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➔ Background
➔ Tiered Coaching 
➔ Coaching profiles
➔ Pilot results 
➔ Implications and future directions

Background



Professional Development and Coaching 

Essential component of high quality early childhood 
education systems1 and an active implementation driver2 
of evidence based practices 

Effective early childhood PD must be designed to address 
the unique contexts of professionals across the early 
childhood sector

What is Tiered Coaching?

The TCM was developed to account for 
individual teacher differences, preferences, and 
classroom practices in the coaching process. 

The TCM uses a person-centered approach to 
match teachers with an appropriate and 
efficient level of practice-based coaching 
support. 

Why Tiered Coaching?

Evidence of differential effects based 
on teachers’ engagement with and 
participation in coaching 3,4,5

Personal characteristics and 
psychological factors influence 
engagement and uptake of practices 
6,7

Why Tiered Coaching?

Individual “expert” coaching, small group coaching, 
and self-coaching are effective strategies. 

Relatively little guidance about how to choose 
specific coaching approaches

No research to date has attempted to bring these 
coaching approaches together in a systematic 
package.
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1. Create a data-driven decision model related 
to PD and teacher coaching profiles

2. Develop a tiered coaching model that 
matches teachers to different types of 
coaching

3. Evaluate the efficacy of the tiered model 

This  project is funded by Institute of Education Sciences (R324A170019).
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YEAR 3...
● Pilot fully developed 

tiered coaching model

YEAR 2

● Develop and field test a 
tiered coaching model 
based on coaching 
profiles

YEAR 1

● Develop coaching 
profiles based on 
observational and survey 
data

Pyramid Model:

Evidence based 
framework for supporting 
children’s social-emotional 
development and address 
challenging behavior8,9

Year 1: Creating 
Coaching Profiles



Latent Profile 
Analysis: Method 

● 97 preschool teachers 

● Teacher survey:
○ Demographics
○ PD experiences and satisfaction
○ Job stress and satisfaction
○ Work engagement and 

commitment
○ Disciplinary efficacy 

● Teaching Pyramid Observation Tool 
(TPOT)

Latent Profile Analysis: 
Implications
● Person-centered approach to analysis 

that expands beyond traditional 
variable-centered approaches

● 4-class model provides meaningful and 
distinguishable groups with clear 
implications for designing and 
delivering PD. 

● Used to develop a decision making 
system to match teachers to types of 
coaching 



Universal 
Coaching 
● Newsletters 

2x/month

● Tips and 
information about 
applying Pyramid 
Practices

● Links to relevant 
resources, visuals, 
handouts  

Guided Self-Coaching

● Goal setting and action 
planning via email at 
beginning of study

● Monthly check-in

● Option to request 
resources or to problem 
solve via email or Zoom 
with coach 



Small Group Coaching

● 3-5 teachers; in person or via Zoom 
video conferencing 2x/month 

● Followed NCQTL TLC group coaching 
format:
○ Reflection
○ New content and demonstration 

(video, role play, etc.)
○ Learning activity
○ Action planning 

Individualized Coaching 

● In-vivo coaching 1x/week

● Followed standard practice based 
coaching cycle:

○ Observation and live coaching 
○ Debrief meeting within 24 hrs of 

observation
○ Follow up email summarizing 

feedback, directing to relevant 
resources, planning 

Years 2 & 3: 
Testing TCM in the 
field



Field Tests: Measures and General Procedures 

● Measurement Tools:
○ Teaching Pyramid Observation Tool (TPOT; Fox et al., 2014)
○ Teacher coaching profile survey 

● General Coaching and Gating Procedures
1. Baseline observations and surveys completed
2. Pyramid workshop 
3. Coaching match (TPOT, Survey, Preference) 
4. Coaching phase 1 
5. Midpoint observation and check in with teachers, change in coaching 

match as needed
6. Coaching phase 2*

Field Tests: Research Procedures 

Year 2: Pre-post design
● Workshop training and tiered 

coaching for all participants
● 10 weeks of coaching followed 

by mid-point observation and 
gating procedures 

● 10 additional weeks of 
coaching followed by post-test 
observations

● In person focus groups 

Year 3: Planned RCT 
● Workshop training for all 

participants, then randomized
● Intervention group: 7 weeks of 

coaching followed by an 
abbreviated mid-point 
observation

● Gating procedures completed 
but second phase of coaching 
not implemented (Covid-19 
closures)

● Social validity survey 

Field Tests: Sample

Year 2:
● 16 lead preschool teachers
● Teachers initially assigned to 

Tiers 1-3:
○ Tier 1: 7 teachers
○ Tier 2: 6 teachers (two 

groups)
○ Tier 3: 3 teachers

Year 3:
● 16 lead preschool teachers (7 

assigned to intervention)
● Teachers initially assigned to 

Tiers 1-3:
○ Tier 1:  1 teachers
○ Tier 2:  4 teachers 
○ Tier 3:  2 teachers

Results Year 2:  

Initial 
Placement N

Avg. 
Change

Tier 1 7 2.50

Tier 2 6 5.69

Tier 3 3 3.45



Results Year 2:

N
Average 
Change

Movers 6 6.21

Non-movers 10 2.43

Year 2: Focus Groups Results

● Participants found coaching to be positive, supportive, and 
responsive to individual needs

● Teachers felt that the coaching:
○ Expanded their “toolbox”
○ Provided alternative ways to think about a solution
○ Provided an opportunity to reflect and receive feedback

● Mixed reports on active engagement with self-coaching and 
newsletters 

Changes from Year 2 to Year 3

● Streamlined survey 
● Option to complete workshop through self-paced online modules
● Strategies to increase engagement in Tier 1:

○ Implementation materials (ex: books, puppets, visuals) 
distributed with newsletters

○ Added action planning prompts and planning organizers to the 
newsletters

○ Offered opportunity to request 30 min brainstorm meeting with 
coach 1x month

Results Year 3:  

Initial 
Placement N

Avg. 
Change

Tier 1 1 12.12

Tier 2 4 9.33

Tier 3 2 12.44



Year 3: Social Validity Survey

● Rated PD and coaching materials as highly accessible and usable 

● On average rated the likelihood of signing up to participate in a 
similar coaching program in the future as a “4” (scale of 1-5; not 
at all likely to very likely)

● Potential need for additional tailoring of content in small 
groups--some teachers indicated the concepts were not new to 
them

Implications

● First study to examine processes in which data and teacher input 
could be used to match teachers to coaching supports 

● Coaching profiles and TCM model provide a promising decision 
making framework for distributing and adapting coaching 
supports in response to teacher needs and preferences 

Future Directions
● Further evaluation of the application of the TCM 

model with a larger sample

● Strategies to promote more active engagement in 
self-coaching

● Individualization at Tier 2 

● Effects on child outcomes

● Cost analysis of coaching resources in a tiered vs. 
undifferentiated models of coaching

Questions?

For more information contact:

Angel Fettig 
afettig@uw.edu

Kathleen Meeker
kameeker@uw.edu 

Jennifer Cunningham
jec1@uw.edu 
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