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Who We Are:
• JFK Middle School
• UMass School Psychology

Who You Are:
• What do you do?

• School / Private Practice / Student / Research / ?

• Are you affiliated with a PBIS team?
• Coach / Team Member / Trainer / Consultant / ?

• If you were an ice-cream flavor, what would it be and why?

Let’s Get to Know Each Other!



“PBIS Team” Definitions

The PBIS Team Handbook:
• “The PBIS Leadership Team is responsible for 

implementing PBIS throughout the school. This group 
tackles many of the foundational, behind-the-scenes 
tasks and decisions that determine how PBIS will function 
in a specific school building.”

PBIS Rewards website lists PBIS Team as #1 of the 12 
critical elements of PBIS:

• “A team of individuals that includes administration as well 
as classroom staff is important in order to promote PBIS 
schoolwide. This team meets regularly to focus on 
implementation, consider feedback, and examine data.”

www.pbisrewards.com

http://www.pbisrewards.com/


Typical Roles (Tasks) of PBIS Team Members:

• Administrator (provides public support)

• Team leader/facilitator (prepares agenda, leads meetings) 

• Note-taker/recorder (takes notes)

• Reporter/communicator (shares information with stakeholders)

• Timekeeper (keeps team on task, check-in before task deadlines)

• Data analyst/specialist (prepares data for review)

• Behavior specialist (understands function of behavior)



Theory of Team Effectiveness (Druskat & Wolff, 1999)



Dimensions of Relational Work

4 Dimensions (“Understanding ‘People’ People”, Butler & Waldroop, 2004):

• Influence

• Interpersonal facilitation

• Relational creativity

• Team leadership



PBIS Teams within Elements of PBIS

On this visual:
• Where do PBIS 

teams “live”?

• Where do PBIS 
teams contribute?

Lewis, 2009



JFK Middle School

• Public middle school serving students in grades 6 through 8

• 614 students enrolled in 2018

• 10:1 student-to-teacher ratio

• Student population:
• 67% White, 20% Hispanic, 6% Multiracial Non-Hispanic, 4% Asian, 3% African 

American

• 3% English Language Learners, 25% Students with Disabilities, 26% 
Economically Disadvantaged

• “PBIS Initiative” is listed as Goal #2 on the 2018-2019 School 
Improvement Plan



JFK’s Journey to PBIS

• An identified need existed 
• A school climate committee was formed 

• Investigating PBIS as a potential solution

• Formed a team

• Applied for funding 

• Began training coaches and team members
• Pilot

• Planning/working over the summer

• Staff training

• Tier I rollout with staff and students

• Continuous Tier I implementation
• Planning Tier II/III for next year



Sample JFK PBIS Successes This Year



Project Rationale

PBIS team is considered to be the “mechanism for comprehensive and 
sustained implementation” of the framework (Horner & Sugai, 2015)

Project Goal: To identify potential “active ingredients” within the 
personal and relational characteristics that may serve as the “glue” that 
ensures team success. This in turn will help JFK sustain its strong PBIS 
efforts when the team structures shift. 



Think-Pair-Share

• Think of an example from your life when you were on a team that was 
very successful at accomplishing its goals effectively and efficiently
• What do you think might have contributed to it?

• Think of an example from your life when you were on a team that was 
not very successful at accomplishing its goals effectively and 
efficiently
• What do you think might have contributed to it?

Examples: school/college class team projects, working on volunteer projects, preparing a surprise 
birthday party for a friend, rolling out a new program or service, organizing a fundraiser, …



Qualities of Successful Team Members

• Honest and straightforward

• Shares the load

• Reliable

• Fair

• Complements others’ skills

• Good communication skills

• Positive attitude

Psychology Today
Riggio, 2013



Key Success Factors for Leading a Team

• Set a direction

• Establish goals and responsibilities

• Help the team enhance its performance

• Facilitate interpersonal relationships
• Norms

• Team relationships

• Intergroup relations

• Problem-solving

Leading Effective Teams 
www.cu.edu

http://www.cu.edu/


Project Methodology

1. Discussion with PBIS Coach around importance of sustainability

2. Reviewing permanent products

3. Observations during PBIS team meetings

4. Semi-structured interviews with team members

5. Brief follow-up questionnaire



JFK PBIS Team Composition

Team (n = 11) consists of: 
• Administrators

• Special educators

• Specialists

• General education teachers

• Counselors

• School psychologist

JFK is working hard to get an Education Support Professional (ESP) and a parent to 
be represented on the team



Small Group Think-Aloud

• Reflect on your team’s current composition, how it changed over 
time, and how it might change in the future
• How do these changes affect PBIS implementation at your site?



JFK PBIS Team: Formation

• Consensus that staff consistency and continuity in how challenging 
behaviors are managed was needed to ease staff frustration and 
improve school climate

• Team leaders were “self-recruited with endorsement”

• Other team members volunteered: for many, in-person and email 
recruitment fell on a fertile ground



JFK PBIS Team: Progress Evaluation Data

Tiered Fidelity Inventory (Algozzine et al., 2014)



JFK PBIS Team: Analysis of Permanent Products

• Reviewed:
• Previous PBIS team meeting notes

• Planning documents

• Photos from events

• Document authorship in shared drive

• Benefits:
• Helped get a sense of how individual team members contribute



JFK PBIS Team: Meeting Observations

• Observed:
• 3 PBIS team meetings
• 1 PBIS team training day
• 1 PBIS team subcommittee meeting

• Focused on:
• Interpersonal communication
• Praise/reinforcement statements
• Engagement of team members

• Findings:
• Frequent positive interactions
• Frequent eye contact
• Active listening
• No interruptions
• Personal check-ins
• Discussion remains on-topic
• Frequent general and specific praise
• High engagement from some
• All participate (equitable opportunities for 

air space)
• Use of humor
• Alternative view points provided
• Redirection from team leader when 

needed



JFK PBIS Team: Interviews & Questionnaire

• PBIS team members were notified of the opportunity during one of the 
meetings

• Semi-structured in-person interviews lasted 20-40 minutes (n = 8)
• Why PBIS?
• Recruitment
• What everyone brings to the team
• What contributes to team success
• What is important to communicate to their successor

• A brief anonymous follow-up survey was sent to all team members 
(Qualtrics)
• Important personal characteristics that might contribute to team success
• Important interpersonal factors that might contribute to team success
• What expertise is currently represented on the PBIS team



JFK PBIS Team: Personal Characteristics

• Qualities team members used to describe each other:
• “Relationship building”, ”all about relationships”, “social consciousness”, “people are 

willing to listen to”

• “Positive vibe”, “positive acknowledgements”, “from the heart”, 

• “Motivated”, “energy”, “driving force”, “engine”, “eager to help”, “enthusiasm”

• “Problem-solver”, “planning”, “action-oriented”, “determined”, “advocate”

• “Pragmatic”, “thoughtfulness”, “offers a different perspective”, “devil’s advocate”

• “Represents teachers”, “classroom teacher perspective”, “offers insight into special 
education perspective”, “spokesperson”, “connection to students”, “connections 
outside of school”, “knows what students need”

• “Sense of humor”

• “Calming presence”



JFK PBIS Team Valued Personal Characteristics



JFK PBIS Team Valued Interpersonal Factors



JFK PBIS Team Expertise Represented

• All endorse the 
importance of having 
team members:
• With enthusiasm 

about PBIS
• With strong planning 

skills
• With strong 

leadership skills
• Who can serve as a 

link between PBIS 
team and the staff

• Majority endorse the 
importance of having 
team members:
• With strong problem-

solving skills
• With strong 

organizational skills
• Who have a strong 

understanding of JFK 
as an organization

• Some endorse the 
importance of having 
team members:
• Who understand the 

science of behavior
• With strong 

technology skills
• Who serve as a link 

between PBIS and the 
administration

• Who serve as a link 
between PBIS team 
and the students

Underrepresented expertise in having someone who can serve as a link between PBIS team and caregivers



Evaluate Your Team’s Effectiveness

• Begin by reviewing data on team-related items on PBIS measures you 
are already using (www.pbisapps.org):
• Treatment Fidelity Inventory (TFI)
• School-wide Evaluation Tool (SET)
• Self-Assessment Survey (SAS)
• PBIS Team Implementation Checklist (TIC)

• Consider using supplemental tools from the other fields:
• [Handout] “High Performing Team Checklist”
• “Team Effectiveness Questionnaire” (www.cu.edu) 
• Online tool: “Team Effectiveness Assessment” (www.mindtools.com) 
• Look for other tools and methods for evaluation online

http://www.pbisapps.org/
http://www.cu.edu/
https://www.mindtools.com/pages/article/newTMM_84.htm


• Our procedure:
• Review of permanent products

• Review of existing PBIS evaluation data

• Informal conversations

• Team observations

• Semi-formal interviews

• Brief anonymous questionnaire

Discover Your Team’s “Active Ingredients”



Help to Enhance Your Team’s Success

• You might find the following resources to be helpful:
• Be mindful of what stage your team is at: “Forming, Storming, Norming, and 

Performing: Understanding the Stages of Team Formation” 
(www.mindtools.com) 

• [Handout] “Establish Team Norms”

• “The PBIS Team Handbook: Setting Expectations & Building Positive Behavior” 
by Beth Baker and Char Ryan

• Resources on Team-Initiated Problem Solving (TIPS) model: www.pbis.org

http://www.mindtools.com/
https://www.pbis.org/training/tips


Planning for Sustainability

• Planning for retention:
• Ensure that current team members continue feeling safe, heard, reinforced, and challenged
• Provide public/private recognition/rewards
• Ensure each team member has an opportunity to “shine” (good match between role and 

qualities/skills)

• Planning for succession:
• Encourage clear communication around potential turnover
• Build-in some transparency to ensure staff are familiar with what PBIS team is about to 

minimize anxiety/confusion prior to recruitment
• Deliver invitations in person:

• Consider natural fit for the role and desired personal characteristics
• Skills can be taught!
• Recruit from the “movers and shakers”

• Perform exit interviews and set up transition meetings for transfer of knowledge
• Search for “active ingredients” in future hires (targeted questions to match desired qualities)



Questions/Comments/Suggestions?

Contact Us:
Marina Donnelly marinadonnel@umass.edu
Kathy Casale: kcasale@northampton-k12.us

mailto:marinadonnel@umass.edu
mailto:kcasale@northampton-k12.us

