
>> We're really proud to be here. And if you get anything out of today, it's going to be ... We can do this. 
We were in your seats last year at this time. We had the deer-in-the-headlights because we have school-
wide positive behavior support in our elementary centers and in our intermediate school. We do not 
have it in our junior highs. We jump right to the high school. And we're here to tell our story. If you want 
to teach somebody something, tell them a story. So we're here to tell you our story. We did this in one 
year, full-blown. My husband keeps saying. "It's only been a year. It's only been a year." We are going to 
give you, as Mike says, "The good, the bad, the ugly," some things that we've learned along the way, 
some information that you can go home with that you can take back to your teams on maybe some of 
the same mistakes that we made, some of the highs and lows of rolling out the program at a secondary 
level. PBIS, when we start at the elementary level, we wanted to do it at the secondary level, and this 
was 7 years ago. And there wasn't a lot out there for secondary. I would go to schools, and I would say, 
"I heard you're doing second ..." But as districts started implementing, and they started seeing their data 
for secondary, it has really transformed schools. And that's what it is about for us, it's transformation. 
Our district was one of the fastest-growing school districts in the state of Pennsylvania. We were 
averaging 600 new students a year for 10 years. So we doubled in size in 10 years. We reached 12,000 
students. And we are now at about 9,400. So our enrollment has declined quite a bit. Consequently, we 
had to furlough staff, over 300 staff. We closed buildings. We moved administrators around over the last 
three years. So we're a very transient population, very diverse population. So it's been a struggle to 
continue that school-wide positive behavior support with fidelity in our elementary schools because we 
moved a lot of staff and moved people around. So we're working towards that. Our high school, of the 
four administrators that were there last year, three of them are actually in the district, but we moved 
them to the high school. And we changed people around to put people in different positions 
administratively. So it was a fresh start. And we were struggling with the discipline at our high school 
very much to the point where there was one or two fights a week. And we've really transformed the 
school. Our two goals were to get the dress code in line and to eliminate the cell phones. And we have 
done much, much more than that. And we will talk to you about that. You're going to hear a lot about 
PBIS. But if I have Pocono Mountain staff here, can you just stand up? I just want to acknowledge staff. 
Thank you. And they're here for support, I'm sure, which is excellent. Deanna Moerer is our Project One-
to-Won, she's on the team. Any other team members, just stand up, for West High School school-wide 
team. Just want to acknowledge you. Marcy is our be-all, end-all, she'll do it all. She's the cheerleader 
because she coaches the cheerleaders. She's the putter-upper of the signs. Yeah. And then we have 
members of our team right here. Mike Loverdi, he's actually a regular Ed. teacher. Brenda Fladger is an 
assistant principal at the West High School. And she was actually there when the school opened, so 
she'll talk a little bit about that. The school's been open for about 12, 13 years now. Mike Jones is new at 
the West High School. He actually came from another district. But he was in our district. Now, he's back 
because he loved our district so much. And now he's an assistant principal at the West High School. 
Sarah McCarroll is the school psychologist. Dr. Mark Wade ... Just got his doctorate. So we want to say 
that. He's the principal of the West High School. And Jen Odom is one of our guidance counselors. So 
one thing, as you're establishing your school-wide PBIS team, which you're going to hear a lot about 
establishing that team, make sure you have a diverse group of people on that team representing all 
areas of the education. I just want to acknowledge Kristen Starsosa. I think she was here somewhere. 
She is our facilitator. She's been a great help through the whole 7, 8 years plus with helping us roll out 
PBIS. See what I mean? Yeah, I need a lot of help.  
 
>> So we're not going to belabor what PBIS is and all that because we want to really get to the nuts and 
bolts of what we did this year and share with you how we actually rolled it out and managed to do it 
spring of last year in 1 year. You really do need a good year, 8 months, 6 months, but you can do it. We 
did it. You can do it. You just need passionate people. You need people that believe in the process. And 



the one thing that we had to do is dispel the myth that, "Oh, this is that program where you get a ticket 
for breathing." This is not that program where you get a ticket for breathing. We heard that a lot, 
especially at a secondary level because in elementary it's about that. It's rewarding. It's everything they 
do, you reward. We made that the second part of the equation. We wanted to get out that this is a 
framework. This is a framework. It is not a program. It is not that thing where everybody gets recognized 
for just breathing. So that's one thing I would suggest to you: Make that very clear that this is a 
framework. And it's a system with a focus on prevention and intervention. That's where we struggled 
last year as a high school. It was more of react, react, react, react, go to the next, go to the next, go to 
the next thing. So we wanted to focus on how can we prevent issues from happening. And what we told 
the students is, "You're here to learn and we're here to teach." And there's barriers to learning. And one 
of them is cell phone use. And that's been a game changer for us. This dress code has been a game 
changer for us. I think it seems simple. But it made a powerful impact when we got consistency in line 
with those two things. It certainly increased academic performance. We did do a board presentation. 
And our board said, "Well, Pocono Mountain, this is all well and good. And we're really proud of you for 
getting your discipline under control and positive school climate and everything. But what about the 
academic performance?" And Mark is going to talk a little bit about that and what we're seeing in terms 
of academic performance, increased school safety and comfort, increased compliant with positive 
behaviors. When I met with our student government, and we have a lot of student involvement, which 
I'll talk to you a little bit about, the first thing they said to me was, "Dr. Gustafson, why are you always 
focusing on the kids that are doing the wrong thing?" I've been here 180 days. And the dress code, no 
one has said a word to me about it. So the students know it. They understand it. They like to be 
recognized. We'll talk a little bit about that. And then establish that positive school climate and culture. 
Our teachers were worn out. They were -- the administration was worn out. And not to mention that we 
went to June 30th last year because we were the school district that had that sniper where they opened 
fire and shot that ... Yes. So we missed school. So by the end of the year, everybody was ready for a 
fresh start and a change in our district in and of itself. So if you're looking at PBIS, it's an evidence-based 
practice. That's another thing you want to get across to your teachers. We've had two school districts 
come and visit us. And the number one question they continually ask is, "How do you get staff buy-in? 
How do you get staff to believe in it?" It's research-based. The data is powerful when you see how this 
improves your school climate, your discipline, your attitude with teachers, attitude with students. So as 
the data starts coming in, then secondaries or schools that say, "Okay, I can do this. I can do this." You're 
establishing common practices. You're establishing a common language. You know, what does it mean 
to be on time? Well, Mrs. Jones' class when you're on time, she lets you ... If your hand's on the door, 
that's good.  But if I can see you in Mrs. Smith's class in the hallway, and you're heading towards my 
classroom, that's on time. No. Clear expectations. What does it mean? I can give you an example. And 
I'm going to probably tell a lot of stories. But clear expectations, one of the student leadership team 
members said, "Okay, Dr. Gustafson, it's March. Let's start easing up a little bit on these expectations." 
She said, "For example, I was coming down the hall. I had my hand on the door. And I got in trouble for 
being late." I said, "Well, what's the expectation?" She said, "Two feet inside the door, feet on the 
carpet, door has to be shut when the bell rings." I said, "Did you meet the expectation?" She said, "No." 
So clear expectations, common language. Common practices, we're going to talk a little bit about tier 
three and tier two, what are some things that we're doing with restorative practices? What are those 
common practices that teachers can use in their classroom? So it's a whole school community. You'll 
hear a lot about, "It's the bus drivers. It's the cafeteria workers. It's the monitors." And you know, I think 
they're the ones that are most complimentary of the transformation. It's, "Wow, this cafeteria is cleaned 
up in 5 seconds flat." And one said, "I think I might lose my job because you're going to need less staff 
next year." But I'm already seeing we have to add "Pull in the chairs" to our matrix because that's a little 
weak. So it involves the bus drivers, training them. It's getting everybody. It's a whole school. That's why 



it's called school-wide. Secretaries, everybody. So what are some of the essential features? And again, 
you're going to see this over and over. We developed a PRIDE core team representative of staff. And a 
PBIS coach assists us as the facilitator. I'm actually the coach now in our district because our coach, Kelly 
Carrey, who is actually here. Hi, Kelly. And he was Pennsylvania school psychologist of the year in 2008. I 
know. I say it all the time. But Kelly was with us. He was our coach. And now he's 5 minutes from home. 
So I don't blame him. But we miss him terribly. So I'm working on that coach aspect. Behavioral 
expectations that are clearly defined and taught. I have to say to teachers, "Did you tell them the 
expectations? Or did you teach them the expectations?" There's a big difference. Continuum of 
procedures for supporting and positively addressing negative behavior. So again, it's -- you're going to 
see negative behaviors. But how are you going to turn that around to make it positive? It's monitoring. 
It's review, the effectiveness. Now, when our team gets together now, we'll be looking at all the data. 
And we're looking at multiple means of data, even how many -- did we increase our co-curricular 
activities? Are students feeling comfortable enough and safe enough in our schools and happy and 
secure enough that they want to stay here after school and participate? West High School has numerous 
after-school activities, numerous. And there's something for everybody there, the co-curriculars. So you 
also want to look at what do you have in place already? You don't want to go in guns blazing. And you're 
going to change. And that's the other thing you want to get across to staff is this isn't about changing 
what you're already doing. This is about making improvements to what you have exist. Don't say the 
word, "Change." We always say, "Improve." So what are those things that we can improve on so that 
everybody wants to participate? We do a lot of recognition with staff and students together. We had the 
ugly sweater contest where they had teams of staff and students together. So we'll talk about that. But 
you're constantly monitoring and looking at your data. We talked about co-curricular activities. We 
looked at academics. We look at school attendance. We're looking at transfer students. How can we 
make them feel part of the school community? So we're constantly reviewing data. I can't tell you how 
critical data is. So we'll be looking at that this year with our team. We did our referrals. Fifty-five percent 
of our referrals are coming from tardy to school or tardy to class. So we have to fix that. We definitely 
have to fix that. And the students are actually going to be a part of that. We'll talk about student 
leadership team. So you're constantly looking at that. The rest of our referrals have to do with classroom 
management. So we'll be working with teachers. So now we know. I actually went through the referrals 
myself to see. Where are the issues? What are teachers struggling with? What are those barriers that's 
preventing them from learning? Can we say something differently to a student that isn't so 
confrontational sometimes as we might try to get, especially this time of year? I talked about data-
driven decision-making. So all of your decision is based on your data and obtaining and maintaining 
school-wide staff and student support. Again, that's the number -- how do you get staff buy-in? That is 
the number one question. And we're to talk about that. You're going to see this triangle. I'm sure you've 
seen it 100 times. But this is -- 80 percent of the students are going to do the right thing. Five to 10 
percent will need that extra intervention. And then we have the top five. Mike's going to talk a little bit 
about how do you reach those top five? Because what happens with school-wide is those kids are going 
to rise to the top because you've addressed all the things down here. Okay. And one thing that we have 
difficulty with is when we have staff meetings is all of our staff sit in the back of the room. How many of 
you face that? Back of the room. Yeah. So I use this as an example. I said, "Eighty percent of you will sit 
kind of closer to the front." Then, some of you are going to need that little, "Come on everybody, come 
on up to the front." And then you're going to get the 5 percent who say, "I'm staying back here. I don't 
care what you say to me." So those of you that came and sat in the front, we have a little gift for you. So 
that's a little way you can reward your teachers as -- and get the idea of positive school-wide and that 
tier approach. Okay, this is the biggie. This is the number one suggestion. This is the number one 
takeaway, survey your staff and students. The surveys are powerful. We have a -- it's a 14-question. We 
give the same survey to the staff as we do the students. And fortunately for us, the staff and the 



students answers aligned very much on the survey. Now, we're going to be rolling out PBIS at both 
junior highs next year and our high school. So we're going to do three schools in 1 year. So we're 
working on it. And we have people aligned to do that. We've already surveyed the staff. And we've 
surveyed one group of students in one of our junior highs. And there's a little bit of a disconnect that 
we're going to have to work on. So these things are going to come up. You're going to see -- what works 
for us is not -- might not work for you. And that's what the greatest thing is about secondary PBIS. You 
look at what are the needs in your building. What are the things that you need to work on, that you 
need to improve? The beauty of the survey is this isn't me telling you that you need clear expectations. 
This isn't Dr. Wade telling you, "You need clear expectations." This is what the teachers are saying. This 
is what the staff is saying. This isn't me telling you that we want to improve respect. This isn't Mrs. 
Fladger saying it. It's what you said. So you can go back and give them ownership to this because they 
filled out the survey. And they're the ones ... Don't do an online survey. I can tell you, you'll get a 33 
percent return rate. We did after a faculty meeting. We took 15 minutes. We filled it out right then and 
there. And we collected them all. So we did it with the students. Sarah helped with that. We did it in an 
English class. We surveyed our ninth grade. And now we will post-survey them as 10th graders to see 
what the data is. And then we're going to also post-survey our teachers to see if we improved in the 
areas that we identified. At the end of this PowerPoint ... How am I doing on time? At the end of the 
PowerPoint is my name. And you are more than welcome to e-mail us. I'll send you every form, 
everything you see today. It is not a problem. My phone number is there. You can call me. We'll stay 
after. And we'll talk. We have some time. I guess there's lunch after here. Because there's so much I 
could give you. And I'd rather just see what meets your needs. So what did we get out of the survey? We 
need clearly defined expectations for appropriate behavior. Eighty-five percent of our students and our 
staff said, "I'm not sure what the real expectations are. You know, I don't know." Consistent 
reinforcement of those expectations. You could have the greatest outlined expectations in the world. 
But if they're not consistent, and they're not consistent, number one, among administrators and number 
two among teachers, that's a problem. Dress code is our prime example. We had teachers say to us, 
"You know what? The first period teacher didn't get it. The second period teacher didn't catch that 
student. The third period teacher ... Now, I'm the fifth period. And I'm the one addressing the hoodie." It 
caused some dissension among our teachers. So we said, "Consistent." And now it's the homeroom 
teacher. You didn't catch it in homeroom? You'll be talking to Mr. Wade or Mr. Jones or Mrs. Fladger 
because it caused a lot of problems when you don't have consistency, among the district too. So I would 
hear these teachers that had students in three of the five elementary schools or schools in our district. 
And one's able to wear this the other one's not able to. That caused dissension in the home. So 
consistency is huge. That's just an example, the dress code. Respect between staff and students. That 
was very high. Our staff and students felt that they wanted to improve the respect in the building among 
staff and among students to staff and students to students. They'd like to see the positive school climate 
and culture improve as well. That was high on the list. And they want to feel safe and comfortable in a 
teaching and learning environment. So those were the things that we focused on: clearly defined 
expectations, consistent reinforcement, respect, positive school climate and safe and comfortable 
teaching. And I could tell you that probably 80 percent of you will have basically the same results on the 
survey. Survey is powerful. The other thing the survey helps, too, is the administration. They have to be 
able to hear the good, bad and the ugly. There's comments on the bottom. And you have to be able to 
take it as an administrator. But this is what I say all the time. It may be happening. It may not be 
happening in your building. But this is how people feel. And you cannot dismiss that. Same with 
students. This is how people feel. And they were brutally honest, which is very, very helpful. Here's 
another hint: When you go to roll out this, have your principal at the helm. Have your administrators at 
the helm. If I had to do it over again, I would have taken a backseat as the central administrator. I would 
have been supportive, I would have been. But I think you get better staff buy-in and better 



administrative buy-in when they are at the helm of the survey. And I saw big difference in how we rolled 
out the surveys in the other schools. So improve school climate and culture. Make sure your language is 
consistent and clear. Be preventative and proactive. What are those strategies and interventions we can 
implement to help teachers and provide professional development for those teachers? We can't say, 
"Improve your classroom management" if we're not helping you with resources to do that, if we're not 
giving you examples to do that. We did some professional development. We have students with 
significant mental health leads in our district and trauma, a lot, a lot of trauma. So we did a session on 
trauma last ... Because we had 7 professional development days at the end of the school year. Imagine 
that. It was torture for the poor teachers. But we tried to provide them with good information. So that 
they can kind of plant the seed for the following school year. So we can talk more about restorative 
practice, traumas in the schools. What are those resources? We have something called women's 
resources. What are the resources out there? We did a whole session on drug and alcohol. So again, 
you're trying to work preventatively.  
 
>> I talked about the core team. I'm not going to belabor that. This was our motto at West Pride, "Be 
prepared. Be respectful. Be involved. Be dependable. And be empathetic." One of the things, 
empathetic, we thought was because we have students with trauma, and because we have students in 
low socioeconomic backgrounds, and because we have the haves and the have-nots, we wanted 
students to be empathetic to the needs. We'll talk about lesson plans where we did scenarios for 
empathy and respect and how we rolled out those lesson plans. One of the examples that I could give 
you is on the scenario, it said, "You're a student in the cafeteria. You see another student steal food in 
the cafeteria. What would you do?" And a girl said, "Oh, you know, I would tell," blah, blah, blah. But it 
got into a whole discussion on did the student really want to steal or did the student not have breakfast 
and didn't have money to pay for the ... And that got into the whole discussion of, "Oh, my gosh. What 
do you mean, they don't have money?" So empathy was very, very important to our school. It might not 
be to yours. And that's where your team gets together and decides. What are those things that you 
want to work on? This was our matrix that we did. You're going to see this everywhere you go is the 
matrix. It's so important. What does it look like in the classroom, the hallway, the cafeteria, the bus? 
What does prepared mean for the classroom? What does it mean in the hallway? And you're going to 
clearly, with your team, outline those expectations. This is posted everywhere. Then we also have 
smaller posters that would just say, "Classroom" in the classroom. Hallway posters are in the hallway.  
Cafeteria's in the cafeteria. And I can go on and on about how it's laid out. But your matrix is very, very, 
very important because that's where you're outlining those clear expectations. And then we just change 
the thinking. I could say to the students, "You can eat in the school. You can certainly eat. But it has to 
be in the cafeteria." We would walk in. Students would have their coffee cup in the morning. And they 
would have eaten their bagel down the hallway. And we just didn't want that to happen. That helps 
clean up the hallway. So once you clean up one thing, things follow suit. So I'm not saying, "You can't use 
your cell phone." I'm not saying, "You can't call your mom. You just have to go to the office to do it." It's 
a different way of thinking. And you can have your cell phone out but not between the hours of 7:15 and 
2:30. So we thought that was going to be the biggest struggle. And actually, that was probably the 
easiest thing to clean up.  
 
>> Profanity and cursing, I'll let you figure that one out. It's better ... We're still working on that. Bullying: 
Bullying went back in my few years ago, when I was in school. And we're teaching acceptance. We're 
teaching tolerance. We're teaching ... Now we have students that are coming forth and saying, "You 
know what? I saw Johnny crying in class today." And we're just seeing that empathy and that peace 
coming forth. And then the fighting, we're not saying, "Don't fight." But we're going to teach you how to 
use non-violent problem solving. And that's a lot to do with restorative practices. How many of you are 



familiar with restorative practices? How many of you are practicing restorative practices? Good. And 
how many of you have not started school-wide in your building at all? Okay. And how many ... Are you 
all secondary? Okay. All right. So it's just a different way of thinking. Andif we would say, "No food. No, 
no, no, no, no, no, no, no," they'd say, "Oh, my gosh. I'm going to school in a prison." But when you 
offset it with changing those words around, they understand it better. These are just some strategies. 
Respond to the behavior. Make sure it's immediate, often. Try to keep with natural consequences. Pre-
plan, teach, reteach. We retaught Mike periodically. We looked at the data. Mike said, "Our hallways are 
really not ... Mm." We still have some issues in the hallway. So it was all-out reteach. "Hey, everybody. 
We're going to focus on hallway behavior." So you're constantly looking and seeing where to do that. 
What are some reinforcement behaviors and replacement behaviors? And sometimes it's just the way 
you say it. I looked at a discipline referral. It said, "Ditch the lollipop." They're tired of me hearing that. 
Ditch the lollipop. The teacher said, "Ditch the lollipop. What's so -- what's wrong with that?" Right 
away, the student was like ... I said, "How about if you say, "In our school, we don't eat in the classroom. 
We eat in the cafeteria. That's our expectation. So you could take that lollipop. You could wrap it up. 
Save it for later in the cafeteria. Or you could throw it away. What would you like to do?'" The teacher 
said, "Wow, that sounds a lot better." So it's just you're constantly going back to ... In our school, we 
value respect. In our school, we want you to be involved. It's over and over and over. Looking at the 
function of the behavior, what could be classroom management? That's where we are now. We told the 
teachers, "Write them up. Write down whatever it is on the referral. Write it. It's fine. Write it." So now, 
we can see where are those areas we really need to work on. How can we help our teachers? How can 
we help them with strategies and interventions and support them? Okay. Mike's going to talk about 
lesson plans. And I went way over what I'm supposed to. I'm sorry.  
 
>> I will. That's perfect. All right. So I think this happens in secondary, where by the time students get to 
high school, we assume they know how they should behave. They know that they should be to class on 
time. They know that they should come to class prepared. They know how they should carry on a 
conversation with somebody. They know that if I'm talking to you, we should be talking face-to-face and 
you shouldn't be looking away or having a side conversation or using profanity as they're talking to 
somebody down the hallway. We have that expectation for students when they come to high school. 
But that doesn't always happen. And so then we get angry at them when they don't live up to those 
expectations. And that's kind of how we started our year, knowing that we had a lot of discipline issues 
in our building. And so we don't understand why these kids are fighting with each other or why they're 
arguing with each other or why they're not coming to class prepared or why they're not getting here on 
time, why they're eating in the hallways. And we had surveyed kids. And we talked to staff. And there 
were different perspectives on that. And they said, "Well, we had this rule for a while," or "We did this 
about halfway through the year last year," or "We had done this at some point." And so there were 
some inconsistencies in the expectations. But a bigger piece of that is our kids really weren't given time. 
And I think this happens in high schools, generally speaking. You don't really take time to teach social 
expectations for kids. You just assume they know because of the age, because of who they are, because 
they've walked through the door of a high school, they know how to behave. So we wanted to take 
some time when we started this school year to teach them how they should behave, teach them what 
our expectations are for their behavior. So we had the advantage of, before the school year started, we 
had a few in-service days. So we met with our staff. We walked through our staff. We talked. We went 
through the expectations with them. We had some training sessions with our staff. And we talked about 
the first 3 days of school. What you would normally do in a high-school setting is when the first day of 
school comes, you go through your syllabus. You talk -- make sure kids are in the right room, go through 
attendance, go through classroom expectations and then you jump right into content. And that's great 
for content. And I understand time is essential in a secondary building. It's essential in all of our 



buildings. But it's huge in a secondary building because we're concerned about testing at the end of the 
year. We want to make certain we cover all of our content. But along the way, during the school year, 
you get those hiccups of behavior and discipline. And you have to keep redirecting kids. So we wanted 
to pay upfront. So we kind of got our staff onboard. We said, "Listen, the first three days of school, we 
know that there's content stuff you want to hit on. Maybe the first day of school, do your introduction, 
make sure kids are in the right spot. Introduce them to the course for half the class. But the second half 
of the class, the first day of school, the entire building is going to be talking about expectations for 
students." We're going to be introducing them to PRIDE. What does it mean to be prepared, respectful, 
involved, dependable and empathetic. What does that look like in the various places of the building? 
And that's what we did. So the first day, the whole building just kind of shut down. And that's what we 
did. We taught behavior expectations. Second day of school, every period, every class, every kid, we 
were teaching behavior expectations to our students. And while all of our teachers were doing that, our 
administrative staff was walking around the building and popping in to each of those classrooms just 
touching base. So they were getting it from their teachers. But they were also seeing that the office staff 
was onboard as well. And we were supporting teachers and we were supporting students. These were 
our goals. These were the things we wanted to achieve. We wanted to make certain that they knew it 
was endorsed by everyone in the building. It wasn't just a first period, second period, third period 
teacher thing. It was building-wide. The other benefit, too, was that all teachers then in the building 
were teaching the same expectations for students. Every teacher had the same expectations for 
students. It wasn't first period expects this, fourth period expects this. No. Everybody has the same 
expectations. It's a predictable environment for students. And that ended up being beneficial to all of 
our students in our building. 
 
>> The lesson plans were already drawn up. You'll do that as a committee. They're already available to 
them. So imagine as a teacher, if you're teaching mat. And you say, "Okay, here's all your lesson plans 
for the year. Good luck." I mean, this is the curriculum. We gave them their lesson plans. And we 
developed them.  
 
>> The lesson plans that we had authored, we spent some time writing on. And we made examples for 
them. Like, these are the behaviors we expect. These are the character traits we want. These are what 
they should look like in different places of the building, the different venues that you have in your 
building. But then we created examples that kids would buy into and be involved in a discussion with. If 
we're talking about respectful, and we would talk about what respectful looks like, what's expected of 
them in various spots. But then we would give them discussion prompts in there. So if you stop on your 
way to school, and you go to Dunkin' Donuts. And you get a coffee. And you get an iced coffee. And 
you're walking in the building. But you're not done with it yet. What do you do with it? The expectation 
is that you don't eat or drink in the hallway. So someone asked you to throw it away. Do you say, "Well, 
I'm not finished with it," and keep drinking it? No, that's a real scenario. Those things are happening. So 
many of the scenarios and discussion points we had came from actual discipline referrals from previous 
years or actual experiences that our staff had gone through so that we knew we were addressing real 
scenarios that were applicable to our students.  
 
>> And the lesson plans itself, too, explain on there. People want to know why. What's the first question 
that children learn?  I'm having a really hard time with this ... Is why? So it says on there, "Why is it 
important to be respectful? Why is it important to be prepared? Why is it ..." And then it has the 
scenarios it has. So the lesson plans are very detailed. This up here is a classroom poster. We had this 
posted in each of our classrooms, each of our spots in the building where there were expectations, 



hallways, bathrooms. Same thing you would do in any building when you're using a school-wide positive 
behavior framework ...  
 
>> [INAUDIBLE] this one that was for teachers because the students said to us, "Okay. We need 
expectations for teachers."  So in the classroom, it says, "We expect teachers to be prepared, respectful" 
... And I thought we'd get a little bit of pushback. But the teachers were on ... They were very good 
about it. They really were. 
 
>> Sorry. I'm going to speak over you. One of the class discussions was on what's expected of staff. So it 
was part of getting them to buy into "This is school-wide. This is for everyone. There are expectations for 
teachers. There are expectations for students, for servers in the cafeteria. There are expectations for our 
non-teaching assistants." Everybody has to follow the same expectations in our building: Not using our 
cell phones in the hallway, not eating or drinking in the hallway. And then this is a schedule that was 
given out to staff so that they knew what they were doing. The first 3 days of school was focused on 
teaching this. On the third day of school, what we did was instead of ... While you were finishing up 
expectations in your classroom. We then did grade-level assemblies in our auditorium. We brought 
students in. And then they were given a similar message, albeit slightly different, but a similar message 
from our administrative staff where we went over "These are the expectations that we talked to you 
about." And then we also addressed some consequences that they would be getting on the other side. 
So we did two parts to it: expectations for the year, some discipline issues, some consequences for not 
living up to those expectations. It was kind of going for the full piece effect. That they were getting the 
same message from multiple people throughout the whole building with the same goal in mind. Next up 
is Sarah McCarroll who is our school psychologist.  
 
>> Sarah is going to talk about the student leadership team. We actually didn't establish our student 
leadership team until almost October. So don't think that you have to have that in place right away. Take 
your time on it, how you would roll this out. But our student leadership team is in place. And they are 
powerful for students. And Sarah will explain that. 
 
>> So you want to have a student leadership team when you're working at the secondary level, 
obviously. There is a huge peer support network that has to happen. Kids are going to listen to kids. You 
won't need this necessarily at an elementary level. It should be able to work at the middle school level. 
It's absolutely required at the secondary level. We've talked about this 80 percent of kids that we want 
to be able to buy in that are going to respond to your school-wide. And these kids will help get these 
kids there for you. You're going to pick leaders in your building. Now, when we say, "Leaders," we don't 
mean the kid that's already the president of the student council and the kid that's already the 
quarterback and the kid that's already the head cheerleader. You need to have a sampling of leaders 
through your building. We call them the "Fringe kids," which I don't necessarily love. It's social leaders in 
your building. We had a student that got in trouble constantly but was loved. That kid needs to be on 
your committee. Okay? So think about who makes up this committee. And make sure that it is not just 
your traditional leaders of the school setting. However, you still need your traditional leaders because 
they know what's going on. They're already tapped into some things that are happening in your building. 
And you need them to represent both your committee and also the committee they're already on. So 
we ended up rolling this out for our students in about October, as Dr. Gustafson said, because we swung 
everything into place at the end of the previous school year. So we said, "We'll just hold off on getting 
these kids in." In our case, we decided that we're going to have to nominate students onto this 
committee. You could leave it as an open club and say, "Join the PRIDE committee. Or join the BEST 
committee," or whatever you're going to end up calling your matrix. Ours may evolve into that. But as 



our start-up, no one knew what PRIDE was. How are you going to join the PRIDE committee? We don't 
know what that is. And you want to make sure you get leaders. So the way we handled that issue was 
we nominated and then brought the kids in. Gave them a fabulous letter of this honor they have just 
received so that we can get them to buy into that we've just thrust them into this committee they knew 
nothing about. Well, it worked. We had letters posted on Facebook. These were kids that have never 
been recognized for doing something good in their school, most likely. And parents were thrilled. The 
kids were thrilled. As of even our last meeting that we had with the kids, one of the girls said, "Well, we 
were nominated to this committee. So you want to know what our opinion is, right?" I mean, they just 
bought it hook, line and sinker. In addition to that, they proved their worth again and again. What your 
student committee does for you is they are the voice of the students. It turned out we had a 
communication problem that we weren't aware of. We think that kids know what's going on. My God, 
we've told them 50 million times, haven't we? But it turned out we didn't have televisions being put on 
at all the time in the classrooms. We didn't know that. But the kids knew. The announcements weren't 
getting to everyone. My kids have been fighting for a bulletin board. "Can we please have a bulletin 
board because I'm part of this church. And I want to be able to put that here?" And we're like, "Yes. 
Yes." We can have like a community bulletin board in the school. So they become your voice. They 
would tell us, "Why are the kids still late?" "Well, you know you can't drive in here and get here on time. 
There's a huge, long line of cars out front." "There is? Oh." So they were able to get this wonderful 
perspective to us all the time. Now, mind you, they also are continuing to fight on not wanting to wear 
certain dress code things or whatever it is. But the voice of your students, it's mandatory at the 
secondary level. The other thing they do is they make the videos. If you go on the PBIS website, you can 
see examples. If you go to the film festival today, you'll see examples. The kids can make these videos 
for you. Which, when it comes time to reinforce some of the lessons, it doesn't necessarily have to be 
the teachers reinforcing the lessons, the kids have made a video. So now it's a rap way of explaining 
what respect looks like in the hallway. They have an idea where they want to make it a "Jeopardy!" 
game. So now kids are telling kids what the lessons are. In terms of our population, we have felt the 
power shift. We already had a very, very active student government. But there was this sort of 
disjointed feeling about it. We have a very, very active cheerleading team that was able to do so much 
of the positives. But once school-wide came in, the common language bit that you'll hear throughout 
became the deciding factor. Now, everyone gets involved with everything because we have better 
communication. Thank you, children. We have a lot of activities going on that everyone gets to know 
about. We talk about them. People have pride, pride, pride. That's what was able to happen, and 
student leadership was a huge part of that. One more thing to let you know: the power shift. We did feel 
the power shift between: "It's cool to not be good," into "It's cool to be good. We want to have these 
rewards. We want to have these things happen for us." We didn't have any money to start up. So we 
had to get really, really creative on how we got kids to buy in to the positives. We had kids recognize 
lunch tables. Very quietly. They didn't know it was happening. And all of a sudden, they got a ticket on 
their table. "You wanted outside lunch." "Outside lunch?" That's free. And the administrator would just 
walk up and the other kid, "Why did they get outside lunch? What do you mean they got outside 
lunch?" They followed all the expectations for the cafeteria. Thank you. You should have seen the 
cafeteria the next day. At least surrounding that table. So then that starts to grow and grow. Free. It's 
simple things like $5 Dunkin' Donuts or Subway cards for kids that if you did well in a class and your 
teacher said, "You were awesome today. Go put that down in the raffle jar." And then teachers can do 
that in their own classrooms as well and run their own little raffles. Next to nothing for money for that. 
So you just need to start thinking really creatively what to do. Some of the kids ... I'm wearing West 
PRIDE today. They wanted to do a white-out. So we had to figure out ... We did jeans days for money. 
I'm pointing to Mrs. Baer back there. She's the savant of figuring out how we do this stuff. So we did a 
jeans day to get money to get tee shirts. Then you can sell the tee shirts to the kids so they can do a 



white-out for a fan bus or something like that. So start thinking creatively. The kids will help you. But 
they're not used to the idea yet. But by the end of the year, they certainly are. Anything I missed? Yes? 
 
>> Does the leadership team change each year? 
 
>> For our leadership team, we're going to keep it that the seniors head on out. And I want the seniors 
to nominate a student because I've got, say, a very artistic student. I'd like her to probably pick another 
kid that's an artistic student because that brought in a whole element. It wasn't just somebody very into 
athletics. So I like the idea that we have a nice smattering of kids. Go ahead, and you nominate next 
time. We've had kids that haven't been very active team members. And that's fine. I said, "You were 
given this honor. You participate to the extent that you can." So kids that weren't active members, I 
won't have them nominate a replacement. I'll allow that to open up to teacher nominations again. The 
kids that were active and are graduating, I want them to pick their replacement. So we ended up with 20 
kids on our team. I think once PRIDE is fully established or our school-wide, we'll be able to open this 
committee up to just general membership. We're not there yet.  
 
>> Jen is going to talk a little bit about those tier two interventions.  
 
>> Yes, so I've been fortunate this year to move up to the West High School. I always worked on the east 
side of the district, which had the reputation to be the better side with the easier kids. And through my 
15 years there, always really kind of some negative connotation of what the West High School was like. 
And I was finding myself this year in a bit of disbelief because as I got settled there, I wasn't really seeing 
what I had always heard. And due to the diligence of our administrative team with really being 
committed to keeping this school-wide framework going, it does seem to be very effective. I've been 
helping with doing restorative practices in the building. I see some of you were familiar with it. I didn't 
have a sense that many people are using this within your buildings. I have found it to be very effective in 
helping students who really struggle with accepting simple requests, really struggle with some ongoing 
issues with authority, really switches the mindset from punitive discipline to really teaching some skills 
that just they don't have. They don't know how to settle conflicts without being aggressive. And so it's 
really a nice complement to school-wide positive support with being effective teaching helping to 
increase their empathy. Many kids really struggle with being able to say they're sorry, helping them to 
reflect on their actions. And just yesterday, I had a student and a teacher together. The teacher simply 
asked her to come into the class. And she saw some kids down the hallway. So she felt the teacher 
should not have asked her that because the other kids were still out in the hallway. And then it really 
escalated from there. And when I went to the assistant principal to say, "Can I meet with this girl and the 
teacher together?" He said, "Well, you know it's not just that teacher. She does this with everybody." 
And I said, "Well, all the more reason why we should do this restorative practice so that this girl has 
another opportunity to learn to do some different skills." 
 
>> My suggestion would be to invest in trainers. We have three restorative practice trainers that we 
actually send for the 3-day training. Now, they train. And we're working through our staff. It's well worth 
paying the money for every one person at a time. So invest in trainers for restorative practices.  
 
>> Yeah, with restorative practice, we all meet with kids and talk with them and do this always. But it is a 
systematic set of questions that outlines how you do approach situations which does benefit things. And 
additionally, just some things with tier two kids. We just are trying to be creative, utilizing our ... From a 
development perspective, we need to tap into our resources with the teenagers themselves. We've 
developed some peer-mentoring programs. Again, this will be specific to your demographic. Look at 



your student population of what it seems to need. The mentoring programs can be free. We've had 
some some other districts come and talk to us and wonder how do we get things going. And so you 
really want to just try to be creative with that. Mentoring programs are widely supported through the 
research of benefiting at-risk student populations. And then we also added something called Aevidum, 
which is a student-driven support program. Basic premise is suicide prevention. But really, it's just 
another layer of support that kids go to their peers before they come to an adult off the bat. And so it's 
been an effective way to reach students who are at-risk as well as providing a sense of belonging for kids 
who may be a little bit on the fray. So there's a website for that Aevidum. It's beginning to be more 
widespread in Pennsylvania. Does anybody have an Aevidum program going in their schools? Yeah. 
Great. Okay. Thank you.  
 
>> Mike Loverdi is a regular ed teacher and very instrumental because he really deals with that top 5 
percent. In our case, it's about 11 percent. So he is going to talk a little bit about how those students rise 
to the top and what you can do to address that. 
 
>> All right. So what do we do when we have all these interventions and they don't work? You have a 
small population of kids that are tearing it up. That's where we come in. You need somebody in the 
building like me who is going to say, "Thank God. Give me these kids. I can't wait to get 'em." Because 
the rest of the teachers don't want them, and they're tearing up all the positive walls that we're 
building. So we have right now, in our school, we have about 20 percent tier two, tier three kids. That's a 
lot. We have 1,800 kids in our school. Once you identify the tier two kids, we're focusing on discipline. It 
becomes glaring obvious who our tier two and who our tier three kids are. We have these interventions. 
We have these supports. Tier two kids are starting to come along. Now the 2 to 5 percent are really 
sticking out. They don't care. They don't care. Now, we need to look at why don't they care. We're 
talking about restorative practices. But it's real easy for me. It's a connection. We have to make a 
connection with these kids. So all the rhetoric up here and all the programs and all the websites won't 
work unless somebody goes in and makes a connection with these kids. What's going on? Right now, 
we're doing it on the fly. We don't have a tier two intervention program, per se. Jen just came in this 
year. We used to have alternative education. We had alternative education teams. It dissolved. So now 
we're doing this on the fly because we're seeing the good, the bad and the ugly. The ugly is we don't 
have programs set up for these kids that are just fighting, fighting, fighting us every day. 
 
>> One of the things Mike was saying, as you're looking through the data. In the top 25 kids, none of 
them had been in our district before grade six. They were all transfers, 11th grade, 12th grade. So that 
was a key piece. You have to constantly drill down the data and keep looking and digging and digging. 
 
>> And so we had the data. We identified these kids. Last year, our old administration team had to come 
up with an improvement plan on the fly late in the year. What we did was we identified the 50 of the ... I 
don't want to say, "The worst kids," but the kids that stand out. If we can remove those kids from this 
setting, what does the classroom look like? What does the school setting look like? It's glaringly obvious. 
Luckily enough for us, we have a tier three program. It's called ADY. It's our academy. It's our Pocono 
Mountain Academy. Right now, we have about 60 students, 70 students in there. So we actually take 
this tier three population and they go to the ADY program. Used to be an alternative high school. Over 
the years, it dissolved. And now it's ADY. The main thing is you have a small staff working with a small 
group of kids. But the effort increases, the population decreases. People have a hard time with that 
because you need to make a connection. Now we're bringing in outside agencies, which is very 
important. The first thing we do, we need to connect with the parents. What's going on with the 
student? Give us some of the history. The paperwork doesn't always come from inner-city New York and 



New Jersey. By the time the paperwork comes, things are blown up. So we need to connect with the 
parents. What's going on? Where has this child been? Why are we seeing these behaviors? What do you 
see at home? And now we're on the same page. Now we're bringing outside agencies in. I have a list of 
agencies here. Of course, we do DNA. We have a drug problem in our area. We have a heroin epidemic 
going on. It was the pills. They couldn't afford the pills anymore. So now it's going to heroin. We have a 
problem in our area. We have a marijuana epidemic in our area. So many kids smoke marijuana. They're 
from inner cities. They're coming to the country. They don't know what else to do. They associated it 
with it. Everybody wants to be a drug dealer. They all smoke. We have a problem. But we identified it. 
So we have DNA. We have mental health services come in. We have OVR, which is unbelievable. We 
have job corps. Juvenile probation, we work closely with them. We work closely with the parents. We 
have ... Juvenile probation officers right in our building. So they're onsite. Very important. 
 
>> [INAUDIBLE] changed the perception of our SRO. He's highly involved. He started a group called 
Project Purple that looks at saying "No" to drugs and alcohol. And he's not the guy that restrains the kids 
anymore. They're high-fiving him down the hall. He still has that presence. But he is very involved in our 
school community in a positive way. 
 
>> We have visiting nurses for our pregnant students. And we have PBIS. And the most important part of 
our tier three program is its data. Five minutes. Okay. We're using SWIS. We're using ISIS. We're tracking 
data every single day, every single period. And that's important. We need to get them back to tier two in 
descending school and, hopefully, general population as soon as possible.  
 
>> [INAUDIBLE] principal there. And she's been at this school since it opened.  
 
>> Good morning, everybody.  
 
>> Good morning.  
 
>> I'm the singer. So first I'm going to start off with ... 
 
[Lyrics] 
 
Celebrate good times  
 
Come on 
 
My part of this is to talk to you about what we do to celebrate kids. Now, you've gotten the framework 
and an idea of what we've gone through and what we're doing to make it work. I've been at this school 
for 10 years now. I've been there with the wannabe Crips, Bloods, Latin Kings, your development, my 
development. I've been there. And the first thing we had to do was we had to clean house. We have to 
got to get rid of this excess baggage that doesn't want to be here. And that's what we did. That was the 
very first thing. As the different administrations came into the building, it became very difficult to really 
do things consistently because it kept changing. Now that we have consistent principals and assistant 
principals ... Dr. Wade, thank you very much; Mr. Jones, thank you very much ... We are doing a 
spectacular job. Again, I said, "I'm here to talk about how we celebrate kids." I think that's very 
important to celebrate what kids are doing. And that means all kids. Some teachers believe that we 
should only celebrate the good kids. And we look at the bad kids. We write the referrals. We give them 
the consequences. And that's the end of it. And it's shameful to me that some of these kids go through 



their entire school career, and they have never been celebrated. So for us to do the things that we're 
doing and to have a parent call up and say, "Thank you. My son ... This is the first certificate that he has 
ever gotten in school."  And I think sometimes with teachers we don't think about that because we 
become very consumed with what we're doing in terms of instruction and in terms of all the other busy 
things that we have to do. So this is what I wanted to share with you.  
 
>> Careful to call it "Recognition" and not "Reward."  
 
>> Right, right. Being recognized. 
 
>> [INAUDIBLE] recognition and celebration and not reward. 
 
>> Absolutely. Absolutely. Okay. Some of the examples, dress-down days. Now that we have 
standardized dress code, okay? If you as a student have gone through a marking period and you haven't 
gotten any referrals, we will design or decide on a day when we're going to do a dress-down day and the 
kids can dress down. So everybody is fighting for that. And of course on the day that we do it, then 
they're saying, "Wait, wait, wait, remember ... No, that wasn't me. That wasn't me. How did I get in the 
system? No, no, no." But it's really amazing to see how they react to this. PRIDE spectator, free 
admission to sports events, we do that. A PRIDE parking, I think that was really important for the kids 
who do drive. Their name is put into a little bucket if they have no other behavioral referrals. And if their 
name gets pulled out, they get to park in that particular space. And everybody again is saying, "How 
come he got that? I always park in the right space." But they're very happy for that. 
 
>> You also have that for the staff too.  
 
>> Yes. 
 
>> So we pick person, one staff member so they park right by the door. Actually, it's better than Dr. 
Wade's parking spot ... 
 
>> That's right. It is.  
 
>> Recognize the staff.  
 
>> Okay. Now, one of the things that we wanted to make sure that we were doing was not just creating 
new things, but using what we already have. And the one thing that's near and dear to my heart is West 
Best. West Best is a teacher's award. There is no criteria for it. And this kills the teachers because they 
want there to be a criteria. Well, there is no criteria. I want teachers to say, "I have an improvement in 
this kid. And I want it recognized." And teachers should be able to do that. Whether it's a kid not coming 
late anymore. Whether it's a kid who is now doing his homework. Whether it's a kid who helped another 
kid. I don't care what it is. Something positive to celebrate the kid. Now, we do this every month, okay? 
We have a shirt. Mike, do you have the shirt? Could you show them that? We have a shirt that the 
student council kids have designed. The kids can get a shirt. They get a certificate. Okay. We do a 
breakfast for them. And then we take a picture. We all take a picture. And those pictures are hung up in 
the school for the kids to see, for their parents to see, for the community members to see how we are 
celebrating kids.  
 



>> And West Best ... They had West Best years and years ago. So the students wanted to keep it. We 
said, "Yeah, you can still keep West Best." But it was the consistency. It was every month. It's part of the 
framework now.  
 
>> And we average about 200, 300 kids a month. So my hope is at the end of the year, I'm going to look 
at all of the data that every single kid had an opportunity this year to be celebrated.  
 
>> Some ways to celebrate staff? 
 
>> Yeah, we got you covered. Actually, Dr. Gustafson, that's her award where she will ...  
 
>> I'll go into breakfast. And I'll say, "I gotcha covered. You can ... " And they're like, [INAUDIBLE]. And I 
say, "Anything you want." And I would cover their breakfast work. 
 
>> I also want to say to you that another that we haven't really touched that much on is attendance. For 
me, that's near and dear. If the kids are not in the building, you can't do anything. And when you look at 
all of the things that the state requires us to do, if that kid is not there, you're still responsible. And it 
looks like you're not doing anything. So one of the things that we do every month is we celebrate 
attendance by grade. So the grade that has the highest percentage of attendance, what we do is, during 
lunch, they are given some type of a snack. They might get baked chips one month, cookies next month. 
I can tell you when kids come to me, "Could you just give me a ticket? Yeah, don't tell nobody, shh, shh, 
shh. Don't tell ..."  
 
>> [INAUDIBLE] their name on the loud speaker. And ...  
 
>> Right. And we do shoutouts. 
 
>> The shoutouts are huge and free. Free.  
 
>> We do those shoutouts at the end of every day. And kids are waiting to hear their names. Teachers 
come down. And they fill out a card. And they fill out what it is that the kid has done. It's put in a box. 
And then we just randomly pull out five or six cards. And we yell out ... Just like I could say, "Shout out to 
you, sister. I like what you did today. You picked up your garbage," or "Thank you because you helped 
somebody else," or "Thank you because you found a phone. And you brought it downstairs." All these 
kinds of wonderful things that we're doing in our school. And with that, I want to say one more thing, 
Betsy, if I can. As I told you, "I'm a singer." I want to say to all of you, "We are all part of a big family." 
You have the same issues that I have, okay? And we share the same goal, and that is to make sure that 
kids are successful. So I want to end this by saying ... 
 
[Lyrics] 
 
We are family  
 
Because we are.  
 
>> And just one more slide, real quick. I just [INAUDIBLE] ... 
 
>> Thank you, thank you, thank you.  Thank you, thank you, thank you. 



 
>> How do I even follow that? Well, this is what it's all about, the academic piece. Bets, I don't know if 
you even have the slide in there. Nope. It's not in there. So what would have happened is I was showing 
you the data, the difference between the data from last year and this year. It's all right. I think the crowd 
is pretty glad it's not even in there. It's just a graph of how we, as a school and the students, have 
improved academics-wise in terms of As this year versus last year. We've improved by 6 percent of the 
students having more As. And I'm not going to go through each piece. But in terms of Fs, we've 
decreased the amount of students receiving Fs by about 5 percent. So the data is actually positive and is 
very significant when we're talking about PBIS and in the building.  
 
>> And since this is our first year, we're just now getting the year's data. We didn't have really good 
discipline data last year. It wasn't inputted correctly or was input consistent. So we didn't really have a 
baseline. So this is really going to be our baseline year. I have one gift to give away. This is called "Start 
Today." It's a great, great book. I tabbed a couple of the quotes in it. But this one says, "There's more 
risk in waiting than in beginning." So my birthday is May 10. Anybody have a birthday on May 10? May 
9?  
 
>> [INAUDIBLE]  
 
[LAUGHTER] 
 
[ Chatter ]  
 
  


