
>> Good afternoon. Is this good? Everyone hear me? Okay. Well, thank you for that introduction, and I 

want to tell you a little about who we are. We're presenting today on Tier 3 Implementation and A Focus 

on Extreme Behavior and Trauma and Mental Health. So my name is Keenan McGaughey. I'm one of the 

assistant principals at St. Stephen's Academy. I've been there for about four years. And we're located 

about 30 minutes north of Pittsburgh. So that kind of gives you an idea of where we are. It's right 

outside of Cranberry, which is a very growing, populous area in Northwestern PA. So just a little bit 

about who we are at St. Stephen's. So we are a private academic licensed school in Pennsylvania, and 

we are part of a nonprofit organization called Glade Run. Now, our school is made up of about 300 

students in grades K to 12. As of yesterday, we had the list of partnering districts that we have worked 

with throughout the year, and that number reached 61 different districts in nine different counties who 

have sent us children to our school this year. Now, just to put it in layman's terms, we have the bad kids. 

So the ones that you struggle with the most academically and even behaviorally or their behaviors 

impeded their academic success, those are the ones that are often sent to our school. So one of the 

challenges of serving that population is that 92 percent of our students fall under the special education 

umbrella. So there are a lot of emotional support, intellectual disabled, needs, autism. We specialize in 

that at St. Stephen's as well. And we have two specific types of populations. We have our day student 

population, which consists of about 210 students that, as I mentioned before, are bussed to us every 

single day and then taken home, and we educate that specific population. The second type of 

population is our residential treatment population, And that makes up about 90 students at our school. 

And those individuals, those students, range in ages from 8 to 21. And they are referred there by a 

doctor, not their schools, and they are there primarily to receive mental health treatment. So a lot of the 

common behaviors that we see are self-injurious behavior, students who are suicidal, the cutting. And a 

lot of students are there because they've experienced some type of trauma in their life, sexual, physical, 

mental abuse. So those are the two top specific populations that we serve at St. Stephen's on a daily 

basis. Also, our population is extremely fluid. So, students may be discharged from the RTF and go back 

to their home in Altoona or in Philadelphia, and they also might transition back ... Pretzel down. And 

they might transition back to their public school once they got their behaviors under check and they're 

able to succeed in their academics as well. So, again, this is kind of a breakdown of the population that 

we serve. They're the kids that have the most profound needs. So before we jump into everything, we 

always like to establish some learning goals so that when you walk out of here, you're like, "Oh! This is 

what I'm taking away from this training." So there are four specific goals that I would like everyone to 

walk out of here with today or to identify. It's how you can recognize or you will be able to recognize 

how PBIS and Trauma Informed Care mesh together so that if you do have students who have severe 

trauma or mental health needs, that their behaviors are an outward result of that, you can walk out of 

here saying, "This is how we can integrate strategies or interventions to help that population of the 

students." We're going to identify what the four pillars and the tools used in our school to provide a safe 

and nurturing learning community and to promote student success. And we'll talk about the four pillars 

here in a minute. You're going to recognize how the parallel components of those four pillars are 

integral to the success of working with extreme behavior and mental health individuals. And apply what 

you know. Ultimately, you want to apply what you learn into what you already know, back into your 

environment or your school settings when you walk out of here. So everyone's familiar with the 

pyramid, the three tiers. So the way that I always explain it to groups that we present to is that when 



you take the traditional Tier 1, 2 and 3 and you mesh it with ours, we are getting your Tier 3 students. So 

our Tier 1 is our baseline. So then, when you ... There's no such thing as a Tier 4 and 5. I do want to say 

that as a caveat. But this just gives you a representation of the populations that we serve at St. 

Stephen's. And so our Tier 4 mirrors your Tier 3. And we do have a Tier 6 classroom at our school. It's 

called our Tertiary Program, and it consists of currently five students - no, six students, actually - two of 

whom will be graduating a week from Friday. And they're the ones who, through their high school 

academic career, have needed the most behavioral supports. So that's, again, just to provide you an 

illustration of the population that we serve. Here are the four pillars that we have at St. Stephen's. These 

are unique to us. But a lot of the things that we incorporate are probably parallel or mirror some of the 

programs that you incorporate that are similar. So Pillar 1, which is what I've been talking about, is TCI. 

That's Therapeutic Crisis Intervention that was developed by Cornell University. It's primarily a de-

escalation technique to help teach children in elementary, middle and high school good coping skills. 

And that mirrors things that other programs and districts might use, like safety mechanics or CPI. Pillar 2 

is Sanctuary. That's Dr. Sandra Bloom's program that she developed. And again, that's more focused on 

Trauma Informed Care. It's geared around seven commitments, which one of our presenters here will 

get into as well. That often mirrors an ESAP or a SAP program that you incorporate into your school 

setting. So it's common language, just a different name. Pillar 3: PBIS. That's why we're here. But it's 

ultimately about how these four are woven together to work together to develop school-wide systems 

of supports. And then Pillar 4 is School as a Society. That's something that we actually developed at our 

school. And again, we'll dive into that in a little bit. But that's more associated or paralleled as your 

professional learning communities in a traditional school environment. So TCI. As I mentioned, it stands 

for Therapeutic Crisis Intervention. It's focused on crisis prevention and intervention program on de-

escalation. And it provides staff with intense, ongoing training on how to identify the wants, the needs 

and the feelings of the students. How many of you in here, when you encounter a problem child, you 

say, "What's wrong with that kid?" We often take the approach of, "What's happened to that kid?" And 

that's more the Sanctuary model. But there's always something that's causing those outward behaviors 

to occur. And the most important part of this is that all behavior has meaning. When that child is acting 

out at kindergarten, what is going on that's causing that behavior to come out? So I like to use the 

iceberg representation. So TCI to me, this is a great representation that ... The tip of the iceberg, that's 

what you can see. So when a kid is flipping a desk or throwing a chair across the room and you have to 

duck out of the way or goes to punch you or another student, that's where we incorporate the de-

escalation techniques to say, "What is going on with that child? What's happening with that child to 

cause those behaviors?" Here are the critical implementation components to TCI. First and foremost, 

you have to build relationships. If you do not have a rapport, you're never going to make a connection. 

We always tell that to our newer teachers and staff who are coming in and even to our veteran staff. 

When you get a new student that comes in, and after that three-to-five-day honeymoon period, you 

always see some of those behaviors begin to come to the surface ... And it's all about building that 

relationship and working with the student to figure out what their wants and needs are. Safety, physical 

and emotional, is important not only just for the kids. You want to provide a physical and emotional safe 

haven for them because they may not have otherwise had that in a home where they may have been 

taken off from their parents for abuse or committing a crime. There's a laundry list of things that we 

could get into as to ... When children don't feel safe, they act a certain way because that's all they know 



how to respond to their environment or situations. Teaching. Both students and staff. It's critical to 

connect those feelings to behavior. "Johnny, you look like you're angry. What's causing you to feel that 

way?" We always say, "Never use the word 'upset.'" Because being upset can encompass a lot of 

different things. And again, that's a very vague example, but it just kind of illustrates the point that if you 

don't have a relationship, asking open-ended questions might be a good channel to do that. If you say, 

"Hey, you look angry. What's going on?" and Johnny tells you to go bleep yourself, and you're like, "Oh, 

maybe we need someone else to come and help with the situation that Johnny is familiar with." And 

then the Dynamic Risk Assessment, that's a critical tool to TCI. And the Dynamic Risk Assessment is 

made up of four specific components that helps me, as a staff, when I'm approaching a situation that 

might be a crisis situation where a student is talking about harming him or herself. There are four 

specific questions you want to ask. A: How am I feeling when I'm walking into the situation? If you, as a 

staff member, are walking into the situation feeling anxious or apprehensive about talking to the child, 

then you need to ask for help. And often, as a staff member, that's hard to do. Often, as an 

administrator, that's really hard to do because I see myself sometimes as an authoritative role. Kids 

don't care. If you're a principal at a high school ... I've been hit in the face a few times. I've been kicked 

in the face a couple of times. And it doesn't matter who you are, what your role is. You have to check 

your feelings, literally, at the door or in the hallway when you're approaching a child because if you go in 

there emotionally anxious or frustrated, things can escalate even further very quickly. The other is, what 

does the child want? What does the child need? And what does the child feel or think? It's critical 

because, again, they're telling you something about that behavior. And so asking those questions is 

critical. And what effect does the environment have on the child in that specific situation? If the child is 

starting to harm himself or to other teachers, you may not want to have objects in the room, like a chair. 

This is not a joke. Every time a student comes to my office - I have pencils, and I have little nameplate 

with my name on it and a wall frame that's been busted a couple times in my office - I always remove 

things from my desk. My predecessor, who was there before me about five years ago, had a student in 

the office that I'm at now, and an angry student came in, and we're sitting there nice and calmly. And 

the assistant principal had a pair of scissors on the desk, and that child just picked it up, right to the 

hand. Right? So you have to just be aware of the environment and the surroundings so that you do not 

set yourself up for a situation that could potentially harm yourself. And then, how do I best respond? 

Again, it goes back to that relationship building. If you don't have a relationship, you may need guidance 

or help from someone else. But that's critical to ... They're all critical components, but your response can 

be the difference between calming that child down and escalating it even further. We have one 

elementary kid. He's a firecracker. The moment he goes, it can be like a light switch. But sometimes, I'll 

go up and say, "Johnny, you got a lot of hot air in your head?" I'll pull his ear and make a funny sound, 

and then a smile comes across his face, where a lot of kids, you come in within a 3-foot proximity, it's 

like a bull-in-a-china-shop type of mentality. And so you just have to be familiar with the child and 

understand what your role is in terms of their individual needs 'cause no two situations are ever built 

the same. So the critical tools to the TCI are a Life Space Interview. If we do have to restrain a child, 

which we do, and I think there are 10 students about every month that make up about 60 percent of our 

restraints. So it's not every student is being restrained. We have some students who have not been 

restrained all year. It is important that you follow up with that child and ask them to connect their 

emotions to their feelings. And the debriefing and follow-up is that you just don't restrain a child and 



walk away and say, "Hey, we're done. You made a bad decision, and you're at fault for that." Restraints 

are hard. I'm mean, they're emotionally traumatic for staff as well. And so the Life Space Interview is 

important for not just the kids but the staff so that we have a time and an opportunity to debrief and 

process with one another and with the kids. And we also have restraint-free initiatives. It's data-driven. 

That's where PBIS ... We'll really dive into that about how we use that information to help support our 

programs and also our staff to offer incentives to students. And then Emotional First Aid. It's about us as 

staff too, about how you're feeling in the specific situations and knowing who to talk to. If you need help 

and support, we do regular supervisions in addition to the Life Space Interviews so that we can always 

check our emotions again at the door 'cause if you were in a tough restraint with a kid once or twice the 

day before, it might be hard to come back into that classroom the next day. So, how am I on time? 

Good. 'Kay. So now, I'm going to pass onto Chuck Wilson here, who's going to talk about Sanctuary. And 

then I've got to pass off the microphone. 

>> I'm following through with Keenan's iceberg background. I've worked with at-risk kids about ... I'm on 

my 33rd year. And for the first 20 years, we always dealt with the top of the iceberg, which was the 

immediate behavior. That was the easiest to see, the easiest the deal with. You stopped a kid, and then 

you moved on. Well, about 12 years ago, we started look into, "Hey, there's a lot more than this 

behavior up above. There's a whole iceberg below." And like a regular iceberg, you know three-fourths 

of it's below the water level. But that's the hard stuff to see. That's the part of the background of the kid 

that helps him process. It tells him how he's going to respond to different things. And that's going to end 

up being the top part of the iceberg, how he reacts. Let's see if I got this right. Okay. So for us to be able 

to understand better the bottom part of the iceberg, we developed an area called the Trauma Informed 

Care. And one aspect of Trauma Informed Care is getting to know the students. We use the Sanctuary 

method, which is developed by Dr. Sandra Bloom. It works well with us. It meets her other three criteria. 

And basically, what it is, is we're tryin' to find the underlying factors of the student behavior, what is 

going on. It could be back 20 years earlier, some major trauma event that took place, and he's reliving it 

through various different ways. So what we do with our Sanctuary care is we try to identify exactly what 

has happened. We try to emphasize not what is wrong with the child but what has happened to him. 

And we use a parallel process in meeting the needs of the student. And, obviously, you'll see parallel 

processes used in almost everything in which we, as an adult, will model the behavior, as a teacher, will 

model behavior. So not only are we telling the kid what to do. He's actually seeing it. Hopefully, we can 

process it with him, and he can move on from there. Okay. The Pillar 2 Sanctuary. Our basic learning 

components. Engagement. Like Keenan said, you have to have some involvement with the child. You 

have to know the child. We require that it has to be an active engagement. The students, especially the 

older kids, they can tell if you're just listening to them or if you're actually invested. You have to show 

the body language. You have to be leaning into the kids. Do everything you can to let them know that 

you are really engaged in what they're saying and you want to know what's going on so you can help 

them. The Seven Commitments, that's going to be on a slide later, and we'll talk about that. Once you're 

engaged, you're going to be able to start working on your relationship building. Students have to be able 

to ... You have to have a relationship with them. Without that, they're going to look at your opinions as 

being worthless. So we have to show that we do care about them, that we do have some information 

that may be helpful for them. Ultimately, it's the student who's going to determine if they're going to 



use the information we provide for them. Education and common language. It goes hand in hand. We 

have to make sure that everybody in the school ... I mean, we go from the janitors to the secretaries to 

the behavior supports, the teachers, the psychologists. We have to make sure that everybody's using 

the same language so there's no confusion. There's a lot of issues with these students, and we have to 

make sure that when we're describing and we're explaining what has happened, that we are all using 

the exact same language so that there's no misinterpretation of what we're trying to do in the 

background. Tools and support, that's coming up next. Okay. Various tools that we use is community 

meetings. We start a community meeting for everything. When we have an IEP meeting, we all sit down. 

Everybody that's attending the meeting will share how they're feeling right now, what their goal is and 

who can help them with it. Every day in the classroom, we start it with the kids. They come in. They tell 

us, hey, they're feeling this. They're feeling angry. We don't go into detail why they're feeling angry 

because it's a community meeting. We just want everybody to realize, "Hey, right now, this student is 

angry, but his goal may be to get in a better mood and get more math done." And then the, "Who's 

going to help him?" Well, then he'll identify two kids that'll help him. And then, we have the other kids 

agree, "Yeah. I'm going to help you try to do that." The goal is if you know how the kid's feeling right 

now, you're going to be able to have a better interaction with the student. Everybody does this. If I have 

a parent-teacher conference and they come in, I always start the meeting with the parent, "How do you 

feel right now? What's your goal for this meeting? And who can help you?" And I'll do the same thing. It 

just makes things a lot easier that everybody knows where everybody's at before you even try to start 

anything. We have Safety Plans. Safety Plans are very effective. The kids help develop them. What it is, is 

whenever they get anxious, nervous, they have usually five steps that they're going to use, what they 

can do. Some of the kids have ID badges, and which on the back of them will be their goals. A lot of 

them will make up their own badges and decorate them. The little kids have the dinosaurs on it. The 

older kids, well, will have various other things on it, which you have to often censor. But the whole idea 

is you start a lower level. Could be just, "I will sit in my class and draw picture." And then it works up to 

maybe a student may ask to leave the room. It goes basically from what's easiest to obtain now and 

what will involve more people and outside the room. Red Flag Meetings. These are what's really neat 

'cause every time I've been in a Red Flag Meeting prior to this, it was always called by the teacher or the 

principal. At our school, Red Flag Meetings can be called by the parent. We've had students call the Red 

Flag. Basically, they're something that's just not working. And so the kid could say, "I would like to have 

a Red Flag Meeting." And anyone that's involved, parents, administrators, teachers, guidance 

counselors, parents, the janitor if somehow the janitor's involved, we all get together. We have our little 

community meeting so everybody knows where we're coming from. And then we'll discuss it. And the 

goal is, at the end of the Red Flag Meeting, we're able to discuss, have a plan made up that the student's 

involved in, and we can move on. Usually, we tend to follow Red Flag Meetings with another meeting at 

a scheduled time later so we can see if the Red Flag Meeting was a successful meeting. We have also 

Sanctuary Rooms and Sanctuary Areas. These are safe areas. In the old days before we started the 

Sanctuary Program, we used to have, isolation rooms, time-out rooms, therapeutic-assisted areas - we 

had various names for them - in which the students were basically sent to. The Sanctuary Rooms are 

where students will ask to go to. They're starting to feel a little frustrated, and they'll say, "I need to get 

away for a few minutes." They refocus. And they'll ask, and they get permission. And so it's a time-

sensitive thing 'cause we don't want them to miss their algebra class all day. So, usually, they go down 



for about five, 10 minutes just to refocus, use their Safety Plan, figure out what they're going to go and 

then come back. Staff's always with them. So we may not go into the Sanctuary with them, but we stand 

outside the doorway. It's the idea just to refocus, get back on track. And some classrooms will have 

actually the Sanctuary Areas in the rooms. We've had little pup tents set up in classrooms that the kids 

could crawl in. We've never done it. I've always to. But I had heard of one class at another school that 

brought in a bathtub. And it was lined with cushions. And it was just an area when a kid got in there, he 

was pretending he was soaking in a hot bath to calm himself down. And after a few minutes, he was 

able to come out and rejoin the world. And it was ... 

>> But with his clothes on. 

>> Oh, yes, definitely. That wasn't our school. My room's too small to have a bathtub in. And then, we 

have what's called Monthly Themes. These are going to be based on the Seven Commitments, which I'm 

going to talk about. Everybody in the school follows these themes. The kitchen staff will follow the 

themes. The janitors, everybody. And it's a nice process in which everybody in the whole school is 

working for this major theme for this month. And we have what's called the S.E.L.F. Program, in which 

the students do realize that the S.E.L.F. Program stands for safety, emotional management, loss and 

future. almost every one of our kids are coming into the program with some form of loss. And we need 

to acknowledge that you've had loss, but we are tryin' to keep you safe, and there is a future, and we'll 

move in on that, which we'll talk a little bit more in other slides. The Seven Commitments. These are 

what I was talking about whenever we were talking about the monthly themes. We use these 

commitments for the school year. Our very first one is always the nonviolence. We start the school year 

with our nonviolent theme. So maybe we could have kids making posters. This is whenever our bully 

program may start. In the classrooms, that's when the kids make their Safety Plans. We even have an 

open house, we have some of the kids and some of the staff set up and do a workshop table. So when 

parents come in, they can actually make their own safety plan to take home with them. We try to get 

everybody to realize that Safety Plans are not just for school, but they're for life. And then, you may 

have five different things you do home, or you may have five different things you do a school or even 

five different things that ... My kids have a job, so we try to come with Safety Plans that they can use 

while they're on their job. Emotional Intelligence. We're tryin' to teach the students to model effective 

management skills. Social Learning. students working together to build and some models, some 

cognitive skills. Shared Governance. Almost anything we do in the schools, we have student input. We 

have student government. All the classes meet together to discuss what things they would like to 

change for ... We just finished last week. All the kids were doing some surveys. And they're asked, "Do 

you feel your teacher was involved in helping you? What things would you like to change? What things 

don't you want be changed?" And I would say we get those things together, and we've made ... Almost 

every year, we've adapted the student handbook to reflect what the students' input. And then 

obviously, we, at the beginning of the year, share with them the importance of letting them know that 

these were ideas you came up with. And students are much more invested in following the handbook 

whenever they were to help develop it. Open Communications. It's too easy to have barriers up. When 

you've got a kid who always wants to say something, you automatically want to throw a barrier up and 

say, "Hey. No, we can't do that." And eventually, the reason why you can't do that was because 10 years 



ago, it didn't work. Well, that was 10 years ago. Things are a lot different. So we're tryin' to overcome 

these barriers for healthy communication, to reduce acting out and have the kids learn their self-

correcting behavior, like to teach, basically, healthy boundaries. Social Responsibility is rebuilding social 

connection skills, having them develop healthy attachment skills. Since we work with kindergarten 

through 12th grade, a lot of these students are stuck on attachment issues that they had in third grade. 

And when they're in 12th grade, they're tryin' to show this same attachment in 12th grade. And it's not a 

healthy aspect. So we have to often teach with them on how to have healthy attachments and how to 

have healthy relationships. And Growth and Change. That's always at the end of the year. We use that 

for our celebration for our seniors that are leaving. And basically helping to restore hope, meaning and 

purpose. This is one of our things that we developed in our Sanctuary Program. This is our Loss Wall. We 

make a new wall pretty much every month. These are bricks. No, not every month. Every year. These are 

Velcro bricks that we put up. And students are ... They're made available by the guidance counselor. The 

teachers have them in their room. And if a student feels that they've suffered a loss, then they'll write 

their loss down, and they'll put it up on the wall. And it's interesting because you go down there and you 

see what some losses are. We've had losses of people were upset because their dog died. Or we've had 

losses that a student was removed from their family. We've had losses that someone didn't get the A in 

English that they wanted to. And what's really interesting is the impact of that loss is the exactly the 

same to the student as the one who maybe lost their parents versus the one who didn't get an A in 

English class. It's a way for everybody to realize that everybody suffers losses, and how do we move on 

from there? This is one of the Sanctuary Rooms. This is a kind of neat room. We talked about what a 

Sanctuary was. It's a safe area to go to refocus. And in this room, the students and the staff got 

together, and they decided they wanted ... What's more peaceful than a lake with mountains behind it 

and streams? And they actually painted it. It was a painting that the teachers and kids actually painted. 

We've got big, cushy pillows in there. And the students will go in there for about 10 minutes, stare at the 

painting, calm down, refocus. They come out. And usually, what's nice is after the come out of the 

Sanctuary Room, that's when they want to discuss things with the teacher. Sometimes, they're so 

frustrated they just can't talk. So they go into a Sanctuary Room, actually focus, figure out what's going 

on, come out of the room and talk to the staff. There's always a staff outside the doorway. And this is 

one of the Sanctuaries in one of the classrooms, everything from beanbag chairs in the corner to the one 

where you had a pup tent. I did have in my room ... I didn't have the bathtub, but I did have a little 

inflatable rowboat once that I was in my room. And that was the end of the Pillar 2, which was 

Sanctuary.  

>> Can you all hear me okay? Okay. Hi. I'm Amber, and I'm going to ... I'm an elementary teacher at St. 

Stephen's, And I'm going to tell you how we have made PBIS work for our school. As you all know, PBIS 

is a proactive approach that increases appropriate behavior and increases learning by focusing on the 

positives. Our main goals are: reshaping students' behavior by focusing on the positives over the 

negative, relationship building, creating a positive culture and everyone using a common language. We 

emphasize at St. Stephen's that our students earn things. They don't lose things. They earn points on 

their Point Cards. They earn field trips. They earn incentives. They earn their grades. They earn their 

relationships with peers and adults. At St. Stephen's, our three universal expectations are to be 

accountable, safe and kind. We even tell our students that, if you are unsure on how to be accountable, 



safe or kind, simply ask someone for help. We began implementing PBIS five years ago. Several teachers, 

many of whom are on the Core Team today, came in on our own time during that first summer to get it 

started. We weren't really sure how it would work with our population, but we were eager to try 

something different and see how it would work. We even met with students from the cottages to ask 

them what motivated them, what changes they wanted to see, and what they felt were important. And 

through those conversations, we started the school store and the school cart. During that first summer, 

we created our Universal Matrix. It clearly states how students can be accountable, safe and kind. But 

we also included staff and listed how they can be accountable, safe and kind. We felt that this was 

important because it's a parallel process, and if we want our students to act or behave a certain way, 

then we need to do that ourselves and show them how to do that. We also created matrixes for the 

bathrooms, the dining hall, laptop use and all other areas. During the first week of school, we, in each 

our classrooms, the teacher and the students create a Classroom Matrix. And this is important because 

both the teacher and the staff as well as the students have an input on how they want their classroom 

to look. And it's a good way to set the tone for your room. And it gives the students a voice. This is an 

example of our Point Cards that we use. They may look a little different for elementary than they do in 

middle school or the high school, but school-wide, we use the same Point System. Our Point System and 

Point Cards are probably the most important tool that we use at St. Stephen's. They drive most 

everything we do there. During each class, students can earn a point in all three areas, accountability, 

safety and kindness. We use those points ... In the end, they can earn up to 30 points a day. We use 

those points for a number of things. The students can use the points that they earn to purchase things 

from the school store or the school cart. They have to earn a certain percentage of points in order to go 

on field trips. They can't have any I.R.s or restraints also, but they have to earn 90 percent to go on field 

trips. They have to earn 80 percent to participate in activities on campus, such as Fun Fridays that 

elementary does. We also use the point cards to track behaviors and for data collection. We discuss the 

points that they earn at their IEP meetings. And, in fact, we develop IEP behavior goals based on the 

Point System. For example, if you have a student who struggles with completing their homework, we 

might develop an IEP behavior goal based on improving homework completion and track it through the 

use of the accountability points. We also use our Point Cards for family involvement and 

communication. At the bottom of the Point Cards, there's a section where parents sign it and comment. 

Our expectation is that the students every day, and it doesn't matter if they're elementary students or 

high school students, they take their Point Card home, the parents signs it, and the student brings it 

back the next day. That way, we know that they're showing the Point Cards at home. The parents see 

every day what's going on. The parents and teachers can leave notes back and forth through that. And it 

kind of keeps everybody on the same page and the lines of communication open. The parents have used 

the Point Cards to help keep their child accountable at home. An example would be maybe their child 

has to earn a 27 or higher that day in order to play video games in the evening. Our Point System has 

worked so well with our population that many school districts have asked how they can continue to use 

it when a child returns back to public school. The final tool I'd like to tell you about is our Golden Jaguar 

Club. We got this idea from Dr. William Jensen, who created the Principal's 200 Club. We began using it 

this school year. With this, we recognize students who have had some sort of random act of kindness or 

something exceptional out of ordinary that they do. This is example of the postcard that gets mailed 

home. Up at the table there, at the end, you'll see that we have Golden Jaguar tickets. And with this, we 



give out ... Say a student drops their tray, and another student goes and helps them clean up their tray. 

We would give the student who helped clean up that tray a Golden Jaguar ticket. At the end of the day, 

our receptionist calls all Golden Jaguar ticket winners to the desk, and there, they sign a celebrity book, 

and then they draw a number. The number that the draw, their name gets put onto a bingo board. 

When there's a bingo, everybody in the winning row wins some sort of incentive, such as an ice cream 

party. The parents are then given a call by whoever gave the child the ticket, and they are also mailed 

home the postcard, as well as they see the actual ticket if the child takes it home. So three ways the 

parents are notified on this positive act that their child did. It's really worked out well. All the kids, 

elementary kids, middle school kids, high school kids, the ASD kids, everybody gets very excited about it. 

The kids actually carry them in their homework folder, and that way, when they're checked in the 

morning, everybody can see that they received one. They tape them to their desk or up on the wall 

beside their desk. Or sometimes, at home, they might put it on their refrigerator. It's a great chance for 

families to receive positive feedback on their child, and not just the negative things. Especially with our 

population, there are so many negative things that occur during the day. But one of the coolest things 

this year has been the way our receptionist has handled it. She's very enthusiastic. She cheers them on. 

She encourages them. And she probably gets just as excited about them getting a ticket as the kid does 

themselves. It's been an exciting tool that we've implemented this year, and our whole school as a 

society has really bought into it. And that leads us to the next section, which is School as a Society.  

>> All right. My name is Valerie, and I am a middle school at St. Stephen's. I've been there for about 4 

1/2 years. And I'm going to be talking about our last pillar. This pillar, we developed at St. Stephen's 

after our first year of implementing PBIS. So we've had this in place for four years now. And it was 

developed to really address some concerns that staff presented after the initial implementation of PBIS. 

It has provided us with way to hold not only students accountable but hold staff accountable as well. 

And it takes the framework of society and brings it down, shrinks it into the school setting. And when 

we're talking about the framework of society, what we're really talking about is, how, in the community 

and society, do people interact with one another? And how can we shrink that down into the 

classroom? So it all starts with the kid and society and the family. It starts in the family dynamic. You 

have typically two parents who are working together to provide love, support, guidance, structure for 

the kids. Parents divide up responsibilities. They create roles. They interact equally with the children. It's 

the same way in the classroom. We have two classroom staff: a teacher and a teaching assistant. They 

divide up those responsibilities. They set those expectations and the structure. They interact with the 

students on the same level as one another and as a true partnership, as it is in the family. Branching out 

from there, kids interact with their family first before they go into the community. So they go to 

Grandma's house, or they go to Aunt Sally's house or Uncle Bill's. And how they act when they go there 

is taught to them by the parents. So we also work with sister classrooms. That's the extended family. 

"Now, we've taught you how we want you to act in our classroom. When you go next door, or when you 

go down the hall to our sister classroom, how do I expect you to act there?" Breaking out from our 

families, we look at our neighborhoods. And when you're in a neighborhood, you have neighbors living 

around you, who help you with things. They give you advice. They work together with you. Looking at 

children in a neighborhood, these are the kids' first friends. They have fun with them. They do things 

together. For us, our neighborhoods in our school are our hallways. We have five hallways in our school, 



and each one of those is a neighborhood. And they function together to provide added support and 

guidance for the students. Our middle school hallway is the Jaguar Stadium. Elementary, we have our 

Learning Lane. Our ASD hallway is Puzzle Place. And Hall of Fame in the high school. And the students 

have the opportunity to develop relationships with the staff and students throughout the neighborhood. 

Branching out from there, you go into communities, more than one neighborhood that are close 

proximity, working together. For us, this our buildings. But when you're looking at neighborhoods and 

communities in your schools, maybe your neighborhoods would be a small pod of classes and your 

communities may be a whole floor, depending on the size of your buildings. I know we're structured a 

lot differently than most districts are. And finally, society is that group of many communities put 

together. This is our entire school. For you, this would possibly be your entire building working together 

as one society. What tools do we have to help us make these things work? The first tool that we use are 

our community celebrations. And these are held monthly. And they give us an opportunity to recognize 

our students for their accomplishments and really celebrate with them. We celebrate everything from 

the smallest thing to the biggest thing. We celebrate new students. We celebrate students who have 

birthdays, perfect attendance, honor roll. But then there's those little things too. Maybe we had a 

student who, last month, was in eight restraints, but this month they were in one. You want to recognize 

them for that improvement in their behavior. A student who's typically a bully in the classroom but you 

caught them helping somebody, you want to recognize them for that. And not only that you're 

recognizing them, but it's in front of the entire neighborhood. Every student in that neighborhood is 

there and congratulating them for their accomplishments. Each neighborhood runs those celebrations a 

little bit differently. And we gear them towards what the kids like. In Jaguar Stadium, our kids are sixth, 

seventh and eight grade. They have a huge interest in movies and food. So we use that to our 

advantage. We make sure we give them cupcakes for their birthday month. We watch movies 

afterwards that they can earn to stay and watch the movie. They can have snacks during that time 

sometimes. During elementary, it's much more animated with singing and dancing and things like that. 

So it really can be tailored to fit your population of your kids. Our second tool that we use are our 

neighborhood meetings. And these meetings kind of mirror a professional learning community in a 

school district. They provide us a forum to address concerns with our coworkers. They can be staff 

concerns, student concerns, upcoming events, anything like that. They're very solution-focused, and 

they give us opportunities for professional collaboration. We can sit down, and we can say, "Okay. I have 

a student and they're extremely difficult. Every day, they're trying to run out the classroom. What can I 

do? What ideas do you guys have? I've tried all these things, and nothing's working. How can we work 

together as a neighborhood to help this student?" It also gives us an opportunity to hold staff 

accountable so that we're making sure that all of the staff in the hallway, all the staff in the 

neighborhood, are on the same page. If there is a staff who's allowing their students to do something 

that was agreed upon at the beginning of the year that they are not permitted to do, we're able to 

address that in a safe environment and communicate those concerns before it becomes something that 

creates issues between the students. It also gives us the opportunity to feel empowered and create our 

own solutions to problems. In our neighborhood, as any of you who work with middle schoolers know, 

they can be very unpredictable. So we have a lot of problems with when a crisis occurs in the classroom, 

and you have 12 or 13 other kids in the room, and this child is throwing desks at people, what are we 

going to do? How are we going to get those other kids somewhere? So the solution we came up with 



was our S.E.L.F. Rooms. And Chuck talked about S.E.L.F.: safety, emotion, loss, future. So we're 

considering all of those needs for our students. How can we help them get that? And we decided that 

each classroom ... We have six classrooms in our neighborhood. Each class has about 12 kids. If there's a 

crisis, we'll tell our kids to go to their S.E.L.F. Rooms. They'll have a sticker on their Safety Plan. And since 

we're the Jaguar Stadium - we're sports-themed - that sticker is a sports ball. If they have a soccer ball, 

they go to the soccer room. If they have a football, they go to the football room. That allows them to 

know where to go. Not only did we teach them where to go, but we taught them what to take with 

them. If you're doing work on your own already, you take that with you and you continue working. If I'm 

providing instruction and I have to stay to deal with someone who's in crisis, you take a book, coloring 

page or a word search with you, and you go, and you sit there quietly. You know what to do. So that was 

a solution that we were able to come up with out of our neighborhood meetings. They're not always just 

solution-focused with our students. They're also for staff. We can have very stressful jobs, and these 

meetings give us an opportunity to kind of debrief and relax after difficult weeks with our kids. In the 

Jaguar Stadium, we like to joke around, laugh, have a good time, sing songs, and we have one particular 

staff who likes to make up his own songs. One week, he came in, and he's singing and dancing. It 

appeared he was going to be singing "Every Day I'm Shuffling," but instead, it was "Every Day I'm 

PBISing." So we decided that we were going to make T-shirts and all wear them to school just to show 

the kids that we're all on the same page, we're all going to support you, and just something fun that 

came out of the meetings. Another tool that we use are our trainings. These are done in neighborhoods 

so that every staff in the neighborhood is on the same page, has the same information, has had the 

same trainings. There's no one who doesn't know what's going on. And the most important tool in my 

opinion, as everyone else has said, is the relationship building. Without a relationship, you can't get 

anywhere. This starts with the classroom staff and the students, and then it builds out from there. It 

branches out into sister classrooms, into neighborhoods. We start at the very beginning of the year, the 

first three days of the school year, we do absolutely no academics. We focus solely on building 

relationships with the students. We use that time to do group activities, to do team-building activities, 

to develop an A.S.K. Matrix for our classroom, to have the students share what they feel would be an 

appropriate consequence for certain behaviors or appropriate rewards. You'd be surprised some of the 

things that they feel should be a consequence. They're a lot harder on themselves than we would be on 

them. Sometimes, as staff, we have to gear the conversations so that they're being reasonable, but it 

has a good influence on building that relationship, making them feel a part of it. We also do those group 

activities the first three days with our sister classrooms and with our neighborhoods just to make sure 

that the students know everybody and feel comfortable with everybody. So, that that way, when I'm 

walking down the hall in my neighborhood and I see a student who is in the hallway and I ask them why 

they're in the hall, they're not like, "Who are you?" They know that it's someone who is going to hold 

them accountable. And they'll tell me, "Oh, Ms. Val, I'm goin' down to the water fountain." "Mr. Alex 

told me I could take some space. I'm just takin' a walk," or whatever they're in the hallway for. And we 

also work together as a neighborhood and communities in building those relationships to teach lessons 

together, to plan events together, have all of those things. As a whole, the School as a Society has given 

us an opportunity to really address concerns from staff, to provide accountability, and to create a very 

supportive learning environment for our students, and that is the foundation that helps to build the 



relationships between students and staff that allows our Four Pillars to really work together based on 

those relationships. Is there a question? Okay. Do you want me to come to you? 

>> Okay. I'm technologically disadvantaged. I'll tell you that. I'm going to jump to the conclusion because 

I think that's the most important part, and then I'll run through the other initiatives that we did. It's Tier 

2 and Tier 3 Initiatives, and I'd say it's ... Can you hear me? My name's Ted Orlowski. My entire career up 

until about six years ago has been in mental health. I've worked in inpatient units, run RTFs. So I'm very 

familiar with this population of children that we serve. And I think it's really important that I emphasize 

for you today that we deal with something very different. We have two different populations, as Mr. 

Keenan talked about. We have a residential program where we have a lot of high-end kids that are 

referred there by their psychiatrists who have not been able to have their needs met in regular 

community programs. A lot of these kids are kids that churned in and out of inpatient settings. So we got 

about 90 of those kids coming in, and the turnover is continual. If you're familiar with RTFs, kids don't 

stay long. So they're in and out, and that changes our population on a continual basis, which is a great 

challenge for our teachers because our population is constantly changing. With the 200 and some kids 

that we get from school districts, these are all the high-end kids in school districts. And because of a lot 

of the initiatives that are going on now with mental health services in schools, PBIS initiatives, more and 

more school districts are keeping their Tier 2 kids in school, even some of their Tier 3 kids in school. So 

the kids we're getting now are even more difficult. We're dealing with a greater population, a greater 

number of students who have greater needs across the board. When we started the initiative with PBIS, 

Sanctuary and TCI was already in place. Those are our first two pillars that we use. PBIS became the 

framework, and each one of these pillars has a framework. PBIS became the framework that really 

pulled those other two components together. Sanctuary, the mental health component, the 

understanding of Trauma Informed Care is extremely important for us because even in school districts ... 

And I'm sure everyone sitting in this room that works in a school understands that many, many teachers 

inadvertently trigger kids continuously. Okay? They just don't know that they're doing it. And because 

they're not educated in mental health background, in Trauma Informed Care, they don't understand 

that. And it's really a sad thing because it's really necessary in schools. We're not a partial hospital 

program. We don't have ... Whoa. Jeez. I did something wrong here. I like to travel, but obviously, that 

doesn't work here. Oh. Here. Can you hear me? Okay. We don't have psychiatrists. We don't have 

psychologists. We have a private academic license, but we're forced to deal with 90 students on a 

regular basis who are in the highest level of mental health needs. So, what did we do? We looked at the 

problem we had, and we assessed it, and we figured out how to do it. We adopted the Sanctuary Model, 

and we develop a lot of other Trauma Informed Care trainings for our staff. Our entire staff at St. 

Stephen's is trained in Trauma Informed Care. They understand the triggers. And when we go through 

the four components, including School as a Society, you'll see ... And I have handouts up here, by the 

way. For anybody interested, we have a lot of handouts of the things we showed you here today. 

There's a particular handout that talks about how we broke the components down. That can be done 

pretty much anywhere, even in a school district. And it's important to understand you look at and you 

assess, you look at what your problem area is, you identify a need or a problem, which is what we've 

done. We realized we needed to understand these kids at a different level. TCI told you that we had to 

understand the behavior differently. Sanctuary told you that, that we had to go under the iceberg and 



understand the mental health components behind it: What happened to these kids? What kind of life 

experiences they've had that have developed these children into mechanisms and ways of dealing with 

things that are very different than other people? And teachers in general do not care to understand that 

a lot of times, because these kids are so disruptive in school. So not knowing that, they react to just the 

behavior. We had to train our staff not to engage in that. We had to teach them about the importance 

of understanding what's going on behind the scenes. We had to get more information about all of our 

kids. Then, we had to involve the stakeholders, and you've heard that throughout the presentation here. 

We involve the children in every initiative that we do. We involve our staff in every initiative that we do. 

Everybody has a voice in our school. And it's really hard to do because not everybody sees things the 

same way. But when when you have a framework that you operate together and have a team working 

together that drives that framework, it actually can work very well. Third thing is using the framework. 

And again, you've seen the three frameworks that we use. We added the fourth. Our School as a Society 

is a model that we developed as an administrative team with our staff. It breaks things down to ensure 

accountability in our school. The implementation of it: We educate our staff. We train 'em. We coach 

them. And we mentor them. And in the process, as Ms. Valerie just told you, the beginning of every 

school year, the students are involved in the decision making in the classroom about how that 

classroom's going to run. What are the expectations? What are the things you'd like to work for? What 

are your interests? What are your desires in the classroom? How do you want us to handle crises when 

they happen? And she gave a very good example about how the middle school developed a plan to deal 

with crisis when it happens. The last thing is, how do we sustain it? In every one of our pillars, we have 

people that are trained, and we have a Core Team. For TCI, we have four TCI trainers that are trained by 

Cornell University who are our trainers for our school. In Sanctuary, we have a Sanctuary Core Team that 

meets regularly and brings the Sanctuary process to us and embeds the process in our school. PBIS: 

You're looking at the bulk of our Core Team right here. We meet on a regular basis, and we continue to 

involve more and more new staff in the process. And with School as a Society, it's our Leadership Team. 

Our Leadership Team takes responsibility for the accountability and ensures that these processes work 

together. We needed these processes. These were our needs, as based on the assessment of the 

difficulties we were having, and we had to develop a framework, get buy-in by the kids and the staff, 

and then ensure sustainability by having a continuation of the process beyond just today's needs. Just 

very quickly ... And I know I'm running really, really bad here out of time. How do I get back? There it is. 

These are just five, six of the things that we've done to do to work on Tier 2 and Tier 3 Interventions. The 

Tertiary Classroom is probably the one that has worked the best. And it was in addressing the needs of 

our high school students. Our Number 6 level that Keenan talked about: We realized we had a 

population that we were struggling with, and we created a whole different classroom for them with 

specific interventions, specific expectations. And if you walk in our Tertiary Classroom, instead of these 

kids acting out and getting in restraints and destroying the property, you walk in, and it almost looks like 

a college classroom. The expectation was, let's build the classroom with comfortable things, lamps, 

couches, whatever we needed. And our expectation was, this isn't a place to act out. This is a place for 

you to stop and think about it. And we got their buy-in on that, and it's worked very, very well. I know. 

We got to go. I'm sorry about that. Okay. Open up to any questions you may have. Yes? 



>> Yeah, so you actually touched on it in the beginning of what you said and she said on the end, but 

that because you have a population that's moving in, moving out so often throughout the year, how 

does that work with your PBIS when you hit those three dates at the beginning of the school year to set 

up what you want to set up for the year and then carry it through when you have your population 

turning over for the year? 

>> Repeat that question so they can hear it. 

>> Okay. The question was, we have the beginning of the school year where we have the three days 

where we set up this classroom with the students. And it's nice when we do that, but how do we 

address that when we have a constant turnover of kids? And that's a really good question because in a 

previous training today that we went through, somebody gave us a solution on that. We had to realize - 

and we haven't done this yet, but we've just realized it today - that we need to do maybe quarterly days 

like that in the school. We actually found that out today that that's one of our problems that we have 

because we do have a constant turnover. And by the end of the school year, we noticed everything 

starts to tail off. And our data shows that. So I think today, in the previous training, we might've gotten 

the answer to that. So, we'll do refreshers like that. 

>> Further question on more ... It builds the foundation for the kids that may not be transient and stay 

there the entire year. So it sets the tone, and then when a new student does come in, they're like, "No, 

no, no. You don't act that way with us. These are the class expectations." 

>> Right. 

>> So, it sets the bar, if you will, for ... 

>> We use a lot of the older students who act as peer monitors, and new students come in, they go over 

the new rules and expectations for the students. 

>> How do you build in more data to support progress in what you're implementing in terms of success? 

>> So there are a number of ways, and data drives everything that we do. So the question was, how do 

we use data to build upon ... 

>> To build upon or to gauge success of the program.  

>> So there are a number of different ways that we use data. So the Accountable Statement Kind Cards, 

that information is aggregated to determine which students have 100 percent to 90 percent, kind of like 

a report card. And then the ones at the bottom, the lower-tiered students, those are where we go to the 

neighborhood meetings, focus on intense interventions for someone that might be earning 60 to 75 

percent of their A.S.K. Points because they're struggling behaviorally or academically. So that drives the 

intervention strategies from a behavioral perspective. From an academic perspective, we use local 

assessments like NWEA and AIMSweb to do progress monitoring. So when you combine those two 

together, those are constant data points that we're looking at that we discuss in our neighborhood 



meetings so that we can determine the solutions and what interventions are working as compared to 

not working so that we can change our strategies as needed.  

>> I.R.s. 

>> What's that? 

>> I.R.s. 

>> Oh, yeah. And SWIS is a data-tracking system. We use what we call our EMR, and that helps us 

identify how many students have been in restraints, the time, the frequency, location, and that helps 

drive scheduling changes or accommodations to recess and things of that nature so that we can be more 

proactive instead of reactive to situations. 

>> All of our data is reviewed in our monthly Core Team meetings. And from there, it goes out to our 

neighborhood meetings. So it's spread out really far ... 

>> So I think I'm getting that ... If you do have additional questions, feel free to come up and talk to us. I 

don't want to cut it short. But I do want to say one final thing. If you do take some of our resources, 

you're free it take it. I just ask that feedback's very important to us. We have a ticket at the door. So if 

you take a resource, take a ticket, fill it out before you leave. And you don't have to take anything if you 

just don't want to leave feedback, but we would welcome and appreciate that if you could. So thank 

you. 

>> Thank you very much. 

 


