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TEAM LEADERSHIP

& ENSURING 

STAFF BUY-IN FOR PBIS

Presented by 

Jovita Wallace, Principal

Brookview Elementary School



DEFINING “BUY IN”… WHAT DOES THAT 
LOOK LIKE AT BVES?

•All students 
belong!

• Staff participation in 
teaching, acknowledging 
SW expectations

• Staff participation in 
training opportunities

• Staff participation in 
implementation of 
secondary and tertiary 
supports (95%-100%)



SO HOW DO I 
PROMOTE BUY-IN?



ESTABLISHING SYSTEMS

Build systems to support teacher 
behaviors FIRST!
Communication system

• Feedback loop 

Create team & prioritize meetings
• Strong administrative presence, involvement

Policy review & trainings 
• Do your policies make teacher work harder? 

Easier?

Data access and sharing 



Management/Policy

District Policy

Administrative 
leadership 

• Active

• Prioritize PBIS on 
meeting minutes, 
school-wide 
communication, in daily 
practices

School policies 
reflect PBIS

• Student and faculty 
handbook

• Disciplinary 
consequences 

Training

Explicit training:

What is PBIS and, What 
do I have to do?

Frequent training:

• Introductory, Boosters, 
Needs specific, 
Strategies

Embedded 
training: 

How does PBIS align with 
other school initiatives?  

Communication Loop

Communication is 
two way

System for 
staff/student/ 
parent feedback:

• Surveys 

• PBIS discussions

• Voting

Data

Use data to:

• Present the extent of 
“problems”

• EX: 55% of our referrals 
are for disruptive 
behavior

• Pinpoint areas of focus

• EX: Most disruptive 
behaviors  happen in 
the classrooms on 
Thursdays after lunch

• Show improvements 

• EX: Implement Go 
Noodle/ Brain breaks 
after lunch we’ve seen a 
13% decrease in 
classroom disruptions.

• Validate teacher 
concerns

• Shape expectation 
through action plans



STUDENTS + PARENTS/COMMUNITY + FACULTY & STAFF= BUY IN

• PBIS lessons

• Classroom Participation

• Assembly introducing PBIS 
expectations

• House Teams Meetings

• PBIS incentives (Panda Den, 
Panda Bucks, Panda Celebrations)

• Daily behavior reminders on BVES 
broadcast

• PBIS Corner on Website

• PBIS plan in student handbook

• Principal Panel PBIS update

• PBIS feedback survey

• House Team Meetings

• GOP Awards & Incentives

• Parent Volunteer Opportunities

• PBIS Game Day preview during 
Pre-planning

• Share School Wide PBIS Non-
negotiables

• PBIS lesson plans

• Establishing PBIS team with 
representation from all grade 
levels

• PBIS feedback surveys

• Monthly staff PBIS PD

All STAKEHOLDERS must be actively 

participating in PBIS activities!



PBIS Walkthroughs Frequent Assessments

PBIS Data Meetings Feedback

Systems of 
Accountability
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WINTER
TemplateWhitefoord

Elementary School

Teaching, Fidelity and Data

DeAngela Huggins

PBIS Internal Coaching Facilitator



• Whitefoord Elementary is                     

a neighborhood school                   

within the Atlanta Public 

School System

• Tim Foster, Principal 

• Title 1 school

• We serve 301 students

• Year 2 of Implementation

WHO WE ARE



PBIS Lessons



PBIS Lessons 
When do we teach lessons…

• At beginning of the year PBIS Pep Rally

• Daily 

• Proactively – before class/activity

• Spontaneously - ‘teaching moments’



PBIS Lessons: Hallway Expectations



• A Fidelity report is completed quarterly by 

PBIS Internal, External Coach, and Principal.

• School Administrative Team conducts 

walkthroughs daily to ensure lessons are 

being taught and the expectations of PBIS 

are being implemented.

• Results are shared with faculty and staff.

• Implementation of PBIS is tied to TKES 

(teacher evaluation tool) Standard #7 

Positive Learning Environment.

FIDELITY



SWIS Data



WINTER
Template

PBIS is the Way……..
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The PBIS School Leadership Team should consist of six to ten members.  This includes: 

 

 

 

It is also recommend to include additional staff members  such as data specialists (or someone with data 

expertise), school counselors, upper elementary grade teachers, other administrators, etc.  Please note that 

individuals listed above may fill more than one of those roles at the same time.    

PBIS ELEMENTARY SCHOOL LEADERSHIP TEAM 
Roles and Responsibilities 
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The Internal Coaching Facilitator is the team lead of the PBIS School Leadership Team and the go-to person for school-wide PBIS 

implementation.  Guiding efforts with fidelity, the Internal Coaching Facilitator will: 

 Participate in PBIS School Leadership Team and SWIS trainings (3.5 days) as well as additional state and district professional 

development events 

 Ensure the PBIS School Leadership Team meets at least monthly 

 Develop PBIS School Leadership Team agendas and facilitate meetings 

 Facilitates strategic problem solving with school teams ensuring evaluation data is regularly entered into SWIS and used for             

decision making 

 Ensure equal distribution of roles and responsibilities of all members of the PBIS School Leadership Team 

 Complete regular PBIS walk-throughs to ensure fidelity of PBIS implementation 

 Report, promote, shape, and positively reinforce school team progress and products  

 Complete and collect data required for PBIS school evaluations and reports using various tools and instruments such as the BoQ,               

EC-BoQ Addendum, TIC, SAS and End of the Year report 

 Meet and collaborate with external coach and PBIS District Coordinator regularly for support/guidance in coaching duties 

 

The Classroom Practices Coach is responsible for coaching identified Pre K- 3rd grade teachers in the adoption and implementation of the 

Pyramid Practices in their classrooms.  Through the development of strong relationships, the Classroom Practices Coaches will: 

 Participate in PBIS School Leadership Team, Pyramid Practice, Practice-Based Coaching and Evaluation Tool training  (6.5 days) 

 Attend monthly PBIS School Leadership Team meetings and collaborate with team members (in particular the behavior specialist)  

 Collect data on teachers use of the pyramid practice strategies via the Teaching Pyramid Observation Tool (TPOT) and Classroom 

Assistance Tool (CAT)  

     Help teachers in the development of individual action plans centered on the delivery and implementation of the Pyramid Practices to 

assist in increasing the use of evidence-based practices in the classroom 

 Conduct at least two additional informal check-in observations each semester with teachers  being coached to address specific activities or 

skills as determined by action plan 

 Facilitate monthly grade-level coaching sessions with Pre K- 3rd grade teachers to address pyramid practice/social-emotional                   

learning strategies based on SWIS data 

  Meet and collaborate with external coach regularly for support/guidance in coaching duties 

It is recommend that this individual not be a full-time classroom teacher, but someone who has the time to attend regular professional 
development sessions as well as dedicate the time to coach and support teachers. Individuals with teaching/instructional experience                          
as well as mentoring and/or leadership skills would serve best in this role.  
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The principal is responsible for playing an active role in the PBIS change process by being visually supportive and creating an environment 

conducive for successful implementation.  The principal will: 

 Participate in PBIS School Leadership Team and SWIS trainings  (3.5 days) as well as additional state and district professional 

development events as needed 

 Attend monthly PBIS School Leadership Team meetings 

 Ensure consistency and accuracy of data entry, using SWIS to capture office discipline referrals/behavior incidents and use its data for 

problem solving with team members  

 Complete PBIS walk-throughs twice a year to ensure fidelity of PBIS implementation 

 Provide release time for staff to fulfill their PBIS responsibilities  

 Provide allocation of resources for PBIS implementation 

 Promote PBIS as a priority among all staff, being visible at PBIS school staff, student and family trainings and integrating PBIS with 

other school initiatives and improvement activities 

 

 

The Behavior Specialist is responsible for supporting the PBIS Leadership Team and classroom teachers with the development of 

intervention strategies regarding specific children who are exhibiting challenging behaviors.  The behavior specialist will: 

 Participate in PBIS School Leadership Team and Pyramid Practice training (4 days) as well as an Intervention Strategy Training with the 

external coach (1/2 day) 

 Attend all monthly PBIS School Leadership Team meetings and collaborate with team members (in particular the classroom practices 

coach) 

 Utilize SWIS drill down data with the PBIS Leadership Team to determine the children experiencing challenging behavior most 

frequently as well as the circumstances surrounding the behavior 

 Observe identified children, their classroom teachers and environment to help teachers determine strategies to prevent the behaviors, 

the skills the children need to be successful, and a plan for responding to the children when the new skills are or are not demonstrated 

 Assist teachers with developing a behavior support plan using function-based problem solving and share with them how to collect 

implementation data to determine if plan is effective 

llenging behavior 

incidents that are age-appropriate, but happening too frequently in the classroom or school environment.  If challenging behavior continues 

over time or a child presents other areas of need, the school should begin other formal supports such as SST, etc. 
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The external coach is a guide on the side who builds relationships and provides assistance to all members of the PBIS School Leadership Team 
to ensure they are equipped with the resources and knowledge to implement PBIS with fidelity.  The External Coach will: 

 
 Convene the PBIS School Leadership Team to conduct readiness activities 
 Attend monthly PBIS School Leadership Team meetings to provide coaching and support through implementation of Critical Elements 

as documented on BOQ and EC-BOQ addendum 
  
 Provide monthly professional development/coaching sessions with Internal Coaching Facilitator and Classroom Practices Coach 

related to their responsibilities  
 Communicate regularly with the School District PBIS Leadership Team and/or Coordinators 
 Provide monthly Pyramid Practice training with the Classroom Practices Coach to all teachers PreK-3rd grade 
 Assist with SWIS data interpretation and integrity 

 Participate and/or conduct evaluations/observations/walk-throughs as needed 

The other team members are responsible for being active supporters, implementers and leaders of PBIS.  The other team members will: 

 Participate in the PBIS School Leadership Team training (3 days) and any additional trainings as needed 

 Attend monthly PBIS School Leadership Team meetings and collaborate with team members 

 Participate in the action planning process and assist with other team roles (i.e. data entry, data analysis, meeting time keeper or 

recorder) and responsibilities (i.e. presenting to teachers, staff and families, overseeing family engagement, developing PBIS 

documents, serving on PBIS sub-committees and recruiting non-leadership team members to serve on PBIS sub-committees) 

 Communicate with staff, students and family members about PBIS implementation and use of the framework in the                                         

school and classrooms 

It is wise to designate one team member to handle data entry and/or data analysis.  This role is a critical piece to implementing PBIS with 

while data analysis is the review of various SWIS reports prior to 

the PBIS Leadership Team meeting to determine trends in the data for team problem solving.   

 

 

External Coach 



PreK
(Birth-Age 5)

Program-wide PBIS, 
the pyramid model

PreK-Grade 3
(Age 5-8)

K-12
(Age 5-18)

+

GEORGIA’S EARLY LEARNING 
CLIMATE ALIGNED INITIATIVE

FOR SEAMLESS CLASSROOM-BASED SOCIAL EMOTIONAL SUPPORTS FOR BIRTH-AGE 8

Existing Existing Aligned Model

•Birth-age 5

•Focused on social, emotional and 
behavior development to prevent
or respond to challenging behavior

•Classroom implementation

•Implementation with fidelity relies on 9 
critical elements with emphasis on 
classroom practice-based coaching

•Social emotional learning strategies are 
taught as part of the Pyramid Model 
Practices

•All three tiers of the pyramid are 
implemented in a layered approach in 
the classroom or program environment 
based on student need

•Acknowledgment system is on-going, 
positive feedback to both individual 
children and whole group 

•K-12th grade

•Focus on preventative/proactive
practices to improve school climate

•Starts with building a foundation using
school-wide implementation and then
layers classroom support based on need

•Implementation with fidelity relies on
10 critical elements

•Social skills instruction occurs through
teaching of expectations and rules

•Three tiered continuum—school or
class, groups, individuals students

•Acknowledgment system includes
group and individual components

•PreK-3rd grade (with application PreK-5th grade)

•Focused on social, emotional and behavioral 
development strategies coupled with preventative 
and proactive practices to improve school climate

•Simultaneous school-wide implementation and 
classroom coaching of PreK-3rd grade teachers

•Implementation with fidelity relies on combination 
of 10 critical SW-PBIS elements, select early 
learning critical elements, and classroom practice-
based coaching observations

•School staff and teachers are trained on 
classroom management strategies for all students 
as well as social emotional, developmentally 
appropriate pyramid practice to assist early 
learners

•Tiers one and two of PW-PBIS are implemented 
within tier one of the SW-PBIS framework to 
address individual needs of early learners as well 
as overall school climate

•Acknowledgment system takes root in positive 
descriptive feedback and group or classroom 
rewards; individual rewards may take place for 
1st-5th grade children 

School-wide
PBIS

Start with the Heart represents an approach to implementing one of the critical pillars of the Get 
Georgia Reading Campaign: positive learning climate. To see how all four pillars help children 
on a path to reading proficiently by the end of third grade visit getgeorgiareading.org
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