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ROB HORNER: So one of the questions I’ve got is how many of you are operating in 

schools where you’ve got school teams that are meeting on a regular basis? 

Everybody? Not everybody? So not everybody actually has teams that are meeting? 

Yes, please? I’m referring to one of two types of teams. One type of team has the task 

of saying, what are the school-wide systems that we’re putting in place? So that would 

be the first kind of team. Second kind of team would be a team that meets where you 

say, okay, Elaine is creating an excessive amount of excitement in the school. What’s 

the team that is going to meet to build extra support for Elaine? Do you have one of 

those two kinds of teams in your school? That’s the question. Still not everybody, okay. 

Second question I’ve got is a little bit more about the kind of data that you’ve got 

access to. So do you have information about office discipline referrals, out of school 

suspension, and/or academic performance? So give me an idea of the kind. Yes, what 

do you have? 

AUDIENCE MEMBER: [inaudible] 

ROB HORNER: E-school Plus. Good, so it’s a school-wide structure. And you have 

SWIS. All right, so you’re good. You’re ready to rock and roll. What do other people 

use? What are you using? Infinite Campus? So you’ve got -- within infinite campus, are 

you using the discipline side of Infinite Campus? Good. All right, yes? Others? Power 

School. Good. And you’ve got the same thing there. You can also do both the discipline 

side and the behavior side. Others? What are other pieces that you all are using? Yes, 

please?  

AUDIENCE MEMBER: [inaudible] 

ROB HORNER: Say it more loudly. You’re doing SWIS --  

AUDIENCE MEMBER: [inaudible] 

ROB HORNER: Okay, I don’t know performance tracker. 

AUDIENCE MEMBER: [inaudible] 
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ROB HORNER: Okay, the goal for this session was really to talk about how do you 

organize teams and use data for decision-making. So if that -- I mean, I’m a little bit 

worried that some of you were not quite clear about what you were getting into. So if 

that doesn’t quite fit, then hang in there with us, ask questions. My behavior is 

shapeable. I’m willing to talk about the things that will be the most helpful to you.  

But the handout that you have really is a handout that we use with teams that are 

beginning to implement school-wide positive behavior support. These are teams that 

are implementing and moving forward. Part of what we’ve learned, here is the big 

message I want you to take away. The initial thing that states and districts kept thinking 

was that if we just had access to the right data, we’d be able to make all the decisions 

that we need. So you have got E-school, Power School. You’ve got SWIS, you’ve got 

other pieces of information that are getting you access to data. Part of what we’re 

seeing is access to the data alone is insufficient to produce change within schools. 

So the idea today would be what are the things that we’re learning? What are the 

things that we’re learning about how you’re going to move that forward? And there are 

two big things that I want to focus on. First is how the team is actually organized. So the 

two things that are key about how the team is organized, one is defining the roles of 

people within a team. Too often within schools a team meets and the administrator 

basically walks people through an agenda. We haven’t found that to be a great strategy 

for getting real change to happen. So in part I want you to leave being able to say, what 

are the key roles when we walk into a team meeting? Anytime you walk into a team 

meeting, what are the roles and to what extent are we clear about what we’re doing? 

Second is from now on, anytime you all meet, I want you to meet with an LCD 

and a computer. I want you to use electronic minutes so that you actually show the 

minutes up on a screen and you use the minutes to guide decision-making. And I’ll 

show you why we’ve found that to be something -- and we’re doing this with a bunch of 

different schools. We basically have been implementing this with schools in Illinois, 

North Carolina, Oregon, and California. And I’ll show you some of what is happening 

there. 
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Once you’re looking at the data, we’ve learned a couple of key things. So the first 

things you’re going to get, right, what are the roles and how do we actually keep track of 

what we’re doing? Second is, now that we’re looking at it, how do we actually shift? And 

this is a big deal. I want you to shift from problem admiring to problem solving. Problem 

admiring is what we used to do when I was a teacher, is we’d come together and we 

would say, Juan is a real pain. Let me tell you what he did today, right? Today, he 

walked in and even though I had behaved well and set things up, he did this absolutely 

outrageous thing that got -- right? And then we tell the story about how Juan is a 

miserable wretch. 

Now we do a lot of problem admiring. We talk about how difficult it is. The 

families send the kids ill prepared. How many times have you as a middle school 

administrator, you’ve been in that situation where it’s -- you know, it’s springtime and 

you got a young middle school young lady who shows up at school with an insufficient 

proportion of her body covered? Right? And you call her in and say, look, this is not the 

proper way to dress in school. And you call and her mother shows up dressed in the 

same outfit, right? 

So in part we do a lot of admiring of problems. I want you to discriminate 

between admiring and solving. And given that you’ve got so few minutes to really make 

a difference, I want you to shift to doing problem solving. And here’s part of what I want. 

Never start solving a problem until you’ve defined the problem with precision. So can 

you say, have we defined a problem and have we defined it with sufficient precision that 

we can move into problem solving?  

Second, when you look at your data, whether you’re using SWIS, Power School, 

E-school Plus, whatever, are you looking at the data in a way that it provides 

information? Too often we get data, but we don’t have what is necessary to tell the 

story. Anytime you look at a graph, I want you to be able to tell the story.  

And so let me give you a little bit about what I think you ought to look for. When you 

build solutions, solutions to problems, the other thing that we’re finding is we like to sort 

of select one trick that’ll work, right? We’ve got one package that we can buy and we 
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want to implement that package and have it be what we do. Here’s essentially what I 

can tell you. Almost all the packages have valuable content. Almost none of them are a 

particular good fit for your school. Unless you have the capability to modify and adapt 

programs to your community, your kids, your faculty, your families, you will get things 

that are expensive and inefficient. How do you do the problem solving that makes 

solutions fit for you? 

Okay, so that’s what we want to do. This typically takes about 6 hours, but this is 

Pennsylvania. You do everything fast. So I’m going to give you an overview. If this 

works, one of the things that I would encourage you to do, I want you to write down you 

would ask PaTTAN for a formal tips training. Not from us, but from your people, right? 

Always build capacity locally. Don’t build capacity outside. 

So here we go. Let’s launch into this. So part of what we’re learning is people 

aren’t tired of solving problems, they’re tired of solving the same ones over and over 

and over. You been there? Okay? So part of what I want you to do is I want you to shift 

from a model that looks like: we identify a problem and we go instantly to a solution. 

Have you ever been there? We’ve got an excessive amount of noise and disruption in 

the boy’s bathroom. What are you going to do? We’re going to lock the bathroom, right. 

Or one of the things that I didn’t show, in elementary schools 80% of the problem 

behaviors come from the boys. So one of the best ways to decrease your office 

discipline referrals, simply eliminate all the boys. Okay? 

The thing that -- here’s what I want you to think about. If you go from problem 

immediately to solution, you will develop things that are ineffective, expensive, and a 

poor fit. That’s what we’ve got over and over again. So here’s what I want you to do. 

From now on, I want you to introduce this step. It’s called problem solving. I want you to 

be able to define problems with precision. And once you’ve done that, I actually want 

somebody in the meeting to say, what’s the information we need to make a good 

decision? What is the information we need to make a good decision? 

And we came about this in part because too often when we went and watched 

people use SWIS, they’d hold up the SWIS graph and say, here’s the SWIS graph. 
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Then they’d set it down and do just what they were normally doing anyway. The only 

reason for collecting data is to provide information that influences the decisions you 

make. So if we’re going to do that, let’s actually build action plans. And when we build 

an action plan, I want you to come back over and over again. Remember the two 

questions? Are we doing what we said we would do? Is it benefitting kids? 

So we’ve built this thing called TIPS. It’s Team Initiated Problem Solving. And 

we’ve been delivering it in this format. Teams come together. We only train teams; we 

don’t train individuals. The team always has an administrator. The team always shows 

up with their own data. So we never actually do this training unless there is a full team, 

they have an administrator, and they’ve got their own data present. It typically takes one 

day to do the training. In addition, there are two meetings where they meet with a 

coach. So the training is one day of training, two meetings with the coach. But when 

they do that, they’re taught to identify problems, build hypotheses, select solutions, 

implement. And there’s nothing really magical about this piece. All problem-solving 

systems involve some sort of circle where you identify, solve, build, identify, solve, build. 

What we’ve done is we’ve built the key things and how they work within schools.  

We’ve actually done a couple of studies. One of the studies we did with schools, 

looking at the extent to which they became better at doing problem solving. So here’s 

the team at school A, the team at school B, the team at school C, the team at school D. 

Part of what we did is we actually sat in the meetings. And we’ve got a measure called 

the direct observation measure, DORA, where we can keep track of the effectiveness of 

teams. The question was, were they good at operating a meeting? And did they actually 

come up with solutions? 

So team A, team B, team C, team D, you’d have loved being in the meetings with 

team D, all right? Very interesting. This is before. There are the two coached meetings. 

Here are their meetings afterwards. Makes sense? But then we also did a randomized 

control trial, in which we had 34 teams, some of them in North Carolina, some of them 

in Oregon. They were randomly assigned to either a control group or the training group. 

And we looked at the extent to which they were similar before, so there’s no difference 

here compared to difference there. So that was statistically -- this is the extent to which 
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they run meetings well. This is the extent to which they actually produce change, they 

actually come up with strategies that are going to make a difference for kids. 

So in part, anybody somebody comes to a session like this and they say, have I 

got this neat thing for you, right? You want to say, show me the data, documenting that 

it’s functionally related to real change. So I’ve just done that. Now the reason I did that 

is in part because these are both in press papers, so they’re fairly new things. Now 

we’re going to launch into the real parts. 

So first thing, when you meet, when you meet and you say, okay, it’s time for the 

meeting to start, one of the things that I want you to be able to do is I want you to be 

able to identify who’s the facilitator, who’s the minute taker, and who’s the data analyst. 

If you’re going to actually do the roles that we’ve got, I want you to be able to identify 

those three roles.  

The facilitator is going to be the person who actually calls the meeting. The 

facilitator is the person who stands up in front. The major thing that we want from the 

facilitator is to ask questions, not to tell answers. The major thing the facilitator does is it 

says, okay, have we done this? Do we have this? Do we have new items? If we do have 

new items, can we define it with greater precision? The facilitator actually facilitates. It’s 

not the leader. It’s not the controller. It’s the person who makes everybody else present. 

One of the key things, the facilitator should ensure that everybody in the meeting talks. 

You don’t just wait, you actually say, you know, Ria, what do you think about? Right, so 

the facilitator draws out and makes people work.  

The minute taker. The minute taker is typically different than the facilitator. The 

minute taker is going to be sitting at the computer. The minute taker is going to be 

writing down what we talked about and what the decisions were. The biggest problem 

we find with minute takers is they want to write down everything. Mary Ellen said, 

Darren said, Claudia thought. We don’t care. What we want to know is what was the 

issue and what were the decisions. Write less. Write less because what you’re doing is 

you’re documenting what we’re going to go forward with. You’re not documenting a 

process. You’re not a legal secretary. It’s interesting. Because we’re shifting and we’re 
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using a Word-based electronic format, more and more of what we’re getting is the 

minute taker is typically somebody who’s under 40, you know? That may be a little bit of 

a bias, but we’re seeing that happen over and over again. That’s okay. The other thing 

that the minute taker does is the minute taker will keep saying, wait, we can’t go forward 

until I know this. And I’ll show you how the minute taker operates. Most people have a 

facilitator and a minute taker. They may call them different names, but most people 

have that.  

The thing that you are most often missing is the data analyst. Here’s what I want. 

I want somebody who’s identified to look at the school data before the meeting starts. 

The data analyst is the person who will walk in and present the data, but she or he will 

have already identified what are the core things that we need to be paying attention to. 

If you start a meeting and nobody’s actually done an analysis of the data set, it takes 

too long. You just spend all of your time sort of with people quietly looking at the graph. 

Don’t do that. What you want from the analyst is what are the core questions? And I’ll 

give you what those questions are.  

The first graph that I would want you -- if we’re talking about a school-wide team 

meeting, first graph I want you to look at is office discipline referrals per day, per month. 

So I want you to look. I want you to say what are they, how do they compare to last 

month, how do they compare to the national median, how do they compare with last 

year, how do they compare with what we consider to be acceptable? You’ll ask those 

questions. Don’t worry about writing that down. I’ll come back to that in just a minute. 

The point is the data analyst will have already done that. And the data analyst is the one 

who will say, you know, I’ve looked at the big five report. I’ve looked at office discipline 

referrals by rate, by location, by time, by student, by function. And based on that, here 

are the places where we want to really focus.  

Here’s what I can guarantee. You will never have a problem finding problems. 

That’s not the trick. The trick is to find the smallest change that’ll produce the biggest 

effect. What’s the smallest change that’ll produce the biggest effect? So part of what I 

want you to think about: facilitator, minute taker, data analyst. One of the things that 

we’ve learned, in most cases we will recommend that the administrator not be any of 
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those three roles. So the principal, let her be principal. Let her or him be the 

instructional leader, but not one of those roles. And oftentimes people have the sense 

that if they’re the administrator, they have to be doing all three of those things. And in 

many cases you’ve got something where everybody’s locked together. 

Now you can have different roles. You can do different things, but generally what 

we’re looking for is I want you to have those three roles available. And here’s the other 

thing I want you to do. Identify who is the backup. So if Emil is the facilitator, if Emil’s not 

there, we should already know who’s going to be the backup facilitator. And it could be 

that the minute taker becomes the backup. You can do it lots of different ways. And in 

some cases, you can say, look, we only have three people in the whole team. Well, 

that’s fine.  

But in part figure out not only what the roles are, but how they fit. And one of the 

things that you’ve got in your handbook, you’ve got the thing, here are the 

responsibilities. So you can actually walk through and say, what’s the facilitator’s role? 

What’s the minute taker’s role? What’s the data analyst role? So those things are filled 

out. You can use that as you go through and sort of get people to agree on what we’re 

trying to do. We don’t want to spend a lot of time going through that content, but I want 

you to have a sense that -- and it sounds a little bit simplistic. The honest truth is we 

started off with the assumption that the only thing we needed to do was to teach people 

how to use data. And we were very, very clear that foundation features about how 

meetings operate are not done well. 

Now you all may have a system that works beautifully for you. If you do, go with 

it, be happy. But at least walk through those functions and take back the extent to which 

we’ve got that set up. Now the second part is I want you to think about -- I want you to 

think about how the meeting goes. I want you to think about meetings you’ve been in, 

okay? And I’ve been in a lot of meetings where we started with a problem and one of 

the problems we ran into is people wanted to go instantly to a solution. The solution was 

either the thing that we did last year or the thing that I did at, you know, Roosevelt 

Middle School. Right? So I’ve done this before and I want to do that. Or it’s something 

we got off the Internet, where we actually know there’s a bully prevention program that 
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we can buy or there’s a math attack skills program we can buy rather than saying, what 

do we already do brilliantly and what’s the smallest change we can make that will 

actually improve what we’ve got? 

My message? You don’t have the money and the time to do whole new things 

over and over. You actually do lots of things well. So in part we want to do -- remember, 

if you identify a problem, question number one is have we identified the problem with 

precision? Question number two is what’s the information we need to make a good 

decision? I want you to think about how the number of times when the discussion that 

you had around a problem looked more like this. And then we ran out of time. You ever 

been through one of those? And you leave the meeting feeling that was not a good use 

of my time.  

Of all the things that we’ve learned, here’s one of the things I want you to be 

excited about. We see and we’ve actually gone to meeting after meeting after meeting, 

we’ve watched people. What we see over and over again is very talented, intelligent 

people behaving ineffectively. So what I want you to take back, the reason why I want 

you to think about this process, I want you to make the people in your school more 

successful. You’ve got better talent than you’re taking advantage of. So here’s part of 

what we’ve learned. Here are some things that I want you to think about. Remember, so 

now the meeting minutes person, and this is something again you can download. This is 

an electronic package, but you can download and use this and you’re perfectly cool to 

change this and make it fit your school. 

But here’s what I want you to do. I want you to start by saying, here’s today’s 

meeting time, location, facilitator, minute taker, and data analyst, and who’s next. 

What’s the next minute taker, data collection person, right? Then we’re going to have -- 

we always start with the agenda and we always keep track of what the next agenda will 

look like, what the next meeting agenda will look like.  

The next part that we’ve done, separate your tasks into two categories. One are 

issues that are purely administrative. So who is going to go to the PTA meeting? And 

you’ve got a copy of this form in your packet, but who’s going to go to the -- who’s going 
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to go to the PTA meeting? What do we need to do about the fact that there are no 

spoons in the lunch room.  

Oops, that was not what I wanted to do. No, it’s not the battery. I changed the 

battery. Okay, so in part -- so there are two sections. One section are for administrative 

and the other section is for problem solving. And so the things that we would look for, 

think about some -- and the last thing we always do is the last 15 seconds of a meeting, 

we always end the meeting with an evaluation. And the evaluation is going to be four 

questions. Was this a good use of our time? Did we actually keep track of what we said 

we would do last time? Did we actually complete the tasks that we said we would do? 

And are we having a desired effect for kids?  

And the way that we do that is the facilitator asks those questions and people just 

do yes, so-so, no. There’s not debate. There’s not discussion. It’s the last 15 seconds, 

but what we do is we come back and use that as part of discussion later on. The thing 

that I want you to keep coming back to is, was this a good use of time? Right? Did we 

do what we said we would do last time? Are we actually getting stuff in place and is it 

benefitting kids? So you ask that on a regular basis.  

Now the things that if you were to look up here and say planning for the next PTA 

meeting, are you ready? Take a look at your sheet. Where would you put planning for 

the next PTA meeting? Put your finger there. Makes sense? All right, too many students 

are in the intensive level of support for literacy. Too many students are in the intensive 

level of support. That would go there because problem solving, for us problem solving 

means student behavior and it’s academic or social. So anything that is related to 

student academic or social behavior goes down here. Almost everything else goes up 

there. Schedule for hallway monitoring for the next month? There have been five fights 

on the playground. Five fights on the playground, student behavior, right? Yes? 

AUDIENCE MEMBER: I noticed the blue box. Are they coming from the today’s agenda 

items? 

ROB HORNER: Good question. So the question is, are these items coming from there? 

And the answer is you always start with this and then one of the things a facilitator will 



11	  
	  

ask is, are there additional questions? Because when you start and you go through the 

meeting, you’re going to say, the data analyst is going to present some new data for us. 

So the data analyst will say, look, there have been five fights in the playground in the 

last month. We’ve got a playground problem. 

So the data analyst will bring some things that are not already on the agenda. 

AUDIENCE MEMBER: Will that be -- okay, so I guess we were trying to work through 

this. We had the today’s agenda items, which we want to give time for the data analyst 

to talk, which was also going to be an agenda item on the next meeting. 

ROB HORNER: Good. Two different ways of doing this. What I do it, I start with the 

data analyst and from the data analyst I add to today’s agenda. And then we just go 

down today’s agenda. So if you start with a report from the data analyst, then the data 

analyst says, this is where I think we’ve got -- these are things that we’ve done well. 

These are things that we need to do differently. You use that to create the new agenda 

and then you’re going to look at the agenda and say, look, this is about a four-hour 

meeting we’ve got. We only have 45 minutes. So of that, which are the things we’re 

actually going to deal with? So you do the prioritizing and then you go from there. 

Excellent question. 

All right, next meeting is going to report on lunchroom status, goes up there. See 

how that works? So the interesting thing is when you’ve got this agenda form, when you 

write in a cell, it automatically gets bigger. But what it does is it would give you 

something that looks like this. It looks like a lot of boxes, but in fact all you’re writing 

down are two things: what are the issues we’re going to deal with, issues or problems? 

What are the decisions that we’re making? The thing I want you to get excited about, 

you always do a decision, you say who will do it, and by when they will do it. So 

decision, we will do this. Who’s going to do it? And when will they do it by? 

All right, so two things that we’ve learned, two things that we’ve learned about 

meetings that work. One is that the roles are important. Two, the way in which you 

organize and set things up. Here’s the reason I want you to put it up on a screen. If you 

put it on a screen, everybody pays attention to the same thing. If you don’t, it’s very 
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easy for a meeting to dissolve into a bunch of little side conversations. You know, you 

get many people talking about many things.  

All right, so you’ve got this structure in place. You’ve got the things that are 

working. Now let’s move into the next part. So you got two skills right now. One is what 

are the roles. Second is how do you monitor and keep track. Now I want to talk about 

additional pieces. So thing number one: how do you identify what a problem is? So I’m 

going to argue that a problem, a problem is a discrepancy between what you’ve got and 

what you want. That’s all that a problem is. So what you’ve got is you say we’ve got too 

much noise and disruption in the cafeteria. Great, so you’ve got what you want and 

you’ve got to be able to say we’ve got too much disruption. What is the level we want? 

We have 40% of our kids in the intensive literacy area. Well, what is an acceptable 

level? So what are you shooting for? And everybody’s going to say 0. Say, okay, zero’s 

cute, but give us something that’s realistic, right? So what are we going to do? What are 

we going to implement? 

If you’ve got -- think about one of the things you all are looking at, 

suspension/expulsion. We are suspending or expelling 40% of our kids, 60% of our 

kids, 70% of our kids. I mean, part of -- a good example. A school in Colorado, 942 kid 

middle school, and they adopted a, you know, zero tolerance policy for inappropriate 

behavior. And they were very proud of it, but in one academic year they suspended 

72% of the student body at least once. Okay? With zero reduction in the rate of problem 

behaviors. Okay? 

So part of what we know is the use of punishers is not an effective strategy. The 

use of punisher -- and in most cases when you back up, people say, well, what do I do 

instead of suspending her? If what you look for is what do I do instead of suspending 

her, you’ve already missed three big steps, right? The first piece is do we have school-

wide preventative systems in place? Have we actually taught the expectations we want? 

Do we have a formal structure for monitoring and acknowledging doing things the right 

way? Does every single kid know what the consequences are? And do we have 

consequences that are actually tiered to the level of problematic situation? 
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Only then, only after you’ve got that in place, then ask me what do we do 

differently than suspending. If all you do is say, what do I do differently when she uses 

the F-word, you’re making -- you’re not going to get there. So part of what we want, I 

want you to come back and say, if we’ve got a problem, how do you know if you’ve got 

a problem? And I’m going to argue that the definition of a problem that’s ready for a 

solution, you ready? We can all come up with problems. We’re great at that.  

A problem that’s ready for a solution allows you to say what they do, where they 

do it, when they do it, with whom they do it, and why they keep doing it. So it’s what 

they do, what is the actual behavior? So it’s not being mean. It’s what they actually do. 

Where is it happening? Because behaviors don’t happen everywhere. Is it more likely 

with other kids? Is it more likely with two of the teachers? Remember, it’s only two of the 

teachers with whom this happens. Or, or, or, or, or. So where does it happen? Who is 

engaged, right? Is this all kids, some kids? If you’ve got more than 10 kids who are 

getting in trouble in the same place, it’s almost never the kids. It’s us. So if you’ve got 10 

or more kids who are engaging badly in the playground, by the bus area, in the office 

area, if you’ve got 10 or more, it’s almost never them. It’s us. We haven’t done the 

organization. We haven’t done the structure. 

Quick example: Iowa. Iowa middle school, we were looking at the office discipline 

referral patterns and actually this is an example I’ll show you in just a little bit. In which 

what we were looking at are block periods. They had 90-minute blocks. They spent the 

first 75 minutes focused on instruction, the last 15 minutes focused on independent seat 

work. Part of what they had is high rates of kids being sent to the office. The data 

analyst saw that the highest proportion came when? Last 15 minutes, right? So people 

were all up in arms. You know, we’ve got this problem. What’s the behavioral 

intervention? The behavioral intervention was to shift the independent work period to 

the middle as opposed to the end so that you worked, did independent work, then you 

got instruction. 68.5% reduction in problem behavior by changing the system. So by 

changing the schedule, changing the monitoring, changing the prediction, changing the 

structure.  



14	  
	  

What we miss over and over, behavior support is the design of effective 

environments. It’s not the altering of the behavioral DNA of a kid. It’s creating an 

environment that has the antecedent prompts, corrections, predictions, tasks that allow 

them to be successful. Feedback, both positive and negative, that is accurate, 

consistent, and timely. If we built those systems -- and it can’t just be the adults. The 

thing that George taught us so well, building a social culture means that the other 

children expect appropriate behavior from each other. When you get the other kids 

expecting appropriate behavior, it changes what happens. 

Quick example. Elementary school, playground situation, being safe. One of the 

examples of being safe on the playground is you go down the slide, not up, all right? 

You all been there, you seen that, right? Go down the slide, not up. So one of the things 

is there is this elementary school and they were using -- they were doing recess. Part of 

what we know about recess in an elementary school, do not have the second and third 

graders together and the fourth and fifth graders together. Separate so you have 

second and fourth, third and fifth. So break it up, older kids and younger kids. You get 

much better behavior. So we’re out on the playground and this third grader was starting 

to go up the slide. So he was on his way up the slide. And fourth and fifth grader walked 

by and the fifth grader looked and said, be safe.  

Now I want you to think. Everybody knew that everybody knew. He could say be 

safe and he knew that that kid knew that that meant you go down the slide, not up. 

Because we’d all been taught as part of the social culture. Because of that, kid got off 

the slide. That’s an example of kid-kid interaction.  

Right, another example that I’ve taught over and over again. About eight years 

ago when we were working at a middle school, one of the behavioral expectations was 

hands and feet to self. So be respectful, be responsible, follow directions, hand and feet 

to self. And hands and feet to self in middle school means that you not only don’t hit, 

kick, spit, bite, throw, you also don’t walk down the hallway with a couple wrapped 

around each other, right? So one of the things we do -- can I borrow your left hand? We 

do this thing where we do training. When you walk down the hall, you may hold hands. 

Don’t hold anything else. Got it? 
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So we do -- so part of the behavioral expectations, hands and feet so self. So 

after having done that training, about two weeks later, this eighth grade girl is walking 

down the hall and this young man is watching her walk down the hall and his eyes have 

lit up. And he’s obviously thinking, I would like to make a social bid to this young woman 

or, you know, something equivalent. And she comes walking up and she gets in front of 

him and he hits her on the shoulders. I don’t know where that came from. But she stops 

and she looks at him. She looks him right in the eye and she says, hands and feet to 

yourself. And she walks on. And I want you to think. That was a social skills trial that we 

could never deliver, right? But it was a social skills trial that she could deliver because 

you gave her that power. That’s what a social culture does for you. 

All right, so I want you to know who’s doing what, when it’s most likely, what time 

of day, and why it keeps happening. And part of what we know, don’t talk about it came 

because she was born backwards or something. What I want to know is why does it 

keep happening? What does she actually get when she does it, or what does she 

escape and avoid when she does it? Let’s keep it simple. Got it? 

You have not reached the point where a problem is identified with precision until 

you can answer that. So if somebody says they are really being absolutely outrageous 

on the bus, so you would write down, right? You’d write down absolutely outrageous on 

the bus. That is a primary statement of a problem. All right, so now what we want to say 

is what is it exactly they’re doing? Well, they’re hitting, spitting, biting, throwing, yelling, 

right? Okay, good, those are things we can say. Where is it happening? It’s only 

happening on the bus. Does it happen on all buses or only on bus 13? Who is 

engaged? Is it everybody or is it only Phillip and Elliot? When is it occurring? Is it only 

happening in the morning? Is it happening in the morning and the afternoon? And why 

does it keep happening? Keeps happening because it’s blast. They’re having a great 

time and they get a lot of social attention. See what happens? 

Notice the difference between being able to define it with precision versus just 

saying we’ve got an outrageous amount of uncivil behavior on the bus. So here’s what I 

want you to do. I want you to be able to make sure. Somebody says they’ve got a 

problem, you always listen. You always say that’s great. And then as a facilitator, you’re 
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going to say, okay, tell me what that looks like. Tell me when it’s most likely. Tell me 

who is involved. And in some cases, you’re going to stop and the data analyst is 

actually going to go online and pull down your Power School data and look at it.  

 So let’s take a look. Too many referrals. September has more suspensions than 

last year. Gang behavior is increasing. Cafeteria is out of control. Student disrespect is 

out of control. You seen any of those? Those are what we want to call primary problem 

statements. It’s perfectly okay. That’s the way normal humans talk. That’s all right. What 

I want you to do as a facilitator and as a team, I want you to transform it into something 

that looks like this. There are more office referrals for aggression on the playground 

than last year. These are most likely to occur during first recess with a large number of 

students. And the aggression is related to getting access to the new playground 

equipment. 

 Look at what you just did. You just went from we got too many referrals and 

that’s it. Well, we need -- obviously we need a social skills curriculum, right? To what we 

really need is to spend 15 minutes rehearsing how the behavioral expectations fit with 

the new playground equipment, right?  

 All right, so let’s do this. Here’s what I want you to do. Discrimination training. I 

want you to read this. I want to say is this a primary or precise? Children are using 

inappropriate language with a high frequency in the presence of both adults and other 

children. This is creating a sense of disrespect and incivility. So what, who, when, 

where, why? Can you answer all of those questions? No. So it’s a primary. Office 

discipline referrals during December are higher than in any other month. Is that 

enough? No, you’d want to know more information. Okay, so we go, we say James, 

James is hitting others in the cafeteria during lunch and his hitting is maintained by pure 

attention. Who, what, where, when, why. That works. 

 So don’t fall into the trap of more words mean it fits. See how that works? Do it 

faster. Primary or precise? Good. Primary or precise? Minor disrespect and disruption 

are increasing over time. They are more likely in the last 15 minutes of our block periods 

when students are engaged in independent seat work. This pattern is most common in 
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seventh and eighth grade, involve many students, and appears to be maintained by 

escape from work. This is the example from Iowa. The great thing about doing this is I 

don’t make these things up. I mean, these are all things that we actually see. 

 All right, so part of it is I want you to -- here’s what I’m going to ask you to do. I’m 

going to ask you to actually write down a primary statement that you’ve encountered. 

And then I want you to transform it into a precise statement. So write down a primary 

statement. So you all have been in team meetings where you got a problem. Write 

down that problem statement. 

 Okay, you got two more minutes. Two more minutes and then I’m going to ask 

for a couple of examples. Write down the primary statement just the way a normal 

person would say it. And then transform it into a precise statement. Okay, 30 seconds, 

here we go. Okay, here we go. Five, four, three, two, one. All right, I know some of you 

are still discussing, but just for the purposes of getting through, come back together. 

Let’s do a couple of examples. 

 The thing I want you to start seeing is the kind of discussion that you would have 

as a facilitator, right? Now you’re the facilitator. You’re going to say, great, tell me what 

it looks like. Tell me who does it. Tell me where. And people say, well, I’m not sure 

exactly where. And that’s where you turn to the data analyst. You say, Ron, can you tell 

us? You got your computer there. Go onto the E-School data and tell us where it is. Or 

go to the SWIS data and tell us where it is. 

 All right, somebody give us an example of a primary statement. Yes, please. 

Lunch room is out of control. Is that a primary statement? Absolutely. And we all feel gut 

wrenchingly bad when we hear that because we know what it looks. Precise. 

AUDIENCE MEMBER: [inaudible] 

ROB HORNER: Absolutely brilliant. Round of applause. Absolutely brilliant. Now the 

thing I want you to think about, I want you to come back to the notion of I want you as 

leaders to make everybody in the team more effective than they would otherwise be. 

Notice the difference between what you did as a potential team member when you 



18	  
	  

listened to her go through the precise statement. You started saying, I do this, I do this. I 

mean you already, the way you framed it, you were talking about what adults would do 

differently. Excellent. And you had the politically correct decision to not tell us the 

names of the kids, so good for you. 

 All right, one more and then let’s keep going. Somebody else. I know that’s a 

hard act to follow, but that’s okay. Yes, please. 

AUDIENCE MEMBER: Special ed. students are suspended at a high rate. 

ROB HORNER: Special ed. students are suspended at a high rate. Good problem. Now 

precise. 

AUDIENCE MEMBER: We don’t have our data for [inaudible]. 

ROB HORNER: But the great part is you can make it up. 

AUDIENCE MEMBER: We have students, all grades. High school [inaudible] hallway, 

cafeteria. The behavior is disrespect towards staff and/or peers. When? We’re not sure. 

We need to check the time of the day, see the patterns. And why? [inaudible]. 

ROB HORNER: All right, so you’re still engaged in the problem solving process. Now 

one of the things. Be a little bit careful. Students being suspended is not a student 

behavior. That’s our behavior, right? So in part -- now what you did, you said that’s a 

problem. But you transformed it into what they did, which was great. You did -- so you 

did a good job of doing that. And you identified all of the issues. Part of what you’re 

going to see when you define something that large, a category of kids are getting 

suspended, it is often the case that it won’t be just one problem. What you’re going to 

have is there are these people who are doing this. There are these people who are 

doing this. So don’t try and force everybody into the round hole. You could have some 

square pegs and some triangles and some parallelograms. And that’s okay. Part of 

what you’ll get when you go through the process is you’ll say, well, these people are 

doing this and these people are doing this. So the disrespect, disrespect towards adults 

oftentimes will happen in a different location, a different way than disrespect towards 
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peers. So be prepared to deal with them as slightly different problems. And that’s 

perfectly okay. 

 Okay, this -- the purpose of this session is to give you sort of the sampler of skills 

that you’d want to build into meetings. So you’ve got one, which is how we allocate 

roles. Two, how we actually keep track of the decisions. Three, you’ve now got this idea 

of problems, of precise versus a primary problem statement. So here’s the next thing I 

want you to do. I want you to always look at data. So the data analyst, right? Your data 

analyst is always going to start with office discipline referrals per day. And I want you to 

go through and take a look at that. The things you’re going to look for, always look for 

the level and the trend. So how much is happening, and is it getting worse or is it getting 

better? Do we have jumps? 

 Have you ever seen one of those things where in November, December, you get 

a pop up? Or just before state testing, you get a pop up in terms of problems. When you 

see stuff like that, it clearly isn’t the kids, it’s the context. And we’ve got to adjust. So if 

you do exactly the same thing all year, you’re not paying attention to the differences and 

the demands. You should probably have extra stuff the fore week before winter break, 

the fore week before spring break. So you’re going to look at the data, compare your 

data with what’s typical, compare with last year, compare with what you’ve got. 

 Some questions to ask. So a general rule. Ask what is. So how are we doing? 

Compare with what is typical. What does everybody else look like? Right? So what do 

we look like nationally, what do we look like with other schools in Pennsylvania? Can we 

talk about schools that are the same size, same grade level, same SES status? So 

comparing apples to apples. You want to compare with how we are doing both last year 

and in previous months. And an important thing, and this is something that is not as 

statistical, I want you to compare how you’re doing with how it feels. Are you 

comfortable with how they’re behaving? Right? Or is this okay given our community 

norms, given what we think is all right? 

 So take a look at this. One of the biggest mistakes in several of the programs 

that you are using make this mistake. I want you to use data that tell a story, not just 
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provide a graph. One of the biggest mistakes is people give counts instead of rates. So 

this would be an example of total office -- so as of January 10th, this is the number of 

major office discipline referrals in a month. So this says in October, there were 57. In 

September, there were 36. Makes sense? All right. It is perfectly accurate and it’s not 

what you want. The reason is you want to be able to say how are we doing and what’s 

the trend, right? You can say what the level is, but you can’t talk about the trend 

because part of what you know is the number of school days in December is very 

different than the number of school days in October or November, right?  

 So unless you divide the number of referrals by the number of school days, 

you’re comparing apples to oranges. If you take exactly the same data, divide by the 

number of school days, looks like this. Now you’ve got a story. In the beginning, it was 

August and it was good. And then all hell broke loose. If our oral reading fluency data 

looked like that, we’d be doing great. In fact, the data tell us that against our best 

wishes, we are actively engaged in deviancy training. No, I mean seriously. I want you 

to become less satisfied with simple counts. I want you to expect any graph to tell you a 

story. And unless you can transform it into a story, it’s not information you’re going to 

use for decision making. 

 So one of the first things is all data are not equal. You want data that are 

presented in graphic format that are easily available. Here’s part of what we’ve learned. 

If you get a table of numbers, it is almost always very difficult for a team to use it. Those 

of you who are Mac users, doing it in three-dimensional pie charts that rotate in 

holographic structures is really cute, but it doesn’t help. We have presented data over 

and over and over in many forms to teams, and we say, tell me what this says. Tell me 

what this says. Tell me what this says. By far and away, the most information is two-

dimensional histograms, bar charts. So present the data graphically. Present it in a 

common format. Present the data around office discipline referrals so it’s office 

discipline referrals per school day per month. Then you can say what’s the level and 

what’s the trend? All right?  

 Know what the national patterns are. So if you’re in an elementary school, there 

are 2800 elementary schools. On average, they have .22 office discipline referrals per 
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hundred per day. Can you transform your school into comparing that? Middle school, 

high school, whatever. So here’s what the SWIS data do. So these are data from a 

SWIS graph, so this is office discipline referrals per day. But if you ask for the national 

data comparisons, it will give you -- there’s your trend. There are your peaks. There’s 

the national median allocated for your school, grade, and size. So it will tell you, right? 

You look and you say, we’ve got an increasing trend. We’ve got peaks in November, 

February, and April.  

 But now you’re going to say -- excuse me. Now you’re going to say, here’s the 

national median, other schools of the same grade level and size as ours. The 50th 

percentile is right there. Do we have a problem? Do we need to define it with greater 

precision? Yes. But I also want you to say, what is possible? Because you don’t want to 

be just at the 50th percentile, so here’s the 25th percentile. And here’s the 75th percentile. 

You don’t have to be a statistician to be excited. What I want you to say is, how are we 

doing? How does it compare with what’s typical? That’s the median. How does it 

compare with what’s possible? That’s the green bar. How does it compare with what is 

needed if our kids are going to be successful in this community? If you ask those 

questions, it’ll work. 

 So here we go. I want you to look at some data. Now whether you’re using E-

School, Power School, whatever, you can transform the data so that they look at office 

discipline referrals per school day per month. You can get this. And this is only the first 

graph because this says how many. It doesn’t tell you what behavior, where. We’ll come 

to that in a second. But I want you to build a little bit more fluency.  

 So the question is, do we have a problem? Do we have a problem? So office 

discipline referrals per day, you’re looking, you say, what is? So we’ve got -- this is an 

elementary school of 465 kids. This is about four. This is about two referrals per day. 

Well, what’s the typical? There’s the national median. What’s the story? The story is in 

the beginning, we had a problem. We probably did something after winter break. Things 

have gotten better. We can probably still do better, but what I’d really like to know is 

how did we do last year, right? How does this fit for our community and our kids? 

Definitely you’re going to start by celebrating the decrease, but look at the context that 
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you’ve got. My bet for looking at this is that the problem here is different than the 

problem there. We dealt with some, but not all of the problem. Make sense? 

 All right, I want you to get better. So look, if the median were there, chocolate 

and good coffee, right? So if you’re the -- one of the nice things to the data analyst’s 

role is if the data looked good, the data analyst should bring treats, all right? Same data, 

different size of school. Now this is a middle school with 765. See how access to the 

median and the 25th and 75th percentile helps.  

 All right. Ready? Do we have a problem? So you look, you look at level, you look 

at trend. We don’t have a nice trend. We got peaks, right? When are the peaks? 

December and March. A little bit in November. There’s the median. See what that does 

for you? I want you to feel how fast you are making decisions right now. That’s what 

data do for you. You won’t have a 30-minute conversation about what they do on the 

playground. You’ll be able to look and say, how are we doing? Do we have a problem? 

 Median, do we have a problem? We need to move on to math and reading. Look 

at the data. First thing you see is the increasing trend. Be careful, don’t do the thing -- 

the thing we do in education all the time, we engage in self-flagellation. The first thing I 

want you to say is, we had a heck of an early start of the year. We did something right. 

What was the change? Then you say, well, what’s the typical? There’s the median. 

Something happened in here. We had something that was working and something 

changed. The story is going to come from inside. Don’t expect the data to give you the 

answer. The data will help you ask the right questions. The data help you to ask the 

right questions. It doesn’t give you the answer. 

 If you change the median, changes everything. You still have an increasing trend 

you’re not happy about, but it’s not nearly as difficult. Now here you are, blue is this 

year, green is last year. Look at what having last year’s data do. So in part what I want 

you to start getting to, use data to identify if you’ve got a problem. Use data to improve 

the precision of the problem. Once you’ve got data so you can say if we have a problem 

of what it looks like, then what you’re going to do is you’re going to say, look at level, 

look at location, look at number of students, look at type of behavior. Going to look at 
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the other graphs. Those of you who are using SWIS, you go to that one thing that gives 

you the high five, gives you the big five, right? Those five give you what, when, where, 

who. You always ask the why question only after you’ve said what they do and where 

they do it. You don’t ask why are they continually disruptive without putting it in a 

context. The function question, the maintaining function, is always asked for a behavior 

in a context. So that’s why you use the custom reports to pull that down. 

 All right, last piece. Last piece. You only got two minutes and then the lunches 

are in fact there. So you can actually hold on. Here we go. The last big message I’ve got 

is when you build a solution, don’t fall into either of the two big traps. People like to 

develop a solution that is a one-shot silver bullet rather than being comprehensive. And 

two, we do a better job of defining solutions than we do of building the action plan for 

putting the solution in place.  

 So you ready? Any time you’re going to build a solution, I want you to ask these 

questions. How would we prevent this problem from happening? How would we prevent 

this -- so remember the Iowa middle school with the problem during the last part of the 

block period? When they said, how would we prevent this from happening, they said, 

well we can just move independent seat work to the middle of the period. Focusing on 

prevention changed everything, changed the context. Behavior support is about the 

design of effective environments. How do you create the schedule, the context, the 

curriculum, the support so that you actually don’t have the problem? 

 Second is at least 75% of your behavioral interventions should involve teaching 

the kids something. Oftentimes we leave teaching out. Think about the example of the 

kids on the playground with the new playground equipment. The intervention would be 

to teach how the behavioral expectations fit with the new playground equipment, right? 

So that teaching would be part of the process. So you’re building in how do we define 

both what to do and when to do it? Now, of the things that we’ve learned, we do much 

better at teaching what to do. We don’t often pay attention to teaching them when to do 

it. Good skill development teaches you both what to do and when to do it. So when you 

build those programs, don’t just teach them what their behavior looks like, but teach 

them when to pull it off.  
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 Now we’ve done the playground stuff and part of what we’ve done is in terms of 

using playground equipment, if you’re going to use the playground equipment well, right, 

if somebody else is using it, you say -- you walk up and you say, I’d like to use that. You 

raise your hand, say, I’d like to use that. Right? That’s the new thing that we’ve agreed 

to. But you’ve got Melinda, who is really an aggressive young lady and she’s had a lot -- 

she’s more typical than most, more likely than most to blow it on the playground.  

 So everybody’s now been taught. I want a turn, right? But just before playground, 

just before you release, you’re going to do pre-correction. You’re going to go to Melinda 

and say, okay, it’s time for playground, right? Planned time for recess. What do you do if 

you want to use the swing? Very good! You’re okay. I don’t care what Ron says, you’re 

all right. 

 All right? You see what happened? You do the little things that are pre-

corrections. You set her up for success. Now recognition. You never teach people 

things that you don’t -- you never teach people skills that you don’t acknowledge. Well, 

that means the playground supervisors need to acknowledge people for asking the right 

way. How are you going to do that? Well, part of what we’re going to do is we’re going 

to have the magic recognition for playground thing. You have three of these. I want you 

to give those out. I want three of them given out by the end of playground, right? And 

those three are for asking the right way. So you’re setting things up so that the 

playground supervisor now has a little mechanism. The thing is, by the end of 

playground, don’t have any of those in your hand. Find somebody doing something 

right. 

 Extinction. All right, here you go. Sort of a -- this doesn’t mean we get rid of them. 

It means of all the things that we have seen in behavioral programs in schools, this is 

the single biggest flaw. So you ready? That’s an antecedent prompt to say pay 

attention. You need to not only say what they do, but why they keep doing it. Most of the 

time, the why they keep doing it is not what we do, it’s what other kids do. If you’re 

going to build a program that works, the problem behavior needs to not lead to the 

reward that’s maintaining it. So you’ve got to figure out how you’re going to make that 
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work. Making that happen, that’s where you’re going to use the school psychologist, 

counselor, social worker, behavioral specialist. They will help in that piece.  

 Last part, you’re going to have consequences. If they do things incorrectly, they 

need to know what’s going to happen. Most of the consequences, though, are going to 

be geared to minimizing the likelihood that property is destroyed or people get hurt. 

Negative consequences are a very ineffective strategy for actually changing durable 

behavior primarily because other kids are heavily reinforcing the problem behavior. So 

you’ve got to change the social culture. That’s what the bully prevention systems are 

really focused on.  

 So in one -- part of what we would say, build something where at least as a 

facilitator -- so you’re the facilitator, right? You’re going to say, how would we prevent? 

What are we going to teach? How do we acknowledge doing things the right way? How 

do we prevent the problem behavior from being rewarder? What do we do if they do it -- 

what do we do in response to their doing it the wrong way? In terms of data collection, 

we need to collect two pieces of data. How are we going to tell if we have done this 

well? Well, how about this? I’m going to have a 3x5 card that I’ve out in the seventh 

grade teacher’s box once a week and it says: 1-5 how well did we implement the 

program? How well do you think it’s working for the kids? 

 So a self-assessment of fidelity is just fine. So all of you researchers, lighten up, 

right? Use something that’s simple, efficient, easy. Within three years, we’ll be using our 

phones to enter these data. So in part, the idea, the thing I really want you to take away: 

build solutions that are local. Build solutions that match your understanding of the 

precise problem. And above all, build solutions that are practical to implement. We don’t 

have the resources anymore to be buying expensive, ineffective practices. Use things 

that fit. 

 So purpose of this session. Quick overview of things for you to think about. 

There’s nothing here that you can’t build on your own, but there are also strategies that 

you can get to put things in place. You want to decrease suspensions and expulsions? 

First off, make your meetings work. Get your roles in place. Use minutes systems that 
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actually lead to solutions rather than just discussions. Second, build problems that you 

define with precision. When you’ve built it with precision, use your data to determine if 

we have a problem, use your data to build the precision, use your data to determine if 

what you come up with is effective.  

 When you build solutions, make them multi-component and always build in 

assessments of whether you did it and whether it worked. Do those things and your 

meetings will actually be fun to go to. Much more cheesecake, much less frowning. 

Thank you. 


