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INTRODUCTION 
 

School-wide Positive Behavior Interventions and Supports (SWPBIS) is an evidence-
based approach that focuses on preventing challenging behavior through the 
implementation of positive, proactive strategies throughout the entire school. It teaches 
pro-social behaviors, recognizes students who exhibit expected behavior, and changes the 
environment so it supports positive behavior and creates safe, learning communities. In 
the PBIS system, strategies that address problem behaviors are divided into levels or tiers 
that correspond to the frequency and intensity of the behavior. 

 
PBIS methods have helped schools in Arizona increase desirable student behavior and 
decrease challenging behavior. Arizona schools that consistently implemented the PBIS 
process achieved a 29% reduction in office referrals after one year of implementation, a 
35% reduction from Year 1 to Year 3, and a 48% reduction by the third year of 
implementation (Figure 1). 

Figure 1: Office Referrals
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Suspensions were reduced by 25% in schools implementing one year, 40% in schools 
implementing two years, and 51% in schools implementing three years (Figure 2). 
 

Figure 2: Suspensions
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The reduction of challenging behavior, as evidenced by a reduction in office referrals and 
suspensions, generates more time for teaching and other student services (Table 1). In 
addition, it more quickly identifies students who need additional supports and provides 
school personnel with the time to focus on them. 
 
 Table 1. Time Required to Address Challenging Behavior 
 Time for each Reduce 100 referrals to save: Reduce 500 referrals to save: 

Teacher Time     

Office Referrals 15 minutes 25 hours 125 hours 

    

Administrative Time    

Office Referrals 20 minutes  33 hours 167 hours 

Suspension 45 minutes  75 hours 375 hours 

 
The remainder of this chapter describes the PBIS 3-tier model of discipline strategies and 
presents the AzSET, a tool schools use to identify their priorities for implementation.  
 

Understanding the 3-Tier Model 

SWPBIS provides three tiers or levels of support (Figure 3) that are driven by District 
and School-Site PBIS Leadership Teams. The 3-tiered model is based on one used in 
public health.  
 
Figure 3 describes the component strategies for each tier.  Interventions become 
progressively more intense as you move up the pyramid. However, at each level, the 
primary strategy for addressing problem behavior is to teach the missing skill. 
 
Within the Universal support system, school-wide expectations and rules are created 
and taught to students. Reminders are provided by posting rules, through 
acknowledging students who exhibit expected behaviors, and by periodic review. 
 
Secondary supports are provided to students who do not respond to Universal 
supports and continue to exhibit behavior that requires an office referral.  Ideally, 
interventions address the function of students’ behaviors but do not require a formal 
Functional Behavioral Assessment.  Interventions are set up so they can be accessed 
by teachers at any time.  Frequently used interventions include teaching social skills, 
self-monitoring or other pro-social behaviors.  
 
The tertiary/individual level addresses students with the most severe and intransigent 
problem behavior.  The focus is on a formal identification of the function of the 
challenging behavior and teaching a replacement skill.  
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Figure 3 is adapted from the Continuum of School-Wide PBS used by the OSEP 
Technical Assistance Center on Positive Behavioral Interventions and Supports 
 
Figure 3. Three-tier Model of Positive Behavioral Interventions and Support 
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School-Wide (Universal) Tier 
 
In the bottom tier, a large percentage of people, in this case students, perform as 
expected. This includes the majority of students (85% - 90% in the model) who are rarely 
or never sent to the office, who behave appropriately in the classroom most of the time, 
complete their assignments, and move quietly through the school day. Key components 
of the School-Wide (Universal) System are: 

 
• an agreed upon and common approach to discipline; 
• a positive statement of purpose; 
• a small number of positively stated expectations and rules for all students and 

staff; 
• procedures for teaching these expectations to staff and students; 
• a continuum of procedures for encouraging the display and maintenance of these 

expectations; 
• a continuum of procedures for discouraging displays of rule-violating behavior; 

and 
• procedures for monitoring and evaluating the effectiveness of the system on a 

frequent and regular basis. 
 
The School-Wide (Universal) tier also provides answers to four questions. 

What do you want students to do?  Expectations and rules are developed, posted in all 
pertinent school locations, and taught to students and staff. 
 
What do you do when they do it?  When students meet expectations, they are 
acknowledged. They are rewarded so they know they are meeting expectations and to 
increase the likelihood that they will continue to exhibit the expected behavior. 
 
What do you do if they don’t do it?  The system includes clearly identified 
consequences for infractions. These are addressed consistently because everyone knows 
what to do. There is support for teachers and a compendium of interventions that build 
skills and change the environment so the new behavior is supported. 
 
How do you know if they’ve done it? Office referrals and suspensions provide 
information that can be used to assess whether students exhibit challenging behavior. 
Decreases in either or both provide one indication that students are doing what is 
expected. Since SWPBS is a system of “positive” supports, some schools also use 
positive referrals to the office.  Increases in positive referrals indicate that students are 
exhibiting, and staff are acknowledging, expected behavior. Staff and/or climate surveys 
may also provide useful information about positive changes in the environment. 
 

Students who fall within the second and third tiers need additional and 
targeted support. 
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Secondary Tier 
 
The second tier includes those students who exhibit some challenging behaviors (7% - 
10% in the model). They may be sent to the office with some frequency. Teachers may 
experience them as somewhat challenging in the classroom. Their challenges may be 
moderate, or occur intermittently, or only occur in specific areas. These students are at 
risk for displaying more challenging behavior and probably already experience some 
failures in the school environment. 
 
Students are usually referred because of frequent office referrals or teacher requests for 
assistance.  Schools establish a number of possible secondary interventions and put all the 
supports in place so that when a student is identified the appropriate intervention can be 
immediately implemented.  A behavior support team (e.g., Teacher or Student Assistance 
Team) should be available to work with the teacher to match an appropriate intervention 
to the function of the student’s behavior.  Some typical secondary interventions include 
social skills training, self-management, and academic support. 

 
Individual Student (Tertiary) Tier 

The third tier includes the most challenging students (3% - 5% in the model). These 
students have already experienced many problems and are at high risk of failing. They 
consistently disrupt their own learning and the learning of others. They require more 
intensive intervention, such as Functional Behavioral Assessment (FBA) and function-
based behavior intervention plans (BIP).  
 

Universal Supports are needed even in schools in which most students 
do what is expected of them.  Students frequently referred to the 
office often respond to School-Wide (Universal) Supports without the 
need to implement more intense secondary interventions. 

 
SWPBIS Can Benefit Every School 
 
Schools beginning the process of SWPBIS implementation, provide a variety of 
configurations of need. Some schools have many office referrals (e.g., a 1500 or more). 
These schools often also have a larger percentage of students who fall in the secondary 
and tertiary levels of the triangle. Students at the universal level may comprise only 60% 
or 70% of students. Faculty at these schools usually feels a more pressing need for 
SWPBIS. 
 
Other schools have many more students (e.g., 80% to 90%) that behave as expected. 
Students with more challenging behaviors (i.e., those that fall within the secondary and 
tertiary levels of the triangle) are their focus. Although staff may feel less impetus to 
implement universal supports, they are still needed. 
 
In both of these cases, implementation of universal supports can result in an increase in 
the number of students displaying expected behavior. Students functioning at the 
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secondary level, those referred to the office with some frequency, often respond to 
School-Wide (Universal) Supports without the need to implement more intense 
secondary interventions.  
 
In addition, universal supports provide a foundation and a consistent understanding and 
language for addressing behavior when it is necessary to implement more intense 
supports for students with severe challenging behavior. As noted within the description of 
the Universal tier, the goal of implementing SWPBIS is to increase the percent of 
students whose behaviors are supported at the Universal level and to decrease the percent 
of students whose behaviors are more challenging, and may require Secondary and 
Individual Student (Tertiary) level supports. 
 
Using the AzSET 
 
The AzSET is a tool that is used to review a school’s current discipline system with the 
intention of identifying the PBIS supports that are already in place and prioritizing the 
tasks that must be completed for full implementation. It is completed yearly in order to 
assess progress and identify new priorities. 

 
The tool is divided into six sections. Two sections address the structure and functions of 
the two teams that are formed to guide and maintain the implementation of PBIS, the 
District PBIS Leadership Team and the School PBIS Leadership Team. One section 
addresses the steps needed to implement the Universal system of support, including 
proactive components that focus on all students. Two sections address implementation of 
interventions for students who need more targeted supports. These are the sections 
addressing Secondary Supports and Classroom Supports. The Individual Supports section 
of the AzSET addresses the needs of students who require the most intense intervention. 
 
PBIS training in Arizona includes a thorough review of the AzSET, including time for 
teams to review and work on each section and plan for completing each section when 
they return to their school. 
 

Team Activity 
 
Complete the AzSET.  Use the priority boxes to identify those activities you want to 
complete immediately and those that will be completed later.   Use the AzSET 
priorities and the training to complete your Action Plan for Year 1. 
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Purpose of This Manual 
 
This manual is designed to address the primary components of the School-Site PBIS 
Leadership Team and School-Wide (Universal) System sections. Each section of this 
manual and the accompanying resource binder contain: 
  

• Descriptive text about the Universal component of SWPBIS 
• Resources/handouts 
• A list of team activities for implementing the Universal component and  
• A list of material to bring to each meeting 
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NOTES 
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DEVELOPING TEAMS 
 

The purpose of this section is to: 
 

1. Describe the purpose of district and school-wide leadership teams in the PBIS 
process. 

2. Identify the responsibilities and expected outcomes of district and school-wide 
leadership teams. 

3. Identify the process for developing leadership teams. 
4. Describe ways to maximize team efficiency and effectiveness. 
5. Describe the function of various team members. 

 
Purpose of District and School-wide Leadership Teams 

 
Successful implementation of PBIS requires two teams: the District PBIS Leadership 
Team and the School-Site PBIS Leadership Team for each implementing school. These 
two teams have different purposes and goals. 
 
The purpose of the District PBIS Leadership Team is to provide district level support 
to PBIS schools, coordination across schools, and communication and support within the 
stakeholder community (e.g. school board, neighborhood).  
 
The purpose of the School-site PBIS Leadership Teams is to work with the staff to 
develop and implement school-wide (universal), targeted (secondary), and individual 
student (tertiary) interventions. 
 

Change occurs most effectively when the head of the organization is 
an active supporter and the team is composed of a group that 
includes powerful individuals within the school (i.e., those with the 
information, expertise, and capacity for leadership to get things 
done). 

 
Although it is possible for one individual to design and implement SWPBIS, teams are 
needed to provide a broader (i.e., school-wide) base of support. Staff with different areas 
of expertise and from different positions within the school will provide a more complete 
perspective about the needs of the school and will ensure that the systems developed are 
supported and sustained over time. The business community provides many examples 
and ‘How-To’ books documenting activities that ensure that major changes are 
successful. Some of these strategies include the use of teams, increased stakeholder input, 
and increased communication with all stakeholders about the changes to be made.  
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PBIS Leadership Team Responsibilities and Expected Outcomes 
 
District PBIS Leadership Team 
 
The district leadership team is responsible for: 
 

• Development of a District-wide PBIS policy 
o Development of a district-wide mission and vision 
o Alignment of district discipline guidelines to reflect support for PBIS in 

the schools 
 
• Resources and support for schools implementing SWPBIS  

o Providing resources to support continued implementation (funding, 
people, materials, etc.) 

o Coaching to assist schools implementing SWPBIS 
 
• Communication and coordination among constituent groups 

o Coordinating PBIS activities across the district (e.g., coordinating training 
in secondary interventions) 

o Communicating about PBIS with other stakeholders (e.g., school board; 
community) 

o Facilitating communication systems between individual schools and the 
district 

o Communicating about PBIS among schools in the district.  
o Recruiting schools to participate in PBIS 
 

• Training 
o Assessing PBIS training needs (with each school) for school-wide 

(universal), secondary, and individual student (tertiary) intervention 
o Including PBIS training in the District training plan. 
 

• Evaluation 
o Implementing evaluation systems to measure school and district outcomes 

 
Districts are not expected to have developed systems to meet all of these responsibilities 
by the end of the first year. The following lists identify expected outcomes for specific 
years of implementation. 
 
Expected outcomes for Year 1 district teams include: 
 

1. developing a district team; 
2. meeting at least quarterly to: assess reports of each schools progress in the 

development of their SWPBIS system, ensure coordination across schools, and 
identify additional resource needs.  

3. providing at least one district team representative to attend all SWPBIS training 
conferences for first year districts and schools; and 
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4. identifying district or school staff who will take the three sequential courses 
leading to a Behavior Support Specialist (BSS) certificate from UA or the 
Advanced Applications of Positive Behavior Support (AAPBS) certificate from 
NAU and the two additional required university courses. 

 
During the first year, training focuses on developing district team members’ expertise 
about PBIS and supporting schools in implementing universal systems of support (i.e., 
SWPBIS). 
 
Expected outcomes for District PBIS Leadership Teams in succeeding years include: 
 

1. sustaining the district team and meeting, at least once per month; 
2. developing and providing resources to support schools in continued 

implementation (funding, people, materials, etc.);\ 
3. developing and implementing evaluation systems to measure school and district 

outcomes; 
4. ensuring staff completion of all five (5) required courses; 
5. developing and implementing a system for acknowledging school and district 

successes implementing PBIS; 
6. continuing liaison within the community (e.g., school board, businesses, other 

providers) about PBIS; 
7. facilitating communication across school teams and with the district; 
8. developing PBIS throughout the district; and 
9. working with schools to assess PBIS training needs for all school staff. 

 
Section 1 of the AzSET (District PBIS Leadership Team) identifies the core members of 
the district leadership team (i.e., the district administrator/supervisor, an administrator 
from each participating school, and district coach(es)), and provides suggestions for 
additional members. How many and which members are identified will depend on the 
needs and size of your district and the resources available. One purpose of this portion of 
PBISAz training is to provide teams with time to identify other possible members that 
will be needed for them to accomplish their team goals. 
 
When completing the AzSET and specifying priorities, your team may find that 
temporary team members are necessary to accomplish particular goals. Team 
membership can fluctuate based on the current goal(s) of the team. For example, your 
district team may be discussing the most effective use of the BSS and whether it would 
be necessary to have additional personnel trained for BSS certification. Even though the 
BSS may not be a regular member of your district team, it would be beneficial to include 
the BSS during any discussions related to the best use of the BSS.   
 

Team Activity 
 
Identify the members of the District Leadership Team.  Check your list against the one 
provided in Section 1 of the AzSET.  Decide whether other members are needed. 
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School-Wide PBIS Leadership Team 
 
The school-wide leadership team is responsible for: 
 

1. guiding the planning and implementation process for SWPBIS (i.e., development 
of action plan); 

2. ensuring that there are systems in place for the continuous implementation of 
SWPBIS; 

3. developing methods for communicating SWPBIS plans and accomplishments to 
stakeholders (e.g., parents, students, staff, district, and community); 

4. ensuring that there are systems in place for continuous self-assessment (e.g., 
AzSET, surveys, ODR); 

5. meeting at least once monthly; 
6. developing a vision and mission that reflect commitment to effective discipline; 
7. identifying and allocating resources (e.g., human, fiscal, and time) to school-wide 

systems; and 
8. developing, implementing, and maintaining systems to support positive teaching 

and learning environments. 
 
Schools are not expected to have developed all of these objectives by the end of the first 
year. The following lists identify expected outcomes for specific years of 
implementation.  
 

Minimum expected outcomes for Year 1 school teams include: 
 

1. developing a school team; 
2. meeting at least once monthly; 
3. attending all SWPBIS training conferences for first year schools and districts; 
4. completing the AzSET; 
5. completing an Action Plan to meet priority goals identified on the AzSET; 
6. introducing SWPBIS to staff; 
7. including staff in the development of the SWPBIS system; 
8. ensuring the commitment of at least 80% of staff to SWPBIS implementation; 
9. gathering information related to school-wide needs via surveys to staff and 

students; 
10. completing the Protective Schools Assessment (PSA) in the fall and spring; 
11. reviewing and revising the office referral form; 
12. reviewing office referrals and suspensions on at least a quarterly basis; 
13. developing expectations and rules; 
14. posting expectations and rules; 
15. developing lesson plans to teach expectations and rules; 
16. reviewing and revising mission and vision statement(s), if needed; and 
17. completing and submitting quarterly reports. 

 
By the beginning of the second year, schools should complete the following: 
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1. teaching expectations and rules to students; 
2. reviewing and revising the system for acknowledging expected behaviors; 
3. reviewing and revising the system for handling infractions; 
4. reassessing school needs using the AzSET; 
5. developing a new action plan that includes Year 2 of PBIS; and 
6. developing and implementing a system for sharing data with staff. 

 
These outcomes represent full development of the Universal SWPBIS system.  Some 
schools will have more difficulty achieving full implementation.  There are many reasons 
for this.  For example, some teams have more difficulty enlisting the commitment for 
SWPBIS from other school personnel.  Other teams have difficulty finding sufficient 
time to complete all the tasks.  Whatever the reason, the point is to continue to work 
toward meeting your goals and revising the system. 
 
Expected outcomes for school teams in succeeding years include: 
 

1. ensuring the school team is in place and meeting at least once per month; 
2. refining universal systems (e.g., expectations and rules; acknowledging behavior); 
3. reassessing school-wide needs, annually, using the AzSET, ODR, and staff 

survey(s); 
4. designing a plan to select targeted/secondary interventions; 
5. maintaining communication with the district team; 
6. planning how to use the Behavior Support Specialist (BSS) more efficiently; 
7. completing and submitting quarterly reports; and 
8. completing Protective Schools Assessment (PSA) in the spring. 

 
Section 2 (School-Site PBIS Leadership Team) of the AzSET identifies core members of 
the school-site leadership team.  
 

1. School administrator 
2. Representatives from classrooms, across grade levels 
3. Representatives from non-classroom settings (e.g., cafeteria, bus, custodial) 
4. At least one person with knowledge and skills in behavior support 
5. Parents 
6. Students (at the middle and high school levels) 

 
Suggestions for additional members are also provided. As noted in the section describing 
the District PBIS Leadership Team, additional members may be added to provide needed 
expertise and input from stakeholder groups. Members may be permanent or temporary. 
 

Team Activity 
 
Each school should identify the members of the School Leadership Team.  Check your 
list against the one provided in Section 2 of the AzSET.  Decide whether other members 
are needed and how you will recruit them 
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Developing Leadership Teams 
 
There are basic start-up tasks that will help in the development of an organized, efficient 
team. The first of these tasks is identifying team members. 
 
Identifying District PBIS Leadership Team Members 
 
Team members are identified based on what the team needs to accomplish. Core 
members of the district team are identified in the AzSET because we know, based on 
years of national and state development, that they will be needed to accomplish the task 
of implementing PBIS across the district.  
 
A district administrator is needed to actively provide efficient decision-making and 
timely implementation of changes that may affect district policies and procedures. The 
active membership and support of an administrator also ensures that the schools have the 
resources they need to design, implement, and maintain school-wide changes. 
  
Administrators from participating PBIS schools provide input from the school, continuity 
across schools (e.g., expectations and systems for acknowledging expected behavior), and 
facilitate communication between the district and the schools. 
 
Coaches provide support and technical assistance to school teams and are therefore a 
necessary partner in the planning process. (NOTE: Coaches’ roles and responsibilities are 
identified in more detail on a handout.)  
 
Other possible members listed in the AzSET represent district offices or divisions that are 
likely to have input into disciplinary guidelines and school training. The purpose is to 
ensure coordination among the different programs and services offered by the district.   
 
Identifying School-Site PBIS Team Members 
 
The core team members listed on the AzSET were identified so that all stakeholders 
would be included. Stakeholders are those individuals who are interested in the process 
and will be affected by team decisions. Within SWPBIS, typical stakeholders are: 
 

• school administrators 
• faculty (e.g., representatives of grade levels, content areas, and special 

education) 
• support staff (e.g., school counselor) 
• classified staff (e.g., office, cafeteria, custodial, transportation) 
• parents 
• students (at the middle and high school levels) 

 
Other stakeholders who may be included in a school-wide team include community 
members and staff from other support programs (e.g., school/police officer, social 
worker, probation officer).  
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It is necessary to develop a core team.  In addition, there may be times when a team needs 
a temporary member with expertise needed to accomplish a specific task.  For example, if 
the team wants to know something about appropriate rules for the cafeteria, someone 
from the cafeteria may be included in the development of rules for that area. Another 
example is that many school staff may teach the rules.   
 
Communication with stakeholders 
 
Stakeholders that are not directly involved in the development and implementation of 
PBIS must be kept informed of progress throughout the process and should have many 
opportunities for input. In this manner, staff understand that this is their system and those 
who may be less than enthusiastic about the change have an opportunity for greater 
involvement.  A good example is provided by one PBIS team in Arizona.  Team 
members would informally ask a colleague who was not interested in PBIS for advice on 
certain school-wide issues.  By the end of the first year of training, this person was a fully 
active member of the school-wide team and had self-identified his primary role as being 
the person who would bring other reluctant staff on board. 
 

Begin building a communication system with staff immediately.  They 
must have input and feedback in order to fully embrace the new 
system. 

 
Identifying Team Goals 
 
Team goals should be related to the development of SWPBIS. Goals are identified and 
prioritized by completing the AzSET. Goals address not only the expected results (e.g., 
developing expectations and rules), but also how the team will work together toward 
successfully attaining expected results. 
 
An example of how one section of the AzSET has been completed and applied to part of 
an action plan is included in the handouts in the accompanying Resource binder. 
 

Making Teams More Efficient and Effective 
 
Organizations often have multiple teams/committees that are intended to serve different 
functions, but which, upon examination, are found to be working on similar or the same 
goals. The Teaming Matrix allows a school-site leadership team to review the various 
committees and the intended purpose and target group of each committee with the 
intention of eliminating overlap and thereby reducing the total number of committees. 
Multiple teams/committees focusing on similar objectives can be merged and/or 
committees with unclear functions can be eliminated or improved. This is one way of 
working smarter - not harder. To illustrate the effectiveness of the Teaming Matrix, an 
example matrix is provided (Figure 4). 
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Team Activity 
 
Review the list of committees in each school.  Using the Teaming Matrix in Figure 4 as 
an example, identify the Purpose, Expected Outcome, Target Group, and Staff Involved 
in each of your school committees.  Assess the need to combine or delete committees. 

 
Figure 4. Teaming Matrix 

Team/ 
Committee 

Purpose Outcome Target Group Staff 
Involved 

SIP/SID 

Attendance 
Committee 

Increase 
attendance 

Increase % of 
students 
attending daily 

All students Eric, Ellen, 
Marlee 

Goal #2 

Character 
Education 

Improve 
character 

Improve 
character 

All students Marlee, 
J.S., Ellen 

Goal #3 

Safety 
Committee 

Improve 
safety 

Predictable 
response to 
threat/crisis 

Dangerous 
students 

Has not met Goal #3 

School Spirit 
Committee 

Enhance 
school 
spirit 

Improve 
morale 

All students Has not met  

Discipline 
Committee 

Improve 
behavior 

Decrease 
office referrals 

Bullies, 
antisocial 
students, repeat 
offenders  

Ellen, Eric, 
Marlee, 
Otis 

Goal #3 

DARE 
Committee 

Prevent 
drug use 

  High/at-risk 
drug users 

Don  

PBIS Team Implement 
3-tier 
model 

Decrease 
office referrals, 
increase 
attendance, 
enhance 
academic 
engagement, 
improve grades

All students Eric, Ellen, 
Marlee, 
Otis, Emma 

Goal #2 

Goal #3 
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Figure 4 examples of multiple teams with the same objectives would be the Attendance 
Committee, the Discipline Committee, and the PBIS Team. One outcome for both 
Attendance Committee and PBIS Team is to increase attendance. The outcome of the 
Discipline Committee and the PBIS team is to decrease office referrals. Eric, Ellen, 
Marlee, and Otis are members of two or three of the committees. It would be more 
efficient for these teams to become one as the purposes and majority of members are the 
same. The team members would now be required to attend one meeting rather than three. 
Depending on how often the teams meet, this could provide Eric, Ellen, and Marlee with 
a lot of saved time to focus on other school responsibilities. 
 
Some functions of the School-Spirit Committee may also overlap with the PBIS Team. 
Programs implemented by the School-Spirit Committee may be identified as part of the 
system for acknowledging expected student behavior. Changes implemented by the PBIS 
Team may also have an effect on school spirit. For example, one outcome of the PBIS 
process has been improved school climate, affecting both staff and students.  
 
Developing SMART Goals 
 
For the team to work together successfully, all team members must be involved not only 
in developing goals, but also in completing the tasks required to achieve those goals. 
 
In The Handbook for SMART School Teams, Conzemius and O’Neill (2002) developed 
the SMART guidelines. These guidelines assist teams in making realistic goals that can 
be measured and successfully accomplished within established timelines. The SMART 
guidelines require all goals to be: 
 

Strategic and specific 
Measurable 
Attainable 
Results-based 
Time-bound 

 
This method fits well within the PBIS process. Developing and achieving goals that have 
a long-term impact are best achieved when progress can be measured by collecting and 
analyzing data. Using data to guide the methods by which goals are accomplished not 
only allows teams and stakeholders to view progress, it also allows for adjustment of 
team plans so that goals can be achieved in the most efficient and effective manner 
possible. 
 
Before beginning the tasks required to accomplish specific goals, teams must take the 
time to get organized. Once a goal has been identified, the first task is to make sure 
everyone understands the overall goal, the scope of tasks, and time frame in which the 
tasks must be completed. Once this has been done, the tasks required for successful 
attainment of the goal must be divided into manageable tasks that contribute to the 
overall goal, as well as within the timeline identified for task completion. After 
identifying the manageable parts and a timeline for completion, team members can be 
assigned tasks that best fit their interests, skills, and experiences. 
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 Establishing guidelines for meetings. SMART also emphasizes the establishment 
of ground rules, or guidelines, for team meetings as a way to make the team function 
more effectively. Guidelines allow the team to work at its full potential and are created as 
one of the team’s first actions. Commonly used guidelines are: 
 

1. Attend every meeting. 
2. Be on time.  
3. Be prepared to discuss, explain, and/or ask questions.  
4. Respect each other. Criticize ideas, not people.  
5. Listen actively. Avoid interrupting and tuning out.  
6. Ask for help when you need it and give help when it is requested.  
7. Avoid allowing one or two members of the group to dominate the discussions and 

decision-making.  
8. Make decisions by reaching consensus, not by majority rule. 
9. Only agree to something you understand. 
10. Discuss problems until there is general understanding.  
11. Reflect on how the group is working, during the meeting. 

 
As team dynamics shift, guidelines can be reviewed and revised so they do not become 
outdated and problematic. Guidelines should also be reviewed when the team gains new 
members. This not only benefits new members, but provides a review and reminder for 
existing members. 
 
It is best to keep the team guidelines visible during all team meetings. Violations of the 
team guidelines must be dealt with as they occur in order to prevent a break-down of 
team behaviors. 
 

When meetings follow established guidelines, they tend to accomplish 
more and finish on time. 

 
 Format for team meetings. Formatting team meetings allows for a structure that 
increases meeting productivity. The format should allow for ease of member 
participation. Simple guidelines for formatting team meetings would include: 
 

• Determining a regular meeting time. 
• Holding meetings on at least a monthly basis. 
• Distributing an agenda before the meeting. 
• Distributing minutes from previous meeting(s) for review before a meeting. 
• Communicating with team members and stakeholders. 
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Team Member Functions 
 
This section refers to both district and school-based teams. 
 
In order for a team to function efficiently, certain roles should be considered and 
implemented by the team members. These functions serve to assist the team in 
accomplishing their goals. Coaches learn more about team member functions during their 
training. In addition, the SMART book provides more detailed explanations and forms to 
ensure effective team functioning. 
 
Members of any team have important functions to perform. During the development of 
district and school PBIS leadership teams, members who will take on specific functions 
and roles need to be identified. These functions serve to assist the team in accomplishing 
team goals. Within a team there are specific roles to be filled. The most common roles 
are: 
 

• team leader 
• team member 
• team facilitator 
• time-keeper 
• data profiler/specialist 

 
 Team leader. The team leader is responsible for ensuring that the team goal is 
accomplished. The team leader is not responsible for doing all of the work, but may be 
assigned tasks between meetings as are other members. The team leader can be anyone 
and is elected by the team. It does not have to be a school administrator or the most 
senior member of the staff. The coach should not be the team leader. 
 
The primary job of the team leader is to provide guidance, support and structure so that 
all members of the team contribute to the attainment of the team goal. For a team to be 
one that is high-performing, it is important that the role of team leader is shared by 
different members at different times. Who is identified as team leader will depend on the 
current team goal and who has the expertise to best guide the team toward the successful 
completion of that goal. 
 
Other responsibilities of the team leader are: 
 

• creating meeting agendas that will guide the team toward completion of goals; 
• ensuring that all critical issues are addressed at appropriate times; 
• using initial meetings to identify goals and define team roles and guidelines; 

and 
• communicating team progress to all stakeholders. 

 
 Team member. Team members are those who actually carry out the bulk of the 
work needed to successfully meet team goals. Team members must actively participate in 
all meetings and with tasks between meetings. 
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For active participation, team members must: 
 

• attend all meetings; 
• participate in meetings by sharing opinions and making suggestions that 

contribute to the successful completion of goals; 
• share personal experience and expertise; 
• complete assigned tasks on time and to completion; 
• communicate with other members when a deadline needs to be changed or 

task completion is not possible; and 
• listen to and learn from other team members. 

 
 Team facilitator. The team facilitator is an impartial observer responsible for 
making sure that the team works collaboratively, and as effectively and efficiently as 
possible. The team facilitator may assist in structuring team activities to achieve goals, 
assist the team when they are stuck and cannot seem to move forward on an issue, and 
when a team is in conflict. Team facilitators are usually not a team member in the sense 
that they are assigned tasks during meetings or for completion between meetings. The 
responsibilities of the team facilitator during meetings are: 
 

• maintaining neutrality and focus during meetings; 
• creating and maintaining a positive atmosphere; 
• ensuring that all members are actively engaged; and 
• maintaining forward momentum toward desired outcomes. 

 
Many texts or trainings focusing on team development state that the facilitator is a critical 
part of a team. Your team will need to decide if this is true for all meetings. You may find 
there is a need for a facilitator only for certain types of goals or during particularly 
difficult meetings. Ideally, each team will have a team facilitator. Realistically, school-
wide teams may not have an individual who possesses the expertise to act as a team 
facilitator. This does not mean that team members cannot develop the basic skills 
necessary to assist in effective and efficient meetings. 
 
 Time-keeper. The time-keeper is responsible for ensuring that the meeting moves 
along in a manner that allows for all agenda items to be discussed.  
 
 Data profiler/specialist. The data profiler, or data specialist, is responsible for 
ensuring that data is current and used in team decision-making. This includes: 
 

• inputting data into the system; 
• generating data displays; 
• distributing data to shareholders; 
• assisting in interpretation;  
• supporting the team in the use of data technology; and 
• applying data skills to further the work of the team. 
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COMPREHENSIVE SYSTEM CHANGE 
 
Implementing PBIS in schools usually requires a change in the current discipline 
systems. Therefore, it is important to have an understanding of how change occurs most 
effectively and efficiently in organizations. The purpose of this section is to describe 
effective strategies for systems change and how those strategies are implemented within 
PBIS. 
 

Systems Change and PBIS 
 
The PBIS effort requires review and possible revision of current procedures in order to 
implement the Universal System, increase appropriate behaviors, decrease problem 
behaviors, and maximize a great school climate. Revisions of this nature usually require 
staff and students to change the manner in which they function on a daily basis. Even 
small changes can cause discomfort and resistance as they try to understand and integrate 
those changes into their routine.  
 
Research shows that there are ways to avoid and/or minimize the problems usually 
associated with change. The most common include the following four stages1: 
 

1. Create a sufficiently powerful guiding team. 
2. Establish a sense of need and ownership. 
3. Develop a mission and strategy. 
4. Communicate the change vision. 

 
Create a Sufficiently Powerful Guiding Team 
 

Teams are needed to guide the SWPBIS process.  Change research 
shows that individuals working alone never have all the assets needed 
to make the change happen and maintain. 

 
In the chapter on Teams, we emphasized the need for both District and school teams to 
guide the PBIS change process.  In this chapter, we reiterate that need.  Business research 
shows that change occurs most effectively when the head of the organization is an active 
supporter and the team is composed of a group that includes powerful individuals within 
the organization.  In the school, these individuals would be the principal and those 
teachers, parents, and other staff who have the information, expertise, and capacity for 
leadership to get things done. Change research shows that individuals working alone 
never have all the assets needed to overcome tradition and the status-quo so that the 
change lasts over time.  Schools in which a single individual, even the principal, has tried 
to implement key PBIS components have failed to reach full implementation and even 
those components that were implemented are difficult to maintain when the individual 
leaves. 
 

                                                                          
1 Adapted from John P. Kotter, Leading Change, Harvard Business School Press, 1996 
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Once the guiding team (i.e., the District or School PBIS Leadership Team) is established, 
it is necessary to ensure that team members work together. This step is so crucial to 
successful implementation of PBIS that a separate section of the manual and a 
presentation are devoted to developing and maintaining the district and school-wide 
leadership teams. 
 
Establish a Sense of Need and Ownership  
 

Maintain frequent communication with stakeholders (faculty, staff, 
parents, and students) so they are fully involved and supportive of 
the PBIS project. 

 
Ongoing national implementation of PBIS has demonstrated that it is necessary for a 
large percentage of staff within the school to support change in order for it to be 
successful. In Arizona, the grant requires documentation that shows 80% of the staff 
agree to implement PBIS. However, they often do not have a full understanding of the 
process when they make this agreement. It is, therefore, important to begin by building 
the agreement needed for the change to occur. 
 
This is not the fastest way to initiate change. The fastest way would be for administration 
or a small group to develop a system and inform staff about what it is and when it will 
begin. However, PBIS schools are looking for long-term changes that will be sustained 
through variations in administration, classified personnel, faculty, and PBIS team 
members. When asked, PBIS school principals indicated that establishing consensus, 
including staff in decision-making, and delegating responsibility to a broad spectrum of 
staff were essential for successful, long-term implementation of positive behavior 
supports in their schools.  
 
In order to establish a sense of need and ownership, you should ensure that staff: 
 

• understand what PBIS is and why it is needed in the school; 
• have an opportunity to make contributions toward changes; and 
• receive feedback (i.e., know what is to be done about their input). 

 
Understand what PBIS is and why it is needed in the school. As the school 

leadership team begins to work toward establishing goals and objectives for the year, it is 
important that the remaining school staff understand why the need exists and how PBIS 
will meet that need.  
 
If you applied for the grant, you have already provided documentation of need during the 
grant application process. If you did not apply for the grant and have not yet thought 
about how the school would benefit from PBIS, do so now.  At minimum, you should 
look at the information required for the grant application which included office referrals 
from the previous year and documentation of a school goal to improve student behavior 
or discipline. Schools have also identified problems with faculty turnover, complaints 
about discipline or lack thereof, and/or frequent family mobility (i.e., families entering 
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and leaving the school) in their needs assessment. Although you may feel that everyone 
understands the school’s need, remember that you are trying to build a broad-based 
coalition that includes faculty, administration, and classified personnel. Teachers who do 
not feel they have a problem in their classrooms, classified personnel who do not think 
they are responsible for behavior, and any staff who think the problem areas are different 
than the ones identified by the team will feel more a part of the process if there is a 
discussion of the school’s behavioral needs.  
 
At this stage, an overview of PBIS should be sufficient as an introduction. PBISAz 
training provides the presentation materials (e.g., Power Point, DVD, and handouts) the 
School-Site PBIS Leadership Team can use for this introduction. However, it will be 
necessary for the school team to connect their school’s discipline needs with the 
establishment of PBIS. 
 
 Have an opportunity to provide input. Input from stakeholders (e.g., staff, parents, 
students) can be gathered through meetings, surveys, suggestion boxes, contests, etc. As 
suggested earlier, meetings provide an opportunity for stakeholders to indicate agreement 
with decisions, ask questions, and provide additional input. PBIS schools often use 
surveys to gather information about school climate (see the team section) and identify 
specific areas of the school considered problematic by stakeholders. 

 
Receive feedback (i.e., knows what is to be done about their input). To ensure 

continued stakeholder involvement, survey information should be summarized and 
returned. More importantly, those who have completed surveys need to know what is 
being done in the areas about which they indicated concern. Some changes may happen 
immediately. For example, one superintendent received survey results and decreased 
problem behaviors immediately by implementing a monitoring system that ensured 
students moved quickly from the parking area – an area indicated by all stakeholders as 
problematic. Other concerns will take longer to address. The leadership team can provide 
feedback about which concerns were identified on the survey, which will be addressed 
quickly (such as the parking area monitoring mentioned earlier), which will take longer 
and be addressed by the PBIS initiative, and which cannot or will not be addressed and 
why. Periodic updates of the status of the initiative should also be provided.  
 

Team Activity 
 
If you haven’t already done so, read the discussion of surveys in the Data Chapter of the 
manual.  Review the surveys provided in the handouts.  Decide what kind of input you 
need and want from staff, parents, and students.  Design a survey or surveys.  Designate a 
person or subcommittee to compile and analyze the survey responses.  Identify the 
manner in which you will provide feedback to respondents about the survey and any 
actions that will be taken. 
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Develop a Vision and Strategy 
 
The district and school mission and vision should support the use of positive behavior 
supports. Neither needs to be long or grand. In fact, simple statements are often the best.  
 
Remember that a mission statement should be easily comprehensible and short enough 
for people to remember. Two examples are: 
 

• To provide rich and varied opportunities for learning and academic success within 
a safe and supportive environment. 

 
• To challenge all students to achieve academic and personal excellence in a 

rigorous, relevant, and supportive learning environment. 
 
The ‘vision’ we are discussing here is the vision for implementation of PBIS. A vision 
statement is generally longer than a mission statement, should be clear enough to provide 
guidance on decisions, comprised of attainable goals, and easy to communicate to 
stakeholders. What is the vision or goal you see at the end of implementation?  For 
example: 
 

• We want to reduce problem behavior in our school by at least 50%, decrease the 
time teachers spend handling problem behavior, and increase the time they spend 
teaching. This vision includes ensuring that students understand what is expected 
of them and are acknowledged for exhibiting expected behavior. Frequent 
communication with and input from staff will ensure that at least 80% 
enthusiastically support our change process by contributing suggestions and 
assisting with implementation. Staff will also receive the training needed to 
successfully address minor problems in their classrooms and common areas. 

 
A vision statement such as this example could be used during the introduction mentioned 
earlier. It is one way to tie PBIS changes to needs and to provide stakeholders with a 
broad outline of expected outcomes. 
 
Communicate the Change Vision 
 

The time and energy required to effectively communicate with 
stakeholders about PBIS is directly related to the clarity and 
simplicity of the message. 

 
Communicating with stakeholders about the new initiative is the most important strategy 
for ensuring understanding, acceptance, and support of PBIS in your district and school. 
Business research has documented that most organizations fail to provide enough 
information about the purpose, vision, and actions that will occur as part of the change 
process. Typically, an employee receives over 2,000,000 pieces of information in three 
months. However, when organizations are involved in systems change, they only provide 
about 13,000 pieces of information about the change – less than 1% of the information 
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employees receive. You can see how difficult it might be for an employee to understand 
what is happening under those conditions. 
 
Key elements of effective communication of a new initiative are: 
 

• simplicity; 
• multiple forums; and 
• reciprocal communication. 

 
The time and energy required to effectively communicate with stakeholders about PBIS 
is directly related to the clarity and simplicity of the message. So, keep it simple. Provide 
a broad overview to introduce PBIS. Identify the steps the team will be taking. Inform 
stakeholders about the ways in which they can participate (i.e., provide feedback, become 
part of the Leadership Team, or participate in implementation). 
 
Information about the new initiative will be communicated most effectively when many 
different forums are used to inform stakeholders, such as faculty, staff, and parent 
meetings, posters, newsletters and newspapers, closed circuit TV, assemblies, and 
training opportunities. When a message is communicated in multiple ways, it stands a 
better chance of being heard and remembered. 
 
Although it requires more time and energy to develop strategies that accept and respond 
to useful feedback, it is a more effective way to develop new initiatives. In highly 
successful change efforts, communication is always two-way.  
 

Team Activity 
 
Each school reviews their vision and mission statement to ensure it supports PBIS 
implementation.  Review the district vision and mission statement.  Discuss whether there 
should be some continuity in these statements between the schools. 
 
Begin the process of communicating your change vision to faculty, staff, parents, and 
teachers at each school.  Provide an introduction of PBIS.  Distribute surveys.  Plan for 
other ways to provide stakeholders with frequent reminders of what is happening.  For 
example, provide feedback at faculty meetings, during morning announcements, and in 
the newsletter. 
 
District teams may want to begin presenting PBIS information to the school board. 
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DATA COLLECTION 
 
Schools that successfully implement School-wide Positive Behavioral Interventions and 
Supports (SWPBIS) must establish a simple, efficient system for data collection (AzSET 
Section 3: Universal/Schoolwide System, item number 16).   
 

This section: 
 

1. Explains the purpose of data collection. 
2. Identifies the types of data to be collected. 
3. Identifies systems or methods available to assist in the collection of data. 
4. Explains how and when data can be shared with stakeholders. 
5. Describes how data can be used in decision-making 

 
Data Collection Purpose 
 
There are several reasons to collect data for universal implementation of PBIS. First, data 
provide the documentation needed to monitor the progress and effectiveness of SWPBIS. 
These data may be qualitative, such as staff, student, and parent surveys indicating 
understanding of PBIS and/or changes in school climate. The AzSET, which provides a 
yearly assessment of progress toward completion of goals and changes in priorities, is 
another type of qualitative data. Data may also be quantitative, such as changes in the 
number of office referrals or increases in students exhibiting expected behavior.   
 
Second, data facilitate decision-making. For example, office referral data are used to 
identify students in need of more assistance, training needs, and school areas in need of 
environmental changes.   
 
Finally, data provide a useful way to share success with staff, students, parents, district 
administrators, school boards, and the Arizona Department of Education. 
 

Types of Data 
 
Office Discipline Referrals (ODRs) 
 

Office referrals provide the information needed to precisely 
design and implement interventions so they are most effective. 

 
The primary purpose of collecting office referral data is to provide information regarding 
behavioral trends so that decisions can be made about interventions. Behavioral trends 
are commonly measured through ODRs and suspensions. Schools are able to query ODR 
databases to identify and evaluate rates of office referrals that indicate problem locations 
or grade levels, most frequently referred students, faculty or staff members who have 
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high rates of referrals, or specific behaviors that need to be addressed, such as fighting. 
With data to guide the process, interventions can be more precise and effective.   
 
ODR forms 
 
Office Discipline Referral forms focus on those behaviors that must be handled in the 
office. The ODR form not only provides a school with documentation of a problem and 
the consequence given to the student, but it also allows schools to track details that will 
provide the information needed to develop broader interventions that teach skills so that 
future problems can be avoided.   
 
More than likely, your school already uses an ODR form. In order to collect pertinent 
information, PBISAz recommends that the following be included on the ODR form you 
use. 
 

• Date and time of infraction 
• Name of student involved 
• Grade level 
• Name of referring staff member 
• Type of infraction 
• Location where infraction occurred 
• Consequence of infraction 

 
In addition, schools implementing PBIS sometimes also include the following 
information on their ODR forms:   
 

• Received by 
• Parent signature 
• Comments 

 
These items provide the specifics needed to analyze behavior in multiple ways so that 
interventions best fit the needs of the school, staff, and individual students.  
 
Graphs generated from ODR information provide easily understandable pictures showing 
where change is needed. Looking at Figure 5, it is easy to see that the most frequently 
referred behavior in the example school is Defiance. 
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Figure 5. Number of Referrals by Infraction 

 
 
Figure 6 shows that most of the referrals for Defiance occurred on the bus. Using these 
two graphs, the school not only knows that changes need to be made on the bus, but they 
also know that the intervention needs to address defiance rather than some other 
behavior.  Intervention strategies may include posting rules, teaching/reminding students 
of expected safe behavior, teaching students skills to appropriately handle conflict, and 
teaching bus drivers how to appropriately respond to student comments so as to reduce, 
rather than escalate, inappropriate interactions. 
 

Figure 6. Number of Defiance Referrals by Locations 
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Team Activity 
 
Review your school’s ODR form to determine whether the information 
required to complete the form allows your school to summarize and analyze 
referrals in multiple ways. If your school does not have an ODR form, develop 
one using the form provided in the accompanying resource binder as a guide. 

 
Determining a paper-handling procedure 
 
Because you will be using the ODR form to collect and graph data, you must be sure that 
there is a procedure for entering all the information into the database you have chosen.  If 
you already have a procedure for entering the referral information into a database, review 
it now so that you are sure it is as efficient and easy as possible.  Over the years, schools 
already implementing SWPBIS found that taking the time to review and finesse their 
paper-handling procedures early in the process saved time and frustration later. When 
reviewing your current process, some questions to consider are: 
 

1. Where will ODRs be kept until they are entered? 
2. Who will enter the data? 
3. When will the data be entered and where will entered ODRs be kept? 

 
No matter who in the office receives the original ODR, the forms need to be kept in one 
location until the information is entered into the system. This allows staff to refer back to 
them, if necessary, and prevents the individual who inputs the information from having to 
search for the forms. 
 
SWPBIS schools have learned that it is best to have one person responsible for inputting 
information from ODR forms into the system. Previous SWPBIS teams in Arizona have 
used office support staff, team members, or other staff to enter the needed information. 
Your team should review the current procedures and the duties of staff currently involved 
in handling ODRs to identify someone who can be permanently assigned to recording 
ODR data.  However, it is also a good idea to also have a backup person who can take 
over should the designated person leave the school unexpectedly. 
 
Daily entry is best, especially in schools with a large number of ODRs. The more 
frequently that information from ODRs is put into the system, the more up-to-date any 
information will be for effective decision-making.  
 
Distinguishing between behaviors handled by staff and those requiring an ODR 
 
The team that is developing the ODR form needs to distinguish between behaviors 
referred to the office and those that should be handled by staff in the location in which 
the behaviors occur. For example, fighting and weapons would most likely qualify for an 
ODR at every school. However, gum-chewing and throwing trash on the floor would be 
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examples of behaviors that might be handled in the area in which it occurs, such as the 
classroom or cafeteria.  
 
Once the ODR forms have been developed, it will be important to review the procedure 
with staff to ensure that they are handling office referrals consistently. They should be 
provided with examples of behaviors that warrant an office referral and be able to clearly 
distinguish them from those behaviors that do not warrant a referral. They may also need 
additional ideas and support to help them successfully address behaviors that should not 
be referred to the office.  
 
Many Arizona PBIS schools provide staff with a flow chart and tables identifying types 
of infractions to help them remember the distinction between behaviors that should be 
referred and those that should be handled at the time of the infraction.  There is an 
example of a flow chart in the section discussing consequences.  The following are 
excerpts from Pima Elementary School’s teachers manual. 
 

MAJOR RULE VIOLATIONS 
Violation Examples Non-Examples Definition 

Abusive Language Calling adults names 
such as &$*%#, 
stupid or ugly, saying 
“*$(% you” 

Saying stupid, ugly, 
shut up (non-swear 
words) to other 
students 

Swearing or curse 
words directed toward 
others in a demeaning 
or provoking manner 

Fighting Punching, hitting, 
kicking 

Pushing, shoving, 
horseplay that does 
not escalate 

Physical contact with 
the intent or outcome 
of causing injury or 
harm to others 

 
MINOR RULE VIOLATIONS 

Violation Examples Non-examples Definitions 
Inappropriate 
language 

Stupid, ugly, fat, shut-
up 

Swearing or cursing 
toward a teacher or 
other adult 

Unsuitable use of 
words; name calling, 
use of inappropriate 
tones 

Physical Contact Pushing, shoving, 
horseplay, rough 
housing 

Punching, kicking, 
hitting 

Inappropriate 
touching with hands 
or feet which does not 
result in injury 

 
Notice the examples clearly distinguish Abusive Language (should be sent to the office) 
from Inappropriate Language (should be handled by the person observing it).  In addition, 
the flow chart indicates that teachers should send students to the office who have multiple 
incidences of minor violations. 
 
When all staff has been consistently trained in the proper use the ODR form and the 
infractions that should be sent to the office, written procedures will help them use the 
form in a consistent manner.  The data collected is reliable. Reliable data provides the 
school with the quality information that is necessary for effective decision-making. 
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Team Activity 
 
Determine a procedure for entering ODR information into your chosen 
database.  Identify a person to input the information.   
 
There is more information about distinguishing between infractions that 
should be referred to the office and those that should be handled in the area in 
which they occur in the last chapter of this manual.  However, you can begin 
now to discuss the infractions that your school considers major and those that 
are considered minor. 

 
Systems for Collecting Behavioral Data 

 
When developing an efficient system for data, it is best to use or develop an electronic 
program that compiles and summarizes data. Electronic programs provide schools access 
to data summaries, quickly and easily, providing answers to multiple questions that can 
be shared in graphic form on a regular basis. 
 
Selecting a Software Program for Summarizing Behavioral Data 
 
Schools that have completed PBIS training in Arizona use a wide variety of software 
programs for summarizing behavioral data.  Examples of the data entry software 
discussed below will be discussed in more detail during AzPBIS training. 
 

School-based system. Some schools use the system the school currently uses to 
track students (e.g., PowerSchool™; Discipline Tracker™; SchoolMaster™). The benefit of 
using the software your school already uses is that data only need to be entered one time. 
A possible limitation with using your current software is that it may not have the capacity 
to include all the needed fields for effective analysis of the information or it may not have 
graph-producing capabilities. If this is the case, cells containing data need to be cut from 
your school-based system and pasted into another, such as Excel, or numbers need to be 
printed out and entered into another program to produce graphs to share with 
stakeholders. This limitation does not allow for frequent (e.g., daily or weekly) use of 
data. 
 
 Commercial software. Commercial software programs (e.g., Microsoft® Access; 
Microsoft® Excel) are already available in many schools. Someone in your school may be 
familiar with one of these programs and can develop a data summary system for your use. 
 
Dr. Carl Liaupsin of the University of Arizona has developed an Excel workbook that is 
available to PBISAz schools. This workbook is secure because access is only available to 
those within the school. The workbook is free and easy to alter to fit the needs of your 
school. When schools possess a license for Microsoft® Excel, they are also provided with 
a manual that can be of assistance when using this software. This workbook is formatted 
to include all of the information suggested for the ODR and allows schools to generate 
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custom graphs that can be used to show student behavior and office referral trends to 
staff. 
 
 Custom software. Another type of software that schools can use to collect and 
analyze data consists of programs which have been customized to fit the needs of the 
consumer.  The National PBIS Center has developed a custom software package known 
as the School-Wide Information System (SWIS™). SWIS™ is currently used by 
approximately 3,800 schools, nationally. This software requires the purchase of a license 
agreement with the University of Oregon for a fee of $250 per school, per academic year. 
Additional costs may be necessary for initial training, especially if travel is required. 
SWIS™ is a database that resides on the University of Oregon server. For more 
information about SWIS™, you can access the demonstration link at www.swis.org. 
 
The ADE division for Safe and Drug Free Schools has developed a program that provides 
all the entry and analysis capabilities suggested in this chapter.  It is called the Arizona 
SAFE and is intended to allow schools to report Safe and Drug Free Schools’ 
information, as well as compile and graph data similar to the type of data included in 
ODRs.  The program is online and is free for schools to use.   
 

Team Activity 
 
Discuss the pros and cons of each system.  You may want to contact your school and/or 
district technology staff to assess the capability of the system you are already using.  
Identify any costs associated with implementing a new system.  Contact your University 
Coordinator if you need additional information about the other systems. 

 
Surveys 
 
 School climate surveys 
 
Climate surveys provide a qualitative method that schools may use to assess progress. 
School climate refers to how people who have a stake in the school (e.g., faculty, staff, 
students, parents, neighbors) feel about the school environment and opportunities 
available at the school. Surveys that measure school climate are an attempt to answer 
questions about safety, leadership, opportunities for staff and student input, effectiveness 
of the academic program, and effectiveness of school discipline, including SWPBIS.  
 
These are just a small sampling of the types of questions that can be asked. A survey may 
be general enough that all stakeholders can respond or they can be created for the purpose 
of obtaining opinions from a specific group (e.g., students). 
 
The primary purpose of school climate surveys is to collect data that will assist schools to 
identify strengths and areas in which improvement is needed. The ultimate goal is to use 
the data in order to implement changes that will ensure a safe environment which 
provides multiple opportunities for successful academic and social experiences. 
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 Protective Schools Assessment (PSA). The Protective Schools Assessment (PSA) 
is a climate survey that all PBISAz schools complete. The PSA is available on-line and 
takes approximately 10 to 15 minutes to complete. The PSA is anonymous, but does ask 
the person completing it to identify their position in the school so the school can be sure 
to get a broad range of responses. 
 
The PSA is to be completed by all school staff. Upon completion by all staff, results are 
analyzed and provided to each school. The PSA helps schools to identify protective 
factors, as well as areas that may require improvement. The PSA should be completed by 
all staff (i.e., faculty and classified) in order to get a true picture of how staff thinks the 
school rates in each of the ten protective areas identified on the survey. 
 
During the first year of SWPBIS, schools will take the PSA in the beginning of the 
academic year to provide baseline data, which demonstrates what staff thinks about the 
school climate before SWPBIS is actually put into place. The first year schools will take 
the PSA again in April or May to determine whether any changes have occurred. Each 
April thereafter, schools will complete the PSA in order to see what changes have 
occurred from year to year. 
 

The following are steps to facilitate the completion of the PSA: 
 

1. Identify a full school week during which staff can complete the survey. Allowing 
five days for staff to complete the survey provides sufficient time for everyone to 
have a chance to complete it. The more staff completing the survey, the truer your 
results. However, some schools have chosen to have all staff complete the PSA at 
the same time. They meet in the school’s computer center to allow each person 
access to a computer.  

2. Identify one person who will complete the survey before the rest of the staff so 
the university coordinator can be certain that the system is accurate. This person 
will also act as the PSA contact between the school-site and the university 
coordinator. This individual should complete the survey at least one week before 
the time period during which the entire staff will complete the survey to provide 
enough time for the coordinator to make any needed changes. 

3. The PSA contact person at your school site should access the survey by: 
• going to http://www.protectiveschools.org/psa; 
• finding the school name in the list of schools; and 
• completing the survey. 

4. After the PSA contact person has completed the survey, he/she will contact the 
university coordinator and let the coordinator know that the first survey has been 
submitted. The coordinator will check to make sure that the survey results have 
tabulated correctly and let the PSA contact person know that it is okay for all staff 
members to complete the PSA. 

5. After staff has completed the survey, the school-site PSA contact person lets the 
coordinator know that the school has completed the survey. The coordinator will 
then obtain the analysis report and forward it to the PSA contact person to share 
with staff. 
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We recommend completing the PSA electronically because results are tabulated 
automatically and available very soon (i.e., within one week) after surveys are completed. 
However, schools that do not have access to computers and/or online service may have 
staff complete the survey by hand. These should be gathered and sent to the PSA 
coordinator who will enter them into the system, electronically. It usually takes a 
minimum of 3 weeks to complete this entry and send results to the school. 
 
If you are interested in looking at a sample survey, you may do so by going to 
http://www.psalinks.org/psa.cfm. 
 
 Developing your own surveys 
 
In addition to the PSA, some schools have developed their own surveys and distributed 
them to different stakeholders. Developing your own survey allows you to customize the 
survey to your needs.  In addition, the PSA is only available for staff.  You will have to 
develop a survey, if you want input from parents and students.  For example, during their 
first year of SWPBIS, one PBISAz school created a parent survey available in English 
and Spanish. Other schools have customized their surveys with language that is 
appropriate for their grade levels.  School-site teams used the data obtained from these 
surveys to assist them in making decisions about improvements to the school that parents 
felt were important. 
 
Questions on any school survey should focus on the current status of discipline in the 
school. It is important to remember that the questions used on a survey will depend on 
who will be completing the survey.   
 
Once data is collected, whether it is obtained via ODR forms, PSA, or a survey your 
school has developed, it is necessary to compile the data, interpret what the data means, 
and then share the information with stakeholders. 
 

Team Activity 
 
Identify a time period in which staff will complete the PSA.  Designate 
one person to contact Dr. Liaupsin and complete the first survey. 
 
Review the surveys provided in the handouts.  Decide what kind of 
input you need and want from staff, parents, and students.  Design a 
survey or surveys.  Designate a person or subgroup to compile and 
analyze the survey responses.  Identify the manner in which you will 
provide feedback to respondents about the survey and any actions that 
will be taken. 
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Sharing Results with Stakeholders 
 
The fundamental purpose of collecting and compiling information is to share results with 
stakeholders. Results are intended to inform, involve, and inspire stakeholders to make 
data-based decisions that will lead to positive changes in your school.  
 
ODR 
 
PBIS schools in Arizona have shared ODR data to accomplish a variety of goals. Rather 
than merely telling stakeholders about results, teams provide summary graphs to inform 
staff, parents, and students about changes in the school.   For example, the graphs 
depicted in Figures 7 and 8 reflect decreases in ODRs and suspensions. Year 1 in each 
graph reflects the data prior to full implementation of SWPBIS. Years 2 through 4 
demonstrate how effective SWPBIS was during each successive year in decreasing ODRs 
and suspensions. 
 

Figure 7. Office Discipline Referrals 

  
Figure 8. Suspensions 
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Graphs such as these can also be used with district administrators or school boards to 
illustrate school improvement.  A good example was provided recently in a school district 
which planned to close a number of schools in an effort to address a budget deficit.   One 
of the schools destined for closure was a PBIS school.  Although the district data was one 
or two years old, the school was able to present graphs showing significant changes in 
student behavior from the previous year.  Figure 9 provides an example of a graph 
divided according to how many students fell within each level of the triangle.  Students at 
the Tertiary Level were identified as having five or more referrals and those at the 
Secondary Level had one to four referrals. The number of referrals designating a student 
as needing secondary or tertiary support may be different at each school depending on the 
total number of office referrals and the school culture.  There is no national standard that 
pairs the number of office referrals with an area of the triangle. 
 

Figure 9. Distribution of Students at Each Level of the Triangle 

2007 2008
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One of the most frequent uses is for the PBIS team or behavior support team to review 
office referral data monthly to identify problem areas and discuss interventions.  In this 
case, the teams review graphs of referrals by class, by location, by the person referring, 
and by the student.  Referrals graphed by student provide the information needed to 
identify those in need of secondary and tertiary interventions.  Other teams have shared 
graphed ODR data at faculty meetings so the to enlist the entire faculty in identifying 
problems and designing interventions. 
 

High rates of office referrals by a specific teacher may indicate a need 
for training, help with organization, or some other issue.  Sharing this 
data with the teacher is a good way to begin the conversation that will 
identify the most helpful way to address the teacher’s specific need. 

 
Using the same graph discussed in a previous section, one can see how sharing graphs 
using ODR data on a regular and frequent basis can inform staff about what is currently 
the primary area of concern. This knowledge can lead to decisions to: provide more 
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training on how to handle Defiance, develop a new strategy to be used by all staff, or it 
may inspire staff to become more consistent in how they address Defiance.  
 

Figure 10. Number of Referrals by Infraction 
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Surveys 
 
Like ODRs, surveys are used to help identify priority areas. Once surveys have been 
completed and responses compiled, results are used to inform teams about areas needing 
improvement. Surveys can also be used to determine whether or not items identified on 
the AzSET are in place. For example, your school may already have positive expectations 
and rules (See Features 3, 5, and 6 in the School-wide (Universal) System section of the 
AzSET); however, a survey of students may demonstrate that while students know the 
expectations, they may not know the rules for specific locations. This information would 
let your school know that the students need to be trained (or receive a review) of the 
rules.  
 
When the results of a survey have been compiled, make sure that the group that 
completed the survey is made aware of the results. Letting people know that their 
responses are valued and used to make improvements can lead to increased involvement 
with the school. 
 

Team Activity 
 
Develop a plan for sharing ODR data and survey results. For office referrals, identify a 
team member who has knowledge and interest in graphing data.  Identify which group 
will review the graph (e.g. PBIS Leadership Team, behavior support team, all faculty, by 
grade level).  For survey information, some school graph survey responses as percent of 
responses to specific questions.  Other schools report what is being done about issues 
raised in the surveys. 
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NOTES 
  

 


