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SECTION 5A:
Outreach to and Screening
of ECE Programs
Scenario
Last year, Carrie was contacted by several classrooms in the local school district’s state-funded child development program.
Each had recently lost a teacher who was reassigned to a different campus, and the remaining children and staff were
struggling with the transition. Carrie worked with the lead teachers in these classrooms to help the children adjust to these
transitions. This year, Carrie has received several more requests from classrooms in the district. Through the screening
process she learns that sudden staff transitions are a frequent practice in the school district. One site director says, “We go
through this every semester. In fact, we could keep you working here permanently just to help the staff and children deal with
these constant transitions.”
While Carrie would like to continue to support these classrooms, she is mindful that many of the classrooms she has worked
with will likely face another round of transitions in a few months. Carrie wonders about the long-term impact of her work;
she feels she is treating “symptoms” rather than the structural and policy issues causing these frequent staff transitions. She
considers whether treating the symptoms without addressing the cause may actually do more harm than good. It’s possible
that the school district finds it easier to rely on Carrie’s services—having her remediate the fallout from its policies—than to
spend time reexamining the policies themselves. Her work addresses an immediate need, but is it also enabling the district’s
dysfunction? Carrie thinks about all the other non-school district child care programs that have been waiting for years for her
services.
Unfortunately, while the school district certainly shows signs of “readiness” for coaching, the services Carrie can offer are not
a good “fit” with the needs of the larger program. Carrie and her supervisor discuss whether the current situation is the best
use of scarce coaching resources. They discuss whether they should meet with the district decision makers and explain that,
in their professional opinion, the constant staff transitions are creating a continual state of crisis. Although Carrie’s services
can help reduce some of the negative impact of the constant transitions, her coaching is only a “band-aid” to the problem.
Carrie’s supervisor considers to whom she could refer the district if it would like assistance in redesigning its staffing
practices.
Purpose
This section details the importance of descriptive outreach to the intended target population and discusses the value of
screening potential clients prior to their enrollment in coaching.
This Section
n	Explains

the value of clear, informative outreach strategies that familiarize the target service population with coaching.

n	Discusses
n	Details
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developing a screening process that determines a program’s readiness for coaching.

the importance of assessing the “fit” between the prospective client and your agency’s coaching initiative.

Outreach to and Screening of ECE Programs
Developed by First 5 Alameda County

n

29

Rationale
Coaching Outreach
Administrators of child care coaching initiatives may find that their
ECE community is less familiar with coaching than more traditional
professional development activities such as evening workshops, local
conferences, or college classes. Thoughtful outreach can help your
coaching initiative inform your target population on and interest it in this approach. While providers and directors may have
heard about coaching, many have neither experienced nor observed a formal partnership with a professional coach.
In the absence of this experience, providers and directors will likely have many questions, assumptions, and possibly fears
about participating in a coaching process. In such situations, coaching initiative outreach must first act as an education
campaign about the basic principles and practices of coaching. Due to the intensive nature of the coaching process, it’s
beneficial to ensure, as much as possible, that potential participants are aware of both the unique promise and potential
challenges of engaging with a professional coach.
Screening
Just as important as clearly communicating the potential and limits of coaching, administrators will find that a preliminary
assessment of a potential client’s “readiness”—both interest and resources—will help both parties determine if coaching is
the most strategic match for the client’s needs. Screening processes can help ensure that both your coaching initiative and
potential clients have considered how well your initiative will meet clients’ specific needs.
Some of the key characteristics of client readiness include:
u

	Having a Sincere Commitment to Change
n

u

u

Being Reflective and Introspective
n

Provider is able and willing to engage in honest self-reflection.

n

Provider is willing to engage in collaborative problem-solving processes.

Being Open to Innovation
n

u

u

Both the client and the other decision makers in her/his child care program desire change.

Provider is willing and able to try new practices.

Being Patient and Persistent
n

Provider understands that sometimes there is no “quick fix” and that change may be incremental.

n

Provider is willing to maintain change efforts despite daily distractions of child care.

	Having Baseline Resources
n

Provider has sufficient time and authority to contemplate, plan, and evaluate changes.

n

	Child care program’s structure supports sustenance of change (e.g., staff meetings are held at least monthly).

n

	Child care program staffing is relatively stable and classroom assignments are consistent.

Without these baseline values and attributes in place, substantive change will be difficult and likely unsustainable.
If possible, administrators should use the screening process to determine whether potential clients exhibit readiness for
coaching. Screening could be conducted through phone questionnaires and/or written applications with interested providers.
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“Fit”
Once you have explored the client’s readiness—including individual interests—and characteristics as well as the ECE program
itself, you can determine whether your coaching expertise is an appropriate fit for that program. Depending on the type of
coaching you provide, you may find that the child care program may be better served by first pursuing a strategy different than
what you or your coaching program offer.
As illustrated in the opening scenario, coaches should carefully consider the impact of their coaching in light of the child care
program’s overall situation. This may require nuanced examination of
the various factors at work. Given the multiple needs of many child care
programs, the program will likely find some benefit from your coaching
services. The question, then, is not “Will the program benefit from our
coaching?” but rather, “In terms of the client’s overall ecology, will our
coaching most effectively address the root causes of the program’s
concerns?”
This question can be challenging to answer. It requires honest reflection
about the limits of your coaching program, acknowledging the fact that
mismatched coaching may enable a dysfunctional situation, and facing
the possibility that by recommending that a program access other
resources, you may be sacrificing your client service numbers—often
tracked by funders—for the greater good of the ECE program.
Steps
Outreach
u	Consider how your agency will reach out to the target population:
n

u

Be sure that your outreach methods are varied:
n

	Use multiple languages as needed.

n

	Use verbal and written communication methods.

n

n

u

	If possible, identify existing community groups working with
this population and/or on this issue and explore partnering with
these groups for outreach.

	Utilize meetings and other venues where the ECE providers are
usually found.
	Remember that follow-up is needed after the initial outreach. It is generally most effective to follow up in person or by
phone.

	All outreach materials should include clear communication about the potential and limitations of the coaching process.
Outreach should clearly:
n

Outline the basics of the coaching process.

n

	Detail the role and responsibilities of the coach.

n

	Explain the minimum commitment (in both time and other resources) a client will be expected to provide.
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Screening
u	Implement a screening process - such as a verbal questionnaire or written application - that gauges the prospective
client’s readiness for coaching (sample screening questionnaire and written application in section 6) .
n

n

	An effective screening process should include
u

determination of who is making the request for coaching;

u

the applicant’s goals for the coaching process;

u

the applicants previous experience with coaching or other quality improvement initiatives;

u

the applicant’s understanding of coaching services;

u

the applicant’s ability to commit to the process and supply the basic resources needed; and

u

the applicant’s willingness to make changes to their program and practice.

Prioritize coaching services based on responses from the screening process.

“Fit”
u	Determine the types of program issues that are most effectively addressed by your coaching initiative.
u

	Decide which types of program issues are better addressed by other interventions.

u

	Consider what other quality improvement efforts a client may be engaged in.
n

u

Participation in other quality improvement efforts may impact a client’s work with a coach. If this is the case, consider
placing the interested client on a “wait list” and revisit providing services at a more appropriate time.

	Develop a referral process for ECE programs that are determined to be more likely to make productive change through
other strategies.
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SECTION 5B:
Entry Process—
ECE PROGRAM ORIENTATION
Scenario
Today is Carrie’s first extended conversation with a new client, The Children’s Academy (TCA). TCA, a small, preschool-agefocused child care center, requested coaching on working with children’s challenging behaviors. The site director and all the
ECE staff are present for the meeting.
Carrie starts by explaining the overall coaching initiative, including her role and expectations of both parties. She then reviews
various documents, including the Memorandum of Understanding (MOU) and an in-depth time line, both of which detail the
various activities and processes in which they will engage.
During this time, the ECE staff members ask many questions about the coaching process, and Carrie learns that the staff
worked with a previous coach for the same issue. She also learns that the previous coach’s methods were quite different from
her own, and that the staff felt the previous coach was not helpful. The orientation meeting allows Carrie to clearly explain her
process and clarify any misconceptions.
Purpose
This section describes an effective ECE client orientation process.
This Section
n

Explains the components of a basic ECE client orientation process.

n

Details how written documentation can support entry to the coaching process.

Rationale
The introductory period, or entry process, sets the tone and expectations for the coach’s work with a client. As discussed
in Section 5A, client outreach should have provided a basic description of coaching and its possibilities and limitations.
Similarly, the client screening process should
have winnowed out potential clients who are
not ready or able to commit to the coaching
process. Based on this information, it can
be tempting to just “dive in” to the work.
Experience, however, has shown that carving
out time for an introductory, more in-depth
discussion can make a critical difference in
the development of an effective coaching
relationship.

Entry Process—ECE Program Orientation
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Components
u
Introductory meeting with the coaching initiative’s administrative staff.
Before coaching commences , we recommend a meeting between the staff responsible for administering the coaching
initiative and the client. The goal of the meeting is to ensure that the client understands the coaching initiative’s
commitments and requirements, as well as its overall goal and structure. It is beneficial to have this meeting before
the client meets the coach, as it distinguishes the coaching role from the program compliance and administration role.
This allows for the coach/client relationship to focus as much as possible on the goal of the coaching intervention. To
ensure all parties are literally on the same page, it is important that a written participation agreement (e.g., an MOU)
be shared at the introductory staff meeting with all individuals directly or indirectly participating in the coaching process
(e.g., program director, head/lead, and assistant teachers). A printed schedule with the dates and times of the planned
coaching meetings should also be shared at this meeting. When reviewing the schedule with the client, the coach may
want to reemphasize that change often takes time and effort, and that it is vital that the program staff fully commit to the
process.
u

Introductory meeting with the coach.

	Coaching starts with a meeting between the coach and client. The sole focus of this meeting is for both parties to get to
know each other, clarify their goals and expectations, and honestly share any questions or concerns. This meeting ideally
takes place in person, but can also be conducted over the phone. As with all conversations, it is helpful to follow up with
a written acknowledgment of any decisions made in the conversation.
	It is common for a client to have some level of anxiety or uncertainty about working with a coach. This introductory
meeting, where providers are encouraged to share their past experiences with receiving feedback from or working with a
coach, will hopefully elicit some of the client’s concerns.
	The client might assume that this is an “expert” consultation model where the coach will provide opinions and advice
based on professional expertise. The orientation provides an opportunity to emphasize that the provider will be an active
participant throughout the coaching process, encouraged to reflect on the program and develop strategies to address
identified challenges. We recommend using a questionnaire (referenced in more detail below) during this meeting to
guide both coach and client and to help facilitate this initial conversation. Despite completing the screening process and
having some familiarity with the basic structure of coaching, the client may still have questions about the role of the coach.
Common, and sometimes conflicting, misconceptions about the role of a coach in a coaching initiative include the
following beliefs:
n

	A coach is an “expert” who knows the exact “right way” to do things in every child care setting.

n

	A coach will tell staff what to do and how to do it.

n

	A coach will “fix” problems facing child care programs.

n

	A coach functions as an extension of the child care program director and consequently
u

the coach with share with the director observations and details of conversations with teaching staff;

u

the coach will convey and help enforce the program director’s policy changes and edicts;

u

the coach will have input in child care employee discipline and termination decisions; and

u

the coach will be an arbitrator in inter-staff conflict.

n

	A coach functions as an agent of state licensing or other regulatory agencies.

n

	A coach will determine whether a program is “good quality” or “bad quality.”

n

	Coaching is an “extra” that makes staff feel good, but doesn’t address underlying structural issues.

n

	Coaches have significant academic credentials and theoretical knowledge but little understanding of the daily realities
of child care.

Entry Process—ECE Program Orientation
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Written Documentation
Coaching is an involved process and, especially for clients who are new to the process, can seem a bit overwhelming. As a
coach and client build their relationship, judicious use of written documentation can support both parties by memorializing
the information shared and the agreements made. Given providers’ busy lives, documentation should be short, clear, and
cover the major points.
Steps
Components
u	Set up an initial meeting between the coaching initiative administrator and the client to review overall coaching initiative’s
goals and requirements
u

	Review a written participation agreement, such as an MOU with all individual directly participating in the coaching
process

u

	Review printed schedule and timeline and emphasize importance of adherence to both the MOU and timeline

u

	Arrange for an initial meeting between the coach and client to review goals, expectations and roles

Written Documentation
An ideal orientation packet contains the following:
u

	An MOU template for use with all clients (sample MOU in section 6).

u

	An introductory questionnaire for use by coaches when meeting with clients (sample questionnaire in section 6).

u

	A schedule that spans the entire course of the coaching process, with meeting dates clearly marked (sample schedule in
section 6).

u

	A visual diagram that will give the client a clear overview of the stages of the coaching process including orientation,
assessment, strategy development, etc. (sample visual diagram in section 6).

Entry Process—ECE Program Orientation
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SECTION 5C:
ECE Program Assessment
Scenario
Carrie learns from the director of Sunny Days Preschool that parents have been complaining about how some of the teachers
communicate with them during pick-up time. Carrie thinks it would be helpful if she could observe the teachers “in action.”
She also wonders what the teachers see as their strengths and challenges in this area. She asks the director to set up a time
for her to observe the teachers one afternoon during pick-up. She then discusses this plan with the teachers and asks that
they take notes on their own observations on parent-teacher communication during pick-up. While all the teachers agree,
Carrie senses that some of the teachers are uncomfortable with the idea of being observed.
Once the self- and coach observations are completed, Carrie arranges a time for a facilitated discussion to share their
respective observations. Carrie is careful to emphasize the many strengths she saw and also share the areas where she saw
room for improvement. During the discussion, she notices that the few teachers who share their observations only focus on
their own strengths and often blame the parents for any challenges. She also notes that many teachers remained quiet. Carrie
wonders how she can best support the ECE providers in developing better communication with parents during pick-up.
Purpose
This section describes a basic program needs-assessment process that supports ECE program participation and builds
shared understanding between the coach and program.
This Section
n	Outlines

the assessment process that creates shared understanding of the ECE program’s strengths and challenges.

n

Explains the role of observation as part of the assessment process.

n

Explains the role of facilitated discussion in the ECE program’s prioritization of issues to be addressed.

ECE Program Assessment
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Rationale
Observation and Assessment
The overall goal of observation and assessment is to come to a common understanding of the program and its functions,
to identify strengths and challenges, and to inform the development and implementation of improvement strategies.
Through planned observation, information can be gathered about many ECE issues, including program structure, program
environment and materials, program curriculum, teacher/child/parent relations, and health and safety practices. The scope
of the observation depends on the issue under consideration. For example, if the ECE provider is concerned about a specific
issue—such as how to better conduct an intake process for families—observation will likely be limited to that specific
practice. Larger issues, such as how to better serve diverse families, will require a more global perspective and significantly
more observation.
Observations are often a necessary component of any assessment tool(s) that the overall coaching initiative has decided
to use as part of its coaching practice. Additionally, targeted interviews with coaching clients provide another venue for
information gathering during the assessment process. It is important to speak to all ECE providers who are part of the
coaching process to best understand their unique perspectives and needs.
A thorough needs/resource assessment is an essential tool for gathering more information about a program’s challenges
and resources, and for placing these factors in their unique context prior to attempting change. This process can uncover
unexpected resources and potential pitfalls before time and energy are invested in what may seem, at first glance, to be the
most obvious “solution.” The information gathered in this process will inform the goals and strategies developed in the
subsequent Action Plan.
Provider Self-Observation and Assessment Process
To be true partners in the change process, a client should be fully engaged in the observation and needs assessment process.
However, many ECE providers are unfamiliar with how to engage in self-observation and needs/resource assessments
and structured reflection practices. This process can feel particularly foreign for ECE providers who work in busy settings
with large caseloads and multiple demands, and who are forced to spend much of their day reacting to events rather than
reflecting on and planning them. Because self-observation and needs/resource assessment are fundamental strategies for
gaining information, it is worth the investment of time and resources to build these skills with your client.
Clients who actively participate in their own self-observation and assessment can provide valuable information about what
they perceive as their own strengths and challenges. They can then contribute greatly to the goal setting and action planning
steps, and claim ownership throughout the change process. Mastering these skills increases providers’ internal capacity to
address problems even after your coaching partnership concludes.
Facilitated Discussion
Self-observation and needs/resource assessment, as well as additional information gathered by the coach and provider, are
shared through focused and honest discussion aimed at reaching authentic consensus on needs, resources, and quality
improvement goals. The coach provides structure for this process by facilitating perspective sharing and discussion, ensuring
that the client is actively engaged in the discussion and noting areas of consensus and disagreement.
This facilitated discussion has the potential to provide a rich resource of insights and perspectives on the issues at hand. In
many programs, this discussion may be the first opportunity that longtime colleagues have had to delve into an issue in a
collaborative setting. This process can be powerful for the creation of a shared understanding of the issue and its contributing
factors, all of which foster a sense of teamwork that will be essential in changing practices.
Effective discussion facilitation can be quite challenging even for experienced coaches and facilitators. While honest
discussions can provide the springboard for significant change and program improvement, poorly facilitated discussions can
actually harm staff dynamics and derail improvement efforts. It’s important to be aware that providers may not always feel
comfortable sharing their honest observations for a variety of reasons, including fear of angering or embarrassing a superior
and/or the desire to protect colleagues’ feelings. It is essential that coaches are fully trained in discussion facilitation and
provide ongoing support in implementing this technique. Optimal training includes opportunities to try out facilitation in safe
settings and opportunities to observe effective facilitators.

ECE Program Assessment
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Steps
Observation/Assessment
u
Both coach and provider (for self-observation) should determine
when and where observation will occur, who will participate, and
what practices will be observed. Ensure that everyone has a clear
understanding of both the content and purpose of the observations
(including parents).
n

Ensure that your observation will allow you to gain the necessary information needed to complete any assessment.

u

n

u

	Anticipate that some ECE providers may feel reluctant about the observation. Plan for time to clearly explain
the observation process, answer any questions, and establish some ground rules (e.g., whether notes from the
observation will be shared with anyone, etc).

If needed, provide training to ECE providers on observation techniques and the assessment tool being used. If a tool
is being used to guide the providers’ observation, ensure that the tool is accessible for the provider (e.g., language and
literacy level are a match)

	Arrive at the program at least 15 minutes prior to the scheduled time to acclimate yourself before beginning the
observation.
n

For provider self-observation, videotaping techniques may be used and can then be viewed by the provider at a later
time. Additionally, providers can observe general program practices within their classrooms. If this is the case, release
time should be granted to complete the self-observation.

u

During the observation, both coach and provider should take notes, using a standardized documentation form (sample
observation form in section 6) appropriate for the context in which an interaction takes place and the language used. This
documentation will enrich your discussions with the provider and allow you to accurately complete any assessment.

u

Upon conclusion of the observation, you may have questions about phenomena you were not able to observe. An
additional 45 minutes to one hour should be allowed immediately following the observation for asking these questions.

u

Before leaving the program, confirm a date for a facilitated discussion on the observation and assessment and remind the
provider to complete and be prepared to discuss any observations and elf-assessment conducted.

u

Use your observations (along with other information gained via interviews) to complete any required assessment tools.

u

If possible, request that providers share their self-observations and assessments so that you can use that information to
better prepare for your discussion.

Facilitated Discussion
The coach’s role is to facilitate a discussion to identify the program’s strengths and challenges.
u

Using a collaborative process to ensure everyone’s agreement, set some guidelines prior to the discussion.

u

Place the focus on discussing specific and concrete observations and then, if your coaching initiative allows, share scores
from assessment tools.
n

u

It is important to not get bogged down in the particulars of the scoring process, but to emphasize the content and
rationale behind the indicators and/or items gleaned from assessment tools.

n

Be sure to focus on the positive aspects or strengths within a particular indicator before addressing the challenges.

n

Use a flip chart to document strengths, challenges, and any strategies or resources mentioned to address challenges.

Use open-ended questions to encourage reflection and to summarize themes or agreements for the group.
n

Pay attention to how providers use key words and concepts. Does everyone have a shared understanding of these
words and concepts?
ECE Program Assessment
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n

n

u

u

unequal participation amongst group members;

u

non-verbal communication;

u

heated/intense disagreements; and

u

lack of participation/”buy-in” from members.

	The challenges identified through this discussion will inform the development of the Action Plan.

	Share your observation of any conceptual conflicts that emerge throughout the discussion.
n

n

u

	Note any group dynamics that might inform your facilitated discussions moving forward. Dynamics that might occur
include

While listing challenges, begin to think about overall themes or potential goals.
n

u

	Observe the group dynamics. If some participants are more vocal than others, encourage equal participation among
the group.

It is highly unlikely that everyone will agree with each other on every issue, but clients may be reluctant to acknowledge
this. If conflicts are not addressed, genuine consensus might not be reached, which could inhibit the improvement
process. In other words, if staff does not agree with a challenge that has been identified, they may be less likely to
follow through with a plan to address it.
When disagreement occurs and remains despite discussion, you may want to note all the divergent points of view and
revisit them when developing the Action Plan.

Keep the discussion on track. Periodically sum up the discussion points raised so far.
n

n

It is important not to spend time identifying a way to solve a
particular challenge. (Monitor your own urge to “jump in” and
provide a solution.) When the discussion leads to identifying
strategies, explain that strategies will be explored and identified at
the Action Plan meeting. Write down the suggested strategies to
revisit when creating the Action Plan.
	Ask providers to identify four to five goals that they would like to
have in their Action Plan.

ECE Program Assessment
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SECTION 5D:
Action Plan Development
Scenario
Carrie has been working with several ECE programs on early literacy for the past several months. Each program has differing
strengths and challenges in this area. During the facilitated discussion, Carrie and the providers from each program come up
with some mutually agreed upon strategies to achieve their goals. However, no one documents these agreements, identifies
responsible parties, or assigns target dates for reaching their stated goals. At subsequent visits, Carrie feels frustrated when
she does not see any progress on the goals. She senses that the providers are also frustrated because they have been engaged
in a coaching process for several months and are not seeing any changes, and at one site she overhears teachers expressing
that sentiment explicitly. Carrie discusses these setbacks with her supervisor who suggests consulting with another coaching
initiative. During this consultation, they learn about a tool called an Action Plan.
Purpose
This section describes the role of the Action Plan and details the basic components of an effective plan.
This Section
n

Familiarizes the reader with the process of writing an Action Plan with specific components included.

n

Explains the role of the Action Plan in guiding the coaching process.

n

Details the role of the Action Plan in documenting progress and next steps.

Rationale
The goals developed through facilitated discussion form the foundation for the adaptive Action Plan, which guides the coach
and provider’s work together. During this stage, the overall program improvement goals are finalized and strategies to attain
these goals are identified. The provider determines who will be responsible for implementing the strategies and their time
line for completion. In order for the Action Plan to be an effective tool for quality improvement, it is crucial to include all the
individuals who may be involved in implementing the plan in its development, and that those individuals agree upon the
identified goals and strategies.
Development of the Action Plan is a collaborative process. Together, coach and client will identify goals and strategies
to address challenges. Goals should be broad, while strategies will be more specific. The Action Plan should be a living
document, as strategies and dates may change throughout implementation. Strategies should be feasible, attainable, and
prioritized based on urgency and/or ability to implement the change. You may want to consider prioritizing some items that
can be accomplished quickly. This can reinforce a client’s feelings of efficacy, providing inspiration for work on longer-term
strategies.
The Action Plan is a place to chart progress made towards documented goals. While certain elements of the Action Plan may
change over time, both the coach and client should use it to document all changes, identify ongoing obstacles, and gauge
success based on the accomplishment of goals. Funders may ask that a certain percentage of goals be met on the Action Plan
as a uniform way of documenting successful coaching.

ACTION PLAN DEVELOPMENT
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Steps
Creating the Action Plan
u
Review the standardized observation form (referenced in section 5C; sample observation form in section 6) and print one
copy for each participant.
u

Review the four to five possible goals identified at the Facilitated Discussion Meeting before the Action Plan Meeting.

u

Make note of any strategies discussed during the Facilitated Discussion Meetings.

u

Remind providers that developing the Action Plan is a collaborative process; together, you will all identify goals and
strategies to address challenges.

u

Remind providers that the Action Plan is a living/fluid document and can be revisited as needed.

u

When a disagreement occurs between the coach and provider, the coach will document the issue in the Additional Notes
section of the Action Plan form.

Components
The Action Plan (sample Action Plan in section 6)
should have the following basic components:
u

Goals

u

Strategy

u

Responsible Party

u

Potential Obstacles

u

Notes

u

Target Date

u

Status

u

Goal
n

n

u

State the goal area, such as “Health and Safety” or
“Language and Reasoning.”
Each goal should be broad, saving the specifics for the correlated strategy.
(sample goals list in section 6.)

Strategy
n

Explain what strategy will be implemented to address the particular goal.

n

Each strategy should be SMART;
u

Specific—It should describe how the task will be accomplished and by whom.

u

Measurable—It should include concrete criteria for measuring progress.

u

Attainable—It should be realistic.

u

Relevant—It should be representative of the overarching program objectives (or representative of the
broad goal).

u

Timely—It should be within the Quality Counts program time frame. (See “Target Date” below.)

ACTION PLAN DEVELOPMENT
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Examples of Types of Strategies to Include

u

u

Hands-on activities—demonstration of particular learning activities is helpful when the goal is for the client to
learn how to replicate an activity first hand.

u

Observation of practices and feedback—observation and feedback can be used in a variety of ways, but are
especially useful when the goal is improving teaching practices like interactions with children or leading a circle
time.

u

Group training—training is best used when everyone needs to receive the same information, such as learning
appropriate health and safety practices. Ideally, follow-up coaching would take place after a group training to
ensure the content is understood and applied within the classroom.

u

Written and video materials—various types of materials might be shared with clients so that they can use them
as references when the coaching is complete, or as ways to help reinforce their learning. For example, photos
might be helpful to show a classroom environment setup, whereas videos might be useful when learning how to
implement a particular curriculum.

u

Referral to other resources—sometimes there is a need for further support for a child care program beyond
what the coach might provide, so referrals to trainings in the community, higher education opportunities, and
grant opportunities are often necessary.

Identify who will hold primary responsibility to ensure the strategy is implemented and tracked.

Potential Obstacles
n

u

Discussion—facilitated discussion is useful for issues that may have many approaches and/or ways you might
address them, such as discipline or ways to support children’s social emotional development.

Responsible Party
n

u

u

Identify any potential obstacles that may arise when implementing a strategy.

Target Date
n

n

Identify a date by which you expect to complete a particular strategy.
Ensure you are setting dates within the program time frame If a target date needs to be changed to allow for more
time to complete the strategy, please document the reason for
the change in the “obstacle” column.

u

Status

u

Track your progress on completing a particular strategy.

SECTION 5D

n

Developed by First 5 Alameda County

42

Guiding the Process
u Bring the most recent version of the Action Plan with you to each coaching session.
u

u

Start each session with a brief review of the Action Plan to determine
n

goals that have been achieved;

n

goals that are still relevant and in progress;

n

goals and/or strategies that should be altered or deleted;

n

goals and/or strategies that need to be added; and

n

whether any other information (target dates, responsible party, etc) need to be changed.

Based on the above step, make any needed changes and use the updated version to guide your coaching session. For
example, if a new goal or strategy was identified, the coaching session can focus on the necessary steps to achieve the
new goal.

Documenting Progress
Use the Action Plan as a way to document progress towards goals.
u

Note any changes made during the coaching session. (See above for possible changes that should be documented.)

u

If there is little progress towards a goal, document challenges and adjust target dates as needed.

u

At the end of coaching services, note the percentage of completed goals.

u

If some goals were not accomplished, note any obstacles towards goal completion.

u

Be clear on who ultimately holds responsibility for progress on the Action Plan.

u

Determine what consequences, if any, are in effect if the ECE program does not make the desired progress towards its
Action Plan.
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SECTION 5E:
Supporting Implementation
of the Action Plan
Scenario
Abby has been working with Tiffany’s Family Child Care (FCC) for several weeks and she and Tiffany developed an Action Plan
to support Tiffany with her business practices. Tiffany was unable to rely on a set monthly income because she allowed her
families to pay as they could, but with Abby’s support, she developed a set of written policies around tuition and payment.
During the implementation process, Abby learned that Tiffany’s enrollment fluctuated widely each month as well, a fact that
contributed significantly to Tiffany’s financial challenges. Abby suggested revisiting the Action Plan and adding a strategy
around maintaining enrollment.
Purpose
This section details the role of the coach and the ECE program throughout the implementation of the ECE program’s
Action Plan.
This Section
n

Discusses the coach’s responsibility for:
u

assisting with implementing the strategies outlined in the Action Plan;

u

evaluating progress against the Action Plan; and

u

communicating when changes are needed.

Rationale
Implementation is when the work outlined in the Action Plan begins. The coach is responsible for assisting with outlined
strategies and tracking and communicating progress throughout implementation. The coach should also facilitate an ongoing
assessment of the relevance and feasibility of the goals and strategies identified in the Action Plan.
The coach and client should periodically “check in” with the Action Plan
to see how the changes made match up with the previously planned
activities and time line. It is not uncommon for some implementation
activities to go more quickly than expected, while others take much
longer as new issues are uncovered or unexpected incidents temporarily
stall the coaching process.
While these ebbs and flows of activity are to be expected, coaches
and their administrators should be watchful for signs that a client’s
progress on the Action Plan has slowed or stopped, and be sure to
document progress carefully. If the current status of intended strategies
lags significantly behind the Action Plan, the coach is responsible for
raising this issue for discussion with the client. Similarly, administrators
should periodically review each coach’s Action Plan and the progress
each coach’s sites have (or haven’t) made relative to the plan. When
documenting this progress toward the goals in the Action Plan, it is
helpful to be specific, noting new skills gained, insights, or lessons
learned as part of the change process.
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Through the process of documenting and communicating progress, the coach and client might determine that the goals and
strategies identified in the Action Plan are not relevant and/or feasible. As implementation typically takes place over a long
period of time, it is highly probable that changing circumstances may have an effect on the identified goals, such as a change
in staff or clientele served or a decrease in funding.
Steps
u

	Note any changes made during the coaching session such as, “Play structure was purchased with external funding and is
no longer an area of coaching focus.”

u

	If there is little progress towards a goal, document challenges and adjust target dates as needed.

u

	At the end of coaching services, note the percentage of completed goals.

u

	If some goals were not accomplished, note any obstacles towards goal completion.

u

	Revisit goals and strategies to determine if any changes or additions need to be made.

u

Be clear on who ultimately holds responsibility for progress on the Action Plan.

u

Determine what consequences, if any, are in effect if the ECE program does not make the desired progress towards its
Action Plan.
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SECTION 5F:
Conclusion of
Coaching Services
Scenario
Carrie has spent the last eight months providing coaching to a Montessori program to support it in incorporating universal
developmental screening into its practices. She has two months left before the coaching term is over. In a recent meeting with
her supervisor, she explains that she and the program have accomplished about 50 percent of the goals on the Action Plan
and worries that the site will be unable to complete more in the remaining two months. Carrie and her supervisor discuss
approaching the site director to develop a plan for the conclusion of Carrie’s coaching services, including follow up support
from Carrie as well as links to community resources. They also discuss distributing a survey to all the ECE providers who
participated in order to obtain feedback on the coaching. Finally, Carrie decides to acknowledge the site by hosting a small
gathering and providing some light refreshments.
Purpose
This section describes how to employ site and process evaluations not only as the final step in the coach/client partnership
but also as a foundation for continued improvement.
This Section
n

Discusses the importance of using an assessment tool that measures progress toward previously determined outcomes.

n

Discusses the importance of creating a plan for ongoing support for programs after the conclusion of the coaching
process.

n

Explains the value of receiving feedback and celebrating success when closing the coaching relationship.

Rationale
Measuring Progress
Once the Action Plan is completed or the coaching period has concluded (whichever comes first), a final reevaluation can
capture the improvements that have been made and any work that remains.
In most situations, it is helpful to use the same assessment method employed at the beginning of the coaching process.
So, if you and your clients initially used a standardized assessment tool, the post-services evaluation should use the same tool
to facilitate comparisons.
As at the beginning of the process, it is preferable that both the coach and client conduct a post-intervention assessment,
then compare notes. Once this information is collected and analyzed, update the Action Plan citing what has been completed
and what remains. Hopefully the Action Plan will serve as an ongoing, adaptive document for the child care program, so it is
entirely appropriate to add new items to the plan even if coaching is concluding. Strategies for these new items can include
referrals to other community resources and supports.
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Ongoing Support
Many sites benefit from periodic check-ins after intensive coaching has concluded. These check-ins can be as simple as a
brief phone call to ensure that changes are being sustained and that simple questions can be addressed. If issues have arisen
it is beyond the child care program’s current capacity to address, the coach may be able to refer the program to additional
training, written resources, or peers who may be able to serve as resources.
Closing
This stage is also an opportunity to receive in-depth feedback on your client’s feelings about the coaching process, what
worked, and what was challenging. By proactively asking for this feedback and receiving responses in a manner that is open
and not anxious, coaches not only gain valuable information but also continue to model the reflective process.
Be aware that some clients are concerned about being “disrespectful” to a coach who has worked closely with them over the
course of weeks or months. This concern can prevent some clients from sharing their full opinions of both the positive and
negative experiences. In this case, collecting feedback through a third party can be particularly helpful, as clients sometimes
feel more comfortable sharing the full range of their thoughts with a neutral party.
Make sure to acknowledge the hard work and effort that both the client and the coach invested in this change process.
As we’ve discussed, successful coaching requires the full commitment of both the client and the coach to engage in a
time-intensive and sometimes emotionally honest process. It is important to acknowledge and honor the dedication this
process requires. Even if work remains, call out the milestones reached and encourage your clients to celebrate these
accomplishments. Such celebration can provide not only ECE coaching clients with a renewed impetus for change, but also
serves as an important message for the broader ECE community on the value of personal investment in quality improvement.
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Steps
Measuring Progress
Once elements of the original Action Plan have been completed or the client is close to the maximum number of hours
allotted for coaching, talk with the client about the wrap-up process. Include in this process:
u

Coach-led client self-assessment using the same assessment tool as in step 5C.

u

Coach and client discussion of the differences, if any, that appear between the pre- and post-coaching assessments.

u

Documentation of the strategies that were employed and the changes, if any, that resulted.

u

Documentation of work that remains from Action Plan.

u

Documentation of additional strategies that the client may continue to work on after the coaching’s conclusion.

u

A process for gathering the client’s honest feedback on what worked, what was challenging, and his experience going
through the coaching process (what was interesting, what was rewarding, what was frustrating, etc.).

Ongoing Support
u
Provide targeted referrals to other supports (college classes, Resource and Referral Agency (R&R) services, specialized
trainings, etc.) that can assist the client with continuing quality improvement.
u

Provide written or other supports that help the client move into self-coaching (e.g., reflective questionnaire that helps a
client reflect on which parts of the coaching process she wants to incorporate into her future change efforts)

u

If possible, have a representative of the coaching initiative (ideally the same coach who provided services) check in with
former the coaching client three to six months after the conclusion of services.

Closing
u
Acknowledge the hard work and effort put forth by the client. Consider offering a “certificate of completion” or other small
token as an appreciation for their efforts.
u

Provide time to reflect together on all that was accomplished and any remaining activities.
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