
MALE: So with us today for Resiliency and PBIS is Mr. Justin Zahorchak, who is currently the principal of 

West Side Elementary and Greater Johnstown area School District.  He was a Emotional Support 

Teacher and he also was a Reading Specialist.  He got his Masters in Literacy and his principal certificate 

from Indiana University of Pennsylvania.  The other gentleman up here is Mr. Curtis Davis.  He received 

his master's degree in Public Administration at the University of Pittsburg and Bachelor of Science in 

Education from Indiana University of Pennsylvania.  He's a state certified School-wide PBIS lead 

facilitator for two years.  He spent three years as a Grant Writer and trainer for the Alternative Community 

Resource Program.  He spent seven years as a city manager.  He has 36 years as a classroom 

instructor.  For 13 years, he was the coordinator for Safe and Drug Free Schools for the Greater 

Johnstown School District.  He's a Resiliency trainer and facilitator, a peer mediation program trainer and 

coordinator, and a life-long runner and advocate of improving educational programs.  Please join me in 

welcoming these two individuals. 

CURTIS DAVIS: And when I grow up and decided what I really want to do, you know.  Thank you all for 

attending, first of all.  And what I am going to do, I have to apologize for Dr. Zahorchak who bailed out on 

us.  But he is the reason we're here because one of the things that we're going to talk about is taking 

School-Wide, taking Resiliency which we had in place and then also aligning it with two state standards 

which are on the horizon.  I don't know how familiar you are but there is a school climate standard being 

looked at and an interpersonal skills standard being looked at.  And before I even proceed, one of the 

things I would like to tell you is how many people here are familiar with TED Talks online?  All right.  

Thank you.  I would recommend that everybody goes to TED Talks and looks at it.  And one of the things 

I will -- would like to emphasize is recently I viewed a talk by the president of Bennington College.  I can't 

remember the lady's name.  I'm thinking Dr. Liz Coleman but I'm not sure.  And she made a presentation 

on our need to reinvent liberal arts education.  And the reason I point that up is that one of the things that 

we are going to talk about is the need to develop interpersonal skills in our schools.  And School-Wide is 

a great way to do that.  You can -- and nothing against math and science.  I love math.  However, I don't 

care how well-versed you are if you can't communicate and you can't interact, if you can't care about 

other people, your success rate is going to drop.  So, you know, I'm getting like, you know, Principal 

[inaudible] going to get up here and be a preacher on you.  But I just wanted to give you that kind of a 

background so you'll understand where I come from.  My 36 years in a classroom were by choice.  They 

kept trying to get me to be a principal and I said, "No.  I want to stay in the classroom."  By running 

Student Assistance Program is -- when I ran the Student Assistance Programs, I made sure that -- in my 

classes I thought Psychology but I also made sure that I taught classes that were not necessarily covered 

by kids.  I love History course and I taught Current Events and I wanted a cross section of all the kids.  

Because I felt that if I'm going to work with them in Student Assistance, you know, then I need to know 

them and they need to know me.  And I always tell people when they say, well, in 36 years -- and by the 

way, I was enjoying in my 36 years.  But my accountant said, "You're losing money."  And I'm not stupid.  

Therefore, I said, "All right."  And people would always say, "What's the difference from when you started 



and when you left?"  And I tell them, "When I started I automatically got respect because of my position.  

When I left, I had to earn it."  And I'm not sure that was a bad thing.  Because you should earn the respect 

of your students.  And the best way to do that is by respecting them.  And then I think it comes on 

preaching like (inaudible) I'm sure because the people that are involved in School-Wide understand those 

kinds of concepts, which also brings us into Resiliency.  Everybody hear me all right?  Right.  Thank you.  

If you want to write down the email addresses feel free.  They're also on your handout and that way if you 

have any questions for me, feel free.  Shoot me an e-mail.  You'll also find in anything I do like this, we 

have other presentations.  One of the things I love about School-Wide is the concept of free domain and 

the ability to share.  I just talked to a couple of different people, they said, "Yeah, we're having trouble 

getting certain people on board."  You know, we want to move forward with School-Wide.  And one of the 

things I've been telling them is this, "Get the people on the PAPBS or get them on to PBIS national 

website.  Go to Maryland.  Go to Florida.  Go to Michigan.  Go to Oregon.  The nice thing about it is its all 

free domain on that PAPBS website and you can look and you can borrow, you know, you can change 

lesson plans, ideas, charts, it's awesome, you know.  And that's one thing I like about School-Wide, is that 

ability to have that free domain.  So everything I have up here is free domain.  There's a slide in here you 

want to use, yeah, download it and use it.  You know, you don't even have to ask -- ask my permission.  

All right?  Feel free.  We're on the same business, helping kids.  All right?  We set on and those of you 

who ever had a chance to work with Dr. Zahorchak in the past know that he is a big picture person.  He's 

a person placing frameworks.  He's the person that believes in evaluating programs which is where Justin 

and I come from.  And I worked with him for quite a few years and now Justin is working with him, and 

also had to deal within the family members, I got lesson--but keeping that in mind he always makes us 

focus and say, "What's your mission statement?  Where is your strategy?" this--Justin is going to.  And 

this is our mission statement that we talked about.  All right.  This other means of protective factors, life-

long socio-emotional capabilities for every child by hoping districts and schools align with PDE Standards 

Aligned System, consider the proposed standards on school climate, interpersonal skills, by creating a 

framework and a strategy and then a climate for inter -- school climate, interpersonal skills and 

implementation of School-Wide behavior and interventions support system, Resiliency and other 

development programs.  Wow.  That's a mouthful.  But the lesson we want you to understand is this, I'm 

working with about three or four different schools.  A lot of times when I go in they'll say to me, "Well we 

already have all of these.  We already have PATHS.  We're already incredible years."  How many have 

those programs in their schools?  Let me see your hands.  I like to make you interact.  You know what?  

Had you rolled them over into a -- into a School-Wide program?  See, because I tell people all the time 

that goes, "Guys, they're all based on the same concepts.  They all work together."  You know, it doesn't 

have to be one or the other.  They're all the same.  You just have to roll them in and make sure you 

create a structure.  And when people say to me what School-Wide all about, whenever it's initial, I say, 

"Well, somebody turned around and came up with the concept that if you create a positive culture in the 

school building it'll increase academics and decreased behavior.  You're on campus.  So, I'm not going to 



say what I say to them but basically if you don't know, you know, and I'd say that's not rocket science.  

That's what good educators have been doing all their careers.  But here's what's nice about School-Wide, 

somebody took it and bought it and gave it a structure that's generally understandable and turned around 

and put a data piece to make it.  And that's what makes it nice because it makes us something you can 

have a look at and make your decisions based on the information acquired.  All right?  If at any point, I -- 

you know, you want to jump in and you have to use my microphone.  So you have to lean over close to 

me, Justin.  All right.  These are our objectives; know about the standards for student interpersonal skills.  

Form a strategy for implementation interactivity.  Aligned, you know, School-Wide Positive Behavior 

Intervention and Resiliency with existing programs.  Evaluate the programs and then identify the means 

for every child.  What's your role?  How many people have School-Wide in their schools right now?  Or 

working with a team?  Good.  Okay.  What -- how many people in here are the salesmen?  Oh, don't be 

bashful.  Come, we need salesmen.  All right.  What do you do?  What's a salesman do?  Somebody 

want to give me an answer? 

AUDIENCE MEMBER: Talk it up. 

CURTIS DAVIS: Absolutely.  Talk it up.  And in order to talk it up, you have to believe in it.  And we need 

sales people, you know.  You can't be afraid to go out there.  Some people -- now, is everybody a sales 

person?  I know I'm not.  I'm bashful.  Yeah.  What was that line we were going to use, Justin?  You're a 

recovering introvert. 

JUSTIN ZAHORCHAK: Yeah, [inaudible] 

CURTIS DAVIS: Yeah, well, I'm not.  All right.  Anyhow, but we need sales people.  We also need 

workers.  We need workers.  How many of you are good workers?  You don't necessarily want to be the 

person up front.  Your data people, you're the people that are out there and making sure that, you know, 

I'm doing a session on coaching and courting maybe.  And I have to tell you, man, those workers are 

crucial.  You know, those people that make sure the knots and bolts -- we were just talking about this 

coming up here.  Any of you that remember -- and we both have the opportunity to work with Dr. 

Zahorchak.  And Justin and I -- he's probably going to see this.  So I guess I should be general here, 

huh?  Dr. Zahorchak as a boss is a guy that reads all those books, truly believes in those theories, 

understands them, puts them into practice and strategy.  He's not necessarily knots and bolts guy.  And 

see?  So it was always nice because what happened is he would come up with the theory, he would truly 

believe in the training and professional development and then he would let certain people, and that's what 

Justin does now.  God bless him.  Do the knots and bolts, the day to day, the working with the staff.  You 

know, the boots on the ground part.  And that's crucial in -- the other thing I always tell people is do a self 

evaluation.  You know, what is your strength?  What is your weakness?  When we give student 

assistance which for 13 years I was involved and headed up, you know, our motto was always, "Check 

your ego with the door."  You know, when you come in to that meeting, if you're not the best person to go 

talk to that child then, you know what?  Realize that and say, "You know what?  Yeah, you know, I don't -- 



I think we have a personality clash.  You know, not everybody loves me unfortunately and you'd be a 

better person to talk to them."  You know those kind of thing, so.  That's one of the things you have to 

keep in mind here.  How many people are familiar with this?  Right.  Sure.  Standards Aligned System.  

And what we're talking here and what Justin is going to talk about is how Greater Johnstown decided to 

take the Standard Aligned System and put it in.  Now, they even went a step further because of the 

superintendents buy it to the safety and support of the schools and the interpersonal skills.  Even though 

they are not at this point standards that are required, they are being reviewed.  Is anybody had a chance 

to look at them online and -- no, they were actually asking for feedback.  Nobody's looked up the School 

Climate Standards.  Have you?  And the Interpersonal Skills Standards.  Have you?  Okay.  And so 

they're still being looked at.  And I don't know in today's climate where they're going to go.  I can't speak 

to that.  But I do hope that they stay on track to be in place.  I think they're very important.  All right.  This 

is the definition, if you haven't seen it.  Everybody should be familiar with it, of the Standards Aligned 

System.  Yeah, it's just not something they come up with.  It's a collaborative product of research and 

good practice.  Six distinct elements, you work them together, you provide schools and districts with 

common framework.  That's what School-Wide does, the common framework, a common language.  All 

right.  Enhancement, improvement and the research and productive to -- conducted to make schools a 

great school.  Intangible components to research supports those of great schools is just that six common 

elements.  There they are.  Clear standards.  Which is one of the major functions of School-Wide, right?  

Fair assessment.  Now, academic, but you know what?  Fair assessment is also something that takes 

place in behavior, doesn't it?  What's the first thing student says to you when you try to correct them on 

something?  Oh, Johnny, just, you know, woah, you know, and what they're basically saying is let's be fair 

in our assessment.  And they're right, you know let's be fair in our assessment.  What is fair assessment 

not only of academics but also on behavior?  You know, something you want to keep in mind.  Curriculum 

framework.  You know, we have lessons we teach.  Same thing.  Academic?  We also have in behavior.  

That's why we're doing School-Wide.  We're teaching our lessons.  Instruction materials and resources, 

well, sometimes you have to get creative, you know, when you're doing that, and safety and support in 

schools.  So that is the basic definition.  So now we know where we want to go and the question now 

becomes creating a blueprint to move forward.  At this point I'm going to step up and I'm going to let 

Justin take over. 

JUSTIN ZAHORCHAK: And I think as Curt had mentioned earlier.  I'm the one who said I'm the 

recovering introvert.  So please forgive me for my introvertedness.  But -- so, Curt was -- as Curt and I 

were talking earlier today.  We talked about how this information gets trickled down from the school 

district it gets broken down to the school, it gets broken down then into the classroom and also individual 

system.  We can see that as a school, in my school at West Side Elementary School, we have a school-

wide system of incentives.  It's broken down into individual classrooms.  Each classroom has a system of 

incentives and then for those students that would be in Tier 3, we have Interpreter -- individual.  And so 

I'm going to -- I'm going to move on a -- just a little bit further to our district design strategies.  So, one of 



the things that we've talked about early on this school year at Greater Johnstown were four big things.  

We have four big things that we wanted to accomplish throughout the course of this year.  Four things 

that we wanted to work on.  We believe just as in Hershey, Pennsylvania, we believe that there's -- we 

know that there's a recipe to make chocolate.  We believe in our school district there's a recipe to create 

student achievement, to create students that are happy, healthy, successful, smart, engaged.  These 

were the four things that we came up with.  We came up with School-Wide Positive Behavior Support 

response to instruction and intervention which I put in -- which is marked in red.  And the reason that's 

marked in red is because when we're talking about School-Wide Positive Behavior Support we're thinking 

of that same tiered system that we're thinking up when we think of response to intervention.  We're also 

working on a curriculum in our professional development.  So what we believe is our recipe for our 

students and for student achievement is this, the way that we go about doing that is really -- it's really a 

three-step process.  But I know that -- I'm sure that there's a lot of you and I know that at the poster 

sessions there were--there were a lot of great conversation.  The were a lot of people that were talking of 

one thing that I'm really interested in doing is, I'm interested in finding out what some other schools are 

doing just as far as, what you're doing for Tier 1?  What are you doing for Tier 2 support, Tier 3 support?  

So I'm actually got to share some of the things with you all here today.  Just as far as what we do for Tier 

1, 2 and Tier 3.  So in our school district, one of the things that we started working on this year was the -- 

our elementary schools.  We have two elementary schools in Greater Johnstown School District.  We 

have West Side Elementary and East Side Elementary.  Both West Side and East Side are working on 

Tier 2 and Tier 3 throughout the course of this school year.  At our middle school and high school we've 

been working on just Tier 1 this year.  So with -- I just wanted to make that known that when I get into Tier 

2 and Tier 3 that's really just happening at the elementary at this point.  We're planning to roll that forward 

into the middle school and high school next year.  But our Tier 1 basically looks like this, we have PATHS 

and PATHS stands for -- if you're not familiar with the PATHS Program, PATHS stands for Promoting 

Alternative Thinking Strategy.  And what we use PATS for is we use that three times a week and that's at 

twenty a clip three times.  At the middle school level, in grade six through eight we use something that's 

called [inaudible] I'm not sure if there's anybody that -- I'm not sure if there were many schools that I have 

talked to at least today that have used [inaudible].  And at our high school we use the EQ curriculum.  We 

-- our high school has been working with Penn Highlands Community College and the University of 

Pittsburgh at Johnstown.  And EQ really stands for emotional quotient and our students are learning skills 

through the EQ curriculum.  They're going to help them be successful in college career and life.  When we 

met with folks from UPJ and at Penn Highlands, they told us -- and when we've met with people out in 

workforce, they tell us things all of the time and I -- even as an elementary principal I hear things all the 

time, like, "Our kids are not ready.  When they graduate high school, our kids are not ready for the 

workforce or they're not ready for college careers."  So one of the things that we talked with our local 

businesses in the Johnstown community is how -- what kind of skills the -- are kids lacking?  What kind of 

--what kind of skills do our kids need in order for them to be successful?  And the number one answer 



that we get every single time is not -- is not they need more engineering skills, they need more math skill, 

they need -- they need to know how to read or whatever.  The one -- the number one thing we've heard 

from our local businesses, they know -- they need to know how to interact with one another.  And, like I 

said, I'm the -- I'm the recovering introvert.  So, I'm -- I've had to learn throughout my time to interact with 

people, to talk with other people, to socialize, to learn how to -- to learn how to use your own skills at 

work.  So in addition to PATHS, we also use expectations that are taught across the settings.  We have 

our behavioral matrix, and we have three rules at our -- at our school.  We have be respectful, be 

responsible and be safe.  And that's what -- that's at our elementary -- both of our elementary schools.  

Those same rules, those same three rules are introduced over again in the middle school and in the high 

school as part of our Tier 1 program.  So it's be respectful, be responsible, be safe.  Our entire district has 

agreed on those being our three keys.  We also have four to one positive to correctives.  So how do we 

do this?  How do we do four to one?  How do we know that that's happening?  One of the things that we 

have to do is we have to continually track for fidelity of the program as principals, as leaders in the 

schools, as people that are involved in core teams.  We have to be in classrooms checking for that four to 

one positive to -- corrections ratio.  Because if we're not we can assure -- we can't be assured that it's 

happened.  So we also have our school-wide or whole class incentive systems.  At our -- at our school we 

use a ticket incentive, type incentive system.  Where students received tickets throughout the course, and 

we do weekly drawings.  We do the principal 500 club, among other things.  One of the other things that 

we do just as far as in class teacher strategies is we used -- I don't know if, is there anybody just by show 

of hands, anybody familiar with PBIS World?  It's a great website.  I would highly recommend going to 

visit it.  One of the things about the PBIS World website is that it breaks -- it breaks behaviors down -- it 

breaks it down by behavior.  So, for example, you might have the -- you might have defiance or 

disrespect or anxiety or anything -- any behavior that you would think of.  They have interventions that 

would be Tier 1, Tier 2, Tier 3.  So it's a great place to start.  It's one of the places we started in 

developing our own district-wide interventions be Tier 1, Tier 2, and Tier 3.  But I would absolutely 

recommend that one.  Our referral process at the -- and this is really, again, not at the middle school and 

high school level yet.  We're planning on implementing that at the middle school and high school next 

year.  But really our referral process is, when a -- and I know that most of the folks that are involved in 

core teams and there's folk in here that are -- there's guidance councilors.  There's folks in here that are 

RtI coordinators themselves.  And a lot of the times principals, guidance councilors, those folks would get 

referrals and teacher will come to you and say, "Hey, I'm having an issue with so and so.  This is the 

problem, he's bad in class, he's not behaving himself, what do I do?"  The first thing we're saying at our 

schools is, "Where's the data?"  We want to see that data before we go anywhere further.  We want to 

see exactly what's happening.  I'm going to show an example of -- it's something really quick and easy 

that we use.  Again, if you like to -- if you like to have a copy of this or I mean it's pretty simple to make.  

But if -- as you see up here, this is the baseline data summary and what we asked for -- when I asked a 

teacher -- so if a teacher comes to me and says, "I have a problem with Johnny.  And Johnny's -- his 



behavior has been awful, it's been rough."  And I asked "Where's the data?"  And they say, "I don't have 

it."  I'm going to say, "Collect the data for two weeks."  But here's what we use for data, so this is very 

general.  If you see it in the comment section it says six points total.  One would be for behavior in the 

morning, one would be behavior in the afternoon, one would be work completion in the morning, one 

would be work completion in the afternoon.  One point for specials and one point for the cafeteria so that's 

six points total.  This is very general.  This is not specific.  This is not a Tier 2 or a Tier 3 intervention 

system.  This is very, very general.  So at that point I -- and I'm going to say if the teacher comes to me 

and says, "Well, Mr. Zahorchak, it's not possible.  It's not possible.  I -- with all the things that I have to do 

throughout the course of the day, it's not possible for me to collect data on a child."  I'm going to say, 

false, because this is really how easy it is.  If there's six points in a day -- and then let's say this is 

Johnny's behavior system.  We have our standard that's marked at 80%, that's what it should be for 

Check In Check Out either way.  But it's -- so let's say the first day -- and this is by week but you can 

make -- you can make it by a day.  You can make by whatever you like.  But let's say he gets four.  The 

next day he gets three.  The next day he gets two.  The next day he gets one.  It was that simple to 

collect a weeks worth of data.  So spending time doing things like this, it really isn't a whole lot of time.  

So when that comes to us, and this is part of our referral process, we ask teachers to collect baseline 

data for two weeks.  So I know most schools are using Check In Check Out at Tier 2.  This is kind of like a 

Check In Check Out throughout the process but Check In Check Out with the student who doesn't start 

until Tier 2.  Does that makes sense?  Just show check, thumbs up, thumbs down.  Okay.  All right.  So 

that's our -- that's the way we -- that's the way we screen.  We also collect data from other teachers 

throughout this process.  So, again, it's not simply, "I have a problem with kid."  So, where as ten year 

ago it was -- I have a problem with a kid.  Okay, how bad is the problem?  It's bad.  Let's refer him a 

special ed or emotional support or learning support or whatever it was.  Now, there's a real clear process 

of, I'm collecting data.  I'm collecting data frequently.  So they collect the data for two weeks, baseline 

data.  What we do at Tier 2, if you look at the tier two slide that -- at that point in time our team meets with 

parents, guardians or our RtI coordinator, guidance councilors, teachers and then we determine what Tier 

2 interventions in addition to Check In Check Out.  Check In Check Out is a mandate.  That's mandated.  

We absolutely have to do that.  So we're collecting data throughout and then we select two interventions 

at Tier 2 based from either PBIS or the ones that are district-test created.  So at that point we're still 

collecting data.  That's still a teacher's response -- our teacher's responsibility to collect that data.  Again, 

that's not taking up a whole lot of time.  And then at that point work -- so let's say, for example, we've 

collected baseline data, we've identified the student that is really struggling with behavior.  At Tier 2 we're 

going to meet with the RtI coordinator, principal, guidance councilor and then we're going to say things 

like, What is it about the student's behavior?  Let's break it down into a manageable five or six things, 

continue to collect data, see where that baseline data.  Does it improve?  Does it not improve?  And we 

do that throughout every 20 day.  And at Tier 3 we have some mandated.  We also do the interventions 

there on PBIS World.  The interventions that are -- that we have district wide but what we do absolutely 



mandate at Tier 3 is functional behavior assessment.  We also do a forced-choice survey.  I'm not sure 

how many folks are familiar with forced choice survey.  But at this stage really, at Tier 3 we want to 

identify what is the function of the behavior.  Is it to get -- we know -- we know if there's a function of a 

behavior, it's either to get or to get out off.  And we also know at this stage we want to identify some 

things that are going to help that student succeed.  So forced-choice survey is going to tell us whether 

that student's -- it -- does the behavior for, is it peer attention, is it a adult attention, is it consumable 

reward?  So we do all of those things at Tier 3 while still collecting that data.  We're going to determine 

after 20 days whether student moves from Tier 2 to Tier 3 or from Tier 3 back to Tier 2 and that's really a 

team decision.  You can -- and I've heard of some schools that set at -- they create a set point.  Okay, at -

- so if a student is in Tier 2, they're going to create a set point that, "Okay, he moves to Tier 3 when this 

happens."  We haven't done that and I don't -- I'm not sure if that's -- I'm not sure if that's appropriate to 

do.  But I've heard of that being done.  But we really just use that.  It's a team decision.  So with the way 

that we've been working with School-Wide Positive Behavior Support -- so that's the way we do our Tier 

1, Tier 2, Tier 3.  But with our four pieces of our educational design, we have four piece.  We have 

School-Wide Positive Behavior Support.  We have RtI.  We have curriculum, and we also have 

professionals at them, School-Wide being one.  We do three things in our school.  We do strategy very 

well.  We do operations very well and we do execution even better.  And the reason why we do these 

three things is because we have to have a vision.  We have to have that strategy.  And for each of these 

four things we've done a strategy, an operational plan and without execution, without KPIs -- anybody 

familiar with KPIs?  Key Performance Indicators.  If you don't have K - -Key Performance Indicators you're 

not going anywhere.  So, if you're not tracking that data, if you're not collecting progress ongoing, if folks 

that are in-charge don't know who's doing what, that's where we run into issues.  So, we have the phases, 

we have strategy, operation plan, and execution.  I'm going to show you an example of our -- the school 

district's operational plan.  And this was -- this was the very, very first operational plan that we did for 

School-Wide Positive Behavior Support.  Again, if there's anybody that's interested in this I can email you 

the -- you know, copies of our strategy plan, our operational plan.  And really, at this point, we're doing 

some execution.  We're monitoring how we execute this plan.  So, if we look at the big bulleted items, if 

we look at number one, really the first thing we wanted to do is establish, maintain a sense of urgency.  

For this initiative, we wanted to make sure that folks were onboard with it.  We want to make sure that 

teachers were onboard with it.  We want to make that we had a solid plan for what was happening.  So, if 

we just look down through -- if you look at the grays -- the gray bulleted points, Establishing-Maintain a 

Sense of Urgency for the Initiative.  If you look at those four parts, those really are strategy.  Those were 

the big picture item.  And like Curt had said before, our superintendent Dr. Zahorchak, is very big picture.  

He's very strategy -- he has a vision of where he wants to go and he's gong to get there.  But when we 

break that down -- we have to break down to get to operations and that's essentially what we've done.  

So, really to get to the sense -- to establish and maintenance sense of urgency, we've listed a quite few 

things, Who's going to be responsible?, Start and end date, I didn't put that on here because I didn't want 



anybody seeing who's in-charge and who's maybe -- who maybe didn't get something done.  So, I left all 

names out.  And there's a really strong sense of accountability.  When you put something like the person 

who's in-charge of this initiative, here's the people that are working underneath him.  So, if Mr. Zahorchak 

is in-charge and Curt Hoff -- or Curt Davis is working underneath him and Mr. Hoffman and if that didn't 

got -- get done where is it going to?  It's going back to the leader.  It's going, "Mr. Zahorchak why didn't 

you're people get what they need to get done -- finished?"  So, this is really, really helpful and -- in 

accountability.  We found that when we hold each other accountable, we get so much more done.  So, 

the other thing was we created a guiding coalition so it was creating the core teams.  Core teams had 

already been established at our school prior to this operational plan happening.  But we -- essentially, 

what we did, we created core teams at the middle school and high school.  We created that guiding 

coalition for the whole district.  So, we have one district core team and then we have at each building.  

So, that's essentially how it works.  Developing a vision for School-Wide Positive Behavior Support and 

strategy for achieving that vision, so I'm just going to kind of go just the big ideas, communicating that 

vision for School-Wide.  And this is really essentially how work -- we're going to make sure that, you 

know, throughout this year, throughout next year, throughout -- as long as this operational plan is in 

place, we're maintaining the fidelity of the program not just at my building at West Side.  We're 

maintaining fidelity at East Side middle school, high school.  Everyone's doing the same thing.  And we 

also have, as part of this plan, we have fidelity checks.  So, each month there is building administrator 

required to go to another building just to check fidelity of the program.  And we do -- we try to hold each 

other accountable and I know I try to hold others accountable because I know it's best for kids.  No, I bet 

no -- it is not what's best for adults.  It's what best for kids.  And so, somebody -- I think just -- I'm just 

going to go over this pretty quickly, Empowering Police for Broad Based Action.  We also have some, 

Generate Short-term Wins and it's not just for students but for staff also.  How are we going to incentivise 

staff for handing out Trojan tickets?  Or how are we going to -- what kind of rewards are we going to use 

for staff?  So -- Anchoring New Approaches to Culture.  So this was just one of the things and then, 

there's a fiscal management aspect of it because we all know that, you know, as part of the -- as part of 

the any initiative that happens at a school, there's money and resources that go into it.  So, thought that 

would be interesting to share, our operational plan.  So, we created a strategy and those were basically 

our big, gray, bullet points.  And then, we created the operational plan.  Everything that fell underneath 

that -- at this point right now, we're executing.  And like I said before, if you're not executing on a plan and 

if you don't have Key Performance Indicators along the way, you're lost.  So, just tot go back to our 

PowerPoint.  The Resiliency -- well, this was from Nan Henderson and I know, Curt had gone over this 

before. 

CURTIS DAVIS: I actually made [inaudible] 

JUSTIN ZAHORCHAK: Okay.  And -- so, one of the things that, you know, I wanted to share with you 

folks was how our school is kind of aligning ourselves with the Resiliency Wheel.  A few years back the 

Standards Alliance System actually had Resiliency as one of the circles in the will.  Now, it's Safe and 



Drug-Free Schools.  But we always, of course, believed in the resiliency aspect of Safe And Drug-Free 

Schools.  And just some background, this is -- I'm sure that everyone has seen this information before.  

The only thing that's really had a different in there is that you -- locally, we've seen some reductions and 

Office Discipline Referrals.  And this was kind of how we're making the connection, School-Wide Positive 

Behavior Support and Resiliency and I think one of the most important things with our school district and 

I'm sure anyone of yours is how are we monitoring it?  How are we making sure that all people are 

involved?  How do we make sure that all -- that all the custodians, the secretaries, the bus drivers, how 

do we make sure that they're all trained?  How do we make sure that they're following what we had 

trained them on?  So -- and that's a tough task.  And -- but I think one of the ways that we do that is 

having KPIs or Key Performance Indicators.  And I'm going to share with you some of the things that we 

do to align with the Resiliency Wheel.  So, one of the -- one of the aspects of the Resiliency Wheel was 

setting clear and consistent boundary.  And the way we do that is we really have school-wide 

expectations across all settings, not just for the students but for all people in the school.  So, if we say 

that we're respectful, responsible, and safe and I'm not respectful or a teacher is not respectful or a 

maintenance staff is not being respectful, that -- those behavior need called out.  So, what we -- we've 

also identify at the school level -- at each school, we've identify the major or minor behaviors, what 

classifies as an Office Referral versus what is classified as a Classroom -- what's taking care of the 

classroom.  It also includes our code of conduct.  This is an example of what a -- what our expectation 

matrix looks like.  On paper form, it looks a lot better but this is what it is on here, done very quickly.  So, 

it's be respectful, be responsible, be safe, those were the three rules that we have.  It does change a little 

bit from elementary to middle school to high school.  Some of the wording is changed a little bit but we 

know that those things are in place.  Just as far as the -- how do we -- Clear And Consistent Boundaries 

and I was talking about Key Performance Indicators.  How do we -- how do we track those expectations?  

Well, I think the number one thing that we can do to track the expectations if they're consistent from 

classroom to classroom.  Are they consistent from building to building?  And the way that we do that are 

by having constant, frequent, fidelity checks.  I think there is no other way than fidelity checks 

consistently.  Walkthroughs by the members of the core teams, walk through -- walkthroughs by guidance 

councilor, by principals, by RtI coordinators.  Teaching Life Skills, this was another component of the 

Resiliency Wheel.  And really, that's done through our -- that's done through our curriculum.  And we 

know that if we -- if there's a -- if there was a year that goes by and we notice that 10% of our kids would 

be categorized or classified as Tier 3 students.  We don't have a Tier 3 problem.  We don't have Tier 2 

problem. We have a Tier 1 problem.  We have a 4 problem.  Just as we would in academics, if a student's 

unable to read and they go to Tier 2 and they go to Tier 3 but we have 30% of our kids in Tier 3, it's not a 

Tier 3 problem.  That's a Tier 1 problem.  And we -- and I think the same way about behaviors.  If we have 

an exorbitant amount of students that are identified for Tier 3 is because our Tier 1 isn't working.  So with 

our Tier 1 programs or Teaching Life Skills, with PATHS, [inaudible] and EQ curriculum and just looking at 

those -- at that -- at the curriculum across our district really the goals are listed above Understanding 



Choices.  There's good choices there's bad choices that we can make.  And we want students to 

understand the pros and cons of the choices that they make.  We want students to be able to reflect on 

past decision, behavior with they -- which they can learn and grow.  And really when we talk with -- and 

again as an Elementary principal I -- I've have been in the conversation probably too frequently with folks 

from local businesses saying that the kids just aren't -- they're coming out of college and they're coming 

out of high school not ready socially and emotionally to perform in the workplace.  And so these things 

are so crucial.  I think this is -- if we have one make or brake strategy in our district then -- and probably 

all of your districts is -- if we can get these kids socially and emotionally understanding the many things I 

think we're going to be in a good place.  So other things that we do and really there's -- as part of our 

operational plan and I'll be honest.  One of the things that needs to get a little bit better on our operation 

plan is how we coordinate outside folks coming in to the buildings, like we have school nurses, our mental 

health professionals, school councilors discussing self-care strategies and promoting self care.  And one 

of the things that we've been working on is, you know, talking to kids about making good choices, you 

know, making -- you know, making good choices about drugs and alcohol, making good choices about 

what kind of food you eat, making good choices about risky sex and things like that.  We don't want to do 

that at a -- at such an early age that that's -- becomes problematic but we certainly need to teach kids 

skills that they're going to have to know.  So along with that we want to do these things on old honesty, 

encouraging students to admit from their mistakes.  We've been going through -- and as part of our 

training we had folks that came in from -- a few different agencies in the beginning of the school year.  

And one of the other things that we really worked on a lot, and again you can -- we can say that we do 

this.  But unless we're tracking for it, unless we have the performance indicators, we don't know whether 

it's happening or not.  So -- but one of the things that we worked on at the beginning of the year and 

anytime that we do any professional development we always ask the people that presenting, what 

outcomes are going to happen based upon this professional development?  What are -- what are we 

going to do differently?  And if we're not going to do it differently on an ongoing consistent, basis don't 

even come here.  But one of the things that we did work on this year that has been -- has been proven to 

be fairly effective is the I-Statements, "I worry about when you're not in class." things like that.  So just as 

far as Key Performance Indicators for, you know, teaching Life Skills I think we look at our Office 

Discipline Referrals.  I think we look at in the curriculum or our teacher's format of assessment, the 

assessments that go along with our curriculum.  I think those are very telling as far as, "Are we really 

getting across the ideas that we want to get across?"  And if it is a part of a curriculum, like PATHS you 

are able to check on going frequently.  Providing care and support is another anchor of that will.  And 

really this is about trusting relationships, modeling honesty and respect.  We keep our word and I think 

that's -- I think that's very critical.  And I think -- one of the other things that we always say and we always 

try to -- try to ask our teachers to do and our principals and our -- and our staff is, you know, many of our 

kids, you know, in a school that we have approximately 86% of our students are economically 

disadvantaged.  And we ask our staff a lot and we ask our principals and we ask -- we ask a lot of 



everyone.  Because sometimes kids may not have parents that are -- that are attending their basketball 

game or their football game, so we ask our staff members.  We ask them to do things like, hey, if you can 

go to -- go to watch your kids play sports.  They may not have any parents at the game.  They might -- 

they might not have anybody there to watch them.  We also do things like our after school programs.  At 

our after school programs we have staff that continue to work.  We provide dinner at our after school 

program so kids get breakfast, lunch and dinner at school.  So I just get the feeling that a lot of our kids 

that are in our before and after school programs really feel cared for.  The -- I feel like they feel supported.  

And that's really the goal.  And some of the programs like that really, really -- are conducive to helping 

students.  We're also looking at things like listening or -- and that's very -- I think cliché to say we need to 

listen to our kids but it's true.  Rephrasing what they say, validating their thoughts.  Some examples on -- 

how are we on time Curt? 

CURTIS DAVIS: [inaudible] 

JUSTIN ZAHORCHAK: Okay.  The -- the other things that we do in providing care and support re-

acknowledging appropriate behavior, Trojan Heroes tickets, School-Wide.  We have a group -- we had a 

classroom incentive system.  So we have a school-wide complete -- total incentives system for everyone 

and we a do weekly drawing for that.  But there's also -- and there's classrooms have their own individual 

group systems.  And there's also individual systems for our kids that would be Tier 2 or 3 kids for 

behavioral purposes.  Another one in the anchors from Nan Henderson, the Resiliency Wheel, 

Communicating High Expectations, so adults believing in kids, we're highlighting strengths, we're 

supporting students throughout.  Again how do we track these things?  How do we -- how do we track 

setting high expectations.  We're always looking at fidelity.  We're doing fidelity checklist.  We're tracking 

the amount of Trojan Hero tickets that are going out.  We're tracking the format of assessments that are 

happening in the classroom as part of the curriculum.  And we want to do things like provide opportunities 

for meaningful participation.  And one of the KPIs for participation is -- we're actually tracking right now.  

We're tracking the amount of extracurricular activities that our kids are involved in.  We're tracking who's -

- you know, who's involved in sports, who's involved in music, who's involved in after school programs.  

And I think one of the things that we want to get across is we're all in this together.  And that -- one of the 

things that have been -- has been really effective for, you know, our school district, at our elementary and 

high school levels is is our Kiwanis Club.  We have -- in our school district we have about -- we have a 

little over of thousand kids.  We're about 300 kids that are involved actively in our Key Clubs.  And we 

have a -- and elementary Key Club.  It's Key Kids Club.  We have Builders Club at the middle school level 

and we also have the Kiwanis Key Club at -- in our High School.  So great things that the Kiwanis Club 

has done for our school just as far as, they've provided, you know, financial assistance for projects that 

we have our kids do.  It provides leadership -- it builds leadership from our students.  Many of our Key 

Kids Club students at the Elementary level, they do peer tutoring.  They -- we have a mentoring program.  

We have a lunch buddies program that at lunch time some of our Key Kids they go eat with other 

students that we've identified as Tier 2 or Tier 3 students.  And then -- just providing opportunities to 



engage kids.  And one of the things that we're really proud about our kids are -- actually our Key Kids, our 

Kiwanis Kids they're really proud about -- we've created a community garden project.  And as part of our 

community garden project, we have a courtyard in our school.  And we've planted vegetables.  We've 

planted a ton of vegetables in our courtyard.  And what we do with the vegetables is we take those to the 

-- there's an area that's located probably about five miles from our school and it's in the projects.  And our 

students, we take the vegetables and give them to the community -- the community project in the -- in our 

project area.  And it's so appreciated from the community.   Our kids -- many of our kids who live in the 

same area go there, get the vegetables.  Everything is completely free of cost.  And it's something 

wonderful for our kids.  And I've included many, many of Tier 2 and Tier 3 kids in this project and they 

absolutely loved it.  So again just more positive things, we do something every year.  It's called a Trojan 

Family Christmas.  We have -- we usually have about eleven or twelve hundred people in attendance at 

Trojan Family Christmas.  We give out free books.  We've been working with the foundation called First 

Books Association who has donates books to us.  We're able to get books out to kids.  And all of these 

events really are set up by kids.  And I think that goes a long way in providing -- and we use that as an 

incentive.  Increasing pro-social involvement and we always talked about being four to one and it's one 

thing to say we do four to one positive to corrections, but it's another thing to actually do it and to monitor 

and track the fidelity of that.  The relationships, traditions, dance, student groups, these are all great ways 

to get kids involved.  And at this point I'm going to pass it on over to Mr. Curt. 

CURTIS DAVIS: Take a deep breath.  Very quickly, let me ask you a couple of questions.  How many 

people in here have been trained in Resiliency?  Let's see your hands?  That's good.  How many people 

in here have over 20 years experience in the field of Education?  Let me see your hands.  All right.  So I'm 

going to take you back for a time trip here.  Communities That Care, now for those of you who know what 

Communities That Care, what happen, the Pennsylvania youth survey and we're talking back in the 80s 

coming in to the 90s and they decided that they were going to do surveys.  And they were going to 

determine, what are the risk factors?  So what they did was they did a survey of the students and they 

discovered, that let's see, is anybody in your family abuse alcohol?  Is anybody in your family violent?  Is 

anybody in your family have access to guns?  Is anybody in your family not [inaudible].  These were all 

risk factors and if you have three of four of those risk factors, guess what?  You were at risk.  Well, I got 

news for everybody.  I was at risk.  All right?  Just as we had Principal [inaudible] talk about.  But here's 

what happened.  Somebody -- and I'll give you an example, if you're familiar with Nan Henderson's book, 

on Resiliency in Schools.  It's a great resource that we used for our training because we trained all of our 

staff.  Another person is Dr. Seligman out of University of Pennsylvania which I've talked to Justin about, 

or the book called The Optimistic Child.  And -- it's a handbook for parents on how to teach your child to 

deal with failure and adversity and still remain optimistic on life and where it's taking them.  Now, on 

Resiliency for those of you who had not been trained yet, and those of you who have, bear with me, 

because this is the story I always tell.  And this is Nan Henderson's book.  Thousand University, a 

graduate professor that takes his students in social work and says, "I want you to get down into the 



bowels of Baltimore.  And I want you to find 100 teenage males that just have every risk factor you can 

imagine and I want you to come back and tell me what can we do to possibly turn their lives around.  So 

the class comes back and what do you think they said?  There's not a snowball's chance in -- that these 

kids have a chance.  They're not going to make it.  They will be lucky to graduate.  Twenty years later, the 

professor goes in the backroom, pulls a binder off the shelf and it's the study from twenty years ago.  

Goes to his graduate class and says, hey do me a favor.  Let's see how many of these people we can 

find?  I may be a little fuzzy on my numbers but they're close.  They find 85, out of the 85 they find, guess 

what?  Seventy of them have college degrees and have careers and have turned their lives around.  And 

it gets better.  When they go to interview them and they say, what turned you around?  They were all 

named the same person, tenth grade English teacher, four-foot-nine, demanding as hell, was their turn 

around person.  She's a alive.  She's in her 90's.  They go, "Find her."  They go, "What'd you do?  How 

did you turn these guys' lives around?"  What do you think she said?  "I love those boys."  I'm telling you, 

now, you're in Education.  It's got to make the hair in the back of your neck stand up.  So all of a sudden, 

instead of looking at the risk factors, somebody got the bright idea, let's not study the risk factors.  Let's 

study those people that turned it around.  What allowed them to turn it around?  And that's how Resiliency 

came into play.  So all of a sudden, I got to put on a slide there.  So all of a sudden what happens is, you 

have this Resiliency Wheel and that's where it comes from.  This is what you have to do, you mitigate 

your risk factors but you build the resiliency.  And those of you who are involved in this kind of behavior, 

when I give training for students assistance for years and you look it on here and you see that part where 

it says, you know, Clear and Consistent Boundaries and -- I'd always put a line in here.  And I'd always 

say, your toughest decision is going to be determining where that line is between support and enabling.  

And here's the worst part, the line's going to move on you.  And that's what we get.  We took Resiliency.  

We trained the entire staff in it and said, look if you were going to believe in School-Wide and you're going 

to believe and PATHS, the first thing you have to believe in is everybody's innate ability to turn their lives 

around.  We all have that ability.  How many people here can name your turn around person in your life?  

Let me see your hands?  How many of here was a teacher?  I got to tell you, you know it could be 

neighbor.  It could be anybody, you know.  It could be one of your parents, could be one of your friend's 

parents but there's a turn person in your life and that's what we need to be, turn around people.  And I 

think with that, you know, we're done.  Questions?  Comments?  Do you have any questions on anything?  

Like I said, stuff will be online but I think we're good.  Anything you want to add at the end?  Okay.  Thank 

you very much.  You're a great audience. 


