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Small Schools-Giant Results
Building, Maintaining, and Sustaining SW-PBS Implementation in Small Schools
2021 MO SW-PBS Virtual Summer Institute
Thursday, June 24, 2021

Presenter
Presentation Notes
Good morning and welcome to our session Small Schools-Giant Results where we will encounter ideas and resources that have helped build, maintain, and sustain small schools here in our region and across our state.  This session is brought to  you by the consultants at the Missouri Central Regional Professional Development Center at the University of Central Missouri in Warrensburg. Your presenters are Nancy Rogers, a former elementary administrator, special educator, and Central Region SW-PBS consultant. Alongside is colleague and SW-PBS co-consultant Joe Beydler, a former elementary principal, instrumental music educator, and leader of an SW-PBS implementation in a small school.Thank you for joining us in our first session this final day in the Schoolwide and Classroom theme of the Re-Imagined MO SW-PBS Summer Institute. Our intention is to push and extend your thinking about how SW-PBS may work in your own situation.
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Outcomes
• Discover or refine understanding of 

barriers to SW-PBS implementation in 
small schools

• Learn about systems and practices 
employed by successful 
implementers of SW-PBS in small 
Missouri schools

• Identify resources available to adapt, 
modify, and support SW-PBS 
implementation in small school 
situations

Presenter
Presentation Notes
Our plan for this session today is to celebrate the success that is possible in small school implementation of SW-PBS. We will provide you with opportunities to engage in reflective thoughts about your own implementation of SW-PBS and with examples from our own experience in small schools in our region. There will be several instances where you will have the opportunity to share your knowledge and experience with other participants. We are hopeful that this presentation leaves you with valuable ideas and resources that can be used or adapted for your own circumstances.Time will be held at the end of this presentation for questions related to our topic.We encourage you to think deeply about your own experiences and compare them to what you see today. More importantly, if you are a member of an SW-PBS leadership team, please consider how you might engage your own staff in any new ideas you might encounter in this session. As always, if you have questions or needs that go beyond this presentation, do not hesitate to reach out to us or your own regional consultants or coaches. They are uniquely equipped to help you meet your needs.
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Resources Download

• Be sure to download the Small Schools-Giant Results Resource 
page.

Presenter
Presentation Notes
Accompanying the presentation is a downloadable handout listing many resources mentioned in our session along with others that could help support your work.[Place download link into chat]During today’s presentation, feel free to respond with reaction features built into our interface. You are encouraged to add questions or affirmations into chat.
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Issues for Small School SW-PBS Implementation

• Limited capacity in staff and 
administration

• Limited resources for funding 
and support

This Photo by Unknown Author is licensed under CC BY-SA

Presenter
Presentation Notes
One fifth of all Americans live in a rural location. In Missouri, slightly more than half of the school buildings have a total student enrollment of less than 300, and about half of school districts have an enrollment of 500 students or less (MCDS Portal | Missouri Department of Elementary and Secondary Education—MCDS., n.d.). Small schools in Missouri range from rural to suburban to urban and span the gamut of social and economic diversity. Despite the differences in make-up and location, there are some unifying characteristics in small schools.Research suggests that small schools excel in developing personal relationships, student involvement and morale, community pride, social capital, manageability, learner-centered instruction, resourcefulness, and flexibility for change (The Advantages of Small Schools. ERIC Digests, n.d.).However, there are two important barriers to small school implementation of SW-PBS. The limited capacity of staff and administration are problematic due to the smaller number of individuals tasked with completing work. Our experience in small schools leads us to suggest that fewer people have more individual responsibilities for completing the same work as a larger school. Where schools in larger districts might have several more layers of administrative and support resources, small schools rely on a lower number of staff to achieve results. We call this the Many Hats Theory of Small School Life. The operating wisdom is that the more hats a person wears, the less time each individual hat is worn. The reduced capacity and staff is parallel to the limits some small schools face with funding and support resources. Smaller budgets often mean that schools need to be creative in securing needed funds to support initiatives.One of our state-wide mantras is that SW-PBS is a Marathon not a Sprint, we find that schools who have demonstrated longevity in implementation use many of the ideas you will experience today to maintain and sustain.In our presentation today, we will loosely follow the framework from PBIS.org and the Building Momentum for PBIS Implementation in High Need Districts Document (see Freeman, et al. 2020). We have identified several areas of implementation supports around which we group our assertions. These include:Investing in RelationshipsInvesting in Building CapacityInvesting in CommunicationInvesting in DataContinual Evaluation, andCreating Synergy.Freeman, J., Salle, T. L., Ferrick, M., Derian-Toth, M., Bouckaert, J., & Feinberg, A. (2020). Building momentum for PBIS implementation in high need districts. Center on Positive Behavioral Interventions and Supports. https://assets-global.website-files.com/5d3725188825e071f1670246/5f9341d2df1f8758c36468b4_Building%20Momentum%20for%20PBIS%20Implementation%20in%20High%20Need%20Districts.pdfMCDS Portal | Missouri Department of Elementary and Secondary Education—MCDS. (n.d.). Retrieved March 26, 2021, from https://apps.dese.mo.gov/MCDS/home.aspx?categoryid=14&view=2The Advantages of Small Schools. ERIC Digests. (n.d.). Retrieved March 26, 2021, from https://www.ericdigests.org/pre-923/small.htm

https://en.wikipedia.org/wiki/Twin_Cities_Marathon
https://creativecommons.org/licenses/by-sa/3.0/


SCHOOLWIDE/CLASSROOM

Investing in Relationships
• Consider Stakeholders for Relationships

• Staff , students, parents (individuals, advisory groups, support groups), 
patrons (community), board of education, external supports, other schools

• Identify and acknowledge barriers
• Communicate data and information to all stakeholders (Celebrations,  

opportunities for growth, ODR, minors, trends over time, surveys)
• Create professional development to support Relationships
• Plan for turnover

Presenter
Presentation Notes
Trust is an important factor in any implementation and is the key to building strong programs. In small schools, this is just as necessary as in large schools. Effective SW-PBS teams continually consider the stakeholders with which they have or need relationships. These primarily include relationships between adults and students inside the building, but relationships always extend into families, boards of education, and supporting organizations liker PTO/PTA, and booster clubs. Further extensions of relationship building can be considered with community organizations that may or may not have a direct interest in the school, but through partnerships, help make the community stronger. Identifying, naming, and addressing challenges and barriers to effective implementation are important. Some schools focus on problems often celebrating their problems without attempting to overcome them. Once identified, effective small schools work together to overcome these challenges.Communication is another key factor in effective implementation in small schools. In order to build a trusting relationships, strong small schools share a range of items and ideas with their stakeholders, these include:Mission and vision statements,Schoolwide data,Survey results, and of course,CelebrationsBuilding relationships is not just an informal activity. It is supported through thoughtfully designed professional development that grows staff skills in developing and maintaining relationships.As a part of the relationship-building process, effective teams begin relationships with new teachers by planning for turnover and designing onboarding experiences for new staff that makes their initial experiences positive and affirming.
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Investing in Relationships

• Create a sense of community
• Open communication
• Share successes
• Intentionally model reinforcing and recognizing appropriate behaviors from 

students AND adults

• MO SW-PBS Tier 1 Resources
• ETLP: Encouraging Expected Behavior

Presenter
Presentation Notes
By building on one of the strengths of small schools, the sense of community, effective SW-PBS teams foster this idea through open communication of success and intentionally modeling positive behavior by recognizing and therefore reinforcing appropriate behavior. Recognizing expected behavior is not only important for the adult to student relationship, but the collegial relationship between adults in the building. Publicly acknowledging met expectations and goals helps everyone understand your trajectory along with reinforcing and affirming behaviors.Support for your work in building relationships can be found on the MO SW-PBS website under Effective Classroom Practices. Look for Encouraging Expected Behavior.EXEMPLAR TESTIMONY INTERACTION BREAKAt this point in our presentation, we will take a short break, not to relax, but to interaction with participants and share your own truths and experiences. [describe expectations for type and length of interactions]
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Investing in Building Leadership Capacity

• Many hats
• Common philosophy & purpose (mission, vision)
• Develop collaborative teams
• Overlapping team membership
• Design professional development that supports capacity 

development
• Leverage external support (Consultants, cohort)

Presenter
Presentation Notes
In small schools, building capacity is often elusive due to turnover and the reduced number of staff present from year to year. When one person who may wear many hats leaves the district, the implementation is left without that key person, their skill, energy, and knowledge. So, continually taking intentional steps to develop the capacity of the implementation and organization to endure the loss of people is an important factor in success.A clearly articulated mission and vision are important in building capacity. Knowing that everyone is pulling in the same direction and pulling on the same rope creates a velocity that is hard to stop.Constant collaboration helps build capacity. In organizations, there is always a great deal of knowledge possessed by individuals. Each person has tacit knowledge about how to do the work. Sharing that information among others helps teams and schools spread out that knowledge so that when one person leaves, the knowledge is redundant in the rest.As a function of smaller staff, many small schools have one SW-PBS leadership team that handles all three tiers of implementation. In others, the low number of staff members means that some members serve on multiple leadership teams. These practices help create continuity between phases of implementation increasing the communication and effectiveness of the whole implementation. It also increases the capacity of the organization as knowledge is spread throughout its members.We mentioned earlier that thoughtful planning of professional development around relationships is helpful. So is the planning of PD to address capacity building. Developing the entire staff builds capacity to endure.In smaller schools, external support can be even very helpful. Most school teams in Missouri were trained in a cohort style where many buildings come together for training. Maximizing the built-in networking value of the cohort method can help shore up teams providing support from the outside. Every school district in Missouri, large or small, has external relationships that can be leveraged for support. Your school’s regional consultants and the MO SW-PBS leadership team are always available for coaching or consulting. In addition, there are tremendous resources available at pbismissouri.org. 
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Investing in Building Leadership Capacity

• Resourceful Funding Opportunities
• Communicate data and information
• Establish procedures for orienting new staff
• Attend MO SW-PBS Summer Institute with your team
• MO SW-PBS Resources

• Tier 1, 2, 3-Leadership
• MoEduSAIL Modules
• MO VLP-Leadership and Collaborative Culture Pillars

Presenter
Presentation Notes
Funding is always an issue. One-time funding, while always welcome, is not always available. Clever and resourceful teams find ways to exploit funding streams that are consistent and meet the needs of the school.Communication is a familiar theme, and it is no less important in building capacity. Effective two-way communication builds capacity by sharing knowledge and data throughout the stakeholders.The orientation of new staff is perhaps the first step in building capacity for implementation. This process can even begin in the hiring process. Small schools leverage effectiveness of the onboarding process by actively looking for candidates that have knowledge of or are predisposed to learning about SW-PBS.One of the greatest opportunities for capacity building is for your team to participate in learning opportunities together. Attending Summer Institute together can leave your team with many ideas for successful implementation. There are a number of resources that are free and always available. These include the leadership sections of all three MO SW-PBS Tiers. There are many modules and information included on the Missouri Educational Systems and Instruction for Learning (MoEduSAIL) website. In addition, teams and districts can access the Missouri Virtual Learning Platform offerings of Building Leadership Teams for Behavior, Leadership for Effective Implementation of District-Wide Evidence-Based Practices, Collaborative Teams, SW-PBS Common Philosophy and Purpose. For more information on the VLP, contact your district leadership for access.EXEMPLAR TESTIMONY INTERACTION BREAKAt this point in our presentation, we will take a short break, not to relax, but to interaction with participants and share your own truths and experiences. [describe expectations for type and length of interactions]
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Invest in Communication
• Consider stakeholder groups
• Establish systems to support teams and individuals (building-wide 

and district-wide)
• Clarify language and structure (common language, team roles, meeting 

norms)
• Intentionally schedule information communication
• Set and communicate Agenda information before each meeting

• Differentiate support by building, team, or stakeholder
• Celebrations and Success-Tell your story

Presenter
Presentation Notes
Communication systems incorporated with effective data management systems might seem like icing on the cake, but these ideas help deliver quicker results and stronger systems. We cannot overlook the word ‘invest’ when we lay plans for efficient and effective systems and practices.Systems of communication, while on a smaller scale in small schools, must include thoughtful planning on how to reach important stakeholders. Most immediately, the leadership team should systematize communication for adults in the building and the students.  Other important stakeholders would include the board of education, parents and patrons, and the wider community. Likening communication skills to academic skills, developing supports for stakeholder groups to engage and stay connected with the school and SW-PBS framework is important. Connection and engagement highlight the need for two-way communication. Traveling to and from the stakeholders is information and knowledge. What you get from your stakeholders amounts to input. Greater input equals higher levels of buy-in.Making communication clear and understandable is important for success. Either eliminate jargon or teach the important terms, ideas, and concepts to affected stakeholders. Develop processes for streamlining meetings, understanding roles that make meetings more effective, and developing norms of behavior or working agreements so meetings are more effective.Think of stakeholders and students who need support to become fluent in key skills. How your leadership team differentiates support for stakeholders is directly proportional to their level of understanding and engagement.Through these lines of communication, leadership teams have a unique opportunity to celebrate and highlight successes. This is your opportunity to tell your story the way you want it to be told. Control the narrative with careful and thoughtful dissemination of results and outcomes.EXEMPLAR TESTIMONY INTERACTION BREAKAt this point in our presentation, we will take a short break, not to relax, but to interaction with participants and share your own truths and experiences. [describe expectations for type and length of interactions]
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Invest in Data

• Data is communication and evaluation
• ODR/Minor classroom data
• Data Tools (SWIS, Data Collection Tool, Advanced Tiers Spreadsheet, 

Behavior Intervention Plan Intervention Tracker)
• Survey Data (TFI, SAS, SCS)
• Trends over time-Think about your marathon

Presenter
Presentation Notes
Celebrations can be identified through the analysis of various forms of data. In your journey, developing plans to continually evaluate your implementation will undoubtedly yield successes that can be shared with stakeholders. Effective teams dig deep into data to find evidence of progress, no matter how small.Identifying the data necessary to help develop, maintain, and sustain your work will help you build a strong foundation. Student level data includes your Big 5, ODRs, and minor classroom data. These data reveal immediate signs of implementation effectiveness. Choosing effective data collection tools should not be overlooked. Of course, the acme of data collection tools is SWIS, but it has a cost. MO SW-PBS has been a national leader in providing free, accessible, and effective tools for data collection. At the Tier 1 level our state provides the Data Collection Tool in a variety of formats. At the Tier 2/3 level, the Advanced Tiers Spreadsheet is handy and adaptable for your data analysis needs. For Tier 3, teams can use the Behavior Intervention Plan Intervention Tracker or BIP-IT.It has been a few minutes since we have mentioned our mantra, SW-PBS is a MARATHON, not a Sprint!, so here it is. With a modicum of effort, your SW-PBS implementation will yield valuable evidence of success if you examine your path over time. Looking back to where you began is a powerful way to celebrate.EXEMPLAR TESTIMONY INTERACTION BREAKAt this point in our presentation, we will take a short break, not to relax, but to interaction with participants and share your own truths and experiences. [describe expectations for type and length of interactions]
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Continually Re-Evaluate

• Remember SW-PBS is a ‘Marathon not a Sprint!’
• Create clear expectations by which to measure outcomes-set goals
• Evaluate process as well as outcomes
• Frequent reminder of big-picture
• Use a decision-making model (DBDM)
• Celebrate success

Presenter
Presentation Notes
It is not a big leap to go from thinking about data as a way to celebrate success to using data to inform evaluation of your implementation. Celebrating success in and of itself is evaluation. Many teams eventually get around to continual evaluation sometime after implementation begins. Intentionally planning for the evaluative component helps the circle connect more quickly. Expectations or goals become opportunities for measurement of success and progress. Merely looking at your ODR data is just the tip of the iceberg when it comes to evaluation. Develop measurement and evaluation steps to inform your team about your processes as well as your outcomes builds a stronger implementation.Informing decision-making is embedded in evaluation. The Data-Based-Decision-Making cycle is predicated on the accurate collection of data. The data inform the analysis which leads to decision-making. Decisions are tracked to measure their effectiveness. The cycle continues. Whether you use a four, five, or six step decision-making methodology, USE IT as a natural part of the process.
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Continually Re-Evaluate

• Find and use evaluation tools (DSFI, TFI, TFI-W, SET, SAS, SCS, 
Validity tools)

• Use self-assessment tools for reflection (SPF, ETLP, SA/PP)
• Action Plan!

Presenter
Presentation Notes
Again, MO SW-PBS and PBIS Apps provide many tools for your teams to use to inform your evaluative process. The District Systems Fidelity Inventory, the Tiered Fidelity Inventory, TFI-Walkthrough, Schoolwide Evaluation Tool, School Climate Survey Suite, and the various validity tools built into Tier 2 and Tier 3 work are at your fingertips.We know that in the field of andragogy, or adult learning, reflection is an important part of development. It is, in fact, individual evaluation. In the SW-PBS Teacher Tools, there is a Self-Assessment designed to measure self-efficacy in the Eight Effective Teaching and Learning Practices. On the DESE Virtual Learning Platform, your adults have opportunities to engage with self-reflection using the Self-Assessment and Practice Profiles.Your Action Plan is also a tools for continual evaluation. Using your action steps as expectations and goals can be the basis for continual evaluation.EXEMPLAR TESTIMONY INTERACTION BREAKAt this point in our presentation, we will take a short break, not to relax, but to interaction with participants and share your own truths and experiences. [describe expectations for type and length of interactions]
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Create Synergy
• SW-PBS is a Framework to help manage other programs (Trauma, 

SEL, Restorative Practices, etc.)
• How can various schoolwide and districtwide initiatives work 

together
• District/Building Goals-CSIP
• PLC/DCI (DBDM, processes, systems, teaming, collaboration)
• RTI (Use of data, DBDM)
• Professional Development (align PD to SW-PBS and data-indicated needs)
• Observation/Evaluation (build into system to reinforce practices)

Presenter
Presentation Notes
In small schools, many of the various initiatives available in our state can have a more powerful effect if synergy is sought.Within the SW-PBS initiative, it is important to remember that SW-PBS is a framework. Frameworks, by design, are an infrastructure for the alignment of programs, interventions, and other ideas that help teams and schools meet their goals. Over the years, we have seen a number of ideas hung on the framework. These include Love and Logic, Zones of Regulation and other SEL programs, Comprehensive Guidance, Trauma Informed Schools, Restorative Practices, Leader in Me, and many more. Consider how the prevention logic of your SW-PBS framework can help your school organize and align your initiatives.SW-PBS can work hand-in-hand with the other big frameworks in our schools. The PLC/DCI movement highlights specific skills organizations and systems can develop for effective governance. These include collaborative teaming, leadership structures, data analysis and data-based decision-making, mission and vision setting, and the development of SMART goals.If you consider the idea that SW-PBS is, in effect, RTI for behavior, the similarities are astounding. In our experience, there are very few times when a student's academic performance is not somehow linked to social behaviors or vice versa. Of course, intentionally including SW-PBS logic and concepts into the overall professional development planning of the building and district will strengthen the implementation. Skillfully integrating the ETLPS or other SW-PBS components into regularly scheduled PD will speed up and stabilize the implementation of your framework.Your district’s observation and evaluation modality can be connected to your SW-PBS framework. Whether your district uses the Missouri Model, NEE, Danielson, Marzano, or your own iteration, they are all based on a set of teaching behaviors or standards. Looking for those standards that support your SW-PBS implementation supports the idea of ‘what gets measured gets done.’ Why not connect what you want to get done behaviorally with the built-in evaluative systems you already have? This concept really gives teeth to professional development and evaluation. Besides evaluation, most observation and evaluation systems include individual professional development plans that are tied to building or district goals. Encourage teachers to develop their individual PD plans to work in tandem with SW-PBS learning and regularly planned PD. When goals reflect SW-PBS logic, when staff are provided with adequate professional development to support the goals, when observations and evaluations are used as evidence of learning, the system has achieved synergy.EXEMPLAR TESTIMONY INTERACTION BREAKAt this point in our presentation, we will take a short break, not to relax, but to interaction with participants and share your own truths and experiences. [describe expectations for type and length of interactions]
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Tips on Maintaining and Sustaining

• Between Training Sessions
• Intentionally schedule leadership team meetings
• Share data and information
• Consider stakeholders and decision makers.
• Use cohort knowledge to enhance your framework
• Use local, regional, statewide, and national resources

Presenter
Presentation Notes
Each year, we collect data at our RPDC from our participating schools. This data collection goes beyond the required simple session evaluation.  We ask teams at the end of each training phase or tier, what advice they would give to schools beginning anew. We have noticed themes and trends in the information. There are two dimensions that become evident in the data when inquiring about tips for maintaining and sustaining. We know what our teams suggest what to do between training sessions and what to do after your training is completed.Between training sessions, our surveys reveal that the intentional scheduling of leadership team meetings is important. Also important is sharing data, information, and knowledge with key stakeholders and decision-makers. Many of our teams report that the relationships developed during our cohort style of training are the beginning of a valuable network of support and resource. Sometimes we must remind them, but each team in Missouri is supported by consultants and coaches in the RPDCs and from the state leadership team. Teams and schools are supported by DESE and the state of Missouri have supported the SW-BPS initiative for over a dozen years.
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Tips on Maintaining and Sustaining
• Maintaining and Sustaining After Training Is Completed

• Access new information through regional and state resources
• Attend Maintenance and Networking sessions at RPDCs
• Attend Summer Institute
• Revisit training cohort connections
• Adapt and/or modify your framework as needed (generalization of SW-PBS 

logic to new situations or staff, COVID)
• Continue to invest in Relationships, Capacity, Communication, Data, 

Evaluations, and Synergy
• Celebrate!

Presenter
Presentation Notes
At the beginning of the long journey toward the completion of SW-PBS training, we often look at the end of traditional training as the end of the journey. We suggests that it is not the end, it is just a waypoint in the continuing journey. For those trained in the traditional cohort method, it may seem like it took forever to complete the seven years of training. For those engaged in DCI work, the journey really never ends.One of the losses that schools perceive after training has been completed is the connection to information and strategies built into cohort training. We know that successful teams continue to find ways to access information from their regional consultants or from the state.Many RPDCs present maintenance and networking sessions to help keep teams abreast of the changing dynamics in the field of work.Attending Summer Institute each year is a wonderful way to stay connected.Your original training cohort connections can continue to provide information to your team.One of the hallmarks of effective maintenance schools is their ability to adapt the SW-PBS prevention logic to new times, ideas, students, and situations. We have had a perfect example of adaptation during the COVID pandemic.We chose the word invest purposely. Investing in the ideas of relationships, capacity, communication, data tools, evaluation, and building synergy will provide continuous years of positive returns for you, your team, staff, students, and community.And as we always say, celebrate at every opportunity!EXEMPLAR TESTIMONY INTERACTION BREAKAt this point in our presentation, we will take a short break, not to relax, but to interaction with participants and share your own truths and experiences. [describe expectations for type and length of interactions]
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Questions & Comments
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Con t a ct  In fo rm a t ion

Joe Beydler
Positive Behavior Support Consultant
Regional Professional Development Center

beydler@ucmo.edu

Nancy Rogers
Positive Behavior Support Consultant
Regional Professional Development Center

nrogers@ucmo.edu

Presenter
Presentation Notes
Your presenters today are ready and willing to respond to your questions and comments. We encourage you to email us at any time. You do not have to be from our region to ask us questions! We are happy to work to help you and your school meet your needs.Thank you for your participation in our session today.Your feedback is very important to us. Please be sure to complete the evaluation for this session.Take care and be well!

mailto:beydler@ucmo.edu
mailto:nrogers@ucmo.edu
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