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Purpose of Professional 
Development (PD) Series

Increase ADMINISTRATORS’ capacity to provide relevant PD supportive of...

...enhancing classroom EDUCATORS’ ability to support...

...STUDENTS' social, emotional, & behavioral growth in a manner that celebrates 
their individual & intersecting identities & cultural histories.



Intention, Key Practices, and Outcomes: 
Overview

Intention

Collaborative
Partnership

Culturally 
Sustaining

Inclusive 
& Safe Spaces

Key Practices

Predictable Routines 
& Positive Norms

Positively Greet & 
Proactively Prompt

Positive, Valued, & 
Specific Praise

Meaningful & Active 
Engagement 

Culturally Responsive 
Practice

+ to - Ratio & Active 
Supervision

Vulnerable/Equitable 
Decision Points

Neutralizing Routines 
& De-Escalation 

Use Data to Check 
Yourself & Class

TRY

Outcomes

Positive & Valued
Relationships

Learning 
& Growth

Wellbeing

This session focuses on the habit of 
identifying moments when our 

decisions can be most reactive and 
harmful and the conditions under which 
we make instructional, responsive, and 

equitable decision for the purpose of 
building awareness and informing 

change. 



At the end, we will invite you to work on your 
implementation plan

Agenda

What
Definition

Why
Rationale

How
Implementation Tips

Try
Guided Practice

Plan & Do
Implement In Real Life

Check
Monitor & Adjust



What?
Definition



Defining Vulnerable Decision Points

• A specific moment when our decisions are more vulnerable 
to the effects of implicit bias, often shown through 
disparities in outcomes across student groups. 

McIntosh et al. (2014)

Situation Internal  State
• Time pressure
• Ambiguous 

behavior

• Stress
• Fatigue
• Frustration

Two Elements to Decision Context (VDPs)Key Word: Implicit bias
• Automatic or unconscious

• Based on stereotypes

• Generally not an indication of our 
beliefs and values

• Everyone has them

Key Word: Disparities
• Patterns where outcomes differ 

across student groups

Examples:

• Discipline referrals

• Access to opportunities



Two Systems for Decision Making

System 1: Fast Decisions
• Automatic, snap 

judgments
• Intuitive, unconscious

System 2: Slow Decisions
• Deliberate decisions
• Allows for conscious 

attention

Kahneman (2011)



Two students 
talking during 

instruction

Middle of  
instruction, 

feeling mentally 
drained 

Stopped 
Instruction and  
sent students 
to the office 

Disruption, 
confusion, 

collaboration?

Decision Moment

Students missed 
instruction

Teacher gain 
sense of control, 
maybe some loss 

of momentum  

What It Can Look Like in Practice



Many students 
raise hands

You’ve fallen 
behind the 

lesson 
schedule, 

feeling 
pressured

Call on 
students who 
often give the 
right answer

Choose who to call 
on 

Decision Moment

Some student 
receive more 
chances to 
participate 

Teacher can move 
on with instruction

What It Can Look Like in Practice



Defining Equitable Decision Points

• A specific moment where decisions are made in ways 
that produce equitable outcomes, resulting in no 
consistent disparities across student groups. 

Key Word: Equitable Outcomes
• Data patterns are 

proportionate

• Responses match needs

Example: referrals, engagement 
opportunities, feedback

Situation Internal  State
• Positive relationships

• Routines in place

• Co-constructed expectations

• Clear criteria (ex. rubrics)

• Structures (ex. participation 
sticks)

• Calm
• Self-aware of personal 

reactions
• Prepared and 

intentional

Conditions that support EDPs



Two students 
talking during 

instruction

Middle of  
instruction, 

feeling mentally 
drained 

Stopped and 
sent students 
to the office 

Disruption, 
confusion, 

collaboration?

Decision Moment

Students missed 
instruction

Teacher gain 
sense of control 

but loss of 
momentum  

What It Can Look Like in Practice

Planned response
Proximity, Praise 

Around, Nonverbal 
Cue

Continue 
instruction, move 

closer,  praise 
nearby students, 

praise them or tap 
desk if needed

Students refocus 
and remain 
engaged in 

learning

Teaching 
continues 



Many students 
raise hands

You’ve fallen 
behind the 

lesson 
schedule, 

feeling 
pressured

Call on 
students who 
often give the 
right answer

Choose who to call 
on 

Decision Moment

Some student 
receive more 
chances to 
participate 

Teacher can move 
on with instruction

What It Can Look Like in Practice

Draw names 
from 

container with 
name sticks

Distributing 
participation 

opportunities more 
evenly 

Increased 
engagement

Planned response
Participation sticks



Supporting Resources

https://cdn.prod.website-files.com/5d3725188825e071f1670246/5d9dfe3274806826f66dc624_A%205-Point%20Intervention%20%20Approach%20for%20Enhancing%20%20Equity%20in%20School%20Discipline.pdf
https://www.pbis.org/resource/pbis-cultural-responsiveness-field-guide-resources-for-trainers-and-coaches


Supporting Resources

https://www.pbis.org/resource/habits-of-effective-classroom-practice
https://www.pbis.org/resource/facilitating-civil-and-productive-classroom-conversations


Supporting Resources

Leadership Guides Faculty Guides

https://exceptionalchildren.org/sites/default/files/2021-01/HLP%2022%20Admin%20Guide.pdf?_gl=1*8kjuva*_gcl_au*MjIyMjEzNjUzLjE3NjgyMzgyOTA.*_ga*MTk5NDAyMTc1OS4xNzY4MjM4Mjkw*_ga_L4ZFTNESGT*czE3NzI3MzA3NzgkbzMkZzEkdDE3NzI3MzI4MzQkajM1JGwwJGgw*_ga_Y45Y2NWG3S*czE3NzI3MzA3NzgkbzMkZzEkdDE3NzI3MzI4MzQkajM1JGwwJGgw
https://exceptionalchildren.org/sites/default/files/2021-01/HLP%2018%20Admin%20Guide.pdf?_gl=1*rs8k1p*_gcl_au*MjIyMjEzNjUzLjE3NjgyMzgyOTA.*_ga*MTk5NDAyMTc1OS4xNzY4MjM4Mjkw*_ga_L4ZFTNESGT*czE3NzI3MzA3NzgkbzMkZzEkdDE3NzI3MzI3MzMkajgkbDAkaDA.*_ga_Y45Y2NWG3S*czE3NzI3MzA3NzgkbzMkZzEkdDE3NzI3MzI3MzMkajgkbDAkaDA.
https://highleveragepractices.org/sites/default/files/2023-10/HLP%20Faculty%20Guides%20-%20HLP%2022.pdf
https://highleveragepractices.org/sites/default/files/2025-08/HLP%20Faculty%20Guides%202025%20-%20HLP%2018.pdf
https://highleveragepractices.org/sites/default/files/2025-08/HLP%20Faculty%20Guides%202025%20-%20HLP%209.pdf
https://exceptionalchildren.org/sites/default/files/2021-01/HLP%209%20Admin%20Guide.pdf?_gl=1*1n377fk*_gcl_au*MjIyMjEzNjUzLjE3NjgyMzgyOTA.*_ga*MTk5NDAyMTc1OS4xNzY4MjM4Mjkw*_ga_L4ZFTNESGT*czE3NzI3MzA3NzgkbzMkZzEkdDE3NzI3MzI4MDkkajYwJGwwJGgw*_ga_Y45Y2NWG3S*czE3NzI3MzA3NzgkbzMkZzEkdDE3NzI3MzI4MDkkajYwJGwwJGgw


Why?
Rationale



Rationale for Identifying VDPs and 
EDPs

• Reduced discipline referrals for everyone
• Reduced disparities in referrals between 

Black students and peers
• Reduced disparities in grading for immigrant 

students 

(e.g., Alesina et al., 2024; Cook, Duong, et al., 2018; Gregory et al., 2014; Gregory et al. 2026l McIntosh et 
al., 2018; McIntosh, Girvan, McDaniels, et al., 2021; McIntosh, Girvan, Falcon, et al., 2021; Payno -

Simmons, 2021 )



Rationale for Identifying VDPs and 
EDPs

• Improved school climate
• Improved student engagement and 

classroom interactions
• Improved teacher instruction quality
• Improved self-reported connection with 

school for Black male students

(e.g., Alesina et al., 2024; Cook, Duong, et al., 2018; Gregory et al., 2014; Gregory et al. 2026l McIntosh et 
al., 2018; McIntosh, Girvan, McDaniels, et al., 2021; McIntosh, Girvan, Falcon, et al., 2021; Payno -

Simmons, 2021 )



Outcomes

Positive & Valued
Relationships

Learning 
& Growth

Wellbeing

• … increased access to instruction and learning 
opportunities for all students and strengthened equity by 
reducing the referral gap for Black students.

• … seems to foster a stronger sense of connection 
between teachers and Black students.

• … may contribute to positive school climate.

Identifying VDPs and EDPs…

(e.g., Cook, Duong, et al., 2018; McIntosh et al., 2018; McIntosh, Girvan, McDaniels, et al., 2021; 
McIntosh, Girvan, Falcon, et al., 2021; Payno-Simmons, 2021 )



Quote image shared by the Teachers' Development Centre Facebook page.



How
Implementation Tips



Key Insight: Data Builds Awareness of
VDPs and EDPs

a. Through national data

b. Through our own school data

c. Through examining our own 

personal VDPs

https://www.pbis.org/resource/discipline-disproportionality-problem-solving-a-data-guide-for-school-teams


Building on Data: Student Voice to Identify  
Decision Points

1. Can you think of a time when a rule or consequence felt fair? 

What happened?

2. Can you think of a time when a rule or consequence felt unfair 

or inconsistent? What happened?

3. Are there times when you are unsure what the teacher 

expects?

4. What helps make participation feel fair?

5. What responses from teachers help you get back on track?

6. What helps make the classroom feel fair for everyone?

(adapted from schoolwide survey themes)

https://www.pbisapps.org/resource/feedback-input-surveys-fis-manual?st_source=ai_mode#:~:text=The%20Feedback%20and%20Input%20Survey,and%20sustainability%20of%20those%20systems.


Building the Habit: Identifying Your 
VDP

1. Start with your own awareness: self-assess

When do I notice myself reacting quickly?

2. Look at available data for classroom patterns 

Are certain situations, times of day, or student interactions showing up more often?

3. Match what you notice with what the data shows 

Do my experiences match the data patterns?

4. Identify the moments you want to watch more closely

Which moment in my classroom may be a VDP?

5. Check in on your learnings, progress, and adjust 

What am I noticing about my decisions in these moments? What might I refine?



Building an Equitable Decision Point
1. Identify the decision moment (Trigger)

What situation triggers the decision? Are there moments when I react differently to 

similar behavior?

2. Clarify the rule (Reduce ambiguity)

What expectation determines what should happen?

3. Use a consistent response sequence

What steps will you follow when the rule is broken?  

4. Add structure that support fairness 

What tools or structure can help keep decisions consistent?



Try
Guided Practice



Application Activity

VDP Self-Assessment

• Open the self-assessment

• Take about 5 minutes 

• Notice your own patterns and moments 
that feel more challenging

Consider: What patterns might you expect to 
see if you looked at your classroom data?



Intention

Collaborative
Partnership

• Invite students to co-identify tricky routines and what would help them feel more 
successful during these tough moments.

• Invite input from families to better understand behavior expectation across 
context. 

• Work with colleagues to collect and review data at the chosen VDP and/or share 
EDP routines and other strategies.

Culturally 
Sustaining

Inclusive 
& Safe Spaces

• Examine whether the same behavior is interpreted differently depending on which 
student is doing it. 

• Build routines that reflect diverse ways of engaging (verbal, nonverbal, movement, 
collaborative options).

• Invite students to co-create norms for routine connected to the VDP

• Notice whether the environment itself creates ambiguity (unclear expectations, 
chaotic transitions, unclear directions) and explicitly teach routines and procedures. 
• Use predictable cues and visuals showing what students can expect during 
identified routine

• Choose planned responses that increase consistency, clarity, and student dignity



Plan & Do
Implement in Real Life



Collaborative
Partnership

Culturally 
Sustaining

Inclusive 
& Safe Spaces

Always Start with Intentional Inputs

You will build your intentional inputs 
as part of your  implementation plan



Plan to Identify VDPs and EDPs
Leverage your Plan and Do, Check and Reflect, and 
Intentional Inputs planning documents and other needed 
resources.
• Reflect on your most common VDP: Identify the conditions 

that make decisions more vulnerable to bias: ambiguous 
behavior, pressure, internal load

• Recognize your existing EDPs: Notice when decisions feel 
clear, consistent, instructional and equitable.

• Estimate your current practice: Track how often you notice 
VDPs and EDP-supportive conditions. 

• Set a realistic goal: Choose a manageable target (e.g., 
notice 1 VDP/day, 1 EDP/week)

You will  “plan and do”
                   implementation and monitoring



Plan to Implement VDPs and EDPs 
Identification

• Plan how to shift conditions: Use reminders, visuals, routines and fairness 
tools to help move VDPs toward EDP conditions. 

• Support Sustainability: Identify a plan to self-monitor, review data, adjust 
practices, and celebrate meeting goals. 

You will  “plan and do”
                  implementation and monitoring



Be + App 
(Prompt & Monitor)

Routine Assessment 
(Environmental Assessment)

Supporting Resources (1)

Button to get Be+ in the Apple App store

Button to get Be+ in the Google Play store

https://cdn.prod.website-files.com/5d3725188825e071f1670246/5e8b5ce669409f830fe49ed9_appstore.png
https://play.google.com/store/apps/details?id=edu.uoregon.emberex_bpositive
https://view.officeapps.live.com/op/view.aspx?src=https%3A%2F%2Fbpb-us-e1.wpmucdn.com%2Fblogs.uoregon.edu%2Fdist%2Ff%2F19192%2Ffiles%2F2024%2F09%2FReACTRoutines-Assessment_Worksheet.docx&wdOrigin=BROWSELINK


Check
Monitor & Adjust



Monitor and Adjust Positive Greetings and 
Proactive Prompts

Monitor your effort:

• Use a simple checklist or weekly log

Reflect with colleagues and students:

• What’s working well?

• What blocking progress?

• What adjustments help?

• Are we aligned with our goals?



PLAN CHECK

Plan Your Practice
Identify your VDP and EDP
Develop planned responses 
Plan to implement & monitor 

Monitor, Reflect, and Adjust
Monitor classroom decision 

patterns
Reflect on equitable-supportive 
conditions
Adjust when needed

WHAT
 

WHY HOW

Key Features
 Vulnerable Decision 

Points
 Equitable Decision Points
 Situational factors + 

decision states

Your Rationale
 Support positive student 

engagement and 
connectedness

 Improve instructional 
quality

 Reduce disparities

Intentional Inputs
 Notice situations prone 

to snap decision
 Identify patterns in data
 Reflect: when are decision 

equitable?

Recap



THANK YOU for
Promoting Positive Practice

in the Classroom

Focus Practice 10: Identifying 
Vulnerable Decision Points and 

Equitable Decision Points
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