
Welcome!
We will get started Shortly

Disclaimer: The CW CSTAC Virtual Trainings are opportunities for open dialogue and thought-sharing among Community Schools colleagues. 
The views, opinions, and materials expressed and shared do not necessarily reflect the views of the NYS CSTAC and/or NYSED, nor does NYS 
CSTAC and/or NYSED promote any services/products discussed within this presentation

When presenting and/or sharing practices, please adhere to confidentiality and security requirements of NYS Education Law §2-d** Personally 
Identifiable Information (PII) is information that can be used to identify an individual whether directly (e.g. student’s name; names of parents 
or family members; address of the student or student’s family; personal identifiers like social security numbers) or indirectly when linked with 
other information



(607)777-9383
cstac@binghamton.edu

www.nyscommunityschools.org

http://www.nyscommunityschools.org/
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Let’s Reflect!
Please divide a sheet of paper into thirds

In the FIRST column, please consider how you would 
describe your role (pre-COVID and COVID).  What 
do you do? (this is for community partners and school partners alike)

In the SECOND column, please consider how you think 
your Administration would describe your role.  What 
would they say you do? (pre-COVID and COVID)

In the THIRD column, please consider how your staff 
would describe your role.  (pre-COVID and COVID)
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Let’s Connect

What is Good, Bad, or Ugly about the 

reality of what you wrote down?

7
min.
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• Called in to respond to “crisis” a LOT 
• Feels like anyone at any time

• The work is typically more reactive than proactive

• Need to provide more IEP minutes than you have 
in a day!  Can be asked to open Social 
Emotional domains for IEPs without knowledge 
of any prior concerns or interventions attempted

• Sit in on MANY problem-solving meetings (smarter / harder)

• We are not administrators, and we are not teachers

• We hold knowledge that others need, but don’t have a platform to help disseminate it

• Student progress based on “how student ‘A’ does with the clinician in the clinician’s office” 
vs. measuring the generalization of skills into other settings

• Decisions about who receives higher levels of social/emotional/behavioral/mental health 
support are often decided subjectively (often at SIP, PST, PPT, etc.) vs. data-driven 
decision making
• We so often skipped Tier 2 and went straight to the Clinician!

Our field had challenges PRE- pandemic 
(and pre-MTSS)!

In general, clinicians have decided 
who to see, when to see them, and what to do while with them.
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they are just amplified now more than ever.

There have always been 
challenges in our work…



Systems are designed to get 
you the exact outcomes you 
are getting...

together we have (unintentionally) allowed 
some of our systems to remain broken. 
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Sample 3rd / 4th Column on the T-Chart

What behavior is 
meant to be 

addressed in the 
classroom

What behavior is 
meant to be 

addressed in the
front office

What behavior is 
meant to be 

addressed in the 
clinician’s office

What behavior is 
meant to be 
addressed 
through a 

partner 
agency?
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North Elementary School, 
Crystal Lake School District #47
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North 
Elementary 

School, 
Crystal 
Lake 

School 
District #47



Let’s Connect

• What could it look like to create a T-Chart with an added 

column(s) in your building?

• What systems would you need to disrupt?

• In what ways would your work get easier if you were 

able to do it?

7
min.
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Primary Prevention:
School-/Classroom-
Wide Systems for

All Students,
Staff, & Settings

Secondary Prevention:
Specialized Group

Systems for Students with 
At-Risk Behavior

Tertiary Prevention:
Specialized 

Individualized
Systems for Students with 

High-Risk Behavior

~80% of Students

~15% 

~5% 

• Data (who)

• Practices (what)

• Systems (how)

We already have a structure to 
help us reach ALL youth

(adapted from USDOE 
OSEP PBIS TA Center, 
2010)

A Multi-Tiered System of 
Supports Framework
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So what is the shift?

TO
Helping to build the capacity 

of the rest of the staff

Moving from being the only 
response 

to identified social 
emotional needs, to being 

social emotional 
leaders of the building.
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For some, it‘s a 
HUGE shift... 

from supporting 
ONLY students

To 
providing 

more 
support to 

adults



And that means... 
changing 

adult behavior 
(interventions = changes in staff

procedures and practices)

This work is about changing the environment to 
make it more likely that kids will succeed (both 
academically and socially/emotionally).

This work is not about changing kids.



Hiring another clinician is NOT going to 
be the answer!

• It’s a reactive response (not getting at the root of the issue)
• If you build it they will come! (and we will keep doing the same thing)
• They will not change the way we practice

(it won’t make OUR work more effective or efficient)
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Tier 1

Coaching/

SYSTEMS

• Teams

• Systems

• Data

• All-Staff

• All Students/ Families
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Tier 2

Coaching/

• Systems

• Interventions

• Training/Support 

for Facilitators

ali hearn coaching + consulting, 2022



Tier 3
Coaching/

• Individual 

student teams

• Direct service
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All 3 Tiers

Social 
Emotional 

Leaders for 
the building

Consult
(Coaching)

Helping to build 
the capacity of 

the entire building 
to support 

social/emotional 
needs
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Another way of talking about the work is 
Micro, Mezzo, and Macro level work

Mezzo:  Families, 
Teams or Groups

Macro:  Organizations 
Communities or Policies

Micro: Individuals
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Let’s Connect

• How were you originally trained- Micro vs. Macro?

• Where do you spend the bulk of your time?  Which Tier?

• What would it look like to move further up in the 

triangle?

7
min.
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Larkin High School Map of Student Support Programming

Area of FocusAcademic Social/Emotional/Behavioral

Le
ve

l o
f I

nt
en

si
ty

Lo
w

Hi
gh

*- meets all PBIS/RTI criteria - Not Fully Implemented

George Kalousek – Antonio Rios – Universal Team

Kim Kalousek – Darlea Livengood – Secondary Systems Team 

Melissa Nytko, Joan Riedel, Karen Lopez

Systems Team:
Systems Coordinators: Student/Parent Ambassadors:
Administration, Academic and Behavioral Intervention Three to Five Representatives (need more)
Coordinators, Tier 1/2/3 Coaches

Tier 3

Tier 1

Updated: 12/22/2014

FBA/BIPS* 
(Coun/SPED CM)

RENEW* 
(Riedel/Lopez)

IEP/SPED

I-CICO* Attendance 
Room (Riedel)

CICO*        
(Abdic)

Teen 
Parenting  

(U46) 

Freshmen 
Transitions     

(Soc. Workers)

Scheduled 
Res. Room* 

(Counselors)

Reading 
Classes

AVID 

(Osorio)

Boys and 
Girls Club

School Council 
with 9th grade 

Transition team

KAGAN    
(Osorio)

ROYAL 
Power*

Resource Room 
Drop-In 
(Gartshore)

Behavior Intervention 
Coordinator: 
Antonio Rios

Academic Intervention 
Coordinator: 

Darlea Livengood
Tier 

3

Tier 
2

Tier 
1Core 

Curriculum*

5TH yr. 
Contracts 

(Rios)

Game 
Changer 
Mentors

Truancy    
1-on-1

Royal* 
Mentors

Girls Mentoring  
(Soc. Workers)

Post Hospital  
(Soc. Workers)

Grief Group    
(Soc. Workers)

Why Try?       
(Soc. Workers)

In School 
Intervention

RENZ Center 
Alcohol/Drug 

Educ. *After School 
Tutoring BGC

Prescriptive 
APEX 

SAIG*

Required 
Tutoring BGC
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Thank you, Lincoln Public Schools, NE  for the example
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Let’s Connect

• Where are you specifically involved at each Tier?

• How are you personally involved (or not) with each box on the Map?

• Has your space in the system been able to change with the changing 

times of COVID?

• How could your involvement look different than it does?

Should it?
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General Education & Special Education

Tier 1/Universal
School-Wide Assessment / School-Wide Prevention Systems

Intervention that provides higher doses of 
adult connection, specific social skill development, specific feedback, etc.

Brief Function-Based Problem 
Solving

Individualized Team Development:
Complex Function-Based Problem Solving

Person-Centered Planning

Modified CICO
Continuum of Groups 

(low intensity to high intensity)
Other Tier 2 Interventions

Community Squared*
(Tier 2 pro-active Circle work)

ali hearn coaching + consulting, 2021
Adapted from the Midwest PBIS Network

* Currently in 
development



General Education & Special Education

Tier 1/Universal
Environment, relationships & community, classroom practices, SEL competencies, etc.

Intervention that provides higher doses of 
Adult connection, specific social skill development, specific feedback, etc.

Brief Function-Based Problem 
Solving

Individualized Team Development:
Complex Function-Based Problem Solving

Person-Centered Planning

Modified CICO
Continuum of Groups 

(low intensity to high intensity)
Other Tier 2 Interventions

Community Squared*
(Tier 2 pro-active Circle work)

ali hearn coaching + consulting, 2021
Adapted from the Midwest PBIS Network

* Currently in 
development

How do we design this filter to 
prevent too many students from 
going through to receive Tier 2 
support, AND also ensure that 

enough youth receive it?

Who will receive 
clinician support



Example of 
flowing 

through the 
triangle

Thank you, Palatine School 
District #15,  IL  for the example



Example of 
flowing 

through the 
triangle

Thank you, Larkin High School, Elgin IL  
for the example
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Let’s Connect

• How do students flow through your triangle?

• Are they serviced outside of the Tiered Approach? (fast-tracked)

• What do they get along the way?

• How do you know who gets more?

• How do you know if it’s working?

7
min.
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General Education & Special Education

Tier 1/Universal
School-Wide Assessment / School-Wide Prevention Systems

Intervention that provides higher doses of 
adult connection, specific social skill development, specific feedback, etc.

Brief Function-Based Problem 
Solving

Individualized Team Development:
Complex Function-Based Problem Solving

Person-Centered Planning

Modified CICO
Continuum of Groups 

(low intensity to high intensity)
Other Tier 2 Interventions

Community Squared*
(Tier 2 pro-active Circle work)

ali hearn coaching + consulting, 2021
Adapted from the Midwest PBIS Network

* Currently in 
development

What they get 
along the 

way… that’s the support.

*



One of the biggest 
places we sink into 
quicksand is being 
“brought in” for an 
individual youth 
concern vs. bringing professional development to the 

adults who have the ability to impact 
hundreds of youth with that same issue.

ali hearn coaching + consulting, 2021

one at a time

Systems approach



Primary Prevention:
School-/Classroom-
Wide Systems for

All Students,
Staff, & Settings

Secondary Prevention:
Specialized Group

Systems for Students with 
At-Risk Behavior

Tertiary Prevention:
Specialized 

Individualized
Systems for Students with 

High-Risk Behavior

~80% of Students

~15% 

~5% 

We Need a Structure and a 
Framework

(USDOE OSEP PBIS TA Center, 2010)

A Multi-Tiered System of 
Supports Framework
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What does your teaming model look like?

ali hearn coaching + consulting, 2021

Members (functions) include: 
Administrator, Tier 3 Coach, 

clinician, intervention 
coordinators, 

Plan School-wide & Class-wide 
supports for students and staff:
• Data Systems
• Teaching Systems
• Acknowledgement Systems
• Communication Systems

Uses data to progress 
monitor intervention fidelity 

and effectiveness.  Addresses 
systems barriers to 

implementation.

Brief FBA-BIP 
Development

Tier 2 
Systems Team

Tier 1
Team

CICO

SEB Instructional 
Groups

Modified
CICO

Members (functions) include: 
Administrator, Tier 2 Coach, 

FBA/BIP Coordinator, clinician, 
staff voice & teacher, caregiver, 
student of any individual plans 

generated

Members (functions) include: 
Administrator, Tier 2 Coach, 

clinician, intervention 
coordinators,

Members (functions) include: 
Administrator, Tier 1 Coach, staff, 

student, family, 

Universal Support

Creates individualized plans 
based on function for individual 

youth and/or Identifies 
appropriate intensified supports.

Uses data to progress 
monitor intervention fidelity 

and effectiveness.  Addresses 
systems barriers to 

implementation.

Tier 3 
Systems Team

Function Based 
Problem Solving (BIP 

Development) Team

Rev 5/13/20 Midwest PBIS Network

Complex FBA-BIP

Wraparound

RENEW
Other Problem 
Solving Process



ali hearn coaching + consulting, 2020

Where are 
your biggest 
pain points?



We need to be willing to 
disrupt the system(s)

And we need our Admin to partner with us 
in doing so. 



We Need Each Other 
to disrupt the systems

ali hearn coaching + consulting, 2021

Authority
+ 

Expertise
= 

Change

Administrators 
+ 

Clinicians

Together We Are 
Social Emotional Leaders



We need the help of Admin to 
“clear the way”!

Mess up the sand in their sandbox J
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Are We Willing/Able to disrupt the system?
“If not now, then when?  If not us, then who?” - John Lewis

Systems Consideration
What System Would 

We Need to 
Disrupt?

What Support 
Would you Need?

What is 1 Action 
Step You Can 
Take now?

Installing mechanisms that ensure students 
are not referred directly to clinicians 
after lack of response to Tier 1

Using team problem-solving time for 
bringing Professional Development to 
staff vs. planning around one youth at a 
time

Successfully implementing Groups (for 
any youth that data indicate need it) at 
Tier 2

Supporting Teachers with implementing 
SEL supports in their classrooms (coaches)

Helping to support staff with adult Tier 1 
needs (SEL competencies, etc.)

Ensuring communication is solid between 
clinicians, administrators, and coaches

Other?



We Need A Strong Partnership
to effectively disrupt the systems
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We Need A Strong Partnership
to effectively disrupt the systems
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Thank You.

Ali Hearn, LCSW

Website: heyalihearn.com

E-mail:  ali@hearncc.com

Social:  @heyalihearn

For everything you do.
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