
Applying the 
Concerns-Based 
Approach Model 
to AI tools in ECE



Since 1987, the Concerns-Based 
Approach Model (CBAM) has been 
a helpful framework for educators 
and leaders to think through change 
and the adoption of educational 
innovations. 

Realistically these innovations, whether they 
be new computers, voice recorders or artificial 
intelligence (AI) tools, don’t get absorbed into 
our practice overnight. This framework points 
us towards the benefits of ‘change as a living 
process’ rather than a solitary, static event. 
The CBAM allows educators to gauge where 
they currently stand in their change journey 
and encourages thoughtful progression based 
on individual comfort levels.

This document outlines how to apply the 
CBAM to the use of artificial intelligence  
tools in early childhood education.
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By expressing the model as a staircase, we can  
see how thoughtful progression and adoption  
of changes can occur.

Yellow
The first three steps are focused on the individual, with an 
emphasis on the use of “I”, as in "I am unsure about this new tool."

Green
The middle stage (management) is focused on mastery of 
adoption to the point where the use of the tools becomes routine 
and easier to do, with the emphasis changing to focus on the 
activity, and not on self. 

Blue
The last three stages are focused on the results and impact of the 
activity. There is also a level of inquiry, innovation and exploration.

The Concerns-Based Approach 
Model expressed as a staircase
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The adoption of AI tools in ECE  
 is the perfect use case for the 
CBAM. Some of your teaching 
team may be enthusiastically on 
their journey, while others are  
just getting started. 

Try introducing the CBAM at a team meeting 
and having a discussion about it there, asking 
people to self-review after the meeting: - 
‘where do you think you’re at currently?’ 
Each one of your team is likely aware of what 
barriers are stopping them from getting to 
where they want to be or the next step up. 
Then come back and have some 1:1s to check 
in (because not everyone’s open to sharing 
the fact that they’re still at the beginning.) 
Use the ideas in the strategies column to 
brainstorm ‘where to from here?’ actions.

This model won’t stop educators from 
exploring what AI tools have to offer but will 
help them stay committed to their purpose 
and values!

Citation: Hall, G. E., & Hord, S. M. (1987). Change in 
schools: Facilitating the process. New York: State 
University of New York Press.
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All photos in this e-book have been taken with permission of parents.

Enhance quality practice, 
improve family engagement 

and empower your team


