Coaches’ Training  (SERC, 2006)
Possibilities for FAQ/Strategy list

Q: 
When the team proposed the idea of PBS to our staff, we had nearly 100% buy-in. Now that we are beginning to look at the specifics of the program, many staff members are not very supportive at all. How can I get everyone (back) on board?

A: 
Use information and data to guide implementation (e.g. ODR, “Top Ten Staff Concerns” poll, etc.). Constantly provide staff with data to show that there is a need for PBS and that it is working. Show examples from other schools.

Q:
Our team has difficulty finding time to meet. How can we manage our time more efficiently?

A:
As a coach, you need to push to set up a regular routine. In order to “compete” with other priorities in the school, you can consider using the PBS content to organize how things are put into place (e.g., think of how PBS could be part of the CMT process). 


Ideas for streamlining meetings:

· Draft a calendar ahead of time, with meeting dates, long-term goals, and short-term goals, rather than trying to schedule from meeting to meeting
· Prioritize your agenda and have it ready before each meeting
· Establish rules and routines for your meetings – they should be predictable
· Keep an eye out: is the process efficient? If not, what can be changed?
Q:
How important is it that I am seen as the coach?

A:
Very important. The team needs a recognizable coach and facilitator. You are the one who is a liaison to the state support; you will be the one who needs to occasionally put on “the coaches’ hat” and guide decision-making. You are the mouthpiece for your team, and you need to know what it is that the team is supposed to being in case everyone is not fluent with PBS ideas and terminology.

A:
What else should I be doing for my team?

Q:
Besides running efficient meetings, bringing information back from regional facilitators, and coordinating PBS efforts, you should be finding opportunities to recognize your team for their accomplishments and offer praise. Remember, being a coach is about managing the adults, not the kids. Acknowledging staff is a crucial function of being coach. Publicize success stories.


Also, consider sending out minutes from each meeting to each member of your team (e-mail is a great tool for this!). Keep everyone informed.


Remember to delegate to your team members – you should NOT be the go-to person for all tasks!

Q:
My team is anxious to learn the PBS “tricks” for dealing with kids. What should I tell them?

A:
Tell them that PBS is about systems, not tricks. Once your systems variables (e.g. team, data, procedures) are in place and the staff has changed their behavior according to PBS, you should start to see improvement in your school climate.

Q: 
I am both an administrator and the PBS coach at my school. How can I prevent these roles from confusing my team and my staff?

A:
At meetings, remind your team that you are wearing your “coaches’ hat.” Also, remember that the PBS team embraces shared responsibility. During meetings with the entire staff, you may want to consider having other team members share information so that your team will appear as a unified front rather than a principal’s task force.

Q:
My team has become complacent. What can I do?

A:
Acknowledge the great job they’ve done. Encourage team members to organize a newsletter to inform families and other staff about their accomplishments. Look at data. As a coach, it is important to recognize that your role and your team’s roles will shift after PBS is implemented; remind the team that there are now different functions and different tasks to accomplish.

Q:
Our team hasn’t yet been able to meet as a committee. What can I do in the meantime?

A:
Get your team to do something, even if the larger group can’t meet. Something progressive should always be happening.

Q:
We already have a social skills program (e.g. Second Steps) in our school. How can I convince the staff that PBS is necessary?

A:
Remember that PBS is not a curriculum; PBS is about procedures, not name. You don’t have to promote PBS language to provide behavior support. Any program that you are using in your school should fulfill a need and should be evidence-based. If your school is using another program, ask: what need does it fill? Where is the evidence that we need this program? Where is the evidence that it is working? What are the outcomes? Remember, there is a place for other programs within the larger PBS structure; PBS can be an “organizing umbrella”. The team can realize that they have a certain resource (in another program) and then see if the staff has a need. As a coach, you need to make the staff aware of how programs can work together.

Q:
My team is large and our meetings are inefficient.  What can I do?

A:
Have an agenda for each meeting. Consider using PowerPoint slides, which can be copied and distributed to all members. Break down the group into small subgroups and assign tasks accordingly. If your school is large, consider having one member from each department on your team and have that member relay content to his or her department (before having a school-wide meeting).

Q:
Several staff members at our school don’t want to do PBS. Some don’t think it’s “punishing” enough; others just think it’s a waste of time.  What can I do?

A:
Keep the staff informed of the progress being made. Use data. Consider having a “PBS Corner” or bulletin board where your team can post notes and information about the process and its successes. Solicit feedback from ALL staff. PBS works best when staff members are not forced into it. As a coach, you need to make it make sense, be reinforcing, and have clear outcomes. Also remember that the PBS triangle can sometimes apply to staff, as well – don’t worry about the top 5%. 

Q:
Our team lacks administrative and/or district support. How can I improve this?

A:
Think about what you can do as a team that is small, but highly visible. Share success stories and data. Always keep administration informed of what the team is doing (e.g. forward minutes, invite to meetings, etc.). Find out how PBS fits into district-wide agendas and make a case for your team’s efforts. Share outcomes. Remind administrators that fewer discipline problems will result in more time for them to be instructional leaders.

