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Un Buen Comienzo (A Good Start)



Improving language development of preschool children from 
rural communities in Chile

Building professional capabilities to enhance the school system



Preschool education in Chile

Since 2006, the Chilean government 
prioritizes preschool education (PSE)

1. Institutionalization:

Vice-Ministry of preschool education
created

2. Coverage:

94 % of children of 4-5 years old have access 
to PK and K



Preschool education in Chile

3. Quality: Chilean PSE outcomes

• Below the average compared to Latin 
American peers

• Large inequities: children from low SES 
have significantly higher rates of language
and socioemotional delays



UBC: A story of perseverance

2006 - 2010

+ Based on best evidence

+ Private public 
collaboration

+ Experimental evaluation
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UBC: A story of perseverance

2006 - 2010

+ Based on best evidence

+ Private public 
collaboration

+ Experimental evaluation

2011 - 2015

+ Continuous Improvement
Model (IHI)

+ Voice & participation of 
teachers and school leaders

2016 - 2019

+ Innovation for
sustainability

+ Collaboration

UBC Improvement Network



98%

Low SES 
schools

77%

Schools

< 300 
students

73%

Rural 
schools

UBC Improvement network: 60 schools
Chile – O’Higgins Region
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118
school
leaders

Diverse expertise
coming together

UBC 
Improvement

network
60 schools

6
improvement

experts
6

preschool
education
coaches

3
early

childhood
education

experts

148
preschool
teachers
and aides  

15
local

education
authorities

Addressing inequity
by improving
language learning
in early chilhood
education.



March April May     June July August  September October November December

Classroom * * * * *

School * * * * *

Network * * *

CLASSROOM
level strategies

SCHOOL
level strategies

NETWORK
level strategies

Teachers: 
• Propose ideas
• Test
• Measure
• Evaluate

Teachers and school leaders:
• Analyze data to make decisions
• Adapt innovations to context

Teachers and school leaders:

• Conduct school-to-school 
visits

• Model and observe testing 
changes in pedagogical 
practices

• Analyze shared experience 
based on data analysis

Full teams and sponsors 
attend learning sessions:

• Embrace a shared aim
• Analyze progress using 

common metrics
• Share innovations
• Set new challenges

Building capacity at 3 levels



Instructional time

Effective classroom 
interactions

PRIMARY DRIVERS

Students’ attendance

Integrated pedagogical
lesson plans

Time management strategies in 
the classroom

Integrated lesson plans with
CLASS markers

Coaching and
video-feedback

Attendance Committees 

(one-on-one support)

Universal strategies
(for all students)

INTERVENTIONS

AIM: 80% of pre-K 
and 90% of K children 
reach advanced 
language proficiency

Theory of improvement: Driver Diagram



1

How does it work?

2 3

4 5 6

Gather 
experiences

Frame 
opportunities

Generate 
ideas

Select ideas 
to test

Define metrics 
that matter

Test ideas with 
improvement cycles



Start by understanding the needs

1
Gather 
experiences

Improve language 
learning

Early childhood
education in Chile

Expert meetings



What problem are we trying to solve?

2
Frame 
opportunities

Instructional time

Effective classroom 
interactions

Students’ attendance



Go for quantity!

3
Generate 
ideas

Instructional time

Effective classroom 
interactions

Students’ attendance



They have to be relevant and plausible

4
Select ideas 
to test

Integrated pedagogical lesson plans

Time management strategies in the classroom

Integrated lesson plans with CLASS markers

Coaching and video-feedback

Attendance Committees
(one-on-one support)

Universal strategies (for all students)



The metrics have to represent success
for all and evaluate whether the change

is an improvement.

5
Define metrics 
that matter

% of achievement in the CLASS domains: 
instructional support, emotional support

and classroom organization

% of instructional time and class
management time

% of students that have missed 10% or more 
days of school



6 Test ideas with 
improvement cycles

The school teams bring ideas to life. All network members must collect, record, 
and analyze process data.



Example: Optimization of   
Daily Schedule

The goal of the optimization of the 
daily schedule is to provide the 
greatest number of learning 
opportunities, increasing children’s 
wellbeing and participation. 

Integrated pedagogical lesson plans

Time management strategies in the classroom



IMPROVEMENT CYCLE 2:

Plan: Classroom team adds a visual  
daily schedule panel and reorganizes 
the routine to reduce transitions.

Study: We increased from 21% to 
42% of planned versus real time 
used.

IMPROVEMENT CYCLE 1:

Plan: Planned time versus real time
diagnostic instrument will be applied.

Study: 21% of the activities planned 
are actually done.  There is a lot of 
time lost on transitions between 
activities.  

Example of a ramp:  
Optimization of Daily Schedule  

IMPROVEMENT CYCLE 3:

Plan: implement team work routine  
to reduce time in the bathroom.

Study: We increased to 82% of 
planned versus real time used.

IMPROVEMENT CYCLE 4:

Plan: children and classroom are 
aware of using time as planned.

Study: 100% of time was used as 
planned.
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+ 82% (18 of 22) teachers improved
+ 50% of teachers met the aim
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Pedagogical support
November 2017 

+ All teachers improved

+ 84% of teachers met the aim (>3.25) associated with children’s outcomes
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Pedagogical support
April 2016
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Effective interactionsResults: Quality of Pedagogical Support



+ 80% of PK and 90% of K reach advanced 
language proficiency  (700 students)

Results: Language Outcomes, internal evaluation
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Source: Fundación Educacional Oportunidad from Cachapoal UBC
Evaluation 2016-2017 cohort CENTRE-P. Universidad Católica de Chile 
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Language results UBC students / control group
Woodcock- Muñoz test

UBC Improvement Network 2016 - 2017 

Vocabulary Letters and text 
identification

Dictation (emergent
writing)

Text Comprehension

Results: Language Outcomes, external evaluation

+ In comparison to similar students in similar schools that DID NOT participate in the network, students whose teachers 

participated in the network had significantly larger increases in letters and text identification and emergent writing.

*** ***
*** p<0.01, ** p<0.05, * p<0.1



Power of networks
for learning

• Everyone teaches, everyone learns

• We learn by doing

• We learn from each other

• We use the data for learning



Testimonials from Members of the Un Buen 
Comienzo (UBC) Improvement Network

“Being part of a CQI network has helped me 
immensely to improve in the classroom and 
even take those lessons to other colleagues 
outside the school, so I feel I can contribute 
to a goal that we all have as a network, which 
is to improve children's learning starting with 
early childhood.”

Tamara Sepúlveda, Preschool Teacher



“The network, which has been generated
thanks to the Un Buen Comienzo program, 

has been very enriching because it allows us
to exchange experiences with other schools. 
We have had the opportunity to visit other
schools and see how they work and learn
new strategies that can be applied in our

school to improve children’s learning.”

Rigoberto Fuentes, School Leader



Thank you!

Follow us

@FunOportunidad @fun_oportunidad /Fun_Oportunidad /FunOportunidad


