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Moving Upstream:
A Story of Prevention and Intervention
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In a small town, a group of fishermen 
gathered down at the river. Not long 
after they got there, a child came 
floating down the rapids calling for 
help. One of the group on                                 
the shore quickly                                  
dived in and pulled 
the child out. 

Minutes later another child came, then 
another, and then many more children 
were coming down the river. Soon 
everyone was diving in and dragging 
children to the shore, 
then jumping 
back in to save 
as many as 
they could. 

In the midst of all this frenzy, one of the 
group was seen walking away. Her 
colleagues were irate. How could she leave 
when there were so many children to save? 
After long hours, to everyone’s relief, the flow 
of children stopped, and the group could 
finally catch their breath. 
At that moment, their colleague came back. 
They turned on her and angrily shouted: 
“HOW COULD YOU WALK 
OFF WHEN WE NEEDED 
EVERYONE HERE TO SAVE 
THE CHILDREN?”
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She replied, “It occurred to me that 
someone ought to go upstream and 
find out why so many kids were falling 
into the river. What I found is that the 
old wooden bridge had several planks 
missing, and when some children tried 
to jump over the gap, they couldn’t 
make it and fell through into the 
river. So I got someone 
to fix the bridge”.

Continuum of Behavior Supports

All students in school

Universal Prevention
For all students

Targeted Intervention
For some students

Intensive Intervention
For few students

Examples of Behavior Supports

Continuum of Supports

Universal Prevention
•Identify expectations
•Teach
•Monitor
•Acknowledge
•Correct Targeted Intervention

•Check-in, Checkout
•Social skills training
•Mentoring
•Organizational skills
•Self-monitoring

Intensive Intervention
•Individualized, functional 
assessment based behavior 
support plan
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Social 
Behavior      

Social 
Studies

Science

Reading

Math

Phys. Ed.
Art

Student Profile: Eddie

The triangle is used 
to describe supports 
needed for student 
success rather than 
to label individuals

Prevention Logic for All
Redesign of teaching environments…not students

Decrease
development

of new 
problem 

behaviors

Prevent
worsening & 

reduce 
intensity of 

existing 
problem 

behaviors

Eliminate 
triggers & 

maintainers 
of problem 
behaviors

Add triggers 
& maintainers 
of prosocial

behavior

Teach, 
monitor, & 

acknowledge 
prosocial
behavior

Biglan, 1995; Mayer, 1995; Walker et al., 1996

Prevention Objectives Prevention Actions

Whole-school

Data-driven 

Prevention-based framework

For improving learning outcomes

For all students

Through layered continuum

Of evidence-based practices & systems

Multi-tiered 
Systems of 

Support



5

Develop a Culture of Competence

• Shared Language

• Shared Experience

• Shared Expectations

• Shared Values

Biglan, 1995; Horner, 2002

Implementation of schoolwide positive 
behavior support leads to increased 
academic engaged time and enhanced 
academic outcomes 

(Algozzine & Algozzine, 2007; Horner et al., 2009; Lassen, 
Steele, & Sailor, 2006)

Reducing Problem Behavior Resulting in More 
academic Time: Portage North Middle School

“I see a definite difference! …  
I am able to spend more time 
visiting classrooms.”
Celeste Shelton-Harris, 
Principal

“We have more time to discuss 
academic concerns and we are 
getting a lot more accomplished.”
Johanna Toth,
6th grade teacher
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1,792 referrals = 

26,880 min @15 min =

448 hrs =

56 days @ 8 hrs

One example school from our project…

Example School A

Proficiency on 4th Grade High Stakes Reading 
Test and Percent of Major Discipline Referrals 

from Classroom: 132 Elementary Schools
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What is School-wide Positive Behavior Support?

School-wide PBS is:
• A systems approach for establishing the social culture 

and behavioral supports needed for schools to be 
effective learning environments for all students.

Evidence-based features of SW-PBS
• Prevention

• Define and teach positive social expectations
• Acknowledge positive behavior
• Arrange consistent consequences for problem behavior

• On-going collection and use of data for decision-making
– Continuum of intensive, individual interventions. 

– Administrative leadership – Team-based 
implementation (Systems that support effective 
practices)
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The vision of the State Board of Education is to create learning environments that prepare students 
to be successful citizens in the 21st century. The educational community must provide a system that 
will support students’ efforts to manage their own behavior and assure academic achievement. An 
effective behavior support system is a proactive, positive, skill-building approach for the teaching 
and learning of successful student behavior. Positive behavior support systems ensure effective 
strategies that promote pro-social behavior and respectful learning environments. Research-based 
positive behavior support systems are appropriate for all students, regardless of age. The principles 
of Universal Education reflect the beliefs that each person deserves and needs a positive, concerned, 
accepting educational community that values diversity and provides a comprehensive system of 
individual supports from birth to adulthood. A positive behavior support policy incorporates the 
demonstration and teaching of positive, proactive social behaviors throughout the school 
environment. A positive behavior support system is a data-based effort that concentrates on 
adjusting the system that supports the student. Such a system is implemented by collaborative, 
school-based teams using person-centered planning. School-wide expectations for behavior are 
clearly stated, widely promoted, and frequently referenced. Both individual and school-wide 
learning and behavior problems are assessed comprehensively. Functional assessment of learning 
and behavior challenges is linked to an intervention that focuses on skill building. The effectiveness 
of the selected intervention is evaluated and reviewed, leading to data-based revisions. Positive 
interventions that support adaptive and pro-social behavior and build on the strengths of the student 
lead to an improved learning environment. Students are offered a continuum of methods that help 
them learn and maintain appropriate behavior and discourage violation of codes of student conduct. 
In keeping with this vision, it is the policy of the State Board of Education that each school district 
in Michigan implement a system of school-wide positive behavior support strategies.

Adopted September 12, 2006

Michigan State Board of Education Positive Behavior Support Policy 

…it is the policy of the State Board of Education that 
each school district in Michigan implement a system 
of school-wide positive behavior support strategies.

Positive Behavioral Interventions 
and Supports

• Emphasis is placed on prevention of 
problem behavior through creating 
predictable environments, teaching 
appropriate behavior and 
acknowledging appropriate behavior.

• Providing behavior interventions and 
supports matched to student need-
more intense behavior problems require 
more intensive supports

Layering of PBIS Practices

Staff Practices

• Identify Behavior 
Expectations

• Teach Behavior 
Expectations

• Monitor Behavior

• Acknowledge Behavior 
Expectations

• Correct Behavior Errors

Building Leadership 
Team Practices

• Planning/Coordination

• Communication

• Professional 
Development

• Development of 
materials/tools

District Leadership Team 
Practices

• Provide Visibility/Priority

• Planning/Coordination

• Create a system to develop 
staff competency (e.g., 
trainer, coaching)

• Create a system for 
organizational capacity (e.g., 
information, allocations of 
resources)

Let’s talk 
about this…
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Big Ideas to Improve Behavior
• Specify appropriate behavior
• Teach appropriate behavior
• Monitor behavior
• Encourage appropriate 

behavior
• Correct inappropriate 

behavior

Defining and Teaching School-wide Behavioral 
Expectations

• Define 3-5, positively stated, memorable 
expectations.

• Build Curriculum Matrix (Expectations X 
Locations)

• Build Teaching Plans 

– Teaching individual Expectations across 
locations

– Teaching all Expectations within a location

Consider your impressions 
of this school
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Example 
Behavior 

Expectations

Sandy Knoll Elementary Woodward Elementary

DeKeyser Elementary

Transform broad school-wide 
Expectations into specific, 

observable behaviors.

Expectations by Settings Matrix used as a 
tool for teaching the behavior expectations

Behavior Expectation Matrix 
(example)

Classroom Lunchroom Bus Hallway Playground

Respect 
Others

Use inside 
voice

Eat your 
own food

Stay in your 
seat

Stay to the 
right

Wait your turn

Respect 
Property

Recycle 
paper

Return trays Keep feet on 
the floor

Put trash in 
cans

At bell return 
equipment

Respect 
Yourself Do your best

Wash your 
hands

Be at stop 
on time

Use your 
words

Have a plan
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Teaching 
Behavior 
Expectations 
in Hallway:
East 
Elementary

Presentation: By grade, students will file into hallway.  Facilitator will 
announce expectation to the group, define it, and discuss the rationale.  
Volunteers will then demonstrate the incorrect way to act safe and respectful in 
the hallway (e.g., touching and pushing others, looking around and not paying 
attention, talking in line, and turning around looking and talking to other 
students.)  Students that are observing will rate the performance by holding up 
pre-made signs that either say, “wrong way” or “right way”.  A set of students 
will then demonstrate the expectation the right way (e.g., walking with hands at 
sides and feet to self, watching where class is going, no talking, looking straight 
ahead.)  Students will then be asked to hold the signs up again.  Volunteers will 
be acknowledged with reinforcers (pencils/erasers).

Practice: Each individual class will be asked to demonstrate.  The remaining 
class(s) will rate the demonstrating classroom with performance cards.

Reinforcement: Provide specific verbal praise to students after practice 
session.  After completion of training, each student will get a punch on the card 
with the school-wide settings listed 1) hallway, 2) bathroom, 3) lunchroom, 4) 
bus, 5) playground, 6) LMC, 7) Assembly.  When all settings have been trained, 
the card will be worth a snow cone or free popcorn.

Follow-up Plan: Daily, for the first three weeks of school, teachers provide 
precorrections (reminders about what the hallway expectations are as part of 
transition to specials, re-entry after recess, and dismissal).  Weekly, next four 
weeks of school.  Students will be reinforced with tickets.  A video will be 
created to show students as needed for reinforcement.

Materials Needed: Facilitator for lesson, Volunteers to do skit (classroom 
teachers for particular grade levels, Kim, Miriam, Special teachers), 
Performance cards, Video recorder, tickets, punch cards, and reinforcers.

Teaching 
Behavior 
Expectations 
in Hallway:
East 
Elementary

Reduction in Major Discipline Referrals

Build Acknowledgement Systems
Systems for Acknowledging Appropriate Behavior.

– Students should be acknowledged regularly (at 
least every 2 weeks)

– 5 to 1 ratio of positive to negative
– Always build toward independence

• move from “other” delivered to self-delivered
• move from frequent reward to infrequent
• move from concrete to natural

– Build on person-to-person relationships



11

Are “Rewards” Dangerous?
“…our research team has conducted a 
series of reviews and analysis of (the 
reward) literature; our conclusion is that 
there is no inherent negative property of 
reward.  Our analyses indicate that the 
argument against the use of rewards is 
an overgeneralization based on a 
narrow set of circumstances.”

– Cameron, 2002
– Cameron & Pierce, 1994, 2002

– Cameron, Banko & Pierce, 2001

Tickets used in 
raffle or to 
“purchase” items 
from school store

Building Consequence Systems

Systems for monitoring, interrupting and 
discouraging inappropriate behavior.

– Consistency across staff and administration
– Predictability but not rigidity
– Clarity about what is handled in class vs. 

office
– Establish efficient record keeping system to 

allow rapid response to behavioral error 
patterns. (office referral form… clearly 
defined problem behavior categories)



12

Establish Efficient and Valid Information 
System

Use Information for Problem Solving

– Gather information

– Summarize information

– Report information to the right people at 
the right times

– Use the information to make decisions

– Report to faculty, board, community
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In a small town, a group of fishermen 
gathered down at the river. Not long 
after they got there, a child came 
floating down the rapids calling for 
help. One of the group on                                 
the shore quickly                                  
dived in and pulled 
the child out. 

Minutes later another child came, then 
another, and then many more children 
were coming down the river. Soon 
everyone was diving in and dragging 
children to the shore, 
then jumping 
back in to save 
as many as 
they could. 

In the midst of all this frenzy, one of the 
group was seen walking away. Her 
colleagues were irate. How could she leave 
when there were so many children to save? 
After long hours, to everyone’s relief, the flow 
of children stopped, and the group could 
finally catch their breath. 
At that moment, their colleague came back. 
They turned on her and angrily shouted: 
“HOW COULD YOU WALK 
OFF WHEN WE NEEDED 
EVERYONE HERE TO SAVE 
THE CHILDREN?”
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She replied, “It occurred to me that 
someone ought to go upstream and 
find out why so many kids were falling 
into the river. What I found is that the 
old wooden bridge had several planks 
missing, and when some children tried 
to jump over the gap, they couldn’t 
make it and fell through into the 
river. So I got someone 
to fix the bridge”.

Continuum of Behavior Supports

All students in school

Universal Prevention
For all students

Targeted Intervention
For some students

Intensive Intervention
For few students

Examples of Behavior Supports

Continuum of Supports

Universal Prevention
•Identify expectations
•Teach
•Monitor
•Acknowledge
•Correct Targeted Intervention

•Check-in, Checkout
•Social skills training
•Mentoring
•Organizational skills
•Self-monitoring

Intensive Intervention
•Individualized, functional 
assessment based behavior 
support plan
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Social 
Behavior      

Social 
Studies

Science

Reading

Math

Phys. Ed.
Art

Student Profile: Eddie

The triangle is used 
to describe supports 
needed for student 
success rather than 
to label individuals

Prevention Logic for All
Redesign of teaching environments…not students

Decrease
development

of new 
problem 

behaviors

Prevent
worsening & 

reduce 
intensity of 

existing 
problem 

behaviors

Eliminate 
triggers & 

maintainers 
of problem 
behaviors

Add triggers 
& maintainers 
of prosocial

behavior

Teach, 
monitor, & 

acknowledge 
prosocial
behavior

Biglan, 1995; Mayer, 1995; Walker et al., 1996

Prevention Objectives Prevention Actions

Whole-school

Data-driven 

Prevention-based framework

For improving learning outcomes

For all students

Through layered continuum

Of evidence-based practices & systems

Multi-tiered 
Systems of 

Support
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Develop a Culture of Competence

• Shared Language

• Shared Experience

• Shared Expectations

• Shared Values

Biglan, 1995; Horner, 2002

Implementation of schoolwide positive 
behavior support leads to increased 
academic engaged time and enhanced 
academic outcomes 

(Algozzine & Algozzine, 2007; Horner et al., 2009; Lassen, 
Steele, & Sailor, 2006)

Reducing Problem Behavior Resulting in More 
academic Time: Portage North Middle School

“I see a definite difference! …  
I am able to spend more time 
visiting classrooms.”
Celeste Shelton-Harris, 
Principal

“We have more time to discuss 
academic concerns and we are 
getting a lot more accomplished.”
Johanna Toth,
6th grade teacher
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1,792 referrals = 

26,880 min @15 min =

448 hrs =

56 days @ 8 hrs

One example school from our project…

Example School A

Proficiency on 4th Grade High Stakes Reading 
Test and Percent of Major Discipline Referrals 

from Classroom: 132 Elementary Schools
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What is School-wide Positive Behavior Support?

School-wide PBS is:
• A systems approach for establishing the social culture 

and behavioral supports needed for schools to be 
effective learning environments for all students.

Evidence-based features of SW-PBS
• Prevention

• Define and teach positive social expectations
• Acknowledge positive behavior
• Arrange consistent consequences for problem behavior

• On-going collection and use of data for decision-making
– Continuum of intensive, individual interventions. 

– Administrative leadership – Team-based 
implementation (Systems that support effective 
practices)
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The vision of the State Board of Education is to create learning environments that prepare students 
to be successful citizens in the 21st century. The educational community must provide a system that 
will support students’ efforts to manage their own behavior and assure academic achievement. An 
effective behavior support system is a proactive, positive, skill-building approach for the teaching 
and learning of successful student behavior. Positive behavior support systems ensure effective 
strategies that promote pro-social behavior and respectful learning environments. Research-based 
positive behavior support systems are appropriate for all students, regardless of age. The principles 
of Universal Education reflect the beliefs that each person deserves and needs a positive, concerned, 
accepting educational community that values diversity and provides a comprehensive system of 
individual supports from birth to adulthood. A positive behavior support policy incorporates the 
demonstration and teaching of positive, proactive social behaviors throughout the school 
environment. A positive behavior support system is a data-based effort that concentrates on 
adjusting the system that supports the student. Such a system is implemented by collaborative, 
school-based teams using person-centered planning. School-wide expectations for behavior are 
clearly stated, widely promoted, and frequently referenced. Both individual and school-wide 
learning and behavior problems are assessed comprehensively. Functional assessment of learning 
and behavior challenges is linked to an intervention that focuses on skill building. The effectiveness 
of the selected intervention is evaluated and reviewed, leading to data-based revisions. Positive 
interventions that support adaptive and pro-social behavior and build on the strengths of the student 
lead to an improved learning environment. Students are offered a continuum of methods that help 
them learn and maintain appropriate behavior and discourage violation of codes of student conduct. 
In keeping with this vision, it is the policy of the State Board of Education that each school district 
in Michigan implement a system of school-wide positive behavior support strategies.

Adopted September 12, 2006

Michigan State Board of Education Positive Behavior Support Policy 

…it is the policy of the State Board of Education that 
each school district in Michigan implement a system 
of school-wide positive behavior support strategies.

Positive Behavioral Interventions 
and Supports

• Emphasis is placed on prevention of 
problem behavior through creating 
predictable environments, teaching 
appropriate behavior and 
acknowledging appropriate behavior.

• Providing behavior interventions and 
supports matched to student need-
more intense behavior problems require 
more intensive supports

Layering of PBIS Practices

Staff Practices

• Identify Behavior 
Expectations

• Teach Behavior 
Expectations

• Monitor Behavior

• Acknowledge Behavior 
Expectations

• Correct Behavior Errors

Building Leadership 
Team Practices

• Planning/Coordination

• Communication

• Professional 
Development

• Development of 
materials/tools

District Leadership Team 
Practices

• Provide Visibility/Priority

• Planning/Coordination

• Create a system to develop 
staff competency (e.g., 
trainer, coaching)

• Create a system for 
organizational capacity (e.g., 
information, allocations of 
resources)

Let’s talk 
about this…
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Big Ideas to Improve Behavior
• Specify appropriate behavior
• Teach appropriate behavior
• Monitor behavior
• Encourage appropriate 

behavior
• Correct inappropriate 

behavior

Defining and Teaching School-wide Behavioral 
Expectations

• Define 3-5, positively stated, memorable 
expectations.

• Build Curriculum Matrix (Expectations X 
Locations)

• Build Teaching Plans 

– Teaching individual Expectations across 
locations

– Teaching all Expectations within a location

Consider your impressions 
of this school
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Example 
Behavior 

Expectations

Sandy Knoll Elementary Woodward Elementary

DeKeyser Elementary

Transform broad school-wide 
Expectations into specific, 

observable behaviors.

Expectations by Settings Matrix used as a 
tool for teaching the behavior expectations

Behavior Expectation Matrix 
(example)

Classroom Lunchroom Bus Hallway Playground

Respect 
Others

Use inside 
voice

Eat your 
own food

Stay in your 
seat

Stay to the 
right

Wait your turn

Respect 
Property

Recycle 
paper

Return trays Keep feet on 
the floor

Put trash in 
cans

At bell return 
equipment

Respect 
Yourself Do your best

Wash your 
hands

Be at stop 
on time

Use your 
words

Have a plan
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Teaching 
Behavior 
Expectations 
in Hallway:
East 
Elementary

Presentation: By grade, students will file into hallway.  Facilitator will 
announce expectation to the group, define it, and discuss the rationale.  
Volunteers will then demonstrate the incorrect way to act safe and respectful in 
the hallway (e.g., touching and pushing others, looking around and not paying 
attention, talking in line, and turning around looking and talking to other 
students.)  Students that are observing will rate the performance by holding up 
pre-made signs that either say, “wrong way” or “right way”.  A set of students 
will then demonstrate the expectation the right way (e.g., walking with hands at 
sides and feet to self, watching where class is going, no talking, looking straight 
ahead.)  Students will then be asked to hold the signs up again.  Volunteers will 
be acknowledged with reinforcers (pencils/erasers).

Practice: Each individual class will be asked to demonstrate.  The remaining 
class(s) will rate the demonstrating classroom with performance cards.

Reinforcement: Provide specific verbal praise to students after practice 
session.  After completion of training, each student will get a punch on the card 
with the school-wide settings listed 1) hallway, 2) bathroom, 3) lunchroom, 4) 
bus, 5) playground, 6) LMC, 7) Assembly.  When all settings have been trained, 
the card will be worth a snow cone or free popcorn.

Follow-up Plan: Daily, for the first three weeks of school, teachers provide 
precorrections (reminders about what the hallway expectations are as part of 
transition to specials, re-entry after recess, and dismissal).  Weekly, next four 
weeks of school.  Students will be reinforced with tickets.  A video will be 
created to show students as needed for reinforcement.

Materials Needed: Facilitator for lesson, Volunteers to do skit (classroom 
teachers for particular grade levels, Kim, Miriam, Special teachers), 
Performance cards, Video recorder, tickets, punch cards, and reinforcers.

Teaching 
Behavior 
Expectations 
in Hallway:
East 
Elementary

Reduction in Major Discipline Referrals

Build Acknowledgement Systems
Systems for Acknowledging Appropriate Behavior.

– Students should be acknowledged regularly (at 
least every 2 weeks)

– 5 to 1 ratio of positive to negative
– Always build toward independence

• move from “other” delivered to self-delivered
• move from frequent reward to infrequent
• move from concrete to natural

– Build on person-to-person relationships
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Are “Rewards” Dangerous?
“…our research team has conducted a 
series of reviews and analysis of (the 
reward) literature; our conclusion is that 
there is no inherent negative property of 
reward.  Our analyses indicate that the 
argument against the use of rewards is 
an overgeneralization based on a 
narrow set of circumstances.”

– Cameron, 2002
– Cameron & Pierce, 1994, 2002

– Cameron, Banko & Pierce, 2001

Tickets used in 
raffle or to 
“purchase” items 
from school store

Building Consequence Systems

Systems for monitoring, interrupting and 
discouraging inappropriate behavior.

– Consistency across staff and administration
– Predictability but not rigidity
– Clarity about what is handled in class vs. 

office
– Establish efficient record keeping system to 

allow rapid response to behavioral error 
patterns. (office referral form… clearly 
defined problem behavior categories)
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Establish Efficient and Valid Information 
System

Use Information for Problem Solving

– Gather information

– Summarize information

– Report information to the right people at 
the right times

– Use the information to make decisions

– Report to faculty, board, community


