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Learning Objectives

1. Deepen understanding of the systems and practices that build PBIS coaching 
capacity

2. Explore appropriate methods to disseminate information on effective, 
evidence-based Tier 1 practices

3. Consider employing a virtual ECHO in Education© model to utilize 
technology and connect people in an “all teach, all learn” model of collaborative 
learning & problem solving
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Critical Elements for Effectiveness in SWPBIS: 
Implementation Drivers
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What is Coaching?

• A set of activities that support and build the capacity of leadership 
teams to implement a multi-tiered system of supports (MTSS), 
aligned with improvement plans to enhance student outcomes.

What does that mean?

Multiple skill sets with various areas of expertise are 
required

One person will probably not possess all the skills 
necessary to support PBIS implementation fidelity

Every team member is considered a ‘coach’
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FLPBIS Coaching



National PBIS Leadership Forum

FLPBIS Coaching Framework
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Essential Coaching Elements
1. Leadership Skills = People

a. Effective Communication
b. Collaborative Teaming
c. Family & Community Engagement

2. Problem-Solving Skills = Task
a. Adherence to structured process
b. Implementation fidelity 

Human Emphasis
1  9 
1 9

Task Emphasis

Both are necessary, Neither is sufficient alone!
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MTSS Content Knowledge Dissemination
Knowledge, Fluency, Experience

PBIS

MTSS

Critical 
Elements of 

PBIS

Principles of 
Behavior

Antecedents

Behavior and 
Functions

Rewards and 
Consequences

Data-driven 
Decision 
Making

Data collection

Data review & 
analysis

Action planning

Implementatio
n Fidelity

Monitoring and 
Evaluation

Tools and 
Systems

What barriers exist for me? 
For my team? 

How do I know? 
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Problem-Solving Facilitation
Coaching Foundation

Step 1: Problem Identification & Goal Development

Step 2: Problem Analysis

Step 3: Intervention Design

Step 4: Evaluation 
Why is the problem occurring?

What are the barriers to 
achieving our goal?

What is the problem?

What are we going to do to reduce/eliminate the barriers?

Are the 
strategies 
working? 

How do we 
know?
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Problem Solving
General Questions to Explore 

Problem Solving Process

1. What problem-solving model 
is implemented at my 
school/district?

2. How is fidelity of the problem-
solving process monitored at 
my school/district?

Coaching Specific

1. How does my team problem-
solve coaching concerns? 

2. What data are used to  
problem-solve around 
coaching? 

3. How does my school or 
district identify PL needs for 
coaching? 



National PBIS Leadership Forum

Problem-Solving 
Effective Coaching Supports

Step 
1

• Difference between current level and desired 
outcome or goal

Step 
2

• Barriers preventing the achievement of the 
desired outcome/goal

Step 
3

• Instruction/interventions to achieve the desired 
goal

Step 
4

• Outcome



National PBIS Leadership Forum

Problem-Solving for Coaching Supports
Guiding Questions to Explore

• What do we expect coaches to know, 
understand, and do?

• Do our coaches meet or exceed those 
expectations?

Step 1

• What barriers preclude our team/coaches 
from reaching the expectations?Step 2

• What will we do to address the barriers? (train, 
model, mentor, observe) 

• What resources do we need to be successful?
• How will we monitor the effectiveness of the 

supports?

Step 3

• Were the supports effective?
• If so, what’s next?
• If not, what do we do now?

Step 4
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Professional Learning Opportunities
Build and Sustain PBIS Implementation
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Professional Learning Model Example

ECHO in Education®: 
Connecting Educators and 
Building Virtual Communities 
of Practice
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We use a continuum of support to partner 
with state and local educational agencies to 

cultivate effective community-driven 
systems and practices so all students can 

experience a sense of belonging and 
engage successfully in school.

Our Mission

To ensure all students are life and career 
ready by being the “go to” school-based 

behavior resource in South Carolina.

Our Vision

www.BehaviorAlliance.org
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Rural areas in the US have approximately:

20% of all students

30% of all schools

50% of all school districts

– National School Boards Association – Center 
for Public Education
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In SC, 53% of our districts are rural



National PBIS Leadership Forum

Imagine that you are 
an educator working 
in a rural area and 
have don’t have peer, 
coach, specialist to 
discuss your students 
or situations. 

What words come to 
mind?
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Effective Professional Development 

Supports 
Collaboration

Incorporates Active 
Learning

Content focused
Discipline focused

Uses Models of 
Effective Practice

Provides Coaching & 
Expert Support

Offers Feedback & 
Reflection

Is of Sustained 
Duration
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ECHO as a Professional Learning 
Model
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Project ECHO is a global 
tele-education community 
developed by doctors at the 
University of New Mexico
School of Medicine.
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What is ECHO?

It is a knowledge-
sharing network, led 
by teams of experts 

who use a 
videoconference-

driven practice 
model to empower 

local health 
professionals.

Administrators
Educators
Families 

Hub 
Teams

South Carolina 
Students
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What is ECHO?

ECHO Model: 
All teach
All learn
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ECHO SuperHub, Supports, and Information

New Mexico ECHO for Education | 
ECHO Institute Programs

University of Wyoming  ECHO

View Recorded ECHO Sessions
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ECHO model is different from Traditional PD

Real life and real time challenges.

Peers planning and supporting peers.

Main focus is to build a support network, not 

just sharing content. 

Helps to decrease isolation and loneliness.

Effective tele-networking model across 

disciplines.
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ECHO model is different from Traditional PD

Heavily measured for continuous 

improvement to meet educator 

educator needs. 
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Principles of the ECHO Model

Use technology to 
leverage scarce 

resources

Multipoint videoconferencing to co-
create platforms for enhanced 
communication and collaboration 
through virtual face-to-face 
communities of practice and 
learning 
- Amplify scarce human resources, 

both specialists and primary care
- empower the agency of local 

experts and practitioners
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Principles of the ECHO Model

Share “best 
practices” to reduce 

disparities

Improve outcomes by reducing
variation in implementation of 
evidence-based practices
- Brief didactic presentations [10-

20 min]
- Reinforcement of evidence-

based guidelines, etc
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Principles of the ECHO Model

Apply case-based 
learning to master 

complexity

Master complexity through 
collaborative problem solving with 
subject matter experts across the 
multiple settings
- Guided practice [learning by 

doing] via tele-mentoring
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Principles of the ECHO Model

To promote 
continuous quality 

improvement

Evaluate and 
monitor outcomes
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Goals: 

Provide Collaborative Networking 
Opportunities 

Learn with and from colleagues (i.e., 
teachers) and specialists (e.g., higher 
education faculty, district staff, related 
service providers).
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Community of Practice

Group of people who 
share values and 
concerns about a 
domain and regularly 
interact to improve their 
practice together 
(Wenger, 1999). 
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Community Norms

Connect with colleagues
Ask questions
Non-evaluative
Support peers
Share resources
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What is an 
ECHO? 
Learn more 
here!
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Roles and Responsibilities

Educators/Spokes
Attend the 4-6 sessions
Participate in the cases 
by sharing a case or 
providing feedback
Ask questions

Hub Team Members
Provide feedback on the 
cases
Deliver a didactics or 
identify relevant 
presenters 
Limit comments
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Case Presentation

Student, Classroom, 
Situation (15-30 
mins)

Introductions

Name, Role, 
Affiliation (5-10 
mins)

Didactic

Brief overview of a 
skill or topic (10-20 
mins)

Session Structure
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Didactic Presentation Format
Brief overview a specific skill or topic. 
Multiple opportunities for spokes to 
engage asking and responding to 
questions (goal: 1 per minute)
Time for Q/A after the didactic 
presentation

20 minutes

Share “best 
practices” to reduce 

disparities
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Case Presentation 
ECHO ID -- Instead of initials we will use a numeric ID.

Grade -- Instead of birthdays or age, we will use grade 
level (e.g., middle school)

Other common identifiers -- Does not include person 
information (i.e., family members, friends)

Presenting concern(s) and strategies -- Describe 
concerns and strategies that did and did not work  

Clarifying questions -- The participants and Hub team 
ask questions to clarify the case

Recommendations -- The participants will provide 
suggestions followed by the Hub team

Apply case-based 
learning to master 

complexity
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Case Presentation 

Ask one hub team member or coordinator to take 
notes.

Logistics

The spoke presents the case 

Other spokes ask clarifying questions (case presenter answers)

Hub members ask clarifying questions (case presenter answers)

Other spokes offer suggestions

Hub members offer suggestions

The 
Case

Clarifying 
questions

Suggestions
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ECHO Resources

Link here Link here
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BASC ECHO Resources

Link here
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Contact Information and Resources

Betsy Lazega, Ed.S.
E-mail: blazega@usf.edu

Website: https://flpbis.cbcs.usf.edu/

https://www.linkedin.com/groups/12894158/

www.facebook.com/flpbis

Steven Rufe, M.Ed.
Email: srufe@g.clemson.edu
www.behavioralliance.org
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