
SUSAN BARRETT: Good morning, everybody.  How's that sound?  Can you -- can you all hear me in the 

back?  Awesome.  Okay.  Good morning. 

AUDIENCE: Good morning. 

SUSAN BARRETT: I have about an hour to sell you PBIS at the high school level.  And so, one of the 

things you need to know about the PBIS-ers around the country and as you can tell the enthusiasm that's 

here in Pennsylvania is that we're inappropriately excited about our work.  And I think that's probably 

because we're releasing huge changes and reform efforts that are taking place in the schools that we're 

working with.  And so, I'd like to share with you sort of the last three years of our work that we've been 

doing in Maryland.  Truth to be told, I was the PBIS coordinator in Maryland for about 12 years.  We 

scaled up from 15 schools to over 900 and we would always do these high school forums. We'd always 

bring our high schools in and don't tell anybody this, but what we'd used to do is when we train our high 

schools, we'd call it high school training but I just threw a couple of pictures of high schools in there and 

do the same diagram training I was doing with elementary and middle.  We have -- since in the last three 

years because of the Safe and Supportive Schools project, we have learned a great deal more in the -- in 

the last three years.  And I'm here to share with you sort of our lessons learned and how we're really 

delivering our training much differently.  We're doing an activity-based training and the workbook that you 

have before you -- we bring teams in, we do two full days.  And our teams are walking away with a solid 

action planning that fits the unique settings of our high school.  And we're doing much more activities and 

facilitating dialogue around things that are specific to high school.  So what I'm going to do this morning is 

sort of give you some big ideas, some things to think about as you're engaging in a dialogue back with 

your staff and trying to sort of set the stage for what I call a reform effort, and using the framework by 

which to have these conversations I think is important, because we're going to start taking things the way 

that we have been doing for a long time that are not effective.  And we're going to hold people to looking 

at data and reviewing data and saying, "You know what, let's invest in a small number of things that yield 

great impact with the kids that we're serving in our building," right?  Right now, on average, there are 14 

different initiatives going on in any building in this country and we're overwhelming our staff.  And so I 

really worry that we're doing a lot of things -- again, great intentions, but aren't benefiting the kids in our 

school.  We can really streamline what we're doing with this approach called PBIS.  So please don't try to 

reinvent the wheel again.  You guys have access to your technical assistance providers but if you have 

any questions or you see something that you want, you know, please email me.  Don't spend time 

searching for things.  And here's what I'd like to do.  I'd like to really give you sort of the big idea and sort 

of this framework for what it looks like at high school.  I'm going to give you a couple of big ideas that 

promote change.  And finally, I'm going to ask you to start thinking about our fidelity measures called the 

Benchmarks of Quality.  And we are really using this Benchmarks of Quality as a checklist and as a guide 

for implementation.  So whether you're ready to launch or you're enhancing your current implementation 

with PBIS, or you're trying to sustain the effort, we're always going back and holding ourselves 

accountable.  We really need to hold the adults accountable for quality of implementation.  We can no 



longer afford to assign blame on kids when they don't have the opportunity to experience high quality of 

evidence-based practices because we're not owning that as a staff in a coordinated way.  So we're really 

using this Benchmarks of Quality to help us with that.  Bottom line is at the end of the day as you hear 

from what's going on around the country, as you hear from students that are embarking in this process 

and experiencing PBIS, as you're hearing from other schools, we want you to really walk away feeling like 

this guy. 

[VIDEO BEGINS] 

[VIDEO ENDS] 

SUSAN BARRETT: You and I both know that we oftentimes come to a rah-rah, that we get really jazzed 

and excited only to go back to our building and have this happen. 

[VIDEO BEGINS] 

[VIDEO ENDS] 

SUSAN BARRETT: Right.  So the goal of today is to really think about preparing ourselves to prevent sort 

of the naysayers what we fondly refer to as the been be's.  I've been here before this PBIS thing and I'll 

be here after it leaves.  All right?  We have these folks that we -- we got caught in sort of standard way of 

doing business.  And we know we need to sort of move away from that standard operating procedure and 

engage in a dialogue around an integrated process.  So in terms of today, we always like to couch things 

along the line of being responsible, respectful, and being engaged.  And so, you guys already heard sort 

of silence your cell phones, ask questions, take turns, be engaged.  We really want to hear from you.  The 

team worked really hard to plan a day that was going to really meet your needs and I think looking at the 

agenda that they've done that.  So here are the expectations and the -- and the behaviors that we want to 

see from our audience.  So, first and foremost as we begin to think about those students in our 

classrooms, in our high schools, we want to consider this.  I don't see -- and maybe you guys have 

figured this out, but in our teacher trainings at the secondary level, I'm not seeing a whole lot of 

discussion around the adolescent brain, right?  And so right now, I'm living with my son who is 15 years 

old.  He is a sophomore in high school.  And I think an alien has entered his body and one day, he will 

come back to me, I think.  But at any rate, you know, the reading and reminding myself about what the 

adolescent brain is doing right now has been really helpful as a mom, right.  So when he is engaging in 

behaviors I would have never guessed he would engage in, I literally have to stop and say to myself over 

and over again before I respond, "The frontal lobe is not connected. The frontal lobe is not connected. 

The frontal lobe is not connected."  And truth to be told, it doesn't actually get connected until age 25, 

right.  And the way that the brain operates is very, very sluggish.  And by the time that our kids reach the 

age of 25, it -- the brain will work a hundred times faster than what it's working right now.  So, in terms of 

setting about expectations and thinking about the way our teachers get really frustrated, and I've been in 

the classroom and it is really easy get frustrated with these chronic and repetitive kind of behaviors but 



the same time, we have to take an instructional approach.  We really have to honor the fact that the brain 

is not yet fully developed.  And that they respond to risk and reward much differently than what -- and -- 

than how our brains respond.  So there's an article by Dobbs that was in National Geographic.  That 

might be a good place to start  with respect to being able to start having that conversation about what can 

we really expect of kids whose brain is functioning much differently than that of an adult brain?  So, that's 

the first thing.  The other thing is that we are hardwired for social interactions, right.  When you think 

about your high school years or your years in K-12, I can say that I seriously do not remember that great 

Geometry test that I took or that Algebra test that I took.  I think of the connections I made with both staff 

and other friends, right.  It was the social interactions, it was the relationships that formed, it was those 

executive functioning skills that I think are sort of moving away.  And so I think one of the things that we 

have to think first and foremost as you're building your state -- or your school leadership team, we need to 

have either youth to be a part of that team or serve as a student advisory council that shape the 

behaviors of the adults because if we don't get youth leading this effort, this will not sustain.  It has to 

meet the needs of the kids and the kids need to own it and need to lead it.  And I'll be sharing some 

examples of what we've been doing with youth -- you're going to hear from youth today but it's been a 

really critical part of the implementation.  We have to honor that as we move forward.  So, the other thing 

that I want to be clear about is that we are expanding the use of this three-tiered, multi-tiered system of 

support if you will.  When we were engaging and securing buy in from our faculty in our high schools and 

our elementary schools in the beginning of PBIS, we talked a lot about behavior and discipline.  And yes, 

we are still having that conversation.  It's still on the forefront of what we are trying to do but we know that 

that will not change and we will not be able to influence those patterns of behavior problems if we don't 

pay attention to other things.  And so, what we've been able to do is talk about establishing the conditions 

for learning through three pillars.  One is engagement.  The second is under safety and the third 

environment.  I'm really paying attention to this notion that we need to have equal priority for both 

academic rigor but also engaging our youth, engaging our faculty and we've spent a lot of time working on 

identifying evidence-based practices within those tiers that meet these three conditions.  And so what 

we're finding at our high schools is that we are working on putting Tier 1 in place pretty rapidly and 

building those systems and those foundations, but we can't wait to do that because we've got kids who 

really need our help and who are struggling in our schools.  So we're quickly putting in things like Check 

and Connect, a mentoring system, right, that allows students who are really struggling to get access to 

mentor and work on that engagement piece.  We can't wait, so we're putting in things at the individual 

level like Renew.  And so one of the things I want you to think about is as you're building the system, 

there will be a parallel process, at least there has been in the schools I'm working with, to address the 

students who need supports the most because we cannot wait for Tier 1 to be in place before we respond 

to the needs of those children.  So we've expanded the use.  And I think it's been really helpful, especially 

for a lot of our schools who are like, "You know what, we don't have a huge discipline issue.  We don't 

have a huge behavior issue, but we do have a lot of kids struggling socially.  We do have a lot of kids not 



coming, who might be suffering from depression or anxiety that we're not picking up on our radar because 

we haven't focused enough on engaging our youth across all areas."  And so I wanted -- I -- this comes 

out at the US Department of Ed and it's really been the platform for changing our perspective in using 

PBIS as the service vehicle, the delivery vehicle for engaging in this three conversations.  The other thing 

that's taken place, and I'll talk about this this afternoon, is that we're just not looking at office referral 

patterns to give us an idea about what's going on in our school.  We're using a climate survey that 

focuses on capturing the perception data from our families, from our students, and from our faculty inside 

of our schools around these three areas.  And that's really helped again shape some of the changes and 

the growth in theses areas, having that perception survey data, and having it online and being able for 

families to go on their phones and complete a survey pretty quickly has given us a really good sort of 

indication about where we need to focus.  And so some of our schools have been really focused on 

engagement because that's -- the survey has reflected that need or other schools are focused on 

environment because the data has parsed that out.  So you will develop as a team a unique personalized 

action plan that fits your community, that reflects the needs and the priorities of your staff, because we 

don't do a one size fits all.  We will give you general guidelines, but we will not tell you what to do and 

how -- we'll give you sort of a how, but we will not specify and give you a handbook and say, "Go do, God 

Bless."  All right.  We're going to give you continuous feedback, continuous support as you move through 

the stages of implementation.  All right?  Now, I've broken every rule in PowerPoint with this slide, so I 

apologize if you start to sort of see [inaudible], but I wanted to convey this notion that as we're setting up 

and creating the conditions of learning and as we're sort of taking this blended or integrated approach, 

these are the outcomes at the top.  We're not only talking about decreasing behavioral issues that are 

going on, decreasing suspension rates, decreasing expulsion rates.  We are really focused on that, but 

we're also promoting socio-emotional health and well-being.  We are promoting executive functioning 

skills and areas of social competence.  We want the environment to be free from bully behavior.  We're 

talking about prevention of substance abuse and use.  We're promoting school engagement, family 

involvement, a culture of inclusion and equity, and promotion of safe, supportive, and nurturing learning 

environment.  We haven't put world peace on here, but I'm sure in the next slide I'll talk about world 

peace.  Now, as a classroom teacher and in my pre-service years, a lot of what we did was focused on 

practices that supported students.  What we have not done a good job of is incorporating the data aspect 

into this equation, nor have we focused -- I would argue enough on nurturing and developing our 

workforce and our teachers.  All right.  So we want to embed all three aspects of this as we're moving 

forward.  A lot of our school teams do not have a team that is there entirely to support teachers.  Right.  

And to nurture and grow their skills set.  And for them to be able to foster this notion of implementing high 

quality evidence-based practices.  And so one of the things that we're trying to do with our leadership 

team is create a team that promotes this community of practice, that promotes consensus collaboration 

and buy in and that promotes this communication and dissemination process.  Now, our high schools, 

your schools are resource rich.  You have so many incredible things that are going on.  A lot of what we 



do during that first year is simply organizing what you have.  Figuring out what do we do for all, what do 

we do for some, and what do we do for few.  And how do we communicate that to our entire community 

so everybody knows about how resource rich we really are, right?  So the communication and 

dissemination aspect of what we do is going to be very critical in the first stages of implementation.  All 

right.  When we first started doing what we call resource mapping with our high schools and they started 

to take an inventory of everything that they did, one of the things that we realized is, "Yeah, they had a 

mentoring program."  They had four different mentoring programs that were going on in this parallel 

universe depending on which department you were in.  And so having and taking the time to coordinate 

so you have one mentoring program that goes through a specific process by which we deliver it with high 

quality and we give our mentors access to training was a really critical part of that because there were so 

many disjointed things going on at this particular school.  So one of the first activities that we will have 

you do as a new team, when we take you through new team training is to take an inventory of the current 

things that you do.  All right.  To say we do a ton.  How can we organize that in a continuum?  How can 

we assess the extent which we are operating these practices with high quality?  For what do we have 

data that indicates that we should continue to invest our time and resources into these practices?  Could 

we shave things off or say, "You know what, this isn't getting some of the outcomes we thought it would.  

We need to sort of limit the things that we do and take things off."  So these are sort of the four areas 

being able to say, "As a result of doing all this work, what will change in our school?  What will be the 

area of focus?"  And you all will determine that when you do sort of a data sensing process.  And look at 

the data and get feedback from your students and get a feedback from your staff to say, "Here's the area 

of focus.  We're going to focus on just one of these aspects.  And then we're going to build a data set to 

let us know when we're effective.  We're going to support students and we're going to support our staff to 

implement with high fidelity.  So this is what it's -- what's happening.  Our schools are shifting their 

thinking.  Our staff are reporting that they're moving away when students make a behavioral error to 

"What's wrong with you," to "My goodness, what has happened to you?"  All right.  It's a complete 

paradigm shift in the way that we're thinking, in the way we're approaching behavior and discipline.  And 

PBIS allows us to have the time, the space, and the support to have some necessary conversations 

about that paradigm shift.  When we talk about implementing, we talk about three to five years to change 

adult behavior, right?  Because really we're shaping the adults in our building.  It's not so much about 

shaping the kids that will come but it's really saying, "What do we need to do differently on the adult side 

that will promote and prevent behavioral errors?"  And finally, we're taking sort of the social marketing 

piece, and really having our data and having that feedback loop and connecting with our community, 

connecting with our students, connecting with our staff to show them what the data looks like every single 

time we meet.  And it really enhances sort of that professional data culture that's in one -- that's number 

three.  So as we're moving through the process, the school leadership team -- did you guys get voluntold 

to be here today?  Because there are all these things I'm going to say that the leadership needs to do.  

And pretty soon, you're going to be looking around the room going, "Seriously, we decided to come?"  But 



this is sort of what you will be doing and having some of the conversations that you will engage in will be 

anchored in these things.  We want to have an integrated approach.  Right.  That means that we need to 

promote equal priority to academic press, academic rigor, but also social, emotional behavioral health 

and what I call academic behaviors.  Now, again, I think of my son, Connor who comes home from school 

who has a lot of assignments due during the next couple of weeks but his ability to organize and prioritize 

and use a planner and plan ahead, those skills simply aren't there.  And we do a lot of support in the 

evenings to help him carve out and figure out and prioritize and plan for the next couple of weeks.  A lot of 

kids don't have access to that kind of support.  And so, one of the things I think that is really critical to 

being a successful student were missing because we aren't focused enough on those what I call 

academic behaviors.  This ability to organize, that ability to prioritize, studies skills, and knowing how to 

study.  People are a lot -- maybe not in Pennsylvania but in other places I work, a lot of focus and 

emphasis hasn't been place on that.  And high schools have this great scheduling opportunity where they 

do have these study hall periods that they could organize around and build those academic behaviors.  

And so one of the things that we're trying to do is shape and change the almighty schedule which I know 

takes years to do, but at the -- but the end of the day, we're trying to shape up that structure a little bit in 

order to help foster that integrated approach.  We also want you to focus on very measurable goals.  A lot 

of that gets dictated by your school improvement process but how can you anchor what you do and how 

you deliver PBIS into that improvement framework and that action plan?  We want you think about and 

consider a professional data culture.  A lot of our teachers will say that they feel bludgeoned by the data.  

And we need to sort of bring about a transparent and honest approach when we're looking at the data.  

And celebrate the heck when we start to see changes in our data and some of the outcomes that occur 

as a result of implementation.  Another thing that we're promoting is organizational health.  And again, 

that goes back to the notion of fostering and caring for our teaching staff, and making sure that they've 

got the skill set to do what we're asking them to do.  The two last ones have to do with academic 

engagement and personalized learning connections, and making sure that we know each student that's 

walking in our hallways in a different way.  And we've got sort of tools that we set up and we take our 

teams through this process of implementation over the first year to really organize their leadership team 

around these principles.  So here we go.  PBIS takes into consideration and is unique in -- basically with 

anything else we've done in education because we are not only focused on effective interventions, those 

practices that work really well with our kids.  We're also worried and concerned about the delivery of the 

implementation.  So it -- so we're focused on the what and the how because the effective -- the use of 

effective interventions without implementation strategies is like serum without a syringe.  The cure is 

available but the delivery system is not.  And so I go back and when we ask our high schools, when they 

had those four different mentoring programs going on, there was a lot of -- sort of the delivery system was 

off, and that's what we shored up rather than thinking about the practice.  So the point of this is that you 

have to focus on both.  And the implementation science behind PBIS has helped us do that.  The other 

thing that I want -- that we've borrowed from implementation science that you all showed know about is 



that we go through stages of implementation.  This is going to be, again, that three to five year roll out of 

changing that culture and doing some of the things that we're going to ask you to do within that workbook.  

And we go through sort of these stages.  And right now, you are in the place where you're sort of saying, 

"Should we do this?"  You have to make a decision regarding the commitment to adopting.  You know, 

our hearts are big in education and we like to add a lot of things and we like to do a lot of things but it's 

going to be really important to dictate whether or not your staff are ready to embark on this thing right now 

or whether it's just going to be too much and it will flop.  And you have to make a decision about the 

process of sort of securing that buy in from your community.  When you move into making that decision 

and moving forward, we want to make sure that we've got high quality implementation.  Are we doing this 

right?  Are we doing it in the way it was intended?  And then finally, how can we embark in making it 

better, making it easier for our teachers to implement, and making it part of standard operating 

procedure?  All right.  I think I talked about this.  Okay.  Let's move forward.  So what is PBIS?  And I've 

been dong this for about 20 years.  And whenever I rattle off this definition, my husband still says, "Now, 

what is that thing again that you do?"  So I don't think we've nailed it.  Although, I have an alternative 

definition for you today but here's what PBIS is.  It is a decision-making framework that guides selection, 

integration, and implementation of the best evidence-based academic and behavioral practices for 

improving important academic and behavioral outcomes for all students.  All right.  It is different and 

unique to anything else we've done inside education because it is a framework.  It is a guide.  It focuses 

as much on the how as it is on the what.  And so let me put that another way.  All right.  This might be a 

better definition to get our heads around.  PBIS helps us organize our resources.  So kids get help early.  

All right.  We wait way too long to engage in providing additional supports for kids who are failing in our 

schools.  We were working with one high school and we were asking them, "When do you kick it up a 

notch with respect to supporting kids who are letting you know they need a little bit more?"  And they said, 

"Well, you know, after nine unexcused absences."  Nine, right?  Why can't we change those thresholds to 

maybe after two unexcused absences?  Well, we wait until kids get D's and F's.  Why do we have to wait 

until D's and F's?  Why couldn't we sort of say, when kids start to fall in their GPA ever so slightly, we kick 

it up a notch and we respond to that need.  All right.  Kids should never have an opportunity to fail for very 

long before we respond very differently to what they're telling us they need.  And so I really worry that kids 

aren't getting help early enough and we're allowing that to fail.  The other thing is that we should never be 

surprised by the kids we get year to year.  You know, the only kids that should really surprise us are our 

kindergarteners.  The other kids have sort of a history, if you will, and the -- to the extent that we can 

prepare each year for the group of kids that are coming is really important.  And I'm not saying that we're 

going to fix it for all but it's nice to sort of have that preplanning so kids get help early.  We invest in stuff 

that's likely to work, right?  And just because it has evidence doesn't necessarily mean that we need it.  

And so again, it calls to this, wow, that salesman came in and gave us a great pitch, we got a new leader 

and they want us to try this new acronym of the -- of the month.  And we often end up with shiny new 

initiatives that only really last 24 to 48 months before the next shiny new initiative comes to town, right?  



So it's going to be really important that we not only invest in evidence-based high quality practices that 

are out there, but that we're better consumers of that.  That it has an -- a match to the need that we have 

and that we've got time and space to be able to deliver that with high quality.  We provide supports to 

staff.  We nurture and develop, and guide, and hold their hand, and don't assume they have the skills to 

ask when we ask them to take ownership of minor incident referrals.  All right.  So we need to make sure 

that we're nurturing and supporting them through coaching, through progress monitoring and performance 

feedback.  And that we're increasing the levels of intensity.  So this is really what PBIS is about.  It's not 

one specific evidence-based practice.  It's the process by which you decide what is going to work best for 

you.  It's the data system that you put in place.  It's that social marketing piece that you put in place.  All 

right.  So it's this whole big framework by which you operate and do business inside your school.  All right.  

I'm obligated to show a triangle.  And this is version 600.1.  And here is why I like this triangle.  Notice 

something here.  At Tier 1, the goal is that a hundred percent of our students achieve high levels.  All 

right.  That's the goal that we have in mind for everybody.  At Tier 1, we implement well researched 

programs and practices demonstrated to produce good outcomes for the majority of our students.  All 

right.  You have invested in a core curriculum and a lot of our schools have invested and put most of their 

resources into an academic core curriculum.  We have not however invested enough on the social 

behavior curriculum.  What is that core curriculum?  And how do we blend that and integrate it with the 

academic core and have sort of that notion of equal priority?  We know that if we have a social behavior 

curriculum in place in our schools that at least 80% of our students will respond.  If we've done that with 

high quality, 80% will respond.  And what I mean by that is that 80% of the students enrolled in our school 

will have either zero or one office referrals over the course of the entire year.  All right?  That's 

responding.  What we know is happening in our elementary and middle schools is when they are 

implementing PBIS with high fidelity, we move that number from 80% to 96%.  Ninety percent of our 

students receive zero or one office referrals over the course of the entire year, which then shrinks the 

number of kids because we've grown that green, shrinks the number of kids that need additional supports 

from us.  So, we can get really smart about -- and invest in those advanced tier development and we've 

got a lot less kids that we're working with there.  So it's about investing in a social behavior curriculum.  

We begin with very clear goals.  How -- what exactly do we expect all students to learn?  How will we 

know if and when they've learned it?  How will we respond when some students don't learn?  How will we 

respond when some students have already learned?  Now, here is why I show you this triangle, this 

particular one.  We could be talking about anything at this point.  We could be talking about Math.  We 

could be talking about Reading as we look at these questions and think about our core curriculum.  We 

could be talking about behavior.  The big idea here is that we are going to approach behavior -- social 

behavior in the same way we do academics.  All right?  When students have or make an academic error, 

we don't send them out of the classroom, yet when they make a social behavior error, that's exactly what 

we do, right?  And then the expectation of the staff is that somebody else will fix that outside.  And when 

they come back, whatever magic fairy dust the administrators have, and then that student will come back 



fixed and I go about teaching.  And that's a common error that a lot of our staff have with setting up these 

conditions of -- sort of that exclusionary practice.  All right.  It's somebody else's problem now because 

I've sent them down to the office, when in fact the whole purpose of having an office referral form is to 

gather as much information about what took place during that event, so I as a -- as a teacher can prevent 

that from happening in the future and I become part of the solution.  Right?  We cannot expect students to 

learn something by the consequences.  All right?  We don't expect students when they get D's on a test, 

just because they got a D to know exactly what to do when they get that same content again.  We 

rearrange, we change, we deliver things a little differently as a staff member.  Same holds true on the 

social behavior side.  We have to bring them back and engage them in understanding what the errors 

were, and understanding that we need to develop skill sets around social behavior in the same way we do 

academics.  So I like this triangle because what it says to me is that we're going to approach, no matter 

what the skill is, we are going to approach it in the exact same way.  So it becomes a much more 

integrated kind of dynamic.  You should be asking me, why should I invest in this?  Where is the research 

that suggests that PBIS is any different than anything else?  So here's what we're finding.  Over the last 

10 years, we've been engage in a randomized control study with Johns Hopkins University and they have 

sort of come up with these specific impacts.  In schools with high quality implementation of PBIS, there 

was significant reduction in school level suspensions.  Students in PBIS schools are 32% less likely to 

receive an office discipline referral.  A positive effect for school level academic performance is also noted 

when schools are invested in PBIS.  There are also significant reductions on the teacher rated behavior 

problems.  So when we give teachers their perception data back, here are some of the things we see.  A 

reduction and rejection in bullying across students, a reduction in service use, reductions in concentration 

problems and aggressive disruptive behavior and improvements in pro-social behavior and emotional 

regulation.  So we're seeing some huge benefits as a result of investing in this.  And I'm happy that to -- 

all you have to do is Google Catherine Bradshaw and you'll see a whole body of research that sort of 

shows how we arrived at these conclusions.  So here is a Math problem.  All right.  I've been talking about 

equal priority and this is just sort of that visual representation of what I'm talking about.  And if we were to 

follow the budget line, if we were to look at -- or the way that we do deliver professional development, if 

we were thinking about the conversations that we engage in, a lot of it is around academic rigor.  And I'm 

not saying that we shouldn't continue to be focused on that but it's critically important that's why we're in 

the business that we're in but if we don't pay attention to social emotional health, metal wellness, and 

physical health, and if we don't pay attention to that organizational health, our workforce, then we won't be 

able to get to the outcomes that we are trying to achieve which is really closing the achievement gap, 

closing the global gap, and really sort of leading to some -- a healthy country.  If we put zero in any one of 

that Math equation, we end up with zero, so this notion that we need to focus on all three areas and not 

just our schools, our communities, right?  We need to really foster this notion, that's the way that we're 

going to get outcomes.  So I said -- I talked about being social beings.  I love this piece of data.  When we 

asked our students if they feel like they belong and that's one of the questions on that School Climate 



Survey.  Out of 20,000 kids, we had about 8,000 who said -- in only 31 high schools.  Eight thousand of 

our students go into those thirty-one high schools said, "I do not feel like I belong."  Eight thousand kid in 

thirty-one high schools.  The other data point that's interesting is when we asked the staff the same 

question, 13% of our faculty don't feel like they belong.  All right.  So very interesting.  So we were pulling 

the specific data points.  A lot -- we were -- you know, we weren't excited to see this kind of data but 

what's interesting to me is that when we showed results at the time of survey, the staff said, "I don't 

believe it.  This doesn't really make sense.  This is isn't what I'm seeing."  So we actually had to take the 

next step and develop student focus groups.  And have students come and present and get sort of their 

side of the story about what was going on in the school in order to try to foster that, "Okay.  Now, I'm just 

going to start believe in the data," because if your staff don't believe that this is an accurate picture or 

reflection of what your kids are sort of experiencing in your school, they're not going to be willing to play 

along with you.  So again, to the point of bringing in the students is really going to be critically important.  

Now, I show you that one data point because here's what we know about relationships and youth 

connectedness especially as it pertains to school.  In a sample of 2,000 students, ages 12 to 14, they 

were measured at two time points over 12-month period, after adjusting for any prior conditions that could 

have led to mental health problems, the authors of the study reported stronger than previous evidence of 

the association with school connectedness and adolescent depressive symptoms and predictive link 

between school connectedness and the future mental health problems.  This is an absolutely critical piece 

of what we need to focus on.  And if we're going to yield sort of these healthy students and -- that have 

the academic success, they also need to be healthy, right?  All right.  So how do we find these kids?  

Through activities and clubs and sports fair.  We are doing -- let's see if I have this up here.  We are doing 

this thing as a result of some of the conversations and some of the data points in securing the buy in.  

What we have found is that a lot of our kids aren't taking advantage of the clubs and the activities that 

they're -- that they have access to.  And a lot of it was because they told us there was no transportation 

after school.  So they couldn't take advantage of a lot of things.  So our high schools came up with a 

different kind of approach.  They now do what's called NEST.  NEST stands for Nurturing Extracurricular 

Socialization while Tutoring.  And during lunch, students have an opportunity to select from 86 different 

clubs or activities.  All right.  So they do a half an hour of lunch and then the other half an hour, they go 

into their club.  And the staff have really stepped up and they said, "You know what, I'm a geek about 

gardening.  I will have a gardening club."  "I'm a geek about comic books.  I will start a comic book club."  

So they have something for everybody.  The other thing that they did that I think was really smart is that 

they looked at the kids who needed more academic time.  And two days a week, those students go to an 

academic content area.  They got study skills or they got some extra Math help or Algebra help, et cetera.  

And then the other three days a week, they go into something that's fun.  The data coming out as a result 

of doing NEST has been staggering.  They're getting decreased office referrals like never before.  They're 

getting suspension rates that have decreased.  Their attendance rates have increased.  Their staff, the 

staff relationships have gotten better and their staff and student relationships have gotten better because 



they've NEST-ed the social or the activity inside the day.  And so our schools are really doing things like 

that where they're making sure that every single student in the building feels like they're connected not 

only academically but socially.  They also invested in a club or a student-led advisory club called the 

Chain Reaction Club.  And what they did is they put a -- they listed every single student in the staff room 

by grade.  And over the course of week, the students asked the staff, put a check next to a student for 

whom you have a relationship with.  And they circled the ones that had very little checks by their names.  

And they -- and they put them sort of in a mentoring kind of program to again make sure they were 

fostering those connections with kids.  So if you've got kids, if you were think about some of the kids who 

aren't taking advantage of all the clubs and activities and sports that you have in your school, it might be a 

good opportunity to start to do a social marketing piece and engage them in some of these things as a 

way to sort of foster that connection.  How are we doing on time?  Okay.  I'm only scratching the surface.  

I haven't even covered what I need cover, so I'm kind of in panic mode.  Okay.  So here's the other worry 

that I have about our workforce.  I feel like sometimes we live in a punishing environment.  And 

sometimes when we're asking our teachers to invest in one more thing, we come up with some of these 

dynamics that actually foster a kind of -- more of a punitive approach.  And it kind of looks like this. 

[VIDEO BEGINS] 

RON FELCHER: When we asked Reebok to send us Terry Tate some people thought we were crazy, but 

I'm a firm believer in paradigm breaking, outside the box thinking. 

MITCH: Hey, buddy. 

TERRY TATE: Break was over 15 minutes ago, Mitch. 

RON FELCHER: And since Terry has been with us, our productivity has gone up 46%.  We're getting 

more from our employees than ever before. 

TERRY TATE: You know you need a coversheet on your TPS reports, Richard.  That ain't new, baby. 

JANICE: Hey, Terry. 

TERRY TATE: Hey, Janice. 

RON FELCHER: But what's really impressed me is how Terry's become part of the Felcher family. 

TERRY TATE: [inaudible] baby. 

RON FELCHER: He fits right in here. 

TERRY TATE: That's a long business call, Doug. 

RON FELCHER: To be honest, I wish Reebok sent us 10 Terry Tates. 

MAN: Whoa! 



TERRY TATE: [inaudible] when it's game time, it's pay time, baby.  Whoa! 

[VIDEO ENDS] 

SUSAN BARRETT: So, sometimes when we ask them to engage in something they feel pretty punished, 

right?  That one more thing and, you know, I don't know if I mentioned this before but we lose 50% of our 

workforce in the first five years.  And I -- again, I really worry about sort of the organizational health, so 

paying attention to the staff and the faculty is going to be a critical area as you implement PBIS.  Getting 

honest about what's going on and having the administrator sort of allow and foster the professional 

learning community is going to be a really critical piece to this.  And having the administrator be actively 

engaged in this process, allow some hidden leaders to flourish and develop through the leadership team 

is also going to be really critically important.  So, you know, I'm not blaming teachers by any stretch of the 

imagination.  And when I pulled this quote up, it sort of reminded me exactly of sort of my pre-service and 

sort of what I felt the first couple of years as a self-contained teacher working with the most challenging 

students at a -- at a -- at Sheppard Pratt Health System and so I'll read you this quote.  I learned very little 

in my undergraduate teacher education program about how to teach; and for those eight years, I relied on 

luck, trial and error and the competence of colleagues for my professional development.  I regret that I 

didn't know more from the beginning because despite my earnest efforts, my students didn't achieve as 

much as they could have.  I knew very little about curriculum, effective teaching, or principles of 

classroom management beyond what I learned on the job.  And so what happens is that teachers come in 

without the proper sort of behavior management principles that are really needed and required.  And so 

they rely very heavily on other teachers to sort of guide them through some of the programs and 

procedures and things that they do in their classrooms.  And pretty soon, we've probably taken a pretty 

high quality implementation from, you know, behavioral principle.  And we've morphed it into an 

unacceptable variation, right?  And I'll give you an example of this.  I'll give you an elementary example, 

so I apologize.  But when my son started first grade, he's -- he loves school, right.  Had a great 

kindergarten experience, really jazzed, couldn't wait to start school.  And they had a behavior 

management program in his first grade classroom called The Three Golden Keys, The Three Keys to 

Success.  And every day, he would start with three golden keys.  And if he made a behavioral error, a key 

was taken away.  And pretty soon the side effects to that were -- that he didn't want to go to school 

because he was so afraid of making an error.  All right.  So I go in.  I talked to the teacher.  We changed 

the protocol.  She has never been comfortable with it but she says, "I never really got access to behavior 

management.  And I just took what everybody else was doing in the school and adapted it to fit my 

personality," which is great, except that sometimes we move to unacceptable variations because she 

called me the next week and said, "Can you come talk to the other first grade teachers?"  And I said, 

"Absolutely not."  Okay.  You guys are listening.  I just wanted to check.  I said -- I said, "Of course, I'll 

come in.  What's up?"  She said, "Well, the other teachers got together over this summer and they wanted 

to do a variation."  I said, "Oh, yeah, tell me what that looks like."  Well, the kids in their class come in to 

school.  They've got a piece of paper with three frogs on lily pads on a -- in a pond.  "Oh, that sounds 



really nice."  Well, except that when the student makes a behavioral error or even an academic error, the 

frog falls off the lily pad and drowns.  I'm so glad you're having that reaction.  I was somewhere else in 

this country telling that story and somebody in the back said, "Oh, my god, we have that program too."  

So again, hearts are big but we've morphed this into something that's what I call an unacceptable 

variation.  So it keep coming back to this notion of, yes, adopt it to fit your specific needs of your kids but 

make sure that we stay with gold standard.  And by the way, frogs don't actually drown, right?  So, one of 

the things that we need to keep in mind and we will invest a ton on supporting your school team to deliver 

high quality implementation through a coaching network, because really, if you starve the teachers, they 

will eat the children.  So it's got to be very critical that they feel nurtured and supported and they feel like 

they have ownership.  So one of the first things that you're going to do is you're going to survey your staff.  

And you're going to ask them, "What would you like to have changed about what we're doing in our 

school?  What would make your job easier?   How can we support you in that endeavor?"  The other thing 

that we're going to be really careful about is that we're always going to bring you together in a team 

format where you have an identified coach that's going to support you through this process, that you have 

an administrator who makes this a priority, right?  And that you've got data because one of the things that 

we know, if we were to bring you in here and just talk at you today and give you some really great ideas, 

the likelihood that your classroom teachers would take that back and apply it was zero percent.  Bless 

you.  The only reason that teachers and staff change according to Joyce and Showers is because we've -

- when we include coaching and that admin support and that team dynamic, that's when we start to see 

the real change occur consistently across your entire faculty, right?  So it's sort of like herding cats but it 

will be fun, I promise.  All right.  So here is your call to action.  We are going to provide professional 

development.  We are going to have you work through a workbook that gives you specific activities that 

you engage in, that will create the kind of dialogue that you need to create across your school community.  

That allows you after each activity to say, "What are two specific actions steps that we can put in place 

that will change what we're currently doing?"  And we're going to hold each other accountable through 

delivering those actions over time with the help f the coach, with the help of the data.  So it's a very 

specific process that we take you through but our trainings are much more activity-based.  In fact, I will 

only get up and talk during our trainings.  I'll set the stage and then I'll give the team an opportunity to 

work.  And then we pull you back and we go to the next feature.  We ask you to talk and we give you the 

opportunity to work, so it's much more of a facilitating and guiding you through an action planning process 

than it is a conventional training.  If you're looking for something to engage your faculty in, we are using 

video clips and pulling out from a bunch of videos on PBIS Vimeo.  We're showing those in faculty 

meetings and that's seeming to help a lot with faculty engagement and securing buy in.  One of the first 

things I would ask -- if we had time, we would certainly do it today, but one of the first pieces I would ask 

you to look at is the story of Somersworth High School.  They've just completed a documentary called 

Who Cares about Kelsey.  And there's a video clip.  It's about 12 minutes and it shows a high school 

going through PBIS and the transformation that occurred.  And it -- and so if you just Google Who Cares 



about Kelsey, you will get the story of Somersworth High School.  One of my favorite quotes in that is, 

"The kids we label as bad simply means we haven't figure out a way to reach them."  I mean think about 

that for a second.  That's a huge paradigm shift in the way we're thinking about kids that come to our 

schools each and every day.  So that would be something to show your faculty, something for you to 

review, to see if showing that might help guide and support this effort.  All right.  One -- couple more 

things and then I think I have to say goodbye.  My favorite part of what we do is around data.  And I will 

have another hour in the afternoon to go through data with you.  And talk about some of the ways that 

we're looking at that because I really think that that -- having you all look at your own data is really going 

to set the stage for where you focus and invest your time and energy, and how you will sort of build and 

foster your action plan through the series of data pieces that are going to be so critical to implementation.  

Going back to a second, these are the critical features or the Benchmarks of Quality.  All right.  So we're 

going to invest in the leadership team.  And we're going to walk you through an effective meeting process.  

We're going to walk you through what your role is as a Tier 1 team.  We're going to then take you through 

faculty and staff commitment.  How do you get and secure buy in?  How do you make them take a 

leadership role and have sort of the impact that we need for them to have an impact?  How do we look at 

faculty commitment across the year?  Right.  And it waxes and wanes across the school year.  How do 

we continue to engage them and help this process along?   The third critical feature is around 

expectations and rules.  Now, when I get the code of conduct from my -- from our -- the division that I -- I 

live somewhere in this country, I won't tell you where I live.  But when we get the code of conduct or the 

rules, it looks more like the penal code.  It's basically, when you screw up, here are all the things that 

we're going to do to you.  And it doesn't set the stage for, here's what we expect all of our students to do 

and it sort of -- and defining that.  So we're going to take some time and we're going to ask that you define 

it for your school.  What do you expect every student to know?  What will the rules be in the classrooms?  

And just because they're taller than we are in a lot of cases, remember the frontal lobe is not connected.  

And we continue to have to reframe and make sure that they know what's expected and acknowledge the 

heck out of it when we see them display appropriate behaviors.  So we're going to focus on those things.  

One of the biggest things that we are going to focus on in that first year is data collection and use of data 

and ensuring a professional data culture.  The other items are around classroom and then always 

adhering to high quality.  We want to invest in this but we want to make sure that your staff feel 

comfortable, confident, and supported through this process.  And it's really going to be up to the 

leadership team who represents their faculty to set the stage for that to happen in motion.  So those are 

some of the -- or I had this sort of boring piece where I sort of was setting you up but I wanted you to sort 

of know some of the things that we're learning, some of the ways we're expanding the use of the 

framework and some of the ways -- some of those big idea pieces.  And I think I've run out of time.  So I 

apologize for going over time.  I will see you back this afternoon where we'll talk a little bit -- more about 

the data collection piece. 


