young children and what some
strategies might be to overcome these challenges. Discuss
the summaries of the focus group findings and the general
categories of challenges on Slide 24.

a. Lack of knowledge of evidence based practices; where
to get this information; and how to ensure that trainers,
consultants, and supervisors are providing information
and guidance that is based on evidence that the practice
works

b. Beliefs/attitutes about children, behavior, their families,
and attitudes about philosophies and certain practices.

c. Lack of collaboration within programs, with families, and
within the community, including the need for all
stakeholders to be involved in decision making about
practices, procedures, and individual child planning (e.g.,
families, teachers, administrators); as well as the need to
collaborate at the community-wide level to address
evidence based practices, fill in gaps in services, reduce
duplication, and share limited resources such as shared
training events, etc.

d. Lack of adequate fiscal resources and procedures, such
as not enough money for on-site technical assistance
(TA) or providing substitute teachers while staff go to
training; fiscal procedures such as insurance or medicaid
reimbursement procedures that do not allow for
adequate service or family support approaches.

We will offer leadership strategies for addressing the first
three...we all need more money and it’s beyond the scope
of this workshop, so we won’t be directly addressing the
fourth!
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III.  The Pyramid Approach (15 minutes)

Slides 25–26. Explain that the “Teaching Pyramid” is the
framework guiding the work of the center: promotion of
social emotional development in all children, prevention of
challenging behavior, and intervention with persistent and
serious challenging behavior. 

Ask them to look over the Young
Children article for 5 minutes (Handout
4.7). Ask a few participants to share a
few key highlights that they
saw in the article (chart
responses).

Talk about the pyramid as it
relates to promoting social
emotional competence.

Promoting positive relationships (promotion) can be a form
of prevention along with classroom preventive strategies.
Social emotional teaching strategies (both prevention and
intervention) are required for children to understand the
behaviors necessary for healthy interactions. Individualized
intensive interventions will only be needed by a smaller
number of children if the base of the pyramid is present.
Remember that adult behaviors impact the behaviors of the
children. If adults use proven approaches, the behaviors of
the children will be more positive (there will be fewer
children at the top of the pyramid). If the adult behaviors are
not effective, the behaviors of the children will become more
challenging, requiring more intensive interventions. 

Refer to the importance for early childhood programs to
have a continuum of approaches from promoting social
emotional well-being and building positive relationships in
all the children to intensive interventions for a few. 

Ask for discussion about how people either are or could
embed this framework into their program. (Note: CSEFEL
Modules 1, 2, 3a, and 3b address all of these levels.)
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Behaviors That Challenge Children and Adults

any early educators report feeling ill
equipped to meet the needs of children with
challenging behavior and frustrated in their
attempts to develop safe and nurturing class-
room environments. These teachers spend
much of their time addressing the behaviors of
a few children, leaving little time to support the
development and learning of the other children.

Increasing evidence suggests that an effective
approach to addressing problem behavior is the
adoption of a model that focuses on promoting
social-emotional development, providing sup-
port for children’s appropriate behavior, and
preventing challenging behavior (Sugai et al.
2000). In this article we describe a framework
for addressing the social and emotional devel-
opment and challenging behavior of young chil-
dren. This pyramid framework includes four
levels of practice to address the needs of all
children, including children with persistent
challenging behavior (see “Teaching Pyramid”).
The following example demonstrates how to
implement this model in a preschool classroom.

Emma, a preschool teacher of two- and three-year-

olds, takes time to greet every child and parent on

arrival. She talks to the child briefly about the

upcoming day or events at home. Emma is commit-

ted to building a nurturing and supportive relation-

ship with every child in her class [Level 1].

The classroom is carefully arranged to promote

chil-dren’s engagement and social interaction.

When children have difficulty, Emma first exam-

ines the environment to make sure that the

The
Teaching
Pyramid

Lise Fox,

Glen Dunlap,

Mary Louise Hemmeter,

Gail E. Joseph,

and Phillip S. Strain
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There is a PowerPoint presentation and a video that give an
overview of the “Teaching Pyramid” on the CSEFEL Web
site. See www.csefel.uiuc.edu.

IV.  Inventory of Practices and Activity (60 minutes)

Slide 27. Refer to the Inventory of Practices for Promoting
Children’s Social Emotional Competence in their materials
(Handout 4.8). The Inventory of
Practices is a set of evidence based
practices and was designed to be used
by either individuals or by teams to help
them reflect on their practice.

Discuss how the Inventory is associated
with the Teaching Pyramid. Go over the
notion of thinking about the practices in
the program from universal (for all children and families) to
intensive interventions (for only a few).   

Slide 28. Discuss the Action Plan section of the Inventory
and talk about how the second column asks for strategies,
including those that would support others in their use of the
practices. The last column (Supports and resources needed
to accomplish these activities) would include leadership
supports like staff development, help with getting
information on evidence based practices, etc. Ask for
discussion about further ways leadership can support the
acquisition and use by program staff of these practices.
(Note: many program leaders have found it more effective
to break up the Inventory to look at smaller pieces at a
time.)

Slide 29. Activity. Using the ACTION PLAN
section of the Inventory, assign a group of
practices to each table (no more than four or five
in one category—but be sure all categories are
addressed). Ask them to note the leadership
strategies in the second column and the leadership
supports in the last column that could support the
acquisition and use of the practices by program staff and
parents. 
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IV.  Inventory of Practices
and Activity
(60 minutes)

27

28

Purpose of the Inventory: The Inventory of Practices for

Promoting Social Emotional Competence is designed to be used by

individuals and/or teams to identify training needs and plan a

course of action to address those needs related to four general

areas: (a) building positive relationships, (b) creating supportive

environments, (c) social emotional teaching strategies, and (d) 

individualized intensive interventions. The Inventory encourages

individual self-reflection, opportunities for teaming between class-

room teachers, mentor coaches, supervisors, site directors, and

other administrators, and promotes effective practices for direct 

service staff. There are two sections to this tool: the Inventory of

Practices and the Action Plan.

Use of the Inventory: This tool is best utilized in a manner that

encourages reflection and discussion. Each of the four general

areas includes several Skills and Indicators reflective of practices

that promote social emotional competence in young children. The

Indicators are detailed phrases that enable the user to “dig a little

deeper” in identifying and pinpointing skills that may or may not be

present. A column entitled Observations/Evidence allows the user

to write thoughts, suggestions, strengths, and needs concerning

either the specific Skills or Indicators. Three levels of skill,

Consistently, Occasionally, and Seldom, permit users to record their

perceived skill level for each Indicator by checking the appropriate

box. Users should be consistent in their appraisal of skills 

Inventory of Practices for Promoting Social Emotional Competence

The Center on the Social and Emotional Foundations for Early Learning  Vanderbilt University vanderbilt.edu/csefel H4.8
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across the three levels, Consistently, Occasionally, and Seldom (i.e., across

all children in the classroom, target child or specific groups of children,

environment of all classrooms, etc.). The final column allows the team to

indicate whether or not an indicator should be a Target for Training.

Following each section is a space for writing additional comments. The

team or individual may wish to delineate specific training requests, profes-

sional development opportunities, or encouragement in the Comments

box.

Use of the Action Plan: The Action Plan takes the users to the next step

once they have determined what specific Skills and Indicators from the

Inventory they want to target for training. In the first column of the Action

Plan, users should check those Skills or Indicators they previously 

identified as targets for training.  In the second column, teachers and 

support personnel (e.g., trainers, mentor coaches, administrators) should

work together to identify what strategies they will each use to help the

teaching team implement the new practices. The third column allows users

to identify Resources and Supports that will be necessary to successfully

complete the activities or strategies listed in the second column. 

Completion Dates: Users may complete the Inventory and Action Plan at

different times as a way of determining their progress toward addressing

specific skills targeted for training. Different color inks corresponding to 

the dates completed can be used when completing the tool in order to

highlight changes over time.  

Inventory of Practices for Promoting Children’s Social Emotional Competence
Center on the Social and Emotional Foundations for Early Learning
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Tell them that, at the end of the activity, team spokespeople
will be asked to: (1) describe the practices they were
assigned, (2) the level of the Teaching Pyramid the
practices relate to, and (3) share their ideas about
leadership strategies and support related to the use
of the practices by staff and parents. They can use
the flip charts for their reports.  

V.   What Is Challenging Behavior? (30 minutes)

Slide 30. A key point in defining challenging behavior is that
different adults find different behaviors “challenging”
depending on their own experiences, culture, and
expectations. Thus it is important for adults to explore their
own feelings about behavior. 

Note that all children exhibit challenging behavior at some
time. Children who need the “Intensive Individualized
Interventions” are children who have severe and persistent
challenging behavior.

Slide 31. Children needing intensive individualized
intervention are those who exhibit a “repeated pattern or
perception of behavior that interferes with or is at risk of
interfering with optimal learning or engagement in prosocial
interactions with peers and adults that is persistent.”

In this way, challenging behavior is defined on the basis of
its effects.

Point out that a key component in a working
definition should be that the child is not
blamed, and the focus should be on the
effect of the behavior on learning and social
development. Discuss the definition and the
DEC Concept Paper, which is included in
Handout 4.9.

Discuss the descriptors of serious
challenging behaviors. Stress the fact that
children who are withdrawn or isolated are
also included and are often overlooked by the systems that
should serve them. Leaders should make every effort to
identify and serve this group.
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DEC CONCEPT PAPER ON THE IDENTIFICATION OF AND INTERVENTION
WITH CHALLENGING BEHAVIOR

Handout 4.9: Leadership StrategiesModule 4 

The Center on the Social and Emotional Foundations for Early Learning    University of Illinois at Urbana-Champaign csefel.uiuc.edu H 4.9
(p. 1/6)

Rev. 5/06

Adopted: October 1999

Endorsed: National Association for the Education of Young Children, November 1999
Association for Childhood Education International, November 1999

Many young children engage in challenging
behavior in the course of early development.
The majority of these children respond to
developmentally appropriate management
techniques.

Many young children, including children with
disabilities, engage in behavior that is labeled
by adults as “challenging”. Sometimes, this
behavior is short-term and decreases with age
and use of appropriate guidance strategies.
Additionally, what is “challenging” to one person
may not be to another. It is critical for
professionals to be aware of and sensitive to
how families, cultural groups and communities
define appropriate and inappropriate behavior in
young children. Different communities have
varying expectations for child behavior.
Professionals must respect family, cultural and
community expectations in identifying problems
and designing interventions. However,
sometimes families or professionals may have
inappropriate expectations for young children’s
behavior. It is important to understand what
behaviors are typically associated with particular
age groups. For instance, adults need to
understand that young children engage in
behaviors that older children do not, such as
throwing toys or sitting for only short periods of
time. With guidance and instruction most
children will learn appropriate alternative
behavior. Adults must also explore their own
beliefs and emotions about certain behaviors
(e.g., cursing or hurting others) in order to
respond objectively to children. In summary,
care must be taken to consider cultural and
community beliefs, developmentally appropriate
expectations and one’s own beliefs about
behavior, in the identification of children’s
behavior as “challenging”.

Regrettably, some children’s challenging
behaviors are not effectively addressed by adult
vigilance and use of appropriate guidance
strategies. For these children, the challenging
behavior may result in injury to themselves or
others, cause damage to the physical
environment, interfere with the acquisition of
new skills, and/or socially isolate the child (Doss
& Reichle, 1989; Kaiser & Rasminsky, 1999). It
is clear that challenging behaviors such as
these seldom resolve themselves without
systematic intervention (Kazdin, 1987; Olweus,
1979; Wahler & Dumas, 1986). Relatedly, there
is growing evidence that many young children
who engage in chronic, highly challenging
behaviors proceed through a predictable course
of ever-escalating challenging behaviors
(Patterson & Bank, 1989; Reid, 1993). What
intervention efforts are available for a child who
engages in serious challenging behavior?

DEC believes strongly that many types of
services and intervention strategies are
available to address challenging behavior.

Children may well engage in challenging
behavior that quite often can be eliminated by a
change in adult behavior. It is possible that the
child is reacting to adult behaviors such as lack
of attention or unrealistic expectations. By
changing adult behavior, we may prevent a
child’s need to engage in challenging behavior.
Prevention is the best form of intervention
(Poulsen, 1993; Zirpoli & Melloy, 1993). It is
time and cost-efficient, and appears to be a
major avenue by which to eliminate, not merely
reduce, the incidence of challenging behaviors
(Strain, Steele, Ellis, & Timm, 1982). Prevention
means that the important adults in the child’s life
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Slide 32. Several examples of challenging behavior include
the following:

• Physical and Verbal Aggression
• Noncompliance/Defiance
• Self-Injury
• Disruptive vocal/motor responses (screaming, stereotypic

behavior)
• Destruction of property
• Withdrawal

Again, we are talking about children who have severe and
persistent behavior, not simply a child who occasionally has
one of these behaviors.

Slide 33. For infants and toddlers, these behaviors may
include:

• Attachment difficulties
• Sleeping/eating difficulties
• Excessive crying
• Difficulty in soothing

Importantly, the evidence based strategies that are used
with older toddlers and preschoolers are not the same as
those used with infants and young toddlers. It is important
that you consider the developmental levels of the children
prior to selecting intervention approaches.

Slide 34. Young children need help when they have
persistent and severe behaviors that
• Result in self-injury or injury to others
• Cause damage to the physical environment
• Interfere with the acquisition of new skills
• And/or socially isolate the child

We know that these serious behaviors seldom resolve
themselves without systematic intervention.
Additionally, if support is not provided to children with
challenging behaviors, there is a great likelihood that they
will progress through a predictable course of ever-
escalating challenging behaviors.
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Slide 35. While the estimate of prevalence of children who
require focused interventions varies across studies, if
effective prevention and promotion strategies are in place,
we would generally expect that between 1 – 10% of
children in a typical early childhood classroom may have
significant and persistent challenging behaviors. For
environments that have children with greater risk factors,
this number may be higher. In general, though, there should
not be more than one or two children in a typical classroom
who would require this type of intervention. In many
instances when there are higher percentages of children
exhibiting challenging behaviors, it is the result of a lack of
quality in the environment or lack of systematic teaching of
social emotional skills.

Slide 36. The Promise:  
We do have evidence based practices. We know:
• Earlier is better
• Support for parents matters
• High-quality environments are key
• A comprehensive approach is necessary
• Behavior consultation makes a difference
• Parents and teachers can implement the practices in

natural settings

Slide 37. The Challenge:  
• How do we ensure that effective practices are accessible

to all children and families?

• How do we build systems within programs and
communities such that teachers and families have the
support they need to implement the practices? 

The remainder of this training is focused on helping us, as
leaders in early childhood, address the challenges.
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VI. Role of Program Administrators (30 minutes)

Slides 38-39. Read the following quotes about the link
between administrative infrastructure, high-quality (evidence
based) practices, and child and family outcomes:

“…an adequate infrastructure increases the likelihood that
recommended practices will be used to deliver services and
supports to young children and their families…”

“…When quality [evidence based] practices are used
consistently it is more likely that children and their families
will experience positive outcomes.”

“…The interdependent relationships between structure,
services, supports, and outcomes are consistent with
ecological theories of development…these theories suggest
that the child’s development is influenced not only by the
family, neighborhood, subculture, and community, but by the
systems of services and supports that serve them as well.”

Ask the group why and how they think child and family
outcomes are affected by the program’s administrative
policies and procedures. 

Slide 40. For teachers to provide evidence based direct
services to children, administrators must provide the
infrastructure or “indirect supports” like training and good
working conditions. Other “indirect supports” like
administrative policies and training are essential to
implementing “direct-services” (teaching, therapies, etc.). 

Ask for other examples of an “indirect support” and  “direct
service.” Continue the discussion about these important
links. If the participants don’t mention these, make sure you
cover the following points. The ability of direct service
personnel to provide high-quality, evidence based practices
is driven by: 
• the vision of the leadership; 
• the training, technical assistance, coaching, and

supervision provided for staff; 
• how the programs resources are used; 
• their job descriptions (e.g., the job descriptions include

time for planning and collaboration, etc.).
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Slide 41. Additionally, leaders must be well trained in early
childhood and in supervision or administration. The Division
for Early Childhood (DEC) included this requirement in the
DEC Recommended Practices in Early Intervention/Early
Childhood Special Education (see Handout 4.10—
Administrator’s Essentials), and the National Association for
the Education of Young Children (NAEYC) has included key
administrator competencies in their new program
accreditation criteria (www.NAEYC.org). Both of these sets of
recommendations are evidence based. 

Slide 42. Kouzes and Posner suggest five key
practices of Exemplary Leadership: 
• Model the way
• Inspire a shared vision
• Challenge the process
• Enable others to act
• Encourage the heart

Ask the participants what each of these means to them.

Slide 43. Research on leadership describes the following
roles of effective program leadership:
• Provide leadership and vision 
• Ensure compliance with requirements
• Ensure child well-being and progress
• Resource deployment/budgeting 
• Provide support staff knowledge and skills
• Collaborative leadership and planning

Ask if there are other key roles participants would add for
program leadership.

VII.  Evidence based Leadership Strategies 
(90 minutes)

Slide 44. There is a clear link between the program leader’s
role and high-quality programs that utilize evidence based
practices to support children’s social emotional development
and prevent challenging behavior. Next, we are going to
discuss the areas of:
• Leadership and Vision
• Collaborative Leadership and Planning
• Supporting Knowledge and Skills
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DEC Recommended Practices in Early Intervention/Early Childhood Special Education

Creating Policies and Procedures 
That Support Recommended Practices 
in Early Intervention/Early Childhood 

Special Education (EI/ECSE)

Barbara J. Smith  ● December 2000

There is a link between program quality and child outcomes. Therefore, programs that employ
best practices will positively impact the outcomes of children and families they serve.

Implementing recommended practices in services for young children with disabilities and their
families requires administrative policies, procedures, and structures that will support such prac-
tice. For instance, providing family-based resources and supports or child-focused services in
natural settings requires flexible personnel job descriptions and hours of work that promote ser-
vice provision in the home or community setting during hours convenient for the family or com-
munity program. Recommended practices also require cutting-edge knowledge and skills
through on-going, job-related training and technical assistance supports. This richness of poli-
cies, procedures, and supports will occur only if administrators (a) are knowledgeable of recom-
mended practice in EI/ECSE, (b) share resources with other programs and agencies, and (c)
engage in systems change and planning.

This checklist contains relevant recommended practices from the seven strands of the DEC
Recommended Practices in Early Intervention/Early Childhood Special Education (Sandall, McLean, &
Smith, 2000) that give specific direction to administrators. Most of these recommendations are
found in the Policies, Procedures, and Systems Change chapter of the DEC Recommended
Practices. This checklist of selected practices can be used by administrators to reflect on their poli-
cies. However, administrators are encouraged to become familiar with all of the practices in DEC
Recommended Practices in Early Intervention/Early Childhood Special Education (Sandall, McLean, &
Smith, 2000) in order to appropriately serve young children with disabilities and their families.

Administrator’s Essentials:

Handout 4.10: Leadership StrategiesModule 4 
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Slide 45. Discuss providing leadership and vision.
Ask participants how effective leaders that they
have known provide leadership and vision related to
supporting children’s social emotional development
and challenging behavior. (chart responses)

Slide 46. Review the “Administrator’s Essentials” checklist
(Handout 4.10). This checklist is drawn from the DEC
Recommended Practices (Sandall et al., 2005), which is a
set of recommended practices drawn from a synthesis of
the research literature as well as focus groups of parents,
teachers, administrators, and researchers. Although the
checklist focuses on early intervention and early childhood
special education, it encompasses the role of the
administrator in any early childhood program that is striving
to be evidence based and provide high-quality services.
This checklist is free from the DEC Web site (www.dec-
sped.org), which is on the List of Resources. 

Slide 47. ACTIVITY: assign a set of practices from the
“Administrator’s Checklist” and a different color marker to
each table. Ask participants to write on the flip chart
with that color marker (1) what the set of practices
means and (2) ideas for how to use the practices in
their programs to promote social emotional
development and prevent and/or address
challenging behavior (10 minutes).  

Then do a “round robin”— have each group move to the
next flip chart and using the color marker they started with,
add to the original notes on the flip chart. Do this for 5
minutes. Repeat this until all groups have worked on all flip
charts for 5 minutes each. When each group has returned
to its original flip chart, ask for one person to report to the
group what is now on the chart (total time for this activity is
approximately 45 minutes). 

The remainder of the workshop will focus on evidence
based leadership practices for addressing challenges,
particularly those related to collaborative leadership and
knowledge and skills.
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Slides 48-50. The “Collaborative Planning Model” is based
on over 15 years of work with programs and communities
and on the literature on effective program improvement.
There is a wealth of literature from business, school reform,
and children’s services about the effectiveness of
collaborative planning. Collaborative planning and decision
making mean involving people who will be affected by a
change in a policy, procedure, or practice in the planning of
that change. Involving these “stakeholders” results in their
valuable input and ideas and therefore a
better plan, and it results in their feeling
ownership of the plan and change. Thus,
there is a better plan, implementation, and
results, and there is less resistance. The
Collaborative Planning Model has been
used with local programs and community
teams in several states and communities
to develop better services for young children
and families (see Hayden, Frederick, and
Smith, 2003, on the List of Resources,
Handout 4.11).

Review with the group the steps of the
“Collaborative Planning Model” (Handout
4.12), explaining each step that is in the
handout on the model. It is important to go
over each step. 

Steps to the Collaborative Planning Model:

1. Make the commitment and provide leadership for
collaborative decision making.

2. Share decision making with a team of stakeholders
(staff, families, other agencies, consultants, etc.) to build
commitment.

3. Build a vision with the stakeholder team related to
supporting children’s social emotional development and
addressing challenging behavior through evidence based
practices.

4. Identify challenges to the vision with the team (beliefs,
policies, systems, knowledge/skills).

5. Engage in action planning with the team to address the
challenges.

6. Cultivate leadership and risk taking.
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➣ National Association for the Education of Young Children (NAEYC)

Bredekamp, S. & Copple, C. (Eds.) (1997). Developmentally Appropriate Practice in Early Childhood
Programs, revised edition. Washington, DC: NAEYC.

This book spells out the principles underlying developmentally appropriate practice and guidelines for
classroom decision making. The revised edition is explicit about the importance of the social and cultural
context in considering appropriateness of practices. For all engaged in the care and education of infants and
toddlers, 3- through 5-year-olds, or primary-grade children, this book offers an overview of each period of
development and extensive examples of practices appropriate and inappropriate with children in that age
group.

Order online at www.naeyc.org/resources/catalog/ or call NAEYC at 1-800-424-2460

Kaiser, B. & Rasminsky, J.S. (1999). Meeting the Challenge: Effective Strategies for Challenging
Behaviors in Early Childhood Environments. Ottawa, Ontario, Canada: Canadian Child Care
Federation.

This reader-friendly book offers easily understandable ideas and strategies proven to work for children with
the most challenging behaviors and to benefit every child in the setting. Published by the Canadian Child
Care Federation

Order online at www.naeyc.org/resources/catalog/ or call NAEYC at 1-800-424-2460

National Association for the Education of Young Children. (2006). Accreditation Criteria & Procedures
of the National Association for the Education of Young Children. Washington, DC: NAEYC.

Improve your program with these standards—set by the early childhood profession. Programs that apply for
accreditation through NAEYC will receive this book in their self-study packet.

Order online at www.naeyc.org/resources/catalog/ or call NAEYC at 1-800-424-2460

➣ Division for Early Childhood of the Council for Exceptional Children (DEC)

Sandall, S., Hemmeter, M.L., Smith, B., & McLean, M., (Eds.) (2005). DEC Recommended Practices: A
Comprehensive Guide for Practical Application. Longmont, CO: Sopris West Publishing. Denver, CO:
Division for Early Childhood.

Based on an extensive literature review and focus groups of parents, teachers, and administrators, these
practices offer much-needed guidance to parents and professionals who work with young children with
disabilities. Recommended Practices outlines how families and educators can improve the development and
learning outcomes for children including improved social competence, independence, problem solving, and
enhanced family functioning. Recommended Practices covers the following seven topic areas: 
• Assessment - Neisworth & Bagnato 
• Child-Focused Practices - Wolery 
• Family-Based Practices - Trivette & Durst
• Interdisciplinary Models - McWilliam 
• Technology Applications – Stremel
• Policies, Procedures, and Systems Change - Harbin & Salisbury 
• Personnel Preparation - Stayton & Miller 
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7. Continue to build and expand the commitment through
incentives, recognition, T/TA, fiscal, and other resources.

8.  Continuously evaluate the process and the outcomes of
the collaboration and action planning.

Put up Slides 51-52. Talk about the action planning steps
and the materials in the “Participants’ Workbook” related to
action planning. (Handout 4.2).

• Follow steps of the Collaborative Planning Model
(commitment, team, vision, etc.).

• Develop team definitions and philosophy (Evidence based,
Promotion, Prevention, Intervention, etc.).

• Brainstorm the statement: “We’d like to use evidence
based practices to promote social emotional development
and address challenging behavior, but…

• List the challenges that emerge from brainstorming.
• Transfer to Action Planning Form.
• If a challenge is believed to be a written policy or

procedure…GET A COPY! Don’t believe it ‘til you see it! 

It has been our experience that in nearly all cases where a
policy was thought to be a challenge, once the planning
group obtained a written copy of the policy itself, it was more
flexible than they had thought and, therefore, was not the
challenge. Rather, the perception of the policy was the
challenge. Therefore, do not rely on someone else’s
interpretation of a policy; they may have never read it!

Review each step. Talk about the importance of the
stakeholder team brainstorming the suggested statement
then transferring the selected barrier or challenge to the
Action Planning Form.

Slide 53. The stakeholder team would then brainstorm the
question “We could remedy this challenge by…” and write
the strategy on the Action Planning form.

Identifying strategies will include establishing criteria for
trying possible strategies (like timeliness, cost, etc.). 
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Slide 54. Go over the components of the Action Planning
Form. There are forms and instructions in the “Participants’
Workbook” (Handout 4.2).

The Action Planning form is designed to serve as a meeting
agenda as well—that way every meeting of the team is
focused on the action plan and progress on it.

Slide 55. Discuss the definition of professional
development: Experiences designed to develop new
knowledge, skills, and behaviors that are expected to be
applied immediately on the job.

And discuss the purpose of professional development:
change in behavior in the work environment. 

Slide 56. Many current methods of staff development rely
heavily on staff attending one-day training sessions.
Discuss how the participants think these training sessions
alone impact job performance. 

Talk about the other methods mentioned (coaching,
mentoring, supervision, etc.). Discuss the
potential impact on job performance of these
methods (Handout 4.13). 

Slide 57. What is transfer of learning?

For behavior to change in the work
environment, transfer of learning has to 
take place. Ask participants how they would
describe transfer of learning. 

Restate the goal—For the knowledge/competencies learned
during the professional development experience to transfer
back to the work environment so that a change of behavior
can take place and lead to good-quality practices for
children and families.

The key point of the definition is that learning is applied
over time. Learning is not just tried out but is applied. 
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STAGES OF TRANSFER PROCESS1

Intention to Transfer
This is the motivation of staff to apply new skills and knowledge to his/her workplace. If
staff leave the learning environments with little or no intention to apply what was
learned, then it is highly unlikely they will demonstrate a high degree of transfer.

Initiation
Refers to attempts to apply any aspect of what was learned.  However, just because
application of new knowledge/skills is attempted, application of new knowledge/skills
will not necessarily be maintained.

Partial Transfer
Partial transfer occurs when 1) only some of the knowledge/skills learned are applied
and/or 2) when some or all of the newly learned knowledge/skills are applied
inconsistently, from time to time.

Conscious Maintenance
During this stage, the learner makes a conscious decision to apply what was learned on
the job over a period of time so that job performance is permanently enhanced.

Unconscious Maintenance
During this last stage of the transfer process, the learner has fully incorporated the new
skills/knowledge into his/her repertoire of work behaviors and therefore applies the new
skills/knowledge unconsciously without making a conscious decision to do so.  At this
stage, transfer has been successfully completed.

                                                  
1  Source:  Foxon, M. (1993).  A process approach to the transfer of training.  Part 1:  The impact of
motivation and supervisor support on transfer maintenance.  Australian Journal of Educational Technology,
9 (2), 130-143. http://www.ascilite.org.au/ajet/ajet9/foxon.html.

Strategies for Transfer of Quality Practices
Beth Rous, Ed.D.

University of Kentucky
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Slide 58. Discuss this statistic:

“While American industries annually spend up to $100
billion on training and development, not more than 10% of
these expenditures actually result in transfer to the job.”
(Transfer of Training: A Review and Directions for Future
Research in Personnel Psychology, 1988, 31, pg. 63)

Ask the participants if they think that about 10% of the
current staff development activities they offer to their staff
results in behavior change in practice. Is this number high
or low? Talk about the “return for the dollar” being
actualized in their budgets for training.

Slide 59. Discuss Transfer Strategies. Point out that there’s
a lot involved in transfer. There are five basic ways to
promote this, and we’re going to talk about each one. 
You can facilitate the transfer of learning if you:
1. Match professional development activities to the needs of

your staff.
2. Communicate the importance and relevance of the

activity to their jobs AND what you expect from staff after
they complete the activity.

3. Help staff prepare for the professional development
activity.

4. Support application of what they’ve learned.
5. Give recognition to employees who do apply what they

learned.

Slide 60. In order to match professional development to the
needs of staff, you need to do two things.

The first is identifying the needs of your staff, and the
second is insuring that staff choose relevant professional
development activities that will address the identified needs.

Let’s talk about identifying needs first.
• We’ve already talked about the importance of conducting

a staff needs assessment to identify opportunities for
growth, such as the Inventory. 

• It’s also important that you help trainers/instructors
design their training to meet the needs of staff. 
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• When you contact a trainer about training your staff, be
as specific as possible, i.e., what knowledge and skills do
you want staff to have when they complete the training,
and how will they use it in their work environment. You
can use the specific practices from the Inventory. Tell
them what’s going on in your program.

• You can also offer to help the trainer design “real-life
work-related” scenarios, examples, etc.

Once you’ve worked with your staff to identify training
needs, you need to insure that staff attends training that will
address the identified training needs and that training is
evidence based! How can you use the Inventory of Practice
(Handout 4.8) in these steps? 

Slide 61. When staff do attend training, you need to make
sure that they attend relevant and appropriate trainings.
There are several things you can do:

• Unfortunately, workshop titles don’t always tell you
exactly what will be covered during a specific workshop.
So the first step in selecting relevant training is to find out
more about specific workshops; e.g., what is the 
actual content, what is the evidence that the
knowledge/practices will have the intended effects on
children’s social emotional and behavioral development?

• Then, select training that addresses the gaps you
identified during the needs assessment. If it isn’t offered,
let training organizations know what your staff needs as
well as your expectation that it be evidence based.

Address the issue of sending all staff to the same training
(e.g., school-age teacher to an infant/toddler training).

Research tells us that staff become more motivated about
training they choose rather than training they are told to
attend.

Instead of telling staff what training they will attend,
whenever possible, allow staff to select training based on
the needs they’ve identified and the evidence base of the
practices to be covered. OR offer staff choices of relevant
training and allow them to select from these choices.
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It is also important to consider sending staff that work
together to training together (to support each other when
they come back). But this doesn’t mean to send ALL staff to
the same training if it is not appropriate.

Slide 62. Communicate two things to your staff about
training:
1. Importance and relevance of training to their job and the

children they teach, and
2. Your expectations of staff when they return from training.

You can help staff see the importance and relevance of
training by expressing your expectations during interviews,
writing expectations as part of the job descriptions,
including them in staff orientations, and requiring written
professional development plans. 

Slide 63. Help staff prepare for learning experiences.
The more that staff members think about what they want to
get out of a training BEFORE they attend, the more likely
they are to apply what they learn. 
• Set training goals (included in professional development

plans): Encourage staff to think about what he/she
expects to learn and how this will be applied.

• Complete pre-training activities: Trainers are being
encouraged to send trainees pre-training activities. Do
you ever see something like that before a training?—
something designed to get trainees to think about the
training content before they arrive (e.g., something to
read—director could have file on subject to share with
trainees, etc.). Information that describes the evidence
that the practice works?

• Explore content before the training: If the trainer doesn’t
send a pre-training assignment, develop one yourself.
Find a short article on the topic, ask staff to research
topic on the Internet, etc.

• Identify current situation related to training that needs a
solution: Help staff identify a current problem/challenge
related to social emotional development and challenging
behavior that the training is likely to provide a solution
for.

• Identify a follow-up activity: Identify an activity the
employee can undertake as a result of what he/she
learns during training.

The Center on the Social and Emotional Foundations for Early Learning    Vanderbilt University vanderbilt.edu/csefel 

Leadership StrategiesModule 4

P 4.20Rev. 2/10

63

62



The most effective way to do any or all of these things is to
conduct a pre-training meeting with staff. Staff members
clearly need to understand you expect them to transfer what
they’ve learned to the work environment. You can develop a
pre-training plan as part of a professional development plan.

Slide 64. Support application of new knowledge.
Conduct post-training meetings:
• Help staff develop an individual action plan or post-

training plan, and monitor progress—collect data on
implementation and effect on child progress.  

• Modify the work environment to support application.
• Provide opportunities to practice new skills.

Slide 65. Give examples of points on the slide:
• Provide resources needed for application: release time,

funding, use of computer, samples.
• Schedule trainee briefings for co-workers: staff meetings,

write abstracts, team practice.
• Support the use of job aids: pre-training plans, post-

training action plan, articles to read, pre-training
assessment/questionnaire.

• Coaching/mentoring—note that you will talk about this in
a few minutes.

What other supports can program leadership provide?

Slide 66. Discuss the coaching process.

Planning Conference—During a planning conference, the
coach and staff person (1) discuss a new skill the teacher
would like to become better at, (2) discuss the staff person’s
plan for using the new skill, (3) make plans for the coach to
observe the staff person using the new skill; and (4) discuss
the exact kind of feedback the staff person wants from the
coach. 

Observation/Teaching Performance—Coach observes staff
person using the new skill in the program, or staff person
may observe the coach performing the skill.
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Reflection Time—After the observation, both the coach and
staff person individually take time to think about what was
expected to happen and compare this to what actually
happened—what they need to do differently and possible
ways to deal with the discrepancy.

Debriefing Conference—During a debriefing conference,
review what the coach observed (objectively) and the
teacher’s thoughts about trying the new skill and any other
issues surrounding the activity. Plan for any change to
minimize discrepancies between planned behavior and
actual behavior. Staff person makes decisions of what to do
next and what he/she wants the coach to do. Staff person is
an equal partner in deciding what he/she wants to develop
and how he/she wants to develop desired behaviors.

Slide 67. Recognize staff. Research shows that employees
are more likely to apply newly learned knowledge and skills
if their director 
1. establishes the expectation that employees are to use 

knowledge and skills learned in training and 
2. acknowledges the employees’ use of the new 

knowledge/skill in a positive way.

Start by catching employees applying the knowledge/skills
learned during training and letting him/her know that you
have noticed and appreciate the desired behavior.

Then, to the extent possible, tie application of training to
tangible benefits.

Brainstorm what some of these benefits might be
and record them on a flip chart. 

Administrators could tie these kinds of
recognitions to the end of a review period (e.g.,
six-month or yearly review). Application of new
skills could result in a pay increase, etc.
Does anyone do this now? Any questions?
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Slide 68. Discuss four critical areas of evaluation. 
Reaction
• What was the general reaction to the professional

development activity?

Learning
• What did the staff member learn as a result of the event?

Behavior Change
• Did the activity result in a change in behavior within the

classroom or program?

Results
• Did the activity result in positive outcomes for:

– the program
– the children
– the families

Discuss each of the areas of evaluation (reaction, learning,
behavior change, results). 

Are you currently incorporating each of these into your
evaluation system?

Slides 69-71. Rewarding employees for a job well done is
important. There are many ways to do this, both formal and
informal. 
•   Informal rewards

– No-cost recognitions
– Low-cost recognitions
– Activities
– Public recognitions/Social rewards
– Communication
– Time-off
– Cash/cash substitutes/gift certificates
– Merchandise/Apparel/Food
– Recognition items/Trophies/Plaques
– Fun/Celebrations

•  Awards for specific achievements and activities
– Outstanding employee awards
– Quality awards
– Employee suggestion awards
– Customer service awards
– Group/team awards
– Attendance and safety awards
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•   Formal Awards
– Contests
– Field trips/special events/travel
– Education/personal growth/visibility

Talk about the various ways listed and consider how easy
or difficult it might be to use them.

Slide 72. Discuss the Individual Growth Plan (in
Participants’ Workbook—Handout 4.2). This form or
something like it can be used as a professional
development plan, it can include pre-training as well as
post-training plans. The important thing is to be specific
about the knowledge and skills to be acquired, how they will
be learned, how the use of them will be evaluated, and the
resources needed for the staff person to carry out the plan.

Slide 73. ACTIVITY: Give each table a challenge
(see the challenges in the Participants’ Workbook
Handout 4.2, p. 3/12) and ask them to complete
the steps on the slide and to have someone
report to the group if there is time.

Debrief: How did the form work for you? Was it useful? 
Did it seem easy to use? Was it practical? 

GROUP DISCUSSION: Ask how all these leadership
practices: Leadership, Vision, Collaborative Planning, Action
Planning, and Supporting Knowledge and Skills can
address attitude and belief barriers to effective practices
related to children’s social emotional development and
challenging behavior (refer to the attitude and belief barriers
in the Particpants’ Workbook, Handout 4.2, p. 4/12).
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VIII. Three Levels of Change (60 minutes)

Slide 74. Other ways to approach implementing the pyramid
conceptual framework can be seen by exploring three levels
of promoting social emotional development and addressing
challenging behavior: child level, program level, and
community or system level. 

Slide 75. Review the Teaching Pyramid again. 

Slide 76. At the child level, we can collaborate with families
and direct services staff and consultants to use evidence
based practices in the program and at home. We can apply
the Teaching Pyramid as we have discussed.

Slides 77—80. While individual teachers can and do make
changes that affect children, it is far more effective to
consider adopting the Teaching Pyramid “program-wide.”
The next several slides describe strategies and steps that
programs in several communities have used to implement
the Teaching Pyramid and the promotion-to-intervention
framework throughout their program.

Critical elements include:
• Identification of program-wide vision and expectations that

are developmentally appropriate
• Strategies for embedding the pyramid approach

(promotion, prevention, intervention) throughout the
program

• Curriculum approaches that promote vision and
expectations and acknowledge children’s achievement of
the expectations

• Strategies for responding to challenging behavior
• Team-based, individualized approach for addressing

ongoing challenging behavior
• Professional development plans
• Strategies for supporting teachers
• Process for monitoring outcomes—data collection

These strategies are developed collaboratively by a
stakeholder team of leaders, direct service staff, families,
and others that would be key to the success of the effort.
The goal is for: all staff and families to know the behavioral
expectations of the children and how the program (1)
promotes prosocial behavior, (2) prevents challenging
behavior, and (3) addresses challenging behavior through
individualized intensive interventions. 
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Resources and supports are needed to make the approach
successful. A key to success is a data system for monitoring
outcomes (child behaviors, teacher and family satisfaction,
etc.). Basically this process involves applying the pyramid,
the staff development/supervision/evaluation, and
collaborative planning throughout the program rather than
focusing on isolated problems. 

Discuss how buy-in from various staff might be garnered. 

Stress that successful achievement of these elements can
only occur through an ongoing process and not a one-day
training. Further, various planning activities for individualized
approaches, staff support, and monitoring outcomes require a
serious commitment, rooted not only in training and practice
but also in policy.

Slide 81. The next series of slides describe the steps used
by one program in Kansas to adopt the Teaching Pyramid
throughout its program. 

Slide 82. The Southeast Kansas Community Action Program
(SEK-CAP) Head Start program began implementing the
Teaching Pyramid with some level of exposure to behavior
management techniques. Even with this background, the
Head Start staff reported: 
• leaving work in tears
• inability to deal with all children
• high levels of stress and burnout
• looking to outside “experts” to solve problems in the

classroom

Slide 83. The administration made a commitment to a
program-wide adoption of the Teaching Pyramid and the use
of data-based planning. To pull the pieces together, they also
realized they would need not only a commitment from all
levels of leadership, but also a commitment of resources, a
commitment to ongoing staff development, and a commitment
to the process of shared decision making across all members
of the staff and families.

Slide 84. The roles that leadership of SEK-CAP defined for
themselves were as follows:
• Leader as resource & support to staff
• Leader as listener and data collector
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• Shared decision making: Build a team and shared vision;
foster a climate of risk-taking

• I.D. consultant re: evidence based practices
• Develop collaborative plan
• Deploy resources/$ as dictated by plan

Slides 85-86. Several components of the plan required
deploying financial resources and altering the budget.
Major shifts in the budget were required to ensure:
• Resources were re-focused to support promotion and

prevention, e.g., MH consultants assisted with promotion
and prevention not just intervention.

• Resources were allocated for staff development and
support, transfer of knowledge activities, and continuing
education.

• Resources were targeted for data collection,
management, consultants for ongoing analysis, and
evaluation.

• Resources were used for consultants to i.d. evidence
based practices, training, facilitation.

• Resources and time were allocated for acknowledging
staff work.

• Resources were allocated for staff well-being, benefits.
• Resources were allocated for teaming.
• Satisfied, trained staff equals less turnover, better

outcomes.

Slides 87-88. A staff development plan that included
ongoing support was created. Key features of the plan were
ensuring that:
1. the Teaching Pyramid would be embedded throughout

the program;
2. existing staff and new hires understood the

expectations;
3. initial training would be provided;
4. following initial training, each center would work as a

team to identify needs; 
5. leadership would meet with supervisory staff person to

develop an implementation plan across the program;
and

6. program, staff, and site professional development plans
would be created
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Slide 89. Importantly, the leadership at SEK-CAP attend to
transfer of knowledge by:
• Mentoring: staff and sites can mentor based on assessed

strengths
• Acknowledging work
• Employing “substitutes”
• Continuing education support

Slide 90.  Discuss planning and accountability. A strong
commitment was made to evaluation and making data-
based decisions in their planning meetings.  

Data were collected through:
• Classroom Observations
• Staff Interviews and Satisfaction Surveys
• Referral Data
• Staff self-assessments and development plans

Slide 91. Through the evaluation, a data system was
created to manage information on child and family
outcomes. This data system was used by the SEK-CAP
program for both short- and long-term planning. As needed,
a consultant was hired to analyze data trends and create
additional reports.

Slide 92.  It was critical to collaborate and share decisions
and ideas with all stakeholders. Challenges to collaboration
included differing philosophies and beliefs, turf guarding,
and financial and other resource constraints.

Slides 93-95. Describe the outcomes. Several significant
outcomes were achieved by SEK-CAP. These outcomes
included:

• Staff view themselves as having the skills to better
support children in classrooms.

• Staff look to each other as sources of additional
information and support.

• Staff can demonstrate the fundamental elements in their
classrooms.

• A culture of support is created throughout the program.
• Staff become intentional and purposeful in interactions

with children in order to build on their strengths.
• Staff turnover is reduced; staff satisfaction is increased.
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• Staff ask for fewer suggestions from mental health
professionals.

• The number of children receiving individual counseling
from psychologists decreased.

• The number of children identified as having challenging
behavior and referred for mental health services
decreased.

• Program spends less time and resources on intervention
level and more on prevention level of the Pyramid.

Slides 96-97. Discuss community or system-wide change.
The Center for Evidence-Based Practices: Young Children
with Challenging Behavior (CEBP) reviewed the research
literature on community and system-wide change.  The
following slides contain the recommendations from the
literature synthesis for systems that would support young
children’s social emotional development and address
challenging behavior through evidence based practices.
These recommendations include: 
• Systems must provide a range or continuum of service

from promotion to prevention to intervention. 
• Systems must provide a comprehensive array of

services. Services must be individualized, related to child
and family needs, culture, and language.

• Systems should be family centered and include both
child-focused services and family supports. 

• Personnel need the resources and working conditions to
provide evidence based services.

See the Synthesis at www.challengingbehavior.org

Slide 98. One recommendation from the synthesis of
literature is the “systems of care.” The “systems of care”
concept used in mental health offers promising guidelines
and refers to the weaving together of multiple existing
services or programs into a cohesive, collaborative system.
The Collaborative Planning Model would be a strategy for
advancing that notion in the community.

Slide 99. Discuss how the pyramid approach applies to the
community/system level.
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IX. Summary/Optional Take Home Activity
(30 minutes)

Slide 100. Talk about the resources available to the
participants and the Web sites:
• www.csefel.uiuc.edu Center on the Social and Emotional

Foundations for Early Learning (CSEFEL) 

• www.challengingbehavior.org Center for Evidence-Based
Practices: Young Children with Challenging Behavior  

Slide 101. TAKE-HOME ACTIVITY. Ask the group to do the
activity as individuals or, if they have a partner from their
program, ask them to work with a partner. Take 10 minutes.

They should take this work home to facilitate their continued
work on action planning to overcome challenges to
evidence based practice for children’s social emotional
development and challenging behavior. 

There are other Take-Home Activities in the Participants’
Workbook (Handout 4.2).

Slide 102. Gandhi said, “Be the change you
wish to see.” The best leadership is often
communicated through modeling.

Thank the participants for their attention and
hard work throughout the day and ask them to
complete the evaluation. 
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Handout 4.2: Leadership StrategiesModule 4 
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