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Activity 3: Using Data to Gain Buy-In 

This document provides an activity for individuals or teams to take back to their 
buildings in order to establish or enhance staff buy-in for PBIS.  

Author: Michigan’s Integrated Behavior and Learning Support Initiative (MIBLSI); 
adapted from Behavioral Response to Intervention: Creating a Continuum of Problem-
Solving & Support by Randy Sprick, Mike Booher, & Mickey Garrison. 

Version: 1.0 

Date: March 2018 

Directions:  
The main responsibility of the School Leadership Team (SLT) is to bring a data-based 
problem-solving structure into the school culture. Review the following steps and 
determine how you can use data to gain buy-in from staff for PBIS.  

With SLT, prior to staff meeting: 
1. As a team, review meaningful data about safety, discipline, and climate to determine 

the strengths of your current practices and possible gaps/weaknesses. Make sure to 
include:  
• Surveys 
• Observations 
• Patterns of discipline referrals 
• Current school policies 

2. Compile the data and create a summary report from each data source to present to 
staff 

During a staff meeting: 
1. Put staff into groups of 2 or 3 (you may want to strategically group staff members to 

encourage maximum participation) 
2. Give each group the summary from each data source and ask them to identify 

gaps/weaknesses that might be appropriate to address as a staff (e.g., student 
perception data shows a large number don’t feel safe at school) 

3. Ask each group to share their identified gaps/weaknesses, and record them on chart 
paper for the large group 
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4. After all ideas are recorded, give each staff member two sticky dots (or small sticky 
notes) to place next to the two gaps/weaknesses on the chart paper they feel should 
be a prioritized for action 

5. To end the session, tell staff that the SLT will be working to create a proposal based 
on the prioritized concerns and will be coming back to the staff for feedback on that 
plan 

After the staff meeting with SLT:  
1. Using staff input provided during the meeting, create a proposed plan for 

addressing the prioritized areas using the Big Ideas of PBIS 
2. Present the plan to staff as soon as possible and continue to revise the plan 

based on staff feedback until the staff is ready to adopt the new policies or 
practices. Each time a new version of the plan is proposed, give staff the option 
to revise the proposal. Without teacher support, it will not succeed. 

The goal is to adopt new policies, new attitudes, and new ways of approaching the 
identified problems.  

Important Considerations: 
• The SLT’s job is to help unify the staff in defining the school’s priorities. Try to 

rally the staff and build excitement around improving a few areas for the next 
time period (e.g., one semester) 

• A principal’s role is to tell staff to consider the proposal carefully and provide 
feedback for the team to consider. The administrator can help ensure there is 
adequate support for the teachers to implement the plan. He/she can also ensure 
that each and every teacher implements the plan. 

• Some percentage of staff may be resistant to new policies and procedures and 
the SLT must continually work to increase support for implementation. Teacher 
enthusiasm is key and non-support of teachers can derail even the best 
proposal. Administrators play an important role in supporting those teachers that 
are reluctant to adopt new practices 

• Never stop this process of sharing data with the staff and getting feedback to 
support continuous improvement 
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Considerations: 
What are some benefits of this activity? 

What resources would be needed to accomplish this back in a building? 

How could this activity be adapted to contextualize it for a specific building? 

What might be a school leadership team’s next steps after completing this with their 
staff?  

Michigan’s Integrated Behavior and Learning Support Initiative (MIBLSI) is a Grant Funded 
Initiative (GFI) funded under the Individuals with Disabilities Education Act (IDEA) through 

the Michigan Department of Education. 
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