
>> Hi, everybody. My name is Laura Rutherford. I'm from the Devereux Center for Effective Schools. I'm 

here today with my colleagues from the School District of Philadelphia and the School District of 

Lancaster, and we're going to talk to you a little bit about PBIS in urban schools, the School Climate 

Transformation Grant, specifically. I was going to have everybody introduce themselves. However, the 

mic won't catch that on the camera. So I'll have people come up, and they'll be able to introduce 

themselves. So here are the people who are here today. I wanted to start off by saying that this 

presentation is really going to focus on district-level implementation plans and not school-based 

implementation plans in urban schools. So if you're expecting us to talk about the challenge of 

implementing in an actual school, this is not the right presentation for you. You're more than welcome 

to come talk to us afterwards. We can address those things with you. I see some members of our 

audience are implementers in urban schools, so they can help you address those sorts of things. But 

we're really talking about district-level implementation. So if that kind of interrupted your planning, we 

won't be insulted if you leave at this point in time. But we're really talking about trying to get you to gain 

an understanding of the challenges that two urban school districts are attempting to implement school-

wide PBIS as part of a large grant, and then really for you to be able to identify plans that both school 

districts have come up with to build and maintain school-wide PBIS in urban schools, and how we are 

differentiating training and coaching support for these under-resourced districts at all three tiers. So 

Philadelphia is going to focus on Tier 1 and 2, whereas Lancaster is going to focus, I think, on all three 

tiers. I want to give you a little bit of background about what the School Climate Transformation Grant 

was. It was a competitive grant that came out around this time last year. The U.S. Department of 

Education put out an RFP for LEAs to apply for a grant. That was intended for that to develop, enhance 

and expand a multi-tiered system of behavior support. So an MTSS for behavior, or school-wide PBIS. 

And it was awarded in October of this past year to 201 LEAs throughout the country, and two school 

districts in Pennsylvania received that. And we're here today to talk to you about what our plans are for 

implementing this large grant. It's a five-year funding opportunity, so we're going to talk about how 

we're going to address those things. But before we talk about the specific plans that each district has, I 

wanted to give a little bit of background about PBIS in urban schools, and more specifically about 

sustainability over time. Kent McIntosh and his colleagues published this study in 2014 that really 

examined enablers of sustainability. So they went to schools who had been sustaining PBIS for a long 

time, and they surveyed staff. And they asked them, "Really, what enabled you to sustain over time? 

What were the key features?" And they lumped them into kind of categories, and they found that the 

most significant kind of things that let us sustain PBIS over time were district and school administrator 

support, staff buy-in and fidelity. Those were the most important things that staff said this is what lets 

us maintain our system over time. This is why we continue to implement. When they asked more 

specific questions, specific items, these are the top five answers people gave about the most important 

factors for sustainability. If you see, four out of five of them are all about administrator support. So 

whether the administrator on the school-based level, supports the team, whether they describe PBIS as 

being a top priority in their school, whether they attend and participate in meetings, whether they 

ensure the team has a time they consistently meet. And then, also that the PBIS team is well-organized 

and operates well. That's what schools identified. So you can see that administrator support, the school 

level, is our top thing that kind of maintains over time. 



And this is a problem for urban schools, who tend to have a lot of administrative turnover at schools. So 

we have to kind of keep that in mind, knowing that administrators might leave. How are we going to 

sustain? I think, even more interestingly, Nies and her colleagues in Oregon said, "Okay, we want to see 

if we can predict abandonment of PBIS." So schools who were implementing and then stopped. So sort 

of the opposite. So instead of sustaining, what makes schools stop implementing? And what they did 

was they took a pool of over 1,800 schools and across three states. None of them were Pennsylvania, 

but they looked at three states that had a really strong state network. And they said, "Of these schools, 

how many schools dropped out? Let's see if we can figure out, if we can predict in advance, what makes 

them drop out." So they found 70 schools that stopped participating in school-wide PBIS, and most 

within the first three years of the implementation. And then they said, "Can we predict abandonment?" 

How do elementary schools, middle schools or high schools predict? Are high schools more likely to drop 

out? How about Title I schools? Are they more likely to drop out? 

What about rural, suburban or urban schools? Do any of those predict?" And what they found was, 

when they ran their statistics, the only predictor of abandonment was urban settings. So high schools 

don't abandon more than elementary or middle schools, it's not a predictor. Title I doesn't. Whether 

you're suburban or rural doesn't, but urban schools are more likely to drop out of PBIS than any other 

kind of setting. And when they asked why, primarily administrator support was their answer. So again, 

this is the kind of framework where we're coming from in urban schools where we have a challenge 

more so than other schools when we're going into this. So now I'm going to give a little bit of 

background about the School District of Philadelphia, and then I'll hand it over to my colleague to talk 

about our plans specifically. The District of Philadelphia is the largest school district in Pennsylvania. It 

has over 200 schools, and it serves over 142,000 students and over 16,000 employees. Nine percent of 

the population, over nine percent, is English language learners. And about 50 percent or less of our 

students are achieving a proficient advance on the PSSAs in reading and math. So again, we're a very 

large district. PBIS is not new in Philadelphia, so it's not like we just started this new thing. We have a 

long history of implementation. So in 1999, when school-wide PBIS was kind of in its infancy, was the 

first time a school in Philadelphia implemented. There was a demonstration project at a school in South 

Philly, and that school implemented. And over several years, there have been many grants that the 

district has received for implementation and partnership with universities like Arcadia, or CHOP, 

hospitals like CHOP, or orientations like Devereux who have obtained funding to implement at several 

schools. Some of it being counselor-training grants. Some of it with parent education kind of a thing. 

Some with social work twists, but they all were school-wide projects. And 2009 was the first time the 

district applied for funding itself. So saying, "We want to do school-wide. We're going to apply for 

funding." So they went to the United Way, and received a large grant to have 20 schools implement. 

And that made a lot of changes in Philadelphia at that time because it was the first time the district 

wanted to kind of go move ahead with it themselves instead of have partnering just with other 

organization to get the funding. And at that point, their pink slip, their office discipline referral form, was 

changed district-wide to be SWIS compatible, which was a huge advantage to us. However, a year after 

implementation of the grant, the funding was disrupted because the district was supposed to match 

funds. And they were unable to do so, and so the grant stopped. So that's kind of where we were. So it 

seemed like a really hopeful time, and then it sort of didn't work out. However, more recently, there 



have been increasing grants going through federal grants that have been received. And I think things 

really shifted for the district in 2012 when a new superintendent signed on. Dr. Hite is from Maryland, so 

that's where he's coming from. He came from a district that had school-wide PBIS, so he had an 

understanding of what it was about and felt it was important. So in 2012, '13, we were in that financial 

crisis where we had to close a whole bunch of schools. Philly had to close schools, and there was a lot of 

concern from the district and the community about how that was going to be received. Basically, schools 

receiving lots of kids from other neighborhoods who maybe didn't get along so great. And there was a 

lot of concern about how that was going to be received or dealt with at the district level. 

So with a lot of research, they went to the Philadelphia Foundation and they said, again, for the second 

time, said, "We want funding to do school-wide in 10 elementary, middle schools. And we're sort of 

practices at 10 high schools." And they received that funding. So since then, they've received several 

other funding. And the reason why I'm talking about the history is not to talk about how long we've had 

it, but we actually looked to see about how many schools implemented. 

Some schools have implemented in multiple grants, so I would say there were around 40 schools that 

implemented school-wide PBIS, previously, before this current grant on this page had started. If you look 

back to see how many are still implementing with fidelity, that number is zero. None of them are 

implementing with fidelity anymore. Some of them still have vestiges of school-wide. Some of them still 

have their acronyms, or they have rewards. But they're not fully implementing anymore. And so, when 

we got this grant, we said, "Okay, this has to be addressed and thought about more carefully, about how 

are we going to make sure these schools are implementing." So the challenges that Philly's had in 

sustainability have been numerous. The first one is obviously administrative support. Sometimes at the 

district level, where not everybody has a clear 100 percent understanding about what school-wide is, 

sometimes at the top levels. And again, priorities have always been, obviously, academics. But 

sometimes, the academic-behavior link is not always clear to top administrators, so that administrative 

support hasn't always been there. Although, it has changed recently. And school-level administrative 

support has been various. So some school-level administrators don't have a full understanding of what 

they're signing up for when they say they're willing to do it. And some administrators were told that 

they had to participate. So then they didn't have that initial buy-in. I would say our biggest thing has 

been administrative turnover, specifically at the school level. So we'll have schools who are 

implementing and doing a great job, and then they'll get a new principal who maybe doesn't 

understand. HR has not previously made sure schools who are implementing had gotten new principals 

who understood and were really invested in implementing. So they would have people who came in and 

said, "Oh, I don't believe in this," or "I'm not going to continue doing this." Or, you know, "The system is 

great, but that's not what I would have picked for expectations. I don't  think that's really important." So 

that's been a concern. School staff turnover is huge in urban schools and in Philadelphia, so you have a 

PBIS team. And then next year, your team is gone because they've all left, or your team leader who's 

been running the whole show is no longer there. And if it's not built into the culture, as I'm sure you're 

aware, of the school, it's very easy, when staff turns over, to stop doing all those things. And then 

nobody kind of remembers to teach these new people how to do those things. A data system has been a 

huge problem in Philadelphia. The district was very leery about a web-based system, and they were 



worried about security and things like that. So they were not allowed to purchase SWIS until last year. It 

took 15 years that we got there. We have SWIS now, but we didn't before. And they were using these 

kind of Excel files that were really kind of unwieldy and difficult to use. You had to have some sort of 

savvy with the computer, be able to make it function. And that wasn't always the case for schools, 

especially with turnover or if somebody new would come in and not know how to use the system. And 

they would stop. So that's been a major roadblock. And obviously, we wouldn't be talking about urban 

schools if we didn't talk about lack of resources. So schools don't have resources in terms of money to 

buy rewards, so there's no money. Schools are not budgeted money to go buy T-shirts and things like 

that. That's not happening. Sometimes, it's as simple as we don't have paper to print tickets. So there's 

no reams of paper to print all of our tickets, or we do have some paper but our copy machine has been 

broken for three months. So we can't do that, and that's a regular occurrence in these schools. I think, 

also, a big problem has been staff resources, especially lately. There are no extra people in buildings. 

There's nobody who is not assigned to a classroom to teach in front of kids all day, which means there's 

nobody available in the mornings to run check-in/check-out sometimes. There is one person in the 

building who is not tied to a classroom, and she's running around doing 50 other things. So she can't 

necessarily do all the things that are required for a school-wide PBIS. Teams don't have time to meet, so 

there's no money to pay staff to stay after school or before school for meetings. If we try to pull them 

during the school day, there's too much going on and people can't meet. Meeting has been a big 

challenge. Additionally, a lot of schools don't have counselors. So a lot of our schools have part-time 

counselors, or no counselors really at all assigned to them. So no one is there to run kind of Tier 2 

interventions, have been a problem. And until this last year, there was not a common meeting time. 

Nobody had faculty meetings. No one was paid for faculty meetings, so you couldn't even get your staff 

together as a whole to train or to discuss things. So that's been a challenge in terms of resources. And 

then follow-up, almost every project that Philly has had has been funded by a grant. And when the grant 

funding ends, that's the end of the district support. There's no follow-up. There's no ongoing support. 

There's no anything from above, and there's no accountability either. So the expectation is, "We did sets 

while you were in the grant, then we stopped doing them." There's no fidelity with implementation. No 

one is expecting you to do those things. So there's been no kind of follow-up from the district level. So 

once the grant ended, that was the end of school wide. So those are kind of the challenges that we are 

facing in Philadelphia when we decided we're going to apply for the School Climate Transformation 

Grant, and sort of how we were thinking about planning. Jody Greenblatt is going to come up and talk 

about the specific plan for building and maintaining school-wide PBIS. 

>> Is it just this one? 

>> Yep. 

>> Okay. Hi, my name is Jody Greenblatt. I am a Stoneleigh Foundation fellow, and the deputy for school 

climate and safety in the School District of Philadelphia. I work for the Office of Student Support Services 

in Philadelphia. The academics are separate, which is another challenge, from the school climate and 

culture. So I work on the part that does everything non-academic, and I oversee school climate. So as 

Laura was just discussing, we have immense, immense challenges in implementing. And I was, in part, 

brought in to help say, "Yes, these are the challenges we have. So, how are going to do things differently 



in order to sustain?" As Laura said, these are our current PBIS projects. So we have Project ACCESS, 

which is a CHOP research, Children's Hospital of Philadelphia, research study. 

Those are in six schools in North, Northeast Philadelphia. It's a five-year project. We're currently in year 

three of that. And we are very lucky to have the support of both Children's Hospital and Devereux on 

that project. Devereux has been absolutely ... We wouldn't be where we were without Devereux's 

support, including getting the federal grant, which is the first time that Philadelphia has gotten a federal 

competitive grant in years.  So I really am thankful to Devereux for all of their support. Devereux's 

coaching Project ACCESS, and I'll talk a little bit about coaching next. The Philadelphia Foundation, as 

Laura said, this was a Philadelphia foundation in Philadelphia. It's a private foundation. When our 

professional sports teams built their stadiums years ago, the deal with the city was that they would give 

a portion of their money every year to the Philadelphia Foundation in a special fund. And this was the 

first time the Philadelphia Foundation allowed us to use portions of that money for Philadelphia schools. 

So that was another big gamble, and I'm very thankful to Philadelphia Foundation. So as Laura said, 

that's 10 schools. That's a three-year project. We're in year two of that. We have about a year left. 

Youth Forum, I don't know if anyone is familiar with the Youth Forum designation, this is a designation 

by the Department of Justice that designates a city as a Youth Forum to combat youth violence, a city. 

We are focused in Philadelphia on the 22nd Police District, which is a portion of North Philadelphia 

which is our most violent part of the city. So there is a multi-system approach to thinking about dealing 

with youth violence in the 22nd Police District in Philadelphia. And as part of that designation, the 

Department of Education, and this is kind of the precursor to the School Climate Transformation Grant, 

allowed us to apply for funding for four schools in the 22nd District to implement PBIS. That's a two-year 

project. We're working with Devereux again on that. They are coaching those schools right now. They're 

beginning year two, so we have about a year left in that grant. And then, the School-Wide 

Transformation Grant, 28 schools over the next five years. It's pretty ambitious. We're just in year one. 

And kind of framing into why we went for the School Climate Transformation Grant, those other three 

initiatives, we were constantly thinking, "What are we going to do when the funding runs out and 

Devereux can't coach?" Because I had no staff, so the deputy of school climate had no staff. There are 

no extra staff in the district that could perform the tasks of coaching. There was no one in the district 

that was trained as a facilitator to continue to implement and grow with PBIS. As Laura said, there's no 

one in the building that can provide the coaching. So it was a lot of talk of, "What are we going to do?" 

And I kind of felt like, I don't know if anyone has seen "The Princess Bride," but they said, "How is this 

going to work out?" And you say, "I don't know. It's just going to work out." And that's what I felt. I felt 

like it was just going to work out, and this opportunity came up for School Climate Transformation 

Grant. And so far, it's working out. So despite our challenges, I'll explain some of our successes and what 

we're doing with the School Climate Transformation Grant. So our first goal was to develop, as I just 

said, internal structure for capacity. So as part of the School Climate Transformation Grant, we said that 

we would form a district-wide leadership team. This was very important, again, for what I just said 

before about how our academics is separate than our school climate and student services in the district. 

We really wanted the academic sect to buy into what we were doing. And part of the challenge with 

this, as I said, is we had no internal capacity. We have no extra staff, but there are a lot of academic 

coaches. There are a lot of reading specialists. There are a lot of consulting teachers and other folks. And 



so, I wanted the academic side to really buy in. So with the hope that maybe one day we'd be able to 

train those coaches to also do some of the PBIS work because I've learned from other jurisdictions, it's 

the same in other jurisdictions. So we had members of the superintendent's cabinet, including my 

supervisor, the chief academic officer and others. We have community organizations that have been 

very supportive of this work. We have other system partners, including the Department of Behavioral 

Health and the Department of Human Services. We have assistant superintendents. We have some 

principals. And we've had two meetings so far. It's been a great way to share the information about 

what we're doing, talk about challenges and get input from people to think about how to really sustain 

and grow. Also essential to our capacity is the school climate coordinator to oversee school climate 

activities. 

As I mentioned when I introduced myself, I'm a Stoneleigh Foundation fellow. 

I am paid for by a foundation, so the idea was for me to continue coordinating this activity, was we 

needed that ability to sustain that work. So I will be continuing as the school climate coordinator. And 

then the most important part that I believe is hiring our coaches. Internal district coaches, as wonderful 

as Devereux has been with their coaching, we found it's so important to have district-level coaches that 

know the schools, that can work with the principals, that can spend more time than Devereux is able to 

spend at the schools and really support them. All right. Our coaching structure, as I said, Devereux is our 

lead on training, technical assistance. I am a school climate coordinator. And then, currently, we have 

two and one part-timer. We'll be hiring a third coach in the fall. So we'll have 3.5 coaches, and 

underneath those coaches are all responsible for different schools. The coaches report to me. I work 

closely with Devereux. We also, as part of both the National Forum Grant and the School Climate 

Transformation Grant, we are linked to the National Technical Assistance Center for PBIS, which has 

been really helpful. So our connection is Susan Barrett. You may have seen her work throughout this 

conference. She provides us with training and technical assistance. And I know, yesterday, they 

mentioned ... I'll just say this because I've been thinking about it since, that Ken McIntosh will be coming 

to Pennsylvania February. He's actually coming to Philadelphia in August to talk to our principals, so 

we're really excited about that. And that is because of the link to the National Technical Assistance 

Center, so we're going to have him come and talk about PBIS and disproportionality and cultural 

competency in August. So while they're not the direct coaches in the coaching structure, they have been 

a support to us. All right. Coaching, as I said, is really important to this. Because what we know, and 

what we even know from the academic side, is training and hoping it's going to stick does not work. 

Right? So Joyce and Showers found that training was not effective in getting teachers to actually 

implement, even with modeling by the instructor. The skills don't take it back to the classroom. But 

when you add in coaching and feedback, implementation went up to 95 percent. It shows the 

importance of ongoing coaching and facilitation. And this is true also in PBIS. It's most successful when 

we have a coach working directly with the school. Our coaches are invaluable to the school staff. One of 

the reasons is because we don't have a lot of adults in the building. Also because even with the training 

from Devereux, sometimes they need that extra support to help think about how to action plan, how to 

problem solve around having their team meetings, as Laura mentioned, is an issue. So our coaches come 

to training, they support the teams. They act as team members. They help develop the products. They 



provide feedback and support. They come to all the team meetings and work with the teams to problem 

solve. We are using TIPS model, if anyone went to that training before. They help foster implementation. 

They help with staff training. They go to the kickoffs. The provide feedback to the teams. They monitor 

progress in specific school plans. They do fidelity measures, including the SAT and the BOQ. They 

coordinate data, and they help action plan. So they're collecting all our survey and fidelity data, going 

over it with our school teams and coming back to action plan for how to improve and/or make changes. 

Our second goal in the School Climate Transformation Grant is to promote fair and effective disciplinary 

practices, so this is something the School District of Philadelphia has been working on for a couple of 

years. A number of years ago, we changed our code of conduct. And while it might sound basic to a lot 

of you, but it wasn't to our principals at the time. We eliminated suspensions for things such as dress 

code violations, cutting class, truancy, disrespect, all those low-level violations. We eliminated the ability 

to suspend for that, and that was challenging to our schools for a number of reasons. But I think we're 

making a lot of progress with that. And what is part of that work around revising our code of conduct, 

ending zero tolerance and thinking about the school-to-prison pipeline, our second goal about 

promoting fair and effective disciplinary practices, it made sense now to create a stakeholder team. And 

we work very closely, as I said before, with our assistant partners. So this particular team has our deputy 

chief of student rights and responsibilities, myself, we have assistant superintendents and principals. We 

have the ACLU at the table, the Defender Association of Philadelphia at the table, the district attorney at 

the table, the police department at the table and the Department of Human Services. And they are all 

thrilled that we are thinking about doing this. Our office of research and evaluation did a report around 

suspensions. One of the challenges that we have is that we do not keep classroom-level data. We keep 

school-level data, so we are able to look at numbers of suspensions, incidents, expulsions, et cetera. But 

in thinking about disproportionality and decision-making, we didn't really have the information without 

SWIS to be able to really look at disproportionality. So this team is getting together, and we're picking a 

couple of schools to look at their SWIS data to really look at what's going on in schools. Are there 

implicit or explicit biases? And then, how are we going to attack that as a team, as a school district? So 

that's some really exciting work that we're just starting. Goal three is developing PBIS in 14 existing 

schools and 28 new schools. So as I discussed the coaching structure before, and we have one year left 

in certain funding, Devereux is doing some coaching, we are transitioning over to our district-level 

coaches. And our district-level coaches are going to be coaching the 28 schools we bring on over five 

years. We're doing it on a needs basis. However, we're learning that all of our schools are pretty needy 

when it comes to coaching capacity. So we're kind of rethinking, "Why did we only ask for 3 1/2 

coaches?" But we're going to make do. You know, we have fabulous coaches. So I know that they're 

going to do a great job. So we're trying to work it based on need. Some of our schools, even within the 

district, require more help. Some around data, some around check-in, checkout, Tier 2, some with just 

getting their teams to meet regularly in the TIPS structure. So we are working with our coaches to 

provide individualized level of need. Training, as we talked about, will be conducted by Devereux. 

They're also training myself to become a trainer. I'm a provisional facilitator through PaTTAN. I'm hoping 

that our coaches will be able to do that as well next year. So that, by the end of the grant period, five 

years, we're hoping that we are independently able to train schools in PBIS ourselves. That was really 

important to my work because I didn't want, as much as I love Devereux, I don't want to keep paying 

them and finding funds to keep paying them. So schools are going to be trained in Tier 1, check-



in/check-out for Tier 2. And then we're going to work with schools around other Tier 2 interventions if 

needed. And we're going to be using SWIS to monitor data and use it for decision-making. On 

recruitment for this ... So the way our plan is for the School Climate Transformation Grant is we are 

currently training four schools this year, this school year going on now. We're training four in the fall, 

and then we jump to 10 and 10. We're aligning our recruitment of schools with the superintendent's 

action plan. As Laura said, our statewide testing scores are very, very low. And the superintendent, one 

of his goals, the one we're focusing now on a district through all of our departments, is that all children 

will read by age 8. So the schools with the lowest reading scores in the city, we are having these 

intensive meetings with all different departments of the district to say, "How can we support you? How 

can we help raise your reading scores?" And I'm very happy to say that there is a very strong recognition 

now by the academic side, that the climate and culture really pays into that. So we are focusing on 

schools with lower reading scores, and inviting them to apply. We are using an application process this 

time. As Laura said, last time, schools were kind of told they were doing this as a result of school 

closures. And we've had mixed results because of that. This time, we asked schools to apply. We 

reviewed the applications. We talked about pluses and minuses, and we chose the first eight, four and 

then four, and we'll be doing the same. So it was a competitive process. Schools did a great job at 

getting their applications in, and it really has helped to increase the buy-in. The teams that we're 

training now are very, very invested and feel very happy that they were selected for this. All right. And 

I'll turn it back over to Laura. 

>> Okay. Thanks. 

>> Uh-huh. 

>> All right. I'm going to talk a little bit about what our training model looks like for schools. So right 

now, as Jody mentioned, our goal with Devereux right now is training schools. But at the same time, 

we're training her how to train schools so that hopefully, by the final year of the grant, she's 

independently training schools. So that way, if they are going to continue to grow, they'll be able to do 

so without external help. We follow a two-year training model for schools. In the first year, we're really 

following the PAPBS Network, kind of universal training model. So we do the three days of training 

where they go through the universal days, and they come up with their expectations. And they did all 

their behavior matrix, and then write lesson plans. They come up with reward systems and the 

corrective consequence flow chart, and we follow that same kind of PAPBS Network model in that first 

year to train teams. The second year, we have in our training, is we have schools identify who they're 

going to have do data entry, which has been a little bit tricky sometimes of who is going to enter the 

data. There's no extra people. So we try to train staff to enter data, and we also ask teams to identify 

who is going to be a data analyst from the universal team. And we train them how to use SWIS. So one 

or two people from the universal team who are going to learn how to use SWIS and pull data, and 

graphs and things like that. Also in the fall of the second year, we get the universal teams back together 

and we train them in Team-Initiated Problem Solving, or TIPS. We do a full day training with that team. 

And I don't know how many of you are familiar with TIPS, but it's a data-based decision-making model. 

So the people out of North Carolina and Oregon realized that SWIS is a great tool, but most schools 

don't know how to use it well. So we do a lot of data enmiring without data problem solving, so TIPS is 



really focused on how you're going to do data-based problem solving. There was a session just 

previously by calling somebody on TIPS, which is videotaped, I'm sure you can catch on video. But 

briefly, it focuses on several aspects. The first is meeting foundations who can't run an effective meeting 

without having basic foundations where you're going to be respectful of each other, you're going to 

start on time, stop on time. You're going to take minutes during the meeting and share them with 

people. There's defined roles, so there's a facilitator who runs every meeting. There's a minute taker 

who takes minutes at every meeting, and then there's a data analyst who comes prepared with data 

reports to talk about. And then, basically, it goes through a very significant problem-solving process 

where we teach people how to define problem behaviors with precision. So rather than saying our third 

graders are having problems, we'll say something like, "Our third graders are being disrespectful on the 

playground at 12:45, in order to get attention from their peers." And then we are ready to make a great 

solution from that. So it helps to build functional solutions, and then action plan those solutions. So 

instead of just coming up with a great plan, and then leaving the meeting and it never happens because 

we never talked about who was going to do anything, we're going to focus on who's actually going to do 

what pieces of it to make our action plans happen. It follows through using data for fidelity, to see 

whether you stick to your plans, and looking at data to see if your plans were effective. So that's the 

idea behind TIPS. We have found we were a little nervous about TIPS in Philadelphia, but it's been a 

great process. A lot of schools are doing an awesome job with it. From what I've heard, and many of 

them here, we can ask them, they have found it to be a helpful process for their teams. So here's the 

TIPS model. We also, in the second year, asked teams to form a targeted, a Tier 2 team. So we asked 

them to take three to five non-teaching staff, so not teachers. Also a challenge sometimes, because not 

all schools have these people. But around three to five people who can meet semiregularly once or 

twice a month, and then we train them in check-in/check-out. It's a full day training. It's an overview of 

the program. And then during the training, we have them develop specific aspects of their program to 

basically plan it out. We're then going to have a half-day training for check-in/check-out SWIS, so we're 

going to have data entry staff and the intervention coordinator trained on how to use check-in/check-

out SWIS to look at data. And then, our plan is for teams to have meetings twice a month to look at data 

and make data-based decision with the coaches there to help support them through the process. 

So it's a two-year training model. We asked the schools to identify a small number of students to pilot it 

on, to try it out. And then once it's year three, they're able to really run the program with making sure 

all the little glitches are ironed out.  

>> And I'll wrap this up just quickly with the last two slides, and then turn it over to Lancaster. But our 

fourth goal of the School Climate Transformation Grant was to collaborate with state and national 

partners. So as I mentioned, we have the National Technical Assistance Center. Our schools are joining 

the PAPBS Network. More district staff is joining the network. We have a good number of school-based 

folks here today and yesterday. We're having district staff attend the Leadership Forum, and we are 

attending and obviously presenting today. And we're hoping that schools will present next year at the 

Implementers' Forum. We do have some climate initiatives I just want to mention briefly. And if you 

have questions about them, I'll run through this briefly. You can ask me at the end. We are doing 

restorative practices in our high school, as Laura mentioned, 10 of them piloting. 



Some others were interested in doing it. We are using Second Step, a social and emotional learning 

program, which can be a Tier 1 intervention. You know, that's all through private funding. So we only 

have a handful of schools that are able to do that. Our Department of Behavioral Health has been a huge 

partner, as I've mentioned several times. They are redoing our school-based behavioral health services, 

and they're aligning it with our schools that are doing PBIS. So it makes sense to think about how that 

new model should work, and we've been collaborating around that. That's going to be piloting in the 

fall. And then, we also have a partnership with the mental health, with the Department of Behavioral 

Health around mental health first aid. So we have 20 district certified trainers in mental health first aid. 

We have trained all of our school police. We have trained a lot of our paraprofessionals. We have 

trained a smattering of schools and teachers. It's hard to get to the teachers, because it's an 8-hour 

training. But we are trying to find creative ways to do so. It's a really great program, and we're hoping to 

get it to more people. And we're also doing some trauma-informed work at the district. 

>> And then, she has a question. I don't know if you want me to hold. 

>> Yeah, do you mind holding? Just so we can get through. Thank you. 

>> Let me find out where it is. 

>> Oh, okay. 

>> Here. 

>> I'm sorry ... 

>> Good morning, everybody. 

>> Good morning. 

>> Good morning. My name is Arthur Abrom. I'm the director of student services in the School District of 

Lancaster. I moved in 1998 to Lancaster to work. And often times, when you think of Lancaster, you 

think of Amish and Mennonite. And I got all these e-mails like I was going to become Amish or 

Mennonite. So the first time we had a Christmas card, I have three kids, we took them to Hersh. We 

took pictures of the Amish garden, and sent it back to them. Anyway, the reason I say that is because I'm 

going to spend a few minutes explaining to you some of the demographics of what Lancaster really is 

because I think there is an impression of what is Lancaster, and we want to show you what's in our 

school district here. So I'm going to do what we're not supposed to do. I'm actually going to read some 

things from slides. I hate that when people do it, but I think it's important, just again, to start the 

framework of what's in the city of Lancaster. We have 11,500 students. We have 12 elementary schools, 

four middle schools, one K-8 school and one high school campus that's split between two buildings. We 

started our own cyber school as part of our program to look at what are the multiple pathways to help 

students graduate. We have two alternative sites, one for over-aged and credit-deficient students. And 

we have another school for our kids that go through the judiciary process for expelled or behaviorally 

challenged students. All right, demographics. We have 59 percent that are Hispanic. We have 38 

different home languages represented when we talk about our ESL students. In total, there's 1,790 ELL 



students. Eighty-seven percent of our students are on free and reduced lunch. In our district, we have 

1,900 special ed students, of which 51 percent move into the district with an IEP, because they know we 

have the continuum of services that we can offer to our special ed students. We serve over 1,000 

homeless students and family members each year. Thirty percent of our students are moving on to post-

secondary opportunities. Twenty percent of those completing within six years. Twenty percent of our 

students have had at least one incarcerated parent, and we have multiple community partnerships in 

every building across the district. So I think that paints the picture of what we have in the city School 

District of Lancaster. Very different, sometimes,  than the view that you might have when you hear, 

"Well, what's Lancaster like?" I want to talk about some of the good things that are happening because 

these things are happening because of what we started four or five years ago. We've been able to 

increase our graduation rate by 5.3 percent to 71.31 percent, and the five-year lever rate by 4.42 

percent to 84.42 over the past two years. One of the programs that we're trying to do is increase 

graduates, as well as decrease dropouts. And I'll show you what we've done with that as well. We have a 

program where, of the 725 graduates, colleges come on-site. We were able, on that day in October, to 

have 145 students accepted to college that day. Lastly, we've been recognized for a variety of programs. 

But the one I wanted to highlight is, for five years in a row, we've been ranked the best community for 

music education. Here's our dropout numbers. Again, I'll explain a little more. But when we started back 

in 2005 and 2006, and we looked and only 500 students were graduating, where were the rest of the 

students? Well, 450 dropouts is the amount we had in 2005 and 2006. Through our work with creating 

multiple pathways, PBIS, ensuring that students are allowed to stay in school, some of the things you 

heard about suspensions, we've changed our code of conduct, all those type of things. We've been able 

to reduce the dropout rate to only 88 in 2013 and 2014. Another key component that's in that data, last 

year was the first year we had no seventh or eighth-grade students who are dropping out. So we've also 

done some significant work at the middle school level, ensuring that they can stay in school. And we can 

talk a little bit about some of the summer programs, the opportunities that we're offering for that we 

see that might struggle in ninth grade, kind of call of our 8.5 academy that we do in the summer. Going 

back a little bit. Four years ago, under the direction of Pedro Rivera, we worked with a district 

management council. And what we tried to do at that time is to develop what was our theory of action. 

We had so many different initiatives. We were probably known for going after different grants just 

because we needed the funding, but we really needed to focus. Through our developmental theory 

action, we have four areas that we focus on. Similarly, I hear from Philly that they're focusing on literacy. 

We focus on elementary literacy. We focus on secondary literacy. A lot of our students move in, so we 

know we can't just focus that literacy on the elementary level. We also have to focus on it at the 

secondary level. We have what's called the Graduation Dropout Committee. That's the one that I chair, 

and we also have a building leadership capacity. We're working with all of our teachers and all of our 

administrators to continue their learning. PBIS specifically started, we talked this morning, five years 

ago. And what we did was we asked all schools to pick one of three models at that time. That's just 

where we were as we just started to roll this out. So we gave them the choice of taking Olweus 

Responsive Classroom in Boystown. You may hear a little bit more about that, but we've been able to 

get national recognition for some of our programs when it's relating to the Olweus program. Another 

key component is, you heard Philly talk about, is a lot of the data. We didn't have a system to look at all 

the office referrals that were coming in. They were paper copies that got tossed out at the end of the 



year, and it was very difficult for students to be tracked year to year. Secondly, with our transient rate, 

kids are moving back and forth between 13 elementary schools and four middle schools. And what 

would happen is the kid would start at a new school, and it would be six weeks before that student 

showed up as a red flag, so to speak. And we had all this data and information.  It just wasn't being 

shared. We also now have transition meetings between the fifth and sixth-grade teachers. We also have 

transition meetings between the eighth and ninth-grade teachers, which allowed the teachers to 

collaborate and talk about individual students. This way, when they start, we start with them and we're 

not wasting that 6 to 8-week gap where we have to relearn who those students are. Our Early Warning 

System then also led to our participation with the state when Governor Corbett's wife was looking at an 

Early Warning System. So we were able to participate in that. But basically, what we have is our own 

system that we can flag students. We set the parameters. For example, 10 unexcused absences might 

cause a flag. A suspension might cause a flag. Grades being two Ds, for example, at the high school 

might cause a flag. So now, what principals are able to do, is they're able to look at this. They can look 

back year to year, and they can see how are the students progressing. And they can already have a 

target that that student might be in trouble for one of the areas that we've said. As we talked earlier, we 

were the recipient of the Transformation Grant. I'll describe a little bit about that. We have four 

elementary schools participating, and four middle or high school participating, including our alternative 

program. The reason we did that, at the time, was we had schools that were priority and focus schools. 

So first we included those in the grant application, and then we had our own internal system of which 

were the schools that we wanted to focus on when it comes to our own priority and focus areas. 

Staffing, they talked about ... We've got more coaches. So we have a person who's coordinating the 

grant, and then we have five coaches for those eight buildings. So we're very excited about that. Now 

you know, when you write grants, there's the problem of, you know, can you sustain that? We really felt 

we needed to put people on the ground, as you heard, people who can go out there, who can do the 

coaching, who can work with the administration, who can develop the systems. And again, our hope is 

that the sustainability then is built over time. But we really felt it was an important investment to make 

in people at this point. Our focus, as you heard, we have PBIS in most of the schools. It is not in the same 

place in every school. We have a lot of refinement to do. But part of our grant is really focusing on the 

Tier 2 students and the Tier 3 students. We've done some of that work. If you go back to look at our 

dropout number, some of that is done in Tier 1. We know with those 80 students, for example, that are 

left, these are students that are in the Tier 2 or Tier 3-type process. And last, I just want to talk about 

what they were saying, the combination between the behavior side and the academic side. I think we're 

growing in that area, but echoing what Philly was talking about, there's the academic side and the 

behavior side. We actually see our tier model as having three sides, so more of a pyramid. Not only is it 

academic, not only is it behavior, but we're also working with students on non-cognitive skills and we're 

building interventions. So eventually, we see this kind of more as a sphere that we know, in order to 

have kids pay attention in class, there's certain needs that they have to meet. There are certain 

executive skills that they need to have, and then they can pay attention and really dive into those 

rigorous lessons that our teachers are trying to present to them. So I'm actually going to turn it over to 

Diane Carrer. Diane is our IU13 consultant, and she's been working with the district for about 15 years, 

but really on this area probably for the past five. 



>> Uh-huh. 

>> All right. There you go. 

>> Thank you. So, as Arthur says, we've been doing a lot of really good things in our buildings. And I've 

had the privilege of working with buildings across the years, and seeing a lot of the things that we're 

doing that are PBIS-related, and parts of, components of, PBIS. But one of the things that we're really 

looking at is, how do we move into a more strategic, a more systematic, a more intense to fidelity level 

of practice in our buildings? And the transformation grant, we hope, is going to allow us, with those 

coaches, to make sure that those buildings are really successful. And then, we can have conversations 

from those buildings with our other buildings in the districts to scale up. And one of the things that's 

really important is there are folks in other buildings that aren't part of the transformation grant that 

have excellent practices. So we're gonna be looking at, how do we resource those folks? How do we 

keep this conversation going, not just in the grant-funded coached buildings, but in other buildings, 

because we don't want to lose the good stuff we've already learned through a lot of years of intense 

focus and work. But we haven't been able to sustain or expand in some of those buildings because we 

haven't had pieces like administrative support at the level we would like to have it. So I'm gonna talk a 

little bit about where we are with the RtII behavior focus. But we also do talk about academics in many 

of our buildings. Some of our data collection systems, the behavior tracking module. Arthur talked about 

the at-risk flags, the early warning system. That is on the PDE site, and we'll talk a little bit about our 

student success plans, which are action plans, our behavior support plans. So when we think about what 

our intention is as we move forward this year particularly, is we want those coaches to become a very 

tight cohort that are then going to be able to problem-solve among themselves and then go out in their 

building and problem-solve and implement. And part of making that happen -- and we know the 

difference between what we've done before and what we want to do now -- is about that intensity and 

fidelity. And so we're going to follow the PAPBIS model, work very closely with Nikole Hollins, Laura 

Moran at our PaTTAN support systems, and myself through the IU, and our coaches and really follow 

with precision and intent all of -- and I said, you know, the fidelity checks, all of those things -- so that we 

make sure that we're putting the system in, in a way that it's going to be rigorous enough to sustain as 

part of the important thing in order to sustain. Another piece that we have focused on throughout 

maybe even more than five years in Lancaster, focused on ... Let me back up. Not focused on; we've 

discussed it. In a lot of our buildings, we have talked about the impact of trauma and how we need to be 

trauma-informed schools. And we've had those conversations. We've done it in situations like when 

we're training. We open up sessions, and people come. And it's been something that's really resonated 

with our educators. And I think one of the things we feel very proud about in the district is that we have 

educators that are so dedicated and committed to their students, and as they learn more about trauma, 

learn more about brain science, that's a big part of buy-in, of why we're doing some of the things we're 

doing and why we're suggesting some of the things that we suggest through PBIS. So I want to sort of 

step aside and talk a little bit about what that trauma-informed stuff is and give you some examples 

because one of the things we know is we can look at national data and say, "PBIS is great. Look at all the 

national data. But do you know how we are all? Does it work in our school? Will it make a difference for 

our kids?" And that sort of buy-in questioning, many times, is answered by understanding some of 



what's going on in the brain science. So I'll give you a couple of examples. Yesterday, Dr. Horner talked 

about the idea of predictability and environments. We know, in our schools and for many of our 

buildings that have people represented here, we've talked about that importance of common language. 

We tie that in with brain science that says kids in poverty, because of carryover stress -- cortisol, 

epinephrine, all those things -- carry about or have about a 20 percent reduced working memory. So, 

why is it important that we do systematic procedures? Why do we use one kind of language for voice 

level so we're not having one person say, "hush," one person say, "be quiet," one person say, "silent," 

"zip it," whatever people tend to use, right, especially with all our English language learners. We are 

using voice level two, please, voice level one. So we have that. And what we're doing when we do that is 

we teach that so that kids have fluency with it, so it's a habit. When it's a habit, it's not part of your 

working memory job. So that leaves, even though our kids may have, because of the stresses of their 

lives, may have reduced working memory, we're using all of it for the learning. And there's the academic 

tie-in. And so we talk about that kind of thing and PBIS and how important it is. We can talk about how 

being recognized for positive lights up the brain. And Dr. Horner talked about that as well.  We also have 

it really tie in with those noncognitive. And I think that's a federal word. Around here, we tend to use 

the word executive skills. So we tie that in with an understanding of, what are the risks associated with 

poverty that then tie in with how the brain functions or how it's developed and what we need to do, 

how we can intervene? So other kinds of things: We've had conversations about, why are we teaching 

organizational skills, or why do we do certain things routinely? Because that allows kids' brains to 

practice organization. They haven't, perhaps, had exposure to organizational materials. You know, we 

know that it costs money for Post-it notes, highlighters, folders, file cabinets. Those may not be realities 

of many of our kids' lives. Their parents may be working really hard to do good things for their children, 

but financially, those may not be some of the things they can do. Food or a file cabinet? Hm. Not much 

of a decision. Right? So we need to then build in those organizational instructional pieces. Or one thing 

we have been doing in one building is teaching self-regulation skills to some of the little ones. And so we 

use -- and if you're a primary-age person, you may have seen this -- Common and Colbie Caillat have a 

great Sesame Street video on self-regulation. And so it's about belly breathing. 

>> Belly breathing. 

>> Belly breathing. You know it? It resonates with the kids. They love it. We're teaching them how, and 

we're using consistent language around that self-regulation. And that's that noncognitive side. We're 

really working on those kinds of components. Other examples are when we're restructuring discipline. 

So we may do things like ... We understand why an administrator may, instead of a kid getting in 

trouble, they're walking with an administrator, going and getting a cool drink, then sitting down and 

talking. And it's not that the administrator's letting them off the hook, which you know how that can 

create a lot of dissonance in buildings, but instead what we know, from a brain perspective, this is 

what's going on: We're going for a walk. We're burning off that cortisol. The cortisol damages the 

learning parts of the brain. Cortisol encourages more emotional reactivity. These are not things that our 

kids need. So we go for a walk, burn that off. The brain now can actually think a little bit. We get a nice, 

cold drink of water, so that's sort of a biofeedback. We're cooler. Now, we're ready to actually think. So 

we're designing intervention around an understanding of brain. And it's gonna make a difference. We 



have seen it make a difference in many of our buildings. We want to talk about it more systematically, 

not hit or miss, and make it really a part of staff development, but also conversations in those team 

meetings. So it's not just during that staff development day, and it goes away. When we notice 

somebody doing feedback, teachers, we notice somebody doing something, we can say, "Wow. I 

watched what you did, and you really helped that child come back to center. You really reduced the 

stress." It might be you see a teacher who no longer does a time-out chair, which is not a good practice, 

from a brain perspective, because we take an upset child, and we put him in a space, and we have him 

sit still, which their body is going ... 'Cause they've got cortisol in their brain and adrenaline in their body. 

They can't do it. They end up doing something doofy, you know. Then, they're in more trouble and all of 

that. But what if we change it to a time-out square, where they can move around, burn off some of that 

stress chemical, get ready to focus? What if they have tests laid out? And we actually have, in some of 

our buildings, we've been  

experimenting -- I think that's a fair way to say it -- experimenting with, even at middle school levels, 

what kinds of practices we can put in place that allow a kid who's upset to regain regulation. And again, 

thinking about what Dr. Horner talked about at the high school, if you were in his high school session, 

how important it is that kids aren't just managed by us but they're learning to self-manage. And so I 

think, when we talk about trauma ... And let me also say, when we're talking about trauma, for many of 

our kids, it's not necessarily a big, significant traumatic event, but it is what Dr. Bessel van der Kolk at 

Harvard talks as developmental trauma. It's those kind of daily or ongoing chronic assaults on one's 

confidence in terms of feeling safe emotionally and/or physically, so not knowing if you're gonna have 

food the next day, not knowing where you might live next week, worrying about your parents' health, all 

of those sorts of things that sort of wear a child's system down. And so if we understand those and we 

understand how that affects the brain, then we can move forward and say, "How are we going to design 

our systems?" So we've been having those conversations in a lot of our buildings. We want to bring that 

together as part of the transformation grant and really look at, are we being trauma-informed? Are we 

really making good decisions around what kids need? It's gonna impact everything from how we 

approach Tier 1, so a building that may start its day with exercise for its kids, to all the way up through 

Tier 3, when we're designing intervention plans for kids who really need high levels of intensive support. 

Shifting now from some of the goals in terms of the things we talk about that guide our structures that 

we design to our data ... How long have we been doing F&M surveys in schools? 

>> Since 2005. 

>> Okay. So since 2005, Franklin & Marshall has been doing school climate surveys with us. So we have a 

lot of data across a lot of years. And already, there have been decisions -- and maybe you'll speak to that 

-- decisions that were made based on what we've learned. These surveys go out to parents. They go out 

to students. And so in looking at them, we see trends, trends of needs. And we can look at student risk 

factors, protective factors. If you're familiar with ASES, we can look at things very much aligned with that 

and make some really wise decisions at a district level to address those needs. And so that is one piece 

of data that we use district-wide, and we can see patterns throughout our district. We also have been 

looking at some of the self-efficacy, self-advocacy kinds of things, are also part of that F&M survey. So it 

tells us what kids feel they are already doing in terms of self-management and designing their life and 



moving forward. We also have our own data system that is in progress, or in process. So what we did is, 

starting about five years ago with a community conversation around the code of conduct, we started 

looking at minors and majors highly influenced by PBIS. And we actually piloted three different data 

systems and had discussions at the district level about what those systems did and didn't do for us. We 

piloted SWIS. We piloted a system out of Canada. And we piloted taking our own E-school behavior 

tracking system and looked at the schools and said, "Okay, which one works best for us?" And we had a 

lot of questions about that because working best is: Do we have the personnel to do it? How does the 

information get inputted? How easy is it to get back out? How can we look at reports? How does it talk 

with other data streams that we need it to talk with and other reports that we need to file? So we ended 

up redesigning. And the decision was to redesign our system. And our tech department has been 

working very closely with administrators and central office to redesign our system so that it mirrors 

SWIS, so we can aggregate and disaggregate data. We know that there are still a lot of flaws in the 

system. We're still working on it. And actually, one of our goals with our transformation grant coaches is 

to look at how we can continue to fix that. But we feel that it really provides us with one system that 

allows us to do a lot of things like PIMS and look at academics at the same time and have all that 

information unified in one place. We do have a lot of all-urban settings. We have a lot of kiddos that 

move from school to school to school. And we want to look at ways that we can make sure data follows 

them as well as intervention following them. So we feel that this particular system, when we get it 

where we want it to be, will be really productive in terms of working with our high-mobility population. 

We're going to, I think, continue that conversation rigorously over the next couple of years to get it to 

work more smoothly as it goes on. We are also using, as Arthur said, the at-risk or the early warning 

system, and we're having conversations about decision points because, is a decision point different at 

elementary level versus a middle school versus a high school? What decision points flag a student for 

us? So we have had a lot of conversations about making decision points for when children rise to the 

level that we need to look at them in our team meetings. And so we are using that as another data point 

to consider. We have something called student success plans, and they've been in place for quite a few 

years. But one of the things, when we looked at the content of them, is we found that many times, they 

were sort of a collection of notes, and different people were inputting. The nice thing is, if a student 

moves, you can see it, see what their student success plan is. The bad part is, did we get rid of old stuff 

that's no longer relevant? Did we have people inputting things they probably shouldn't have put in? Did 

we not have unified-quick-look-at-a-glance effective? So one of the things we're looking at is, can we 

develop, with our team process, particularly as we move to Tier 2 and 3, that we have teams inputting 

information and a cohesive set of an action plan so that that's our repository, and it's really everybody 

can look at it, and it can make sense to folks and that it is also not so voluminous that it prevents people 

from making sense of it? And as we're moving forward, we're also certainly talking about that functional 

thinking across the tiers. We really are looking for our intervention specialists to provide a lot of 

leadership, that functional thinking starts at Tier 1. You know, we need to be thinking about what's at 

the root of the behavior, and if we see that at Tier 1, what kinds of interventions can we put in place? 

And over time, we've building some strategies banks at a lot of our schools for Tier 1, so talking about 

what, in our school, do we do in practice to meet the needs of kids, and sharing that across schools? And 

we want to make that more systematic through the coaches' approach and build that so that we know 

what works in Lancaster with our kids and our teachers. And when we think about, again, buy-in, that's a 



big deal to have ownership: when people know that they've been part of designing the kinds of things 

that are being implemented across the district. We also have worked across time on tools for teams. So, 

do we have behavior data tools in addition to our data systems? Do we have tools that they can easily or 

relatively easy use to collect data on individual kids, if we need that, in the classroom, to reflect on what 

their classroom data looks like? We've also had things like our academic intervention teams talk a lot 

and influence a lot how we run our behavior teams. So when you're talking about TIPS, we haven't used 

the TIPS model. But actually, it sounds like we're doing a lot of the same sorts of things in terms of 

assigned roles, making sure that we have who's responsible, what's happening, by what date? And that 

was driven out of a code form which was at one of our middle schools. And we have used that to design 

our meetings that are both academic and behavioral conversations since they occur simultaneously in 

kids and are highly related. So we want to continue to develop those things. And we feel that that's 

gonna be a really important part of sustainability, is the in-house conversations, making meaning of 

what's going on. Coming up with ways to bring that information together and share it across our 

buildings is going to be very important. And our eight buildings, by being K to 12, what we are looking at 

is ... And previously, our practices were really more focused on elementary and middle, but what we're 

hoping is, by having this K to 12 and schools represented at all levels, we're really going to develop 

things that are available to all of our schools across all of the grade levels. 

>> [INAUDIBLE] talking about beyond. 

>> Beyond the school doors.  

>> Good morning. I'm Pam Smith. I coordinate school, family and community partnerships for the school 

district of Lancaster. I'm going to bring us into the home stretch here, last bit of information for you. And 

then, we'll have an opportunity for some questions. So one of the uniquely designed pieces of what 

we're doing in Lancaster is that we have a pretty sophisticated system of community partners that 

provide us with a lot of support and services that most of which we don't have to pay for. So all the 

things that you heard our team talk about in terms of what we're anticipating doing and what we've 

been doing to this point has really been successful and will be successful because of those partnerships. 

So what we wanted to do, then, is leverage those and make sure that they're aligned to what we're 

putting in place because that will help with sustainability, not just from our perspective, but also for 

those partners that can get additional resources and say, "Yes, we're doing this kind of service or 

intervention in schools, and we know it's effective because we have the data to prove that." So I just 

wanted to give you a couple of examples of what that actually looks like for us. Probably the biggest and 

easiest example for me to talk about is our school-based behavioral health services. So all of our 

buildings across the entire district have a mental health partner that's housed, full-time, on-site in our 

schools to offer school-based behavioral health for our students. So every school has at least one full-

time clinician. Most of them have more than that, some up to six. We serve probably about 25 percent 

of the entire student population just in that school-based service of mental health services alone. So 

obviously, that's a great resource for us, particularly when we're looking at some specialized 

intervention at Tier 2 and Tier 3.  That's not something, for example, you heard Philly talking about how 

they have reduced school counselors, and so that limits kind of the activities that they can do for those 

sort of things. We've now been able to relieve our school counselors that we do have to have the 



school-based folks who are specialized in that be able to provide the service so the school counselors 

can focus on some other things in supporting students with academics and things in the building. The 

other, probably more comprehensive, system that we have is that we use the full-service community 

school model in some of our buildings. So not all of our buildings across the district have that. But a lot 

of our buildings that have higher needs have a pretty sophisticated system of services and supports. 

Looks at the school being the hub of the community, if you're not familiar with that, and you bring in a 

lead organization from the community who has a full-time person, a community school director -- it's 

kind of like my role, only on-site just at that building -- who's responsible to coordinate and leverage 

partnerships and resources for that building specific to their needs. So in terms of what we're talking 

about here with PBIS, if you're gonna put a system in place and you need the tickets and you need the 

rewards and the incentives and you need parent buy-in, that community school director is basically 

responsible for connecting with the community and the resources and bringing those things to the 

building to make sure that that can happen and that it's effective. So we're looking at integrating all of 

those kinds of things into the work that we're doing. And I think that that's really sort of positioned us 

uniquely to sustain the work that we're doing. And those are some things that we have that we're gonna 

look forward to. And probably, the other thing, I mean, from the get-go, we've already started to change 

the language around what we're doing in this initiative. So we're not referring to it as a grant Because 

most of us know when you talk about things in grant language, immediately, people are, like, "That's 

time-limited," "I don't have to really do it," or, you know, "It's just gonna come and go," "It's something 

that maybe it's not gonna be, you know, embedded in what we're doing." So we're dropping the word 

"grant," and we're using the language and the conversation around this being an initiative because our 

goal is that this not only will happen in these eight buildings that we have, but we'll be able to scale and 

sustain it across the district because people will want what's happening in their building too. So that's 

our focus for that. The other unique piece that we've done here is you heard, also, Philly talking about 

how maybe they should have had more coaches put in, realized that on the back end. We actually kind 

of felt the same way, but we have five plus our lead, which is six, and the additional benefit of having 

Dianne, which I consider seven folks that are gonna be serving eight buildings. Now, of course, one of 

those settings is our high school campus, which has 3,000 students in two buildings. So that's gonna be a 

pretty intense job for someone, or someones, that are going to be supporting them. But we're looking at 

integrating, just like Philadelphia, that support at the building level because we know, although we're 

gonna have intentional, aligned and consistent things across the buildings, it's going to look unique in 

each setting. The personality of the principals is unique. The team is unique, whether or not the team 

stays the same or it evolves, and you need to have some consistency in what that looks like. So you want 

to have someone who can coach them in moving that forward. And as Dianne was mentioning, 

everything that we do is data-driven.  And it's not just from our perspective at the school district. So one 

of my roles and responsibilities is to ensure that all of our community partners, whether they're an 

organization that's providing an after-school program or whether they're a system, like juvenile 

probation, making sure that every single entity has access to the information that we have access to 

regarding students and how they feel and are they feeling safe, do they feel connected? This is how 

they're achieving. This is the gap area. And for a lot of school districts, that is a pretty vulnerable place to 

be. But for us, we take it from the perspective of: If we hold onto this and we don't share it, then 

ultimately, we're responsible for whether it's working or it's not, and we can't get the support and 



resources we need. So our viewpoint on that is to share it because we want to share the responsibility 

for having an impact on that. And understand that we need to stay in our lane as a district and provide 

academic support to kids, and we need the help of others to do the things that they're good at. And in 

addition to that, we're able to drill down, specifically, to student data. And Dianne mentioned that. I 

mean, so the success plans and the early warning system drills the data down all the way to the student 

so we know exactly which kids need what. And that's also the reason why we looked at the model of 

having the intervention specialists -- that's what we've called them -- because we want to have them 

ensure that those specific students and families get access to what they need. So it isn't just about 

identifying it, identifying what intervention might be able to be used, but also making sure that they get 

there. So you can say, "Well, this student needs school-based behavioral health." But we know there's a 

process for that. A parent has to sign paperwork. They need to do an intake. So there's a number of 

things that the intervention specialist will be doing, not just in having conversations and looking at data 

with the team, but also ensuring that kids and families are actually getting to the interventions that they 

need. And that ties into removing barriers and making sure that what we're proposing is accessible and 

that it's practical, not just for kids and families, but for teachers and leaders. There's a lot of demands on 

teachers right now. And so by having folks who've had the experience, being in a classroom, being a 

school leader, they get it. They can have those real conversations with teachers about, you know, this 

isn't just one more thing. This is how it impacts how you do your job, how it's going to make it easier, 

you know. And having those conversations as opposed to somebody pushing some top-down things 

onto folks, as opposed to them being integrated in part of what's happening. So in addition -- this is the 

one thing that wasn't mentioned previous -- but when we wrote our grant for this initiative, we actually 

did not propose to be part of the PAPBIS network. We have not been, as a district, part of the network 

previously. And it was sort of happenstance that we came upon that. But now, as part of what we're 

doing with the initiative, we're going to be joining the PAPBIS network. We've started the process for 

that, specifically focusing on the eight schools that we have incorporated into the grant, and going 

through the fidelity process. And so then, we will just be able to scale up into the rest of the district as 

we move forward. There's some obvious benefits to that, which you also have access to through 

PaTTAN. So we're really looking forward to the additional support that that's gonna provide and the 

resources for us. And specifically with the School Climate Transformation Initiative, we also have access, 

some pretty close, tight access, to the national center as well. So all those things combined are actually 

just setting us up for success here. So that's really just a rounding-out for us in Lancaster, how we've 

done things. So I think we have a few minutes for questions. Right, Laura? So I know that there was at 

least one question in the beginning. And I'm not sure how we'll do this, but I'll turn it over to whoever 

the question is directed to. So if you can just let me know, and we'll go from there. Go ahead. You have 

your hand up. 

>> [INAUDIBLE] 

>> Thank you. 

>> We are now practicing school-based behavioral health at two of our schools thanks to the work of 

Lancaster and sharing your best practices with our [INAUDIBLE]. 



>> Great. So the comment is just around ... 

>> So thank you. 

>> No problem. So I just want to reiterate the comment. So the comment was around Lehigh Valley. 

They were looking to initiate school-based behavioral health, so they actually reached out to us in 

Lancaster to get some tips on how to do that. And I actually provided support to the team in Lehigh 

Valley. And now, you have it initiated in at least two schools. And there's a question you have also? 

>> Thank you, and a question. 

>> Okay. 

>> So we are also now starting conversations around trauma-informed care in our schools and are really 

desperately looking for a really good trainer. 

>> Okay. 

>> So if you guys have any resources or suggestions, that would be great. 

>> Great. So the question is just around having information specific to trainers to do trauma-informed 

care. And, Diana, do you want to address that, or do you want to link up? 

>> We can talk afterwards ... 

>> We'll talk offline about that. 

>> But we've had a lot of conversations and training in our ... 

>> Great. So we'll connect afterwards and maybe have some additional conversation. Who else has a 

question? Yes? 

>> [INAUDIBLE]  

>> Pam. Oh. Jody. 

>> The school-based focus that you mentioned earlier, is that only for [INAUDIBLE]? 

>> The school-based folks ... 

>> You said focus. You said that there was the school-based initiative that you all were focusing on. Was 

it only for ... 

>> For behavioral health or for the PBIS? 

>> The PBIS. 



>> The PBIS, we are focusing on our different levels of elementary schools. We have some K-8s. We have 

some K-5, maybe a K-6. So we have different levels. But, yes, we are focus ... We have not ventured into 

high school implementation at this point. 

>> [INAUDIBLE]  

>> We're hoping, with this grant. You know, I got a little ... We're thinking about it. We have to think 

about it. Yep. Any other questions? In the back. 

>> What schools have you implemented [INAUDIBLE]? 

>> What schools? Well, we have 20 now, so I don't want to run through them all. But if you want to see 

me after, I can go through. 

>> All right. 

>> Yep. They're all geographically based all over the city as well. 

>> So, it's not just in the 22nd district? 

>> No, only four in the 22nd district. Actually, five, I guess. One technically is, but four as part of that, 

yeah. Any others? Yep? 

>> In terms of the coaches, have you found that schools to be open to the feedback from the coaches, 

and how is that relationship going? Has it been welcome? Has it been [INAUDIBLE]? 

>> The question is feedback from the coaches, has it been welcome? Has it been appreciated? I think it 

has. And I definitely think there is a difference, though, between having external coaches through 

Devereux and having our own internal district coaches. I think that the schools aren't as comfortable 

asking for help, honestly, through the Devereux coaches, whereas if it is an internal district coach, I think 

it is almost easier to bridge that. And so I have noticed a difference between the coaching relationship 

between the Devereux coaches and our coaches already, and we've just kind of started that. The other 

thing is I think our coaches are able to dedicate more time, which is helpful. On the whole, I think 

schools, our schools, at least, are grateful for any help they can get. So they have been pretty open to 

receiving feedback. I think fidelity measures sometimes go a little -- can go both ways. If they haven't 

met fidelity, I think how to deliver that to the schools has been a little bit tricky. But I think on the whole, 

people have been receptive. Yes, ma'am? 

>> Which schools in the 22nd precinct? So, you're in the elementary schools and the middle schools? 

>> Do we have any straight middle? 

>> We have [INAUDIBLE] straight middle. 

>> We have two straight middles, not in the 22nd. We have elementary schools in the 22nd. 

>> Okay. So, have you seen any kind of, like, positive results from this ... 



>> Oh, yeah. 

>> Implementation ... 

>> Yes. Yes. Already, yep. 

>> That's good. 

>> There's a school here. You can ask them. 

>> Hi. 

>> Hi. 

>> I'm from Harrisburg High, in Harrisburg, PA. And we're just starting up a PBIS team. Should there be a 

staff member designated as a coach and in contact with the IU to delegate things, or how do you feel 

about that? 

>> I'm gonna turn that over to you guys, yeah. 

>> [INAUDIBLE]. 

>> Okay. One of the questions is, as they're moving into a high school model, should they designate a 

coach based on the team? One of the things we had planned to do in Lancaster is we have facilitators 

through PaTTAN and myself, but during this next year, we're going to have the coaches move through 

that status to become facilitators, so it's more internal. I think you also spoke to the fact: There's 

relationship stuff when it's an internal coach ... 

>> Right. 

>> And you can catch things often early, I think, when you're inside. So it seems to me that would be a 

really good idea. 

>> Thank you. 

>> Oh, I guess I should say ... Any other questions?  Just generally, I was thinking about your question. In 

terms of trauma-informed, there's some really great resources. We can look at what other states are 

doing. Maryland has done a lot around trauma-informed. Wisconsin has done a lot around trauma-

informed. Going to the PBIS national site. So there are a lot of resources. If you Google that, you're going 

to find a lot of resources. We've also sourced a lot around Jensen's "Teaching with Poverty in Mind" and 

a lot of other folks -- Robert Sylwester -- around brain research related to trauma. 

>> Okay. 

>> All right. So please thank this team. 


