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PURPOSE & AUDIENCE

This manual provides a step-by-step playbook for early childhood organizations to 

replicate case-based telementoring and virtual professional development (PD) 

sessions using the Project ECHO® model. The manual will be useful for early 

childhood organizations, administrators, and agencies supporting  child care 

professionals working directly with children, as well as those supporting children’s 

families and care givers (Head Start, center and home-based child care providers, 

PreK teachers and coaches, early intervention (EI) providers, child protection 

services social workers, public health professionals, home-visiting providers and 

coaches, early childhood coaches, families with young children, and others 

-tested practices from Mississippi’s Early 

Childhood ECHO (EC ECHO) program and includes templates that programs can 

adapt to their own context.



5 

WHY ECHO FOR EARLY CHILDHOOD? 
THE MISSISSIPPI STORY

Mississippi’s largely rural geography and dispersed early childhood workforce 

make access to high-quality professional development challenging. EC ECHO 

connected isolated providers with a specialist hub through recurring, case-based 

virtual sessions that emphasized a safe and comfortable space to share 

anonymous child cases and receive guidance from peers and early childhood 

experts applicable to participants’ local contexts. A key driver of EC ECHO’s 

success was our intentional focus on tailoring every aspect of the program to the 

needs, realities, and priorities of our participants and participating agencies. This 

commitment to adapt (and not prescribe) helped the reach and appeal of the 

model to partners across the state. Over two years, the program evolved into 

and a broad rural reach. 

WHAT IS PROJECT ECHO®? CORE PRINCIPLES
Project ECHO® is a hub-and-spoke 

telementoring model that connects a specialist 

(“hub”) with community-based practitioners 

(“spokes”) through recurring, virtual interactive 

sessions. Sessions feature short didactics, 

anonymized child case presentations, and 

recommendations from peer participants and 

an interdisciplinary panel of subject-matter 

experts (Figure 1). 

The ethos is “All Teach, All Learn” where 

specialists and participants learn together as 

knowledge is tested and adapted locally 

according to the following principles:

across wide geographies.

Share evidence-based best practices to

reduce disparities.

Apply case-based learning to master
complexity in real contexts.
Monitor outcomes and continuously improve
through feedback.

Figure 1. ECHO Example adapted by SSRC
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PARTNERSHIP & AGREEMENTS 
 

 
Note: Graphic created by SSRC using Canva. Steps credited to ECHO® and how to become a partner: 
https://iecho.org/become-a-partner/   
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GOVERNANCE & ROLES  
(HUB TEAM, SPECIALISTS, FACILITATORS) 

  team members’ responsibilities clearly 
and document them in role descriptions and agreements (Table 1). 
 

Table 1. EC ECHO Roles and Responsibilities (note that some roles can be combined) 

 
Role Primary Responsibilities FTE / Time 

ECHO Lead/Program 
Director/PI 

Program vision; relationships; 
quality oversight; budget 
stewardship 

0.1–0.3 FTE 

Program 
Manager/Coordinator 

Scheduling; iECHO setup; 

data collection 

0.1–2.0 FTE 

Lead 
Facilitator/Moderator comfortable and safe virtual session 

space; “all teach, all learn;” case 
presentation on behalf of submitter 

0.3–0.5 FTE 

Support 
Facilitator/Session 
Coordinator 

Zoom launches; recordings; tech 
troubleshooting; access 
accommodations; note taking for 
each session 

0.3–0.5 FTE 

Program Logistics 
Specialist contracts; specialist fees; 

participant incentives 

0.05–1.0 FTE 

Specialist Panel / 
Subject Matter Experts 

Interdisciplinary recommendations; 
mini didactics; resources; follow-
ups 

Per session 

Communications 
Specialist 

Newsletters; marketing and 
advertising strategies; infographics 
and social media posts 

0.05–1.0 FTE 

Evaluation Lead Survey design; analytics; reporting; 
improvement cycles 

0.1–0.3 FTE 
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PROGRAM DESIGN 

Design the ECHO session length around the needs and time availability of distinct 

professional roles (e.g., early childhood 

classroom teachers and assistants, social 

workers, Early Intervention providers, family 

service coordinators). 

thematic series (6–8 sessions) with a 

consistent agenda for a typical 60-minute 

session as follows (Figure 2). Additionally, a

Cohort Planning guide can provide the 

framework for launching each Cohort. It can be

broken down into Pre-Cohort Tasks, tasks that 

occur during the cohort in-session period, and 

Post-Cohort Tasks. Each cohort segment can 

be

can be assigned to each task. 

eds and time availability of distinct
Figure 2. ECHO Session Structure

Figure 3. Case Presentation Flow

Note: Graphic created by SSRC using Canva.

Introductions and Check-in (5 min)

Mini Professional Development 
Didactic (10-15 min)

Participant Shares Case - Facilitator 
May Present Case to Reduce Anxiety 

(10-15 min)

Clarifying Questions, Feedback, and 
Recommendations on Case (20 min)

Resources, Next Steps, Session 
Evaluation, Reminders, and Wrap-up 

(5 min)

present each submitted case to 

alleviate any anxiety on behalf of the 

participant submitter and protect 

or story about the referenced, 

anonymous child, previous support 

strategies used, strengths of the child, 

and key questions (Figure 3).
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OPERATIONAL PLAN 

CONFIDENTIALITY & 
ETHICS (HIPAA/FERPA) 

TECHNOLOGY SETUP & 
ACCESS SUPPORTS 

(IECHO + SCHEDULING 
APP + ZOOM) 

RECRUITMENT, CEUS, 
AND AGENCY 
ENGAGEMENT 

 Educational institutions: submit IRB 
protocol as applicable. 

 Non-educational entities: Adopt a 
written confidentiality policy; 
de-identify all cases before 
sessions. 

 
identifiers to guide de-identification. 
1 Align with FERPA where education 
records are involved. 

 Avoid recording open case 
discussions unless your policy 
permits and participants are 
notified; store recordings securely. 

 Begin each session with a verbal 
confidentiality reminder; maintain a 
secure repository for case forms 
and notes. 

 
send automated reminders, track 
attendance, and issue participation 

. 
 Create your iECHO program; add 

sessions and participant roster; 
enable email reminders (30/60 min 
pre-session). 

 Organize and manage specialists’ 
sessions and topics via a 
scheduling app. 
o The scheduling app allows the 

creation of a dedicated calendar 
for all program sessions. 

o After sessions are entered, the 
app generates individualized 
schedules for each specialist. 

o Specialists can log in to view their 
full cohort schedule, including 
upcoming sessions, assigned 
roles, and presentation topics. 

o The app tracks detailed data on 
each specialist’s presentations, 
including focus areas and 
audience type. 

o Reporting tools allow queries on 
specialist participation, topics by 
participant group, partner agency 
involvement, and audience 
demographics. 

 Deliver sessions via Zoom with low-
bandwidth settings and provide 
access supports for rural 
participants. 
o Zoom settings: waiting room as 

needed; test audio/video; enable 
live captions if available; share 
links to dial-in options. 

o -
session tech checks; allow group 
viewing from shared devices; 
provide phone audio fallback. 

o Encourage chat-based 
participation; capture names in 
chat as a backup attendance log. 

 
links, case notes and suggested 
child support strategies, and create 

 

 Recruit through agency liaisons, 
existing networks, and interest 
surveys. Maintain role-  

 
sustain engagement. 

 -

continuing education) to approve 
sessions (agenda, instructor bios, 
objectives, evaluation plan). 

 

per provider requirements. 
 Publish a calendar and topics; tailor 

marketing to each agency's culture. 
 

 
1 Guidance Regarding Methods for De-identification of Protected Health Information in 
Accordance with the Health Insurance Portability and Accountability Act (HIPAA) Privacy Rule. https://www.hhs.gov/hipaa/for-
professionals/special-topics/de-identification/index.html 
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EVALUATION FRAMEWORK & METRICS 

 Measure immediate learning, competency, applicability, and longer-term practice 

to guide improvement (Table 2). 

  
Table 2. Evaluation Metrics 

Dimension Examples Data Source Cadence 
Learning & 
Competence 

Pre/post knowledge 
(Likert scales); 
competencies 

Surveys Each session 

Engagement & 
Reach 

Attendance; rural 
participation; role 
mix; retention 

iECHO reports Monthly/Quarterly 

Practice 
Change 

Strategy adoption; 
classroom/ family 
communication 
changes / classroom 
observations 

Quarterly 
interviews/focus 
groups; pre-post tests 

Quarterly / 
Annually 

Satisfaction & 
Equity 

Perceived relevance; 
session comfort 
levels; “all teach, all 
learn” participation 

Post-session survey 
items 

Each session 

Cost & 
Sustainability 

Cost per participant 
vs. in-person PD; 
funding 

 

Budget analysis Annually 
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BUDGET & SUSTAINABILITY 

  

- -person PD 

where travel and venue costs are included (Table 3). 

 Table 3. Sustainability Plan 

Category Line Items Notes 
Personnel Lead, Coordinator, Facilitator, 

Evaluation, Other Roles 
Consider shared roles 
across agencies 

Specialists Honoraria per session; resource 
development with expectations 

Technology Zoom iECHO (free partner 
access); storage 

Leverage institutional 
licenses 

CEUs Provider application; per-
 

Plan timelines (15–30 days 
prior) 

Evaluation Survey tools; transcription; 
analysis 

Program surveys with iECHO 
or Qualtrics  

Marketing/ 
Recruitment 

Flyers; emails; outreach 
meetings 

Agency-  
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TWELVE-WEEK LAUNCH PLAN (EXAMPLE)

Note: Graphic created by SSRC using Canva.

PUTTING IT ALL TOGETHER

This manual pairs a practical start-up playbook with narrative and visuals so 

agency leaders, specialists, and practitioners can see both the “how” and the 

“why.” Interested parties may use the program design, 12-week launch plan, 

templates, and the evaluation framework to move from interest to 

implementation, adapting to and sustaining early childhood communities across 

your state system.
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APPENDICES: TEMPLATES, FORMS, & REFERENCES

A. Recruitment Flyer
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B. Proposed Contents of Case Submission Form

Note: Graphic created with Google Gemini, Nano Banana
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C. Recruitment Email Template 

 
Note: Graphic created by SSRC using Canva. 
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D. Scheduling App for Specialists (a sample of screenshots)
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Note: Scheduling app developed by SSRC.

E. Cohort Planning Guide (sample)

TASK NOTES MINUTES TASK NOTES MINUTES TASK NOTES MINUTES

Acquire the case (Constantly recruit cases in 
advance of sessions (goal is to have the case to 
specialist to one week in advance)

Checking Qualtrics daily, corresponding with 
agency contact, direclty reaching out to 
participants

Does the case need an additional/content specific 
specialist?  Recruit one 30 minutes  - when needed *occassionally Set up clean Observation 

Tool for session recording
Confirm presentation date with presenting 
specialist/get their slides Email correspondence 30 minutes

Look for resources from lead 
facilitator 

Confirm case date with presenter 20 minutes
Send case to specialists 15 minutes
Send case to participants 5 minutes
Put Case in iECHO 5 minutes

Prepare PowerPoint 
Add specialist's slides 
Write case scenario slide
Update title slide/announcements on final slide

Collect specialist resources from email N/A
Prepare Zoom polls 15 minutes

Assign co-host
Take attendance in 
participant attendance in 
Excel 

SharePoint > Docs > ECHO 
Sessions > (whatever the new 
folder is called) > (new 
attendance spreadsheet)

Fil l out Observation Tool 1 hour/session

Take attendance Watch waiting room 

Save chat
Watch chat/email for IT 
requests 

Watch waiting room Take notes

Take notes 
Add post session survey link to 
chat 

All post session survey link to chat Record the session 
Post resources in the chat Save chat and resources
Immediate post-session debrief

Verify attandance (cross check with iECHO and 
chat)

20 minutes

Save Completed 
Observation Tool to 
Sharepoint Folder 

Put specialist attandance in their separate chart

SharePoint > Docs > ECHO Sessions > (whatever the 
new folder is called) > (new specailist attendance 
chart)
Maybe we can make this a separate sheet in the 
new attendance spreadsheet

5 minutes

Edit notes

Type handwritten notes (if 
needed), fix formatting, 
include link to presentation, 
resource links, announceme 
ts 60 minutes

Analyze Immediate Post 
Session Feedback Surveys

This is done 2 days after the 
Session was completed

Finish notes Edit v ideo recording/Maintain 
YouTube Channel 75 minutes/se

Create PowerPoint Slides 
with Findings from Post 
Session Survey

Add link to pdf of specialist slides
Total 3.75 hours

Save Data and Findings to 
Sharepoint Folder

Add resource links Analyze Pre-Survey 
Evaluation Results

(writing syntax & organizing 
files; plus individual analyses 
per group) 2 hours per group

Update announcements Co - Facilitator Total 
Send notes to participants in post-session email
Upload notes/resources to iECHO

Put everything in SharePoint/appropriate files SharePoint > Docs > ECHO Sessions > (whatever the 
new folder is called) > (approprate group folder)

Notes
Resources
Specialist's slides
Chat

Add specialist's slides to Michelle's spreadsheet
Save specialists' PowerPoints to specialists' folders

SharePoint > Docs > ECHO Sessions > Specialist, 
topics, presentation titles.xlsx

Update scheduling Software app Keep specialist info updated under topics, agency, 
make sure presentation titles are accurate 10 minutes

6 hours

Paying Specialists 6 hours per semester

Evaluator's Task

Pre Session

During Session 

Post Session 

60 minutes

30-45 minutes per 
session

20 minutes

Pre Session

During Session 

Post Session Post Session 

90 minutes

Facilitator Tasks Co Facilitator Task

75 minutes

90 minutes

Pre Session

During Session 
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F. Con dentiality Script (to read at session start)

I understand and agree to the following: 

Project ECHO® collects registration, participation, and responses for some teleECHO® 

research purposes only.

G. Tech Checklist (Hub)

Welcome! Please put your name (first and last), profession, and location in the chat.

Cameras on, Mics off unless speaking

IT issues? Message [name and email] via email or in the chat. 
Avoid using identifying info
Be respectful of those speaking                

Keep an open mind and open ears
We encourage participation   
Don’t be afraid to ask questions, that is why we are here!

H. Sample Post-Session Survey Items (Please rate the following statements. Use a 1-5 scale 

where 1 means "strongly disagree" and 5 means "strongly agree" to select the answer that 

best describes your opinion)

   Note: Fictitious percentages

May add a statement for overall satisfaction:

On a scale from 1 to 10, how likely 

are you to recommend Project ECHO to colleagues, families, clients, and/or friends).
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I. Useful Links
Project ECHO® – About the Model: https://projectecho.unm.edu/model/
Becoming an ECHO® partner: https://iecho.org/become-a-partner/
iECHO platform help & FAQs: https://help.iecho.org/
HIPAA de-identification: https://www.hhs.gov/hipaa/for-professionals/special-topics/de-
identification/
FERPA overview (CDC): https://www.cdc.gov/phlp/php/resources/index.html
SSRC’s Early Childhood (EC) ECHO: https://earlychildecho.com/resources/
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