
>> Thank you. Okay. Good morning, everyone.  
 
>> Good morning.  
 
>> Good morning. So welcome to our session on Team-Initiated Problem-Solving. My name is Laina 
Stricker, and with me today is Ellie Heavner, and we are training-and-consulting specialists with 
Devereux Center for Effective Schools, and I apologize. We don't have any Peeps to hand out to the 
group this morning but maybe next year. So we are going to talk to you today about the TIPS model, so 
hang onto your seats. Okay. So important disclosure, as I'm sure many of you are aware, anytime we 
bring a group together and spend approximately an hour, an hour and 15 minutes discussing a strategy 
or an intervention, the expectation is certainly not that you can leave this session and be able to manage 
a TIPS meeting or coach a meeting around this type of model, so just a quick note. As I'm sure a lot of 
you are aware of, there is required quite a bit of training for teams who would like to work within the 
TIPS framework and for those who are coaching them. It's definitely a long road but certainly one worth 
traveling. So Ellie and I do support teams around TIPS. I know you're amazed or shocked, but we did not 
create TIPS, so we certainly want to acknowledge the folks who did, and their names are up here. So this 
was a collaborative effort between Anne Todd, Rob Horner, Steve Newton from the University of 
Oregon, also, from the University of North Carolina, Bob Algozzine, Dale Cusumano and Kate Algozzine, 
and then, we did cite their manual down here at the bottom of the slide. Okay. So a quick check on who 
we have with us today, how many folks are familiar with TIPS? Good. Okay. Good. So there's some 
familiarity with it. How many people are on leadership teams within a school building? All right. Great. 
And then, how many folks are coaching or working with leadership teams? Okay. Great. All right. Okay. 
So some objectives for our session is that, again, we want to provide you with a general overview of the 
TIPS II model which is just a slightly refined version of the original TIPS model. We want to discuss those 
meeting practices that lead to effective meetings and what is referred to as the TIPS Meetings 
Foundations. Ellie is going to model for you how to use data to make decisions, and we are going to talk, 
during this presentation, about what those meetings look like at a Tier 1 level, so this format can be 
used if you have Tier 2, combined, maybe, Tier-2-Tier-3 meetings. It can be used during your academic 
meetings, but for the purposes of our presentation this morning, we are going to talk to you about what 
that looks like that Tier 1. And then, we're going to watch an abbreviated sample video of what TIPS 
looks like in action. Okay? Handouts are available on our website, so if you go to 
www.centerforeffectiveschools.org and just click on that tab that says Publications and Presentations. 
Okay? So there's a lot of really exciting things around PBIS. Right? There's acknowledgments. There's 
celebrations, and then there's kind of the, like, maybe not as sexy things like problem-solving and 
meetings, but those are really those critical features that help support the effective implementation of 
PBIS with fidelity. So I just want to just say thank you all for being here because this is really the behind-
the-scenes stuff that has to happen for us to move our initiative across our buildings, across our 
districts, across our programs. So just take a second and just think about, how many meetings do you go 
to across the course of the day, across the course of a month, across the course of a year? Right? Quite a 
few meetings. Okay? And of those meetings, how often are you leaving feeling, like, reenergized, like, 
"That was great. That was such a good use of my time. Like, you know, we really collaborated there, and 
we had this great kind of back-and-forth, and I know exactly what I'm doing, and this person knows what 
they're doing, and I'm confident that when I meet with this person or this team next month, it's going to 
be done"? Are we feeling that kind of feeling when we leave meetings? No, right? And that stinks. So 
what happens when we go to those kinds of meetings, we begin to feel kind of disenfranchised, 
disassociated from the whole process. We feel like, "You know what? This whole PBIS thing maybe isn't 
going to work for us." But really, what we need to do is make sure that we're coming together and 
solving problems, not coming together and solving the same problem every time. Right? So TIPS is a 



great tool and a great framework to avoid us coming together and talking about the same problem, 
talking about those same students who always come up as high fliers in our school system. So some 
important ideas, really, the cornerstone of TIPS is using data, so I want to go through some main ideas of 
how we use data in the TIPS problem-solving format, so an important note here is that decisions are 
more likely to be effective and efficient when they're based on data, so we're not going by, "It feels like, 
you know, there's a problem in fifth grade. You know, I'm not sure why, but it's just kind of a feeling that 
I have." So we're using data. We're using, primarily, our office-discipline-referral data to make decisions. 
I think I lost my clicker power here. Hmm. There it goes. Okay. We want to use data in decision layers, so 
first ...  
 
>> Achoo! 
 
>> ... we want to identify, is there a problem? Bless you. We want to find out, where is that problem 
taking place? What is the problem behavior? We want to get specific around using data. When we do 
that, it guides a really meaningful discussion that helps us to ask the right questions, and through that 
process, we refine our problem statement, and we come up with what's referred to as a precise 
problem statement which we'll talk about in more detail throughout the presentation. And these data 
help us to place the problem in the context rather than in the students, so we're not sitting in a meeting, 
having a discussion about, "Third grade is a wreck, and me, as a fourth-grade teacher, I'm probably going 
to resign before they move up to my class next year." Instead, we're having discussions about, "You 
know what? Third graders are having this behavior this time of day, and this is a perceived motivation, 
and this is what we're going to do about it. We're going to action plan and come up with some 
solutions." Some other important points about data use is that we want to make sure that data is driving 
our decision-making, so we certainly don't want to come to a meeting ... And we'll show you what the 
graphs look like with SWIS, and they're pretty. They use, like, a nice teal to create their bars and stuff 
like that to graph the data. We certainly don't want teams to come and just look at that and be like, 
"Wow, okay. That looks really bad. All right. So what's everybody doing for, like ... You know, we got to 
talk about this dance," or, you know,  that kind of thing. We want teams to come together and use this 
data to make decisions, so we want those decisions to be fueled, again, by that data. And when we do 
that, we have a quality decision-making process that takes place. We certainly don't want teams to feel 
like they're drowned in data, so again, we're going to be efficient, and we're going to chose, typically, 
just one problem to try and solve and action plan around in a meeting, so we don't want teams to have 
to feel like, you know, we have to solve every single problem. Let's prioritize, again, using data and make 
decisions that way. And it's okay to be doing well. There's times when there may not be a high rate of 
referrals, you know, in your building, and that is something to celebrate, again, using the data. All right. 
So some important research, really quick, just to touch on before we go into what is TIPS as a model, 
this data came from, again, the group that we had acknowledged earlier in their work around creating 
TIPS, so they used a measure called the DORA which is just an observation tool. So they coded meetings, 
and what they found here ... This is a randomized controlled study. There's two groups. The 
experimental group was that group who received the TIPS intervention or TIPS training, so they're there 
in blue, and then, that maroon line is the group who did not receive that TIPS support. As you can see, 
the group who received the intervention, specifically related to those meeting foundations which I'll talk 
about in a minute, they improved, and then the group that did not just kind of actually slightly, tiny, tiny 
bit improved but certainly not as compared to that experimental group. Around problem-solving, so 
how did teams do who received support in TIPS around specifically problem-solving? So again, you can 
see the blue line is those teams that received the training and support in TIPS, and their problem-solving 
process took a really nice jump there, so they were able to meet and have some really efficient problem-
solving conversations, and the team that did not receive that support actually did a little bit worse with 



their problem-solving across time. So what does this tell us? Teams can improve and can improve fairly 
quickly and that the use of data is critical not only for identifying that initial problem but then for solving 
it and monitoring it. Just some other quick findings here, you can see, again, the blue group is the group 
that received the support in TIPS, and you can see how much better their DORA score was from the 
presupport that they're receiving to after receiving that support, and again, that group in the maroon 
did slightly better but comparatively not as much there. Again, some results there is just that we're 
having just better problem-solving meetings, and those folks that received support in TIPS were actually 
more likely to implement the solution, implement it with fidelity and then had better outcomes for their 
students for both academic and behavior. So remember, earlier, I had mentioned that this is a format 
when you can use when you're looking at your referral data for behavior or your referral data for 
academics or your ITI kind of process. So Ellie is going to talk to you in a little bit about the difference 
between a primary and a precision problem statement, and when she does, I want you to keep some of 
these images in mind. So we're going to play a quick game of Red Light, Green Light, so those teams who 
worked at a primary level, meaning they kind of just put a very general problem statement together, 
wasn't specific to one grade or the other, they were the teams that looked like, "Okay, well, I think their 
grade's having trouble with the recess. Let's put in place this, like, intervention for all grades who go out 
to recess." Right? So that would be kind of an example of a primary statement. Look at how much time 
they spent planning around that primary or very broad statement. Over 20 hours, that team spent 
planning. For those teams who met and used a precision statement like, "You know what? It's third 
graders at this time. This is why, and this is what we're doing just for third grade," their planning time 
was significantly less, okay, because if you don't have to plan something for the entire school, you're 
clearly going to save yourself some time. As far as how that implementation rolled out for staff, again, 
those teams that were working in a larger primary type of scope, their staff were implementing an 
intervention upwards of approximately 18 hours, and those groups who were working within a 
precision-statement framework, their staff were spending about 2 hours implementing the intervention, 
so if you're a teacher or if you have to sell something to a teacher, you're probably going to get a bite, 
you know, if you're working there. Two hours seems a little more reasonable than 18. And then, how did 
that impact students? So that implementation time for students was much higher in those teams that 
were working within a primary framework versus those that were working with precision and identifying 
the problem statement that way, so keep these kind of bars in mind when Ellie is discussing the primary 
and precision statements later on. So is your team ready for TIPS? Just some important questions to ask 
yourselves as a team or to pose to teams who are getting ready to tackle TIPS and want to go to training 
is our district commitment. So we all know that we need support from the top down. Are there coaches 
in place? Are there people who can support you? So if you can assemble a team ... And we'll talk more 
about what roles exist within the team. If you can assemble those staff within your building, that's great, 
but they're going to need coaching. So do you have, maybe, an internal coach? Do you have an external 
coach? Are you working with someone from PaTTAN or your local IU or Devereux? Do you have a 
commitment from those staff also, so are people willing to come in a little early for these meetings or 
are they willing to stay a little bit after? Do you have access to data? Data is crucial in problem-solving. 
Again, we don't want to be talking about how things seem or, "It feels like there's a problem here." So 
do we have access to reliable data? So those are some important things to ask yourselves or ask teams 
that are interested into making the plunge here into TIPS. Okay. I'm freezing up again, but in a second, 
you'll see. This is actually a team-readiness checklist, so this will also be on our website under that drop-
down as a document for you to reference. Okay. So we're going to discuss a school, a K-to-six school 
throughout the course of our presentation moving forward, so this is Peanut Butter Cup Elementary. It's 
an urban school. They have approximately 500 students and about 50 staff. So the data that we're 
referencing is from 2011 to 2012. However, it is still very applicable and relevant today. Okay. So let's 
jump into TIPS. Okay. So we're going to start by talking about the meeting foundations for TIPS, so first, 



you want to start ... There's a whole process that comes together here, and at the core of it is data, 
collecting and using data. So first, you want to identify problems with precision, so precision problems 
have six critical features, so what, who, when, where, why, and then that sixth component is how often. 
We want to identify a goal for change. So how do we want the problem to change? A lot of times, we're 
coming together and talking about, how do we reduce a problem behavior? So we want to set that goal. 
We want to identify solutions and create a plan that has a contextual fit, so you know your staff in the 
building or the leadership team knows their building better than anyone externally. So what is going to 
work, knowing your teachers, knowing your staff, knowing your schedule? Then, we want to make sure 
we implement the solution with a high degree of fidelity or integrity which is tricky, but we'll talk about 
ways to measure that. We want to monitor the impact of the solution and compare it against the goal, 
so we do that when we come back together in the next month's meeting. So in December, we're going 
to set a goal. We're going to talk about what needs to be done, who's doing what by when. When we 
meet in January, we're going to look at those same data from the previous month or that same problem 
statement, and we're going to say, "Did we meet our goal?" So we're really holding ourselves 
accountable as a team, and then we want to make some summative and evaluative decisions, so, "Did 
we meet our goal? Did we not? Why didn't we meet our goal?" and have those kinds of discussions and 
then determine what's next. Okay. I think when this thing comes up ... We got frozen, so just give me a 
second. Okay. So that all comes together in a very nice meeting process, and then, again, at the center 
of all of it is collecting and using data. So some important logistics, we want to make sure that we have a 
shared space for documents. Or if you're a hard-copies kind of school, where are we keeping our 
meeting minutes? So after we meet, we want to make sure that those notes are being recorded and 
shared. We'll talk more about that in a couple slides, but it's a very nice accountability tool. We want to 
set up a consistent meeting schedule, so just doing a recurring ... "We meet every first Thursday of the 
month," is probably your easiest way to do it. That way, it's on everybody's calendars from September 
to June. Designated meeting locations, so it's great to have just a set place, like we meet in the library 
every Thursday at 3:15. Every first Thursday, I should say. And then, access to technology, so we 
recommend that schools project the agenda. It's a really nice way to redirect any side conversation 
that's happening or if someone gets things off topic a little bit, it's a nice way to just be like, "Okay. You 
know what? Hang on a second. Let's talk about this," and it's also nice to print them, the agenda form, 
for everyone that's on your team. Do you need access to the Internet? A lot of times, the data analyst 
will have the report. The data analyst should have the report complete before they come to the 
meeting, so you may not need Internet access to get into SWIS, but if there was a question or if there 
was some type of concern, it would be nice to have Internet access. It's certainly not mandatory. And 
then, if people are joining your meeting remotely, do you have a phone and some of those logistical 
things? So some things that lead or a successful meeting, we need to have an administrator present. We 
need somebody that says, "Okay. The buck stops with me. Right? I can say yes or I can say no." It's best 
to have at least 75 percent of your team members present. Team members need to come prepared, so 
the data analyst should come with the data-analyst report ready to share with the team and talk 
through the data with the team. That's another thing as far as your readiness, is do you have access to 
data, and do you have somebody that's comfortable working with data? That's a really important key 
here. We want to make sure that meetings start and end on time. I know it's very tempting to be like, 
"You know what? Let's just wait 5 more minutes or this one or two people to come in," but just get 
started, and if you have to catch them up when they get there, that'll just have to happen, and 
hopefully, next time, they'll be like, "Oh, wow, these people are serious about starting one time. I'm 
going to get there on time." We want to make sure that we have an action plan, so each team is creating 
an action plan each year. We want to revisit that throughout the course of the year and make sure that 
we're updating it and meeting our goals. We have defined roles and responsibilities. We also have a 
meeting-minutes form which I'll show you in a minute which helps to guide or manage the flow of the 



meeting, and then we're documenting decisions, so we want to make sure that ... It's very easy to be 
like, "Okay. Well, this is the problem. I think we should do this. I think we should do that," and then kind 
of go back and forth, kind of watching a ping-pong game, and then you kind of move on to the next 
topic. So we want to make sure that we're avoiding that, and we're saying, "Okay, wait. So you said this. 
You said that. What's actually happening?" and then documenting those final decisions. So these are the 
roles within our TIPS framework or TIPS team. So we have the administrator, facilitator, minute-taker, 
data analyst, time-keeper and everybody else considered an active team member. So I'll talk to you 
about what the roles and responsibilities are of each of those folks. So starting with the facilitator, 
everybody has a task. Almost everybody has a task before, during and after the meeting or a 
responsibility, so the facilitator, ahead of the meeting, should be asking for agenda items, just sending 
out a group e-mail. You know, "Hey, reminder, we're meeting on Thursday. What do you guys need to 
add to the agenda?" The facilitator, during the meeting, should be managing the flow of the meeting, 
making sure that things, again, aren't getting too off-topic. It's so easy to get things off-topic. There's 
just so much talk about ... And rightly so. Teachers and staff don't have a lot of time to talk to each 
other, but we want to make sure that the facilitator is saying, "You know what, guys? Let's hold on that 
and get back to our agenda." After the meeting, they're kind of off the hook. The minute-taker, ahead of 
the meeting, should prepare those agenda items, including a report from the data analyst. During the 
meeting, we want to make sure that the minute-taker is recording those decisions, not so much the 
discussion that happens. But just what's the final thing that we're going to do here? And then, they need 
to send out those meeting minutes to the team, preferably within 24 hours. The data analyst, again, 
ahead of the meeting, should be updating the previous month's problem statement. So remember, we 
were saying we want to compare how we did to our original goal, so we take their updated information 
and use that to evaluate. Did we meet our goal or did we not? And then, they should also be defining a 
new problem statement with precision. During the meeting, they should be comfortable leading a 
discussion about the data analyst report and responding to questions about the data, and then 
afterwards, again, they're off the hook, too. And then, just some other things, obviously, the time-
keeper is keeping track of time. Active team members, the expectation is that you're engaging in the 
meeting. You're not on your laptop. You're not texting your husband, like, "Who's picking up who from 
daycare?" those types of conversations, so those are some requirements of those team members. 
We've found teams function best when they have a group of agreements, so the same as we have 
expectations for students in our building or in our programs, we have expectations for team members. 
We want to be respectful. We certainly don't want people to feel like they can't share an idea because 
somebody's going to be like, "What are you talking about? That's not going to work." That kind of 
dialogue is really not productive, so we want to make sure that people feel respected and are respectful 
of new ideas. We want to make sure that we're questioning ourselves. Are we doing a good enough job? 
And again, but not based on feelings but based on data. So are we implementing with fidelity? And we 
want to be honest with that, so these are just some examples of group expectations or group 
agreements. This is what Peanut Butter Cup Elementary did as far as organizing their expectations and 
agreements. So I know it might be a little bit difficult to see, but again, this content is on our website. So 
they've identified the purpose. It's your top-left corner. What's the purpose of our team? That's a really 
important thing to identify because you feel like if things start to kind of drift throughout the year or 
you're not solving problems, it's always good to come back and say, "What is our purpose? Are we 
actually doing what we set out to do?" We have the group agreements there on the top-right corner, so 
again, those are those expectations. Same as we would set in place the expectations for students, we 
have expectations for our team members. We have all of our roles identified, so this saves a lot of time if 
we can say, "Laina, you're going to be the minute-taker," which is what I hear every time I go into a 
meeting. "Ellie, you're going to be the backup minute-taker. So-and-so is going to be the data analyst for 
the year." And it's best if people can volunteer for those positions. Certainly, people don't like to be told 



for a lot of this stuff, but it's really critical to have these roles identified because then, we're not sitting 
there saying, "Who's going to take minutes now?" and then everybody kind of starts to stare, like, 
"Don't make eye contact with anyone. It's going to be me." And then, again, we want to have backups 
for those roles. If someone's sick, we certainly don't expect for people to come in on a sick day to make 
it to a PBIS meeting, so backups are very important. Again, they've identified when they're meeting. 
They have a regular meeting schedule, a location, and then they have a piece here where they're 
measuring their own fidelity as a team. Okay. So the purpose of the meeting agenda which then turns 
into the meetings form, is that it really creates a structure. It creates a lot of accountability for the team 
which is great. It can be created by either the facilitator or the minute-taker. That's up to those two folks 
to decide who is creating the agenda. It's best to send it out 24 hours in advance. I don't see that 
happening very often. I'm just happy if the folks bring the agenda to the meeting. That's good enough, I 
think. That's a good start, at least, and asking people, "Do you want to add anything," because, again, 
that keeps us on track and on topic. It should be used to guide discussion. It's a great way to hold 
ourselves accountable. So we met last month. We're pulling up the previous to-do list, and we're 
checking in. "Were these things done? And if they weren't, we need to figure out why. Do you need 
more help to get those tickets printed?" or, "Did we discuss an intervention that might be too 
complicated," or that kind of thing. "Do you need more help?" like that. And they also help us to 
evaluate our meeting. At the end of every meeting, we want to ask, I think it's either four or five, 
questions specifically about, did we do what we set out to do? Have we been meeting our previous 
goals? Are we having the desired impact on student behavior? And that should be a group consensus. 
Are we meeting these specific criteria or not? So this is what the form looks like. I think it's a little bit 
overwhelming, but we'll take it in pieces and discuss what each part does. So this top part is, again, 
where we have our set dates and our meeting roles. We're just checking off if people are in attendance 
at the meeting. So this part, the agenda items, is where we identify those nondata items, so things like 
printing tickets or scheduling a booster session for our staff or those types of things might go in here, 
and then there's even a spot for agenda items for the next meeting. Here is where we're checking in on 
our implementation fidelity, so using things like a set report from the previous year or current years, 
depending on where you are in your meeting schedule, BoQ, TFI scores, things like that. This is the data-
analyst-report portion of the agenda, so this is what the front of the form looks like, and then this is the 
back. So the back is where we are actually creating a new problem statement, and I'll show you this 
form filled in. It'll make a little bit more sense when there's actually words in these boxes. And then, 
under that is where we're taking notes on those agenda items that were identified on the previous page. 
And then, the last part here is where we're evaluating the meeting, and there are four questions where 
we're asking ourselves, "Are we doing what we set out to do?" So again, this is discussion of our new 
problem, those agenda items and then evaluating the meeting, and then this is what the back looks like. 
So this is what it looks like when it's filled in. We have our meeting dates there at the top. Who's in 
attendance gets a little X next to their name. Our general nondata agenda items listed, they're 
measuring or checking in their implementation fidelity with the BoQ. They have their problem statement 
which they've updated, so I'm not sure if some folks probably closer to the front can see it, but the date 
of the initial meeting is in December, and then their review meeting is in January, so they've actually 
come back. This is their January meeting, and they're looking at, "How did we do with our last month's 
problem statement? Did we meet our criteria? Did we meet our goal?" And then, on the back of the 
form is where we're identifying a new problem statement, again, with precision, and then this is a 
completed form, so they've talked through the whole goal and timeline, the solution action, and then 
they have their agenda items that they've discussed. So I'm going to turn it over to Ellie who's going to 
talk to you more about that problem-solving piece.  
 



>> Okay. Thank you. All right. So now that Laina's talked us through meeting foundations, we can get 
into the problem-solving, and I had a school who are great at using data and problem-solving, but they 
never had any time to do it because we spent so much time tracking people down or we always met in 
the morning which never worked for this school. And it was like, "Oh, today, it's in the library. No, 
tomorrow, it's in the office," and we spent 10 minutes just traveling around the building, trying to find a 
place to meet. So without those meeting foundations that can seem just like busy work, you really don't 
have time to do the fun part which is problem-solving, and teams that do problem-solving well, you find 
more people want to join because those meetings stay on time. They're like, "What meeting is that? You 
guys left on time. You guys didn't go 15 minutes over." And the administrator, I know that it sounds 
funny that the administrator has to be present. When are they going to have time for that? But those 
people want to be at the meetings for their school where decisions are being made, so the more they 
realize how much is getting done in those meetings, the more they're going to try and stick around. So 
let's look at that. Yeah. Okay. So we're going to look at the Team-Initiated Problem-Solving Model two 
steps at a time, so we're going to identify a problem with precision and identify a goal for change. And 
as we're working through these purple circles in the wheel, we're going to keep talking about collecting 
and using data, and if, somehow, I gloss over how data is related to one of these steps, someone raise 
your hand and let me know because data is important at each of these steps. So what is a problem? A 
problem is just, really, a difference between what is expected and what we're observing and seeing. 
How the problem is stated is important for team-based problem-solving. We've already previewed a 
little bit about precise problems, but the reason is it's really important we're clear about what the 
problem is so that I'm not problem-solving my personal problem. Right? I am in third grade. I'm a third-
grade teacher, and my problem is what I see outside my door, so I don't know what's happening in 
seventh grade. Right? So we want to be talking about the same problem using data and not our feelings 
because I know what my personal problem is that I want the team to solve, but we all have to be on the 
same page. It also helps paint a clear picture, so if I'm not a seventh-grade teacher, I can still see what 
the problem is and be an active participant in coming up with solutions. So problems that are stated in 
primary form only address one aspect of the problem, so the playground or the cafeteria, but they're 
not useful for problem-solving. They're very useful for problem-admiring. Right? So that's when you just 
spend the whole time talking about the playground, and someone else says, "Yeah. The playground is a 
problem for me, too, but not as much as the cafeteria," and now, you're off to the races because you're 
talking about the cafeteria, so it's really useful in keeping everyone contained and focused on the 
problem at hand. Okay. So let's look at an example. We have too many office discipline referrals coming 
from the cafeteria. That's not bad. Primary problems are not bad. Right? They're a great starting place to 
look at the big picture, but they're not solution-ready. We need to know a little more information. So we 
look at the big picture, and then we use data to refine the problem. So referrals for defiance among 
third-grade students from 11:30 to 12:30 in the cafeteria are increasing over time. It is believed that this 
is happening because students want to avoid silent reading that happens after lunch. Okay. I can't fix the 
entire cafeteria, or I could, but it would take a lot of effort. Right? So that research I initially showed you, 
it may take 18 hours of implementing a plan and planning, but I can target just 11:30 to 12:30 and look 
at what needs more help during that precise hour. So what makes a precise problem? Laina already 
previewed this for you, but it has to have the what is happening, how it defers from what we want. So 
not just, "We're getting a lot of referrals," but what are they for? Is it physical aggression? Is it defiance? 
Those things are really different. How often is it happening? Remember, we talked about decision 
layers. Right? So is it a huge problem? Is it a problem but a small problem? That helps us prioritize. So 
how often is it happening? When is it happening, during the whole day, during first recess and lunch? 
Where is it happening? Is it a playground issue or is it a classroom issue that we just hear about from the 
classroom, but, really, it's starting on the playground? These are the kind of things we want to dig 
deeper on. Who is involved? Is it the whole school? Is it a whole-school issue, a whole-grade issue? 



When we look at SWIS, we can figure out if it's just a few-kid issue, and we might approach that 
differently. And why does it keep happening? So the why is something that, sometimes, we forget 
about, but it can be really important in terms of planning our solutions. So let's look at some other 
examples. Inappropriate behavior on the playground is increasing, so all we know about that is the 
location. Right? We just know it's the playground. How about bullying? Verbal and physical aggression 
on the playground is increasing during first recess, is being done mostly by fourth-grade boys and seems 
to be maintained by social praise from the bystander peer group. This occurs at a rate of one referral per 
day per month. Okay, that I can work with. Right? That I can see. I know what that looks like. Students 
are getting referred frequently for technology violations. Right? So this might be a really huge problem 
in your middle school, and so all we know now is the what. We just know that it's technology violations. 
We don't know who. We don't know where. Are they doing it during class, during their free periods? A 
large number of students in middle school, sixth, seventh and eighth grades, are using texting to spread 
rumors and harass peers at a rate of eight referrals per week. Texting occurs both during the school day 
and after school. It appears to be maintained by attention from others. Okay. So now, we know a lot 
more about that problem, and we can start brainstorming solutions, so we know what a problem is, and 
we know what a problem is not. We know that third graders are not texting and bullying. Great. Just 
focus on middle school. Okay. So do we have a problem? We're going to start looking at a series of 
graphs, and as Laina mentioned, these are going to be from SWIS because TIPS was designed with SWIS 
in mind, but if you have somebody who's good at data and good at Excel, you can still use the TIPS 
process. You just want to make sure that your data us current and up to date, and so we like to use 
SWIS, and we like these graphs, but you can certainly use other data systems to collect this information. 
So the first thing is, do we have a problem? Again, it's important to celebrate when we don't have a 
problem. But how will we know? It's not just a feeling. Right? We want to use our data. So is there a 
downward trend from last month? So as you can see, one of the graphs that SWIS will give you is 
average referrals per day per month. This is really useful because when we get to spring break, we 
realize that we were only in school in April, like, 10 days. Right? So we might think, "Oh, that's great. We 
didn't have any referrals," but it averages out for you, so you can actually compare April to March, and 
you can look at it as a rate. So is there a downward trend from last month? You can actually look year to 
year, so you can see, "Okay, April of this year was pretty low as compared to April of last year," so that 
can help tell you if there's a problem. SWIS will generate the national median, so the black line is your 
median score, and the 75th and 25th percentile are noted there, so you might look at it. Instead of a 
trend, you might look at, "Okay, so we're doing better, but we're still above the national median, so yes, 
let's look at that as a problem." So this might not be used in your precise problem, but it's always a good 
place to start, and just give your team a context for how the overall school is doing. A really good place 
to start when doing your precise problem is what. So what are the problem behaviors that we're talking 
about? And for this school, it's pretty clear. It's defiance. Where are the problem behaviors occurring? 
Okay. So we have all our different settings listed there, and we can see that classroom and playground 
are the highest. One thing to note is, where are kids most of the school day? In the classroom. Right? 
They're in the classroom about 60 percent of your day, so it'll actually calculate a proportion for you. It 
shouldn't be a surprise, right, if classroom is where most referrals are generated because that's where 
kids are most of the day, but if you find that classroom is way more than 60 percent of your referrals, 
then you might be thinking, "Okay. Let's look at the classroom," but the classroom might always be your 
highest, so it's okay to look at your second highest. Right? So playground, where kids aren't all that 
much of the day, is really high up there, so you might start thinking, "Is it the unstructured time? Is it 
because it's a preferred time? So what's going on in the playground?" When are the problem behaviors 
occurring? Is it during all the recess, if it's during the playground? Right here, you can see pretty easily 
that 11:30 to 12:15 is really the hot spot for this school, and so that cuts down a lot of our intervention 
planning. Right? We don't need to implement an intervention all 6 hours. We can just focus on this 45 



minutes. And who is involved in the problem? The who can be grade levels or it can be students. Right? 
So we're showing you a student graph, right now, with just identifying numbers, but you could also look 
at this by grade. So you want to see, is this a bunch of grades that are having this issue? Is it a bunch of 
students or is it just a small group of students? You want to make sure that you're solving a schoolwide 
problem, right, a problem that's worth your time to solve, and this gives you some context for that. And 
why are the problem behaviors occurring? I think schools often forget this part, but it's really I'm 
because if students are avoiding work, you want to make sure that your solution matches that function, 
right, of their problem behavior, so you want to make sure that you're giving them a way to meet their 
function but in an appropriate way, so if they want to avoid work, it's really important that you don't put 
in an intervention that's just about peer attention because that's not actually what they're seeking. 
Okay. So this is a summary of all those individual pieces that we looked at, and that's what a data analyst 
would do before the meeting. Right? So they would look at all these pieces, and they'd come up with 
your precise problem statement using all these graphs, and here's how you could put it together. Okay. 
So for Peanut Butter Cup Elementary which we'll check in on throughout this process, many third-and-
fourth graders are engaging in defiance between 11:45 and 12 near the end of their 30-minute recess 
period, with most of these instances occurring on the playground, in class or on the hall because the 
students want to avoid upcoming classroom instructional period. Okay? And so those are the who, what, 
when, where, why, but we also have our rate, current level. So we can see it's been increasing over the 
last 3 months and currently is at a rate of 1.42 referrals per day. Okay? So now, that's really precise, and 
we can tell, "Okay. This is happening over once per day, so that's something we want to look at." Next, 
we need goals, so let's talk about goals. Let's get our feet wet. So we talk about some common goals we 
might set for ourselves, we want to increase the frequency of exercise, maybe weight loss or gain, time 
on social media, saving money, we might set a goal that we want to exercise three times a week during 
March, decrease time on social media to 10 minutes per day ... that's quite lofty for me ... lose 15 
pounds by ... These are very ambitious goals ... by swim season and save $150 by Black Friday. So what 
are all these goals have in common. Can anyone see any common features of these goals in purple? 
 
>> [ Chatter ]  
 
>> They're specific. They're measurable. I heard both those.  
 
>> [INAUDIBLE]  
 
>> Yep, so they have a what, a when and by how much. They don't just give a direction. Right? We just 
don't want to lose weight because if we lose weight, then if we lose just a little, we're like, "Oh, that's 
better." You know? But that doesn't really tell us much about how we're actually doing. "We saved a 
little money." So we really need to do a what, by when and how much, and that gives us a good sense of 
if our effort towards whatever we're doing is worth our time. So if you're in special education, I bet 
you're very familiar with SMART Goals because we talk about those a lot, but SMART Goals are specific. 
Right? So someone mentioned it doesn't just say what direction you want it to go. It's pretty specific. It's 
measurable. All right. So we have to use our data when we're setting our goals. It has to be achievable, 
so it might not be achievable that our seventh graders never get a technology violation. Right? That 
might just not be achievable, so we need to make sure that we're setting something we can realistically 
do so that we can feel successful, and that it's a meaningful difference for our staff and our students, so 
maybe, we're not setting a goal for zero office discipline referrals per day, but we're saying, "What 
would a meaningful difference in the lives of our students and staff be on that goal?" Is it relevant? So it 
has to match the context of our problem, so we can't set a goal for the classroom if we're talking about 
the playground. And it has to be timely, so we don't ... A lot of teams choose to set short-and-long-term 



goals, and I think that's great because it means that we can see a difference really fast but then also, set 
a maintenance goal, so you can see the precision goal that is written for you up there. The rate of 
disrespect and disruption among seventh-and-eighth graders will decrease to two per week by the 15th 
of next month and decrease one or fewer per week by the end of the following month to be maintained 
across the remainder of the school year. That's a lot of words, but basically, they set a short-term goal 
for they want to see a reduction. And then, how are they going to maintain that throughout the rest of 
the year? So checking back in with Peanut Butter Cup Elementary, they're going to reduce instances to a 
rate of 0.2 instance per school day or less by their next meeting and maintain at that level or lower for 
the remainder of the school year. So it doesn't let you skip any of these processes. That's why that 
meeting form that Laina went over is so great because it makes you go through all these steps, so it has 
to have when, by when and how much. Okay. So our next two steps is, I think, the fun part, identifying 
solutions and creating a plan, and then we want to implement those with high integrity, using data. So 
when we're talking about solutions, we can think about them in five different categories, prevention, 
teaching, recognition, extinction and consequences. We like to highlight the first three because we think 
they're the most efficient and effective, and they also align the most with PBIS, right, prevent, teach and 
recognize. That's what we've been hearing most about throughout this entire presentation or the entire 
conference. So let's think about prevention. So how can we avoid the problem context? So if we're 
fighting, if kids are being physically aggressive on the playground, maybe, one thing that we want to 
note is there is not enough playground equipment. Right? So people are fighting over the one ball that 
they have, and there are 60 kids. Well, one strategy is just give them more balls, but we don't always 
have that option. Right? So maybe, we want to organize a game around the one ball so that everyone is 
working together, using the limited amount of playground equipment. That might be one way to 
prevent the problem situation. So teaching is something we're all really familiar with. How can we 
redefine, teach and monitor what we want? Do we need to do a booster session for the playground? 
Are the lesson plans ... Has any routine changed? Do we need to reteach the routine to get from the 
playground to the classroom? And then, recognize, how can we recognize that the students are doing 
the expected behavior? Do we need to do a buck blitz or provide preferred activities for the students 
that are doing the right thing? For extinction, we really want to think about the function. Right? So if 
students are being disruptive to get out of silent reading, we want to make sure they don't get out of 
silent reading. Right? We want to make sure, no matter what they do on the way back to the classroom, 
we're still going to do silent reading, so we want to make sure we're not unintentionally reinforcing a 
behavior. And then, consequences, this is something we don't always spend a lot of time on at these 
conferences, but it's really important that we're providing consistent consequences across the board, so 
we might want to check back in and make sure that the consequences for the same behavior are being 
delivered. So let's look at ... This might be a team in the middle of their brainstorming, so they might 
come up with a bunch of solution ideas, so inform students of a preferred desk activity before lunch 
recess, so, "If you guys do a great job at lunch recess, we're going to have time to do this preferred desk 
activity." We're going to reward students by doing the routine, by providing that preferred desk activity. 
We have a correct strategy to use our school-defined process, and maybe, we need to revisit that 
school-defined process and make sure that we're delivering that appropriately. And then, safety, so one 
important thing to note is, is this a safety concern? When we're looking at all those graphs, if one of 
those things is physical aggression, and it's happening all the time, we might want to get on that really 
fast, and we might want to add a lot more solution ideas because that's something we want to be all 
over, whereas if it's just defiance, we have a little more wiggle room, so we always want to note if 
there's a safety concern because that might guide our solution planning. One important thing is you 
might not want to have five solution ideas for each plan. Right? Because there's a low chance that you 
guys are actually going to do five things in 1 month, so when you start evaluating all your solution ideas 
... And I always say, during our brainstorming session, "No idea is bad. Let's put them all up there," but 



you want to evaluate the impact and feasibility, so here, you want to think about the biggest bang for 
your buck. So there are a lot of great interventions out there, but some of them are really time-
consuming or cumbersome. So what is the lowest-effort or most feasible thing you can do that you think 
is going to help you achieve your goal? So when you start evaluating your solution ideas and how many 
you have, you might want to think about the impact and the feasibility, so if you used a grid like this, 
you'd be looking for high-high on both of those. So you can't just brainstorm solutions. You actually, as 
Laina said, have to have an action plan. Right? So how many people go to the meeting, and you guys 
think of all these great ideas, and the meeting ends, and you're like, "Okay, bye," and then you come 
back, and nothing has changed? Right? And you have to start back from scratch, so you want to make 
sure who will do each task, and when will it be completed. It's a really important part of that action plan. 
So TIPS doesn't let you forget that because they make you write it, so PBIS team, with the facilitator as 
the lead, will create a transition from recess to classroom linked to the schoolwide rules. So remember, 
these are the third-and-fourth graders who are acting out to avoid the upcoming instructional period. 
And then, it's up to the administrators, teachers and school staff to provide that lesson plan and 
procedures. So the evaluation plan, so you can't just plan how you're going to do the solution. There's 
one more step before you start implementing, and it's planning the evaluation. So how will we collect, 
and what data will we use to evaluate? And this is a two-step process, so you need to plan how you are 
going to see if anything got better so your outcome data which is pretty easy if you've done a good job 
setting your goal, but you also need to check in about fidelity of implementation. So how can we know 
that we did what we said we were going to do? Especially if you're at team meeting, and you're a 
seventh-grade teacher, how do you know that the third-grade teachers taught their lesson plans? Right? 
So you need to think about that in advance so that when we come back at the next meeting, we know 
we have a lot more information to evaluate our process and think about our next steps. All right. So 
we're going to talk about fidelity of implementation first because I think it's a thing that trips up teams 
the most, I would say. So we want to measure the degree to which the intervention was implemented as 
defined and expected, and I think a lot of teams figure this is like a gotcha. Right? So they're all really 
want to just say, "We did it," but I think it's important to explain to teams. This isn't a gotcha. It's just a 
realistic evaluation of what we were able to do, so there might be a lot of good reasons for a low fidelity 
of implementation. Like, "We came up with this great idea, but it was PSSA time, so all the schedules 
time, and we just didn't have time." That's okay, but that gives us a lot of information. Do we want to try 
it again for next month, or should we choose something that, maybe, is a little more feasible? Maybe, 
there were a lot of snow days. Right? So we didn't get to it, so there could be a lot of good reasons for 
low fidelity, but until we ask the question and take that data, we don't know. We don't know if it just 
didn't work or if we didn't do it, and that's really important. So we want to strive for about 80 percent of 
fidelity of implementation, as measured weekly, so if you're using a scale of one to five, that would be 
an average of a four. And we want to make it easy for staff to record data. We want to make everything 
easy to collect data, but we also want to make it people honest with it. Right? So think about anonymity 
when you're doing this as much as possible. So one idea that schools use a lot is a fidelity check board, 
so you can just go in when you make your copies and check off if you did it. So I think, in this example, it 
is, "Did you acknowledge five students in your classroom, daily?" So teachers can just go in at the end of 
the week and check and see about, on average, how many students they actually acknowledged, so I 
think that looks like an average of a three. You can use a fist of five, so say you're in a staff meeting. 
Right? You can just say, "On a fist of five, how many students did you acknowledge, two, three?" and 
you can hide behind a crowd. You know? Whoever is implementing is a lot more ... The chances are high 
they'll be a lot more honest. Right? And so we want to just get that sense of if the solution was 
implemented with integrity. Some of these other ones are a little more cumbersome or take a little 
more effort, so the fidelity checklist, so if it's a complex intervention, you want to make sure they did all 
the steps right. You might want to provide that for them and check it off and hand it back, too, at the 



end of the week. Or direct observation, that's really the gold standard, but we understand that not 
everyone is free all the time to go observe the second lunch, right, and see if the teaching assistants are 
doing that intervention, but it might be the best. Right? You might want to pop in and see if they're 
doing it as you thought they should be doing it. And if not, why? Did we not teach them well enough 
how to do the intervention? Are they too busy with other things? So direct observation is a really great 
tool. But collecting fidelity data doesn't have to be too hard. Right? So if a guidance counselor is 
supposed to run a group, how are you going to collect that fidelity data? You're just going to ask the 
guidance counselor. Right? Like, "Hey, did you run your group?" You'll notice if they did, so it doesn't 
have to be this giant problem. Teams always just go [gasps] when I talk about fidelity data, but it can be 
really simple. And they'll make sure you don't skip over it because it's right here in the agenda. So 
teachers for Peanut Butter Cup Elementary School are going to rate implementation on a scale of zero to 
fifteen on a check board at the end of each month, and then the outcome data, if you've done a good 
job setting your goal, is just using the same parameters that you found your current rate and looking at 
the next month, so you're going to use your SWIS data entered weekly and reviewed at least monthly. 
Okay. So now, we've done all of our planning, and we're ready to implement our solution. So we're 
going to implement our solution, and when we come back, we're going to monitor the impact that it had 
compared against the goal and make some evaluation decisions. So what's next? So first, did we make a 
difference? So this is some example of some progress-monitoring data, and again, there are two kinds. 
Right? So we're going to check on the fidelity of implementation as well as the outcome. So there are 
some options, so for level of implementation, there is not started, so we didn't do it at all, partial 
implementation, implemented with fidelity or stopped, so we did it, and then, we stopped it, so you can 
see that teachers reported an average implementation of 3.9, so that's just under 80 percent, so this 
team was super honest. They didn't round up, and they said "partial implementation" but then also, 
outcome data, so they got to 0.42 instances per day. Their goal, if you can look on the left, was 0.2, so 
it's much better. Right? It's now under a referral per day, but it's still not reaching their goal, so they 
wrote, "Improved but not to goal," and they're going to continue to current plan. Right? So they might 
decide that, "You know, we didn't get all the way to our goal, but we think it's working, and our 
intervention is enough, so we're just going to work to boost that fidelity. We're going to try to get to 80 
percent or over, and we're going to see if doing it with fidelity gets us all the way to our goal." Okay. So 
we are going to watch an abbreviated version of a TIPS meeting and hope that some of it starts to 
congeal into a sense of what it looks like. These meetings are about 45 minutes to an hour, and we're 
only going to watch a 12-minute, shortened version, but in it, you're going to be able to see defined 
meeting roles. You're going to be able to look at some of these other meeting foundations, and we're 
going to see people show up on time and end on time, and you're also going to be able to look at some 
of the problem-solving. I will tell you the video is a little old, so it does not use the most updated form, 
so the forms that Laina showed you and that are available on our website are the most current, but the 
same components are still there, so as long as you follow along, you should be fine, but I think it will 
really help bring all these points together. So we'll watch it, and then we'll come back together. Okay. So 
what do we notice from the video? What do we see staff doing? Could you identify which one was the 
third-grade teacher in that room? No, right, because everyone was doing their role. I think, a lot of 
times, we have representatives from all these different areas, and they stay wearing that hat. Right? 
"I'm the guidance counselor." "I'm the third-grade teacher." "I'm the technology guy." But I really think 
that identifying those roles is really important because it keeps everyone in their place and being 
productive in that role. How about the facilitator, what did you notice them doing throughout the 
meeting? It was Ellen. Keeping it going. Anything else? 
 
>> [INAUDIBLE]  
 



>> Okay. Did you notice all the SWIS data? One thing that Laina and I realize that we forgot to discuss is 
how easily it is, when you use the SWIS data or any sort of good data system, to translate a Tier 1 
meeting and have it flow into a Tier 2, Tier 3 meeting. Right? So you saw them look at students and refer 
to Check In Check Out, so they could look at that student graph and say, "Okay. Of any of the high fliers 
this month, how many of those are already getting services in Tier 2, Tier 3? Are there any new referrals 
we need to make?" So I think that's a really good example of how, in a Tier 1 meeting, you're not talking 
about individual kids, but you can certainly use that data and inform your Tier 2, Tier 3 team. Anything 
else?  
 
>> [INAUDIBLE]  
 
>> And the minute-taker, so the minute-taker is really good to help the facilitator because they're really 
good at stopping the discussion when the facilitator is like, "All right. I think we got it. Let's move on," 
and the minute-taker is like, "I didn't get it," So they're really good at being the person to bring us back 
and evaluate that team meeting, especially at the end. When you violate that team meeting, I find some 
teams are like, "Yes, yes, yes," every time, and it's really good to stop them, if you're the coach, and be 
like, "Hold on. Do we think it's improving student behavior? Because we didn't meet our goal, and our 
referrals are not going down. So is that just based on, 'Yes, we want to pat ourselves on the back,' or are 
we really doing what we set out to do?" So if you find yourselves with a lot of so-sos or nos at the end of 
your evaluation, that tells you that, at the next meeting, you might need to go back and revisit some of 
those group agreements or just problem-solve your team process instead of the schoolwide thing. So I 
hope that video really helped show you all the pieces of TIPS from start to finish even though it was 
condensed. So we are going to ... Oh, we also noticed that our handouts are not up yet. We are making 
these last-minute changes to get you the most up-to-date forms and fix some typos I made, so those will 
be up within, I would say, 24 to 48 hours, and we're also trying to get them to the conference so that 
you guys will all have those available. We also have our e-mail addresses on at the end, so you will get 
all the handouts and all the forms that you need. Laina is going to talk about how to monitor the fidelity 
of your TIPS implementation.  
 
>> All right. So we're in our home stretch here, and I was told we're actually what's standing between 
you and your lunch, so hang in there. We're almost done. So how do you guys feel about that video? 
Does that seem doable? It definitely seemed like that was a group that came together. Like Ellie said, 
they had their roles defined. Everybody stayed within those roles, and you could see their coach. Her 
name is Jackie. She was chiming in but really letting them guide the discussion because, ultimately, we 
want to fade that support and have these teams functioning independently, so the same as we want to 
monitor fidelity of our implementations that we set in place for our schools, our programs, we also want 
to check in on the fidelity of our meeting structure. So I'll show you in just a second the fidelity form that 
teams can use. Again, it's just a progress-monitoring tool, so, "Are we doing X, Y and Z?" And we rate it 
on a scale of zero, one or two, and typically, that's something that's done with someone who's coaching 
the team because from that fidelity form, we're able to set some action goals or some items that we 
need to work on. It takes about 5 or 10 minutes, and it's good to do these quarterly, so this is a checklist 
every three to four meetings. It's 18 items in total. The bulk of about actually half of the form is just 
looking at those meeting foundations. So do you have your roles assigned? Are you starting on time? Do 
you have agreed-upon group norms? And then, the latter part of the checklist is just looking at your 
problem-solving process. So are you defining problems with precision? Are you creating action plans 
around that? Are you delegating tasks to people on your team? And again, it's scored on a zero, one or 
two, and the expectation here is that your team would score 85-85 using this measurement, so this is 
something that comes after, you know, the training for the entire team. So once you have identified 



those folks within your building, within your program, they would need to come to a full-day training to 
learn how to do those roles, and then after that initial training, you would need, again, that coaching 
piece to support the team navigating through that. So this is what the form looks like, and again, it's 
good to just kind of check in on this and just make sure that the team is doing what we set out to do. 
The more often we're checking in on ourselves and the more we can confidently say that, "Yes, we are 
solving problems efficiently and effectively," more likely we are going to keep everybody coming back to 
that table, especially administrators. They learn really quickly what meetings they don't want to go to, 
so we definitely want to keep folks coming back. So just a quick look here at some data around how 
teams did, so you can see the top-left bar graph there from fall, winter and spring. This particular team's 
meeting foundations grew across time, and their problem-solving also grew, so their ability to problem-
solve increased as well. And then, the other two graphs are showing you how they scored on each item. 
So do you have your roles identified? Are you making decisions with authority, so is there an 
administrator there or somebody that's acting in the role of administrator? Do you start on time? Do 
you end on time? Again, all of those meeting-foundation pieces, and then that bottom graph is showing, 
you know, are you defining problems with precision? Are you action planning and things like that? So 
you can see ... I know this might be a little bit tough to see, but really, the takeaway is that teams 
improved in both areas when they were meeting with a TIPS format. Okay. So just a quick wrap-up, we 
wanted to share some resources with the group, so pbis.org is a great recess -- resource. I'm already 
thinking about lunch, and I want to go out to recess. So this is a great resource for teams. PaTTAN is also 
a great resource, and there is one other. The TIPS, if you go to TIPS' info blog, that's also a good resource 
as well for tools and that type of a thing around TIPS. Okay. So if anyone has any questions or comments 
related to the presentation or maybe a different presentation that you saw that you'd like to talk about, 
please feel free to share. We're ending just a little bit early, but I don't think that's a problem. You guys 
can ... But, yeah, so thank you for being a captive audience, and it was great talking to you, and, again, 
this is really the behind-the-scenes stuff that has to happen for us to move our initiatives along with 
fidelity, so thank you for ... 


