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Staff Wellness: MTSS Approach
Framing adversities and educators’ 
distress as a collective rather than an 
individual problem 

The West Virginia Behavior/Mental Health Technical 
Assistance Center at Marshall University

is a collaboration between:

Learning Objectives

• The Canary in a Coal Mine: Incentives for focusing on staff 
wellness

• Four areas of focus
• School-climate and staff wellness

• Staff wellness vs individualized self-care
• A functional communication system and the power of 

staff/teacher “voice”
• Listening Tours for collecting staff/teacher feedback
• Staff wellness strategies from a multi-tiered system of 

support approach



5/30/2023

2

Story of a Canary in a Coal Mine

90% of educators 
indicate that 
burnout is a 
serious problem.

Over half of teachers want to leave the 
profession early, NEA poll finds : NPR

National Education Association, 
February 1, 2022

51+ Teacher Burnout Statistics 2023 - 
US Burnout Rates (thinkimpact.com)

https://www.npr.org/2022/02/01/1076943883/teachers-quitting-burnout
https://www.npr.org/2022/02/01/1076943883/teachers-quitting-burnout
https://www.thinkimpact.com/teacher-burnout-statistics/
https://www.thinkimpact.com/teacher-burnout-statistics/
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With Record-High Teacher Vacancies, 
Schools Are Asking “Parents” to Sub….

45% of Publ ic 
Schools 
Operating 
Without a  Full 
Teaching Staff in 
October 2022

Press  Release - Forty-Five Percent of Public Schools Operating W ithout a Full 

Teaching Staff in October, New NCES Data Show - December 6, 2022 (ed.gov)

What Are West Virginia 
Educators Saying? …

• Increased demand for results with a 
lack of “resources”, “support” and 
“time” to meet job responsibilities. 

• I feel like I am getting drained from all 
my energy. I have nothing left to 
give….

• Feeling isolated, hopeless or helpless

• I have “NO VOICE” 

https://nces.ed.gov/whatsnew/press_releases/12_6_2022.asp
https://nces.ed.gov/whatsnew/press_releases/12_6_2022.asp
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Four Areas of Focus
Policies: 
1. Is teacher/staff wellness included in the school                

(or district) strategic plan?

• Mentors for “new” teachers 

• Crisis Support Plans

2. Is school administrator and district administrator 
wellness included in strategic planning?
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Four Areas of Focus

Practices: 
What practices need to be embedded to 
improve the “social-emotional health” of all 

staff and students. 

What is ARC? - 
ARC Framework

Four Areas of Focus

Data: 

Use staff feedback data to identify 
protective factors, needs or risk factors and 
to problem-solve and guide decisions for 

staff wellness implementation.  

https://arcframework.org/what-is-arc/
https://arcframework.org/what-is-arc/
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a.% of staff who feel connected 
(within grade level/team and / or 
school level)

b.% of staff who feel like they have 
skills to manage student needs

c.% of staff who feel the workload is 
manageable

d.% of staff who feel they have a 
voice at the table

e.% of staff who feel they have the 
resources and supports to do their 
job well Guide for Problem Solving, Collecting Data and 

Checklists for Fidelity Center on PBIS | Resource: Building a Culture of Staff Wellness 
Through Multi-Tiered System of Supports

Four Areas of Focus

Ev idence of a Toxic School 
C l imate:

• No clear sense of purpose

• Hostile relationships

• Emphasis on rules over people/mission

• An absence of honest dialogue

• More self-preservation than collaboration

• Punishment instead of recognition

• Lack of safety

• Active back channels over formal 
lines of communication 

School Climate: 

A positive school climate encourages a respectful, caring, and trusting 
relationships with everyone within the school community. It is essential for 
any school’s success and sustainability. Pos itive School Climate: H ow Important Is  It? | Saint N icholas  School

10 Signs of  a Toxic School Culture (ascd.org)

https://www.pbis.org/resource/building-a-culture-of-staff-wellness-through-multi-tiered-system-of-supports
https://www.pbis.org/resource/building-a-culture-of-staff-wellness-through-multi-tiered-system-of-supports
https://saintnicholas.school/positive-school-climate-how-important-is-it/
https://www.ascd.org/el/articles/10-signs-of-a-toxic-school-culture
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Staff Wellness is “Directly Affected” by
                                                                  the “Climate” of the School

There is no doubt that in schools 
where there are high levels of 
harmony and a positive outlook, 
staff usually experience:

• Fewer teachers leaving/retiring

• Improved sense of belonging

• A sense of safety

• Less absenteeism

• Sense of connection 

• Higher levels of job performance
Marie Amaro, How School Culture Impacts Teacher Wellbeing

…to promote common areas and classrooms that are more 
Predictable, Consistent, Positive, Safe and Engaging. 

The Goal of “PBIS” is to Create a Positive 
School Climate

Clear 
Expectations

Shared 
Vision and 
Language

Feeling 
Supported 

and 

Respected

Emphasis on 
Relation-

ships

Involved In 
School Life

Positive 
School 

EnvironmentRegular 
Collection 

of 

Data/Feed
back PBIS Implemented With 

Fidelity

WVTSS and Climate Surveys
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Center on PBIS | Resource: School Climate 
Survey Suite

A Staff-Wellness 
Approach vs 
Individualized 

Self-Care

How to become Better at 

 

• Framing adversities and 
employee distress as a 
“collective” rather than an 
“individual” problem. 
reinforces genuine connection 
and better recovery.

~ Wellbeing Can Not Be Achieved Alone ~

https://www.pbis.org/resource/school-climate-survey-suite
https://www.pbis.org/resource/school-climate-survey-suite
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An organization’s survival 
hinges on the employee’s 
ability to communicate 
effectively 

(Downs  & Adrian, 2004; Orpen, 1997). 

A Functional 
“Communication 

System” 
that Connects people 
whi le Supporting and 

Maintaining s taff-
wel lness
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A Two-Way Communication that Supports 
“Staff Wellness” and a “Positive School Climate”

A Two-Way Communication System that Supports 

This sounds great but there is not enough time in the 
day to develop another “System” and/or “Team”…

•Aligning 
Initiatives  

•Thinking 
“Smarter” not 
“Hardier”…

~ Author: Danica Conner ~

Wellness teams can be “part of” 
or “an extension” of a team that 

already meets. 

• Positive Behavioral Interventions and 
Supports (PBIS) Team 

• WV Tiered System of Support Team 
(District or School Level)

• School-Climate Team

• Strategic Leadership Team

• Trauma-Informed Team 
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Roane County “PBIS” 
School Teams

3-5 
Grade

6-8 
Grade

;

;

; ;

;

;;

;

; ;

;

; ;

;

; ;

;

;

Buddy System Approach

Teams
Grade Levels 

• Gather Educators’ Feedback 
• Needs
• Perspectives

• Possible Solutions 
• Data Based Decision Making
• Staff Wellness Action Plan 

and Implementation 

 

PK-2
 

Grade
Two Way 

Communication 
System

A School Team 
Member 
Representation at 
each Grade Level 
Team

Teams
Curriculum Level 

A School Team 
Member is 
represented at each 
Curriculum Team

“Identify Barriers” 
and “Fix the Leaks”

• Honest Opinions of 
school climate and school 
systems 

• Staff Perceptions of 
school behavior 
management

• Collect Data: Target the 
Systems that are the 
origin of the problem
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Digging Deeper: 

Understanding the 
Power of 

Analyze Feedback 
Data and Identify 
Common Themes

Adapted from Booth Sweeny, L. and Meadows, D. 

(2010). The Systems Thinking Playbook. Chelsea Green 
Publishing

Too Many 
Surveys???

Rethink the Email, 
Text, G-Chat and 

make the Personal 
Connection 

~ Dr. Bruce Perry Conference, April 2018 ~

Listening Tour: 
The Past, Present and 

Future

As school team 
members meet with 
grade/curriculum level 
teams, consider asking 
these questions to 
generate feedback.

Suggestions for 
Improvement….
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The “ ” 
Solutions Often Come 

From Those 
In The Trenches

Listening Tour
Alternative 
Questions 

Questions Based 
on Feedback 

Survey 

Q1 – Are major/minor inappropriate behaviors 

clearly defined and universally understood by all 
(majority of) teachers?

Q2 – Does the office referral process allow for 
communication between administration and 
teachers regarding interventions and 
consequences? 

Q3 – Is there seen & felt respect between staff 
to student, student to student, admin to staff 

and staff to admin? 

Q4 – What is our school’s strength?  What’s 

working?  

Suggestions for 
Improvement….
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A Few Listening Tour Outcomes

• Improved hallway transitions by implementing strategies that 
reduced the number of  students skipping class in addition to 
students not following hallway expectations and procedures.  

   

• Active Supervision Teacher Teams

• Hallway Script for administrator(s) and teachers to follow as a guide 

• Developed and/or Enhanced School and Classroom Discipline 
System to improve consistency with consequences and to promote  
clearer communication between administration-teacher regarding 
disciplinary action.

A Few Listening Tour Outcomes

• Developed an acknowledgment system for recognizing teachers' 
strengths and accomplishments. 

• Weekly Teacher Shout-Outs (Teacher-Teacher / Student – Teacher)

• Administrator(s) acknowledge/recognize 3:1

This Looks Like PBIS

Evaluate the Feedback and 
“ACT” 

on At Least One Suggestion. 

Rational Optimism

Realistic Assessment 

of the Present

Not an Example of 

Rational Optimism 

Picture was taken right before the bull charged
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The Message…
   
      

My Behavior 
Matters

Mattering: The Key To Collective Teacher Efficacy and 
   Lower Stress Levels ( )

• Elliott et al. (2004) stated 
that mattering is "the 
perception that, to some 
degree and in a variety of 
ways, we are a significant 
part of the world around us" 
(p. 339).

• Teachers want to feel they 
matter, both individually and 
as part of a larger team that 
has the capacity to make a 
difference. 

How Mattering Matters for Educators (ascd.org)

This is where you get 
your teachers feeling:

• Supported

• Sense of Connection

• Sense of Belonging

• Purpose

https://www.ascd.org/el/articles/how-mattering-matters-for-educators
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Based on staff feedback and data, teams develops an “Action 
Plan” for measurable goals, objectives and activities: 

Who

What

Where

When

How

Why

Acting on Your Data to get a Win 



5/30/2023

17

Staff Wellness by 
Using a 
Multi-Tiered 
Support System 
Approach 

All

SOME

FEW

WVTSS
A Framework that suggests 
flexible use of resources to 

provide academic, 
behavioral, and mental 

health support to enhance 
learning for 
all students
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TIER 1 (All) 
• Weekly M orning M eetings  (Staff Connection / Wellness  Temp. Checks)
• Listening Tours  and Teachers ’ Voice

• D ata Collection and Implementation of Staff Solutions
• School Climate Survey
• Relationship Building / Buddy System (Grade/Curriculum Level Teams)
• Staff Wellness  M iss ion and Expectations  

• Predictable and Consistent Routines and Procedures that Promote Staff Wellness
• School-wide / Classroom Cris is  Support Plans
• M ind/M ovement Breaks  in D aily Schedules

• Self-Regulation Strategies  in D aily Schedules
• Profess ional D evelopment centered on (or with) staff wellness

• Self-Wellness  Awareness  and Self-Advocacy

• Yoga, Art, M indfulness, etc.

• Classroom M anagement / D e Escalation Strategies
• Adult Social Emotional Learning 

• Gratitude Practices
• Private/Public Acknowledgements

TIER 2 (Some)

• Buddy System
• Tap-In/Tap-Out
• Check-In/Check-Out

• M entoring (New Teachers) 
• Calming Space
• Practice-Based Coaching

• Gratitude Practices
• Acts  of Service
• G ifts/Notes

• Classroom M anagement / Organizational Skills

• Book Studies
• Before / After School Activities

• Yoga
• M indfulness  Activities

• Group Sess ions:
    (school social worker / out of school mental health)

TIER 3 (Few) 

• Self-Wellness  Assessment Surveys
• EAP (Anonymous) 
• PEIA Representative  

• M essage Therapy

• Self-Wellness  Resources 
• M entoring

Self-Select: “Supports” Not Mandates

Wellness/PBIS/School 
Climate Team

 

7th

 Grade

8th 
Grade

;

;

; ;

;

;;

;

; ;

;

; ;

;

; ;

;

;

Buddy System

Teams
Grade Levels 

Content Curriculum  

• Aligning Initiatives
• SEL Curriculum / Strategies
• Staff Needs Assessment

• Data Based Decision 
Making

• Staff Wellness Action Plan

 

6th
 

Grade

Teams already meet 

once/several times 
a month 

Feedback From 
Listening Tour

Tier 1 Supports
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Crisis Support Plan

• An 

, maintain 
patience, ensure 
consistent adult 
implementation, and 
support students in 
behavioral 
crisis/dysregulation to 
regain self-control. 

Midwest PBIS Network 4/1/22

Strategies for De-
escalating Students 
Behavior in the 
Classroom 

• Provides 

 educators can 
use to de-escalate 
challenging student 
behavior in the 
classroom.

PBIS.org
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Tier 2 Supports

Mentor Mentee monthly checklists(Duncan).pdf (ok.gov)

Mentor Mentee monthly checklists(Duncan).pdf (ok.gov)

https://sde.ok.gov/sites/ok.gov.sde/files/Mentor%20Mentee%20monthly%20checklists(Duncan).pdf
https://sde.ok.gov/sites/ok.gov.sde/files/Mentor%20Mentee%20monthly%20checklists(Duncan).pdf
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Tap-In/Tap-Out Buddy System:  
             Giving Teachers Time to Recharge (Vid e o  1 :5 0  Min ute s)

 

Check-In / Check-Out 
Builds a Climate of “ ” 

and “ ”

• Poking your head in the door and ask 
the question, “Do you need anything?”

• Students with Challenging Behaviors

• Provides an opportunity to show 
support, in addition to recognizing a 
teacher.

• “You Got This…” 
• Recognition - 3:1 Ratio 

Tier 3 Supports
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TeacherWISE_9.
30.21-web.pdf

file:///C:/Users/joneste/Desktop/Desktop%20Work%20Laptop/Documents/Self-Care%20for%20Teachers/TeacherWISE_9.30.21-web.pdf
file:///C:/Users/joneste/Desktop/Desktop%20Work%20Laptop/Documents/Self-Care%20for%20Teachers/TeacherWISE_9.30.21-web.pdf
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Resources to Support the Wellness of Teachers and School Staff

We llness Apps

• C a l m:External link:open_in_new meditation and relaxation app behind the Calm Schools 
InitiativeExternal link:open_in_new which offers teachers access to exercises as well as 
an onboarding package (PDF, 98 KB)External link:open_in_new to introduce mindfulness.

• He a dspace:External link:open_in_new mindfulness app that has partnered with Teach for 
America (TFA)External link:open_in_new to be available for TFA corps members and alumni 
for free by registering with an @tfacorps.org email address.

Wellness Support Groups

• Ha p p y Teacher Revolution:External link:open_in_new network of teachers promoting 
wellness in their communities with online and virtual training and support group meetings.

• Te a ching With Mental Health in Mind:External link:open_in_new Facebook group 
providing mental health support for educators who come into daily contact with youth.

Teach.com/Resources

Wellness Websites

• C AR E (Cultiva ting Awareness and Resilience in Educa tion), Crea te for Education and the 
Garr ison Institute:External link:open_in_new programs to help teachers, principals and other 
educators develop healthy social and emotional behavior.

• “ H ow to Tea ch and Still Have a Life This School Year,” Scholastic:External 
link:open_in_new tips, strategies and encouragement for teachers to set boundaries and stay 
motivated.

Wellness Podcasts

• Truth for Teachers:External link:open_in_new episodes on subjects such as flexible resilience, 
dealing with personality differences and work-life balance from veteran educator Angela 
Watson.

• Teachers’ Aid:External link:open_in_new episodes focus on social and emotional support for 
teachers with discussions led by hosts and educators Jon Harper and Mandy Froehlich.

Resources to Support the Wellness of Teachers and School Staff

Teach.com/Resources

https://www.calm.com/
https://www.calm.com/schools
http://cdn.calm.com/documents/teachers-onboarding-manual.pdf
https://work.headspace.com/tfa/member-enroll/login
https://www.teachforamerica.org/
https://www.teachforamerica.org/
https://www.happyteacherrevolution.com/
https://www.facebook.com/twmhnm/?ref=page_internal
https://www.garrisoninstitute.org/programs-retreats/programs/cultivating-awareness-and-resilience-in-education/
https://www.garrisoninstitute.org/programs-retreats/programs/cultivating-awareness-and-resilience-in-education/
https://www.scholastic.com/teachers/blog-posts/genia-connell/how-teach-and-still-have-life-school-year/
https://thecornerstoneforteachers.com/truth-for-teachers-podcast/
https://www.bamradionetwork.com/genre/teachers-aid/
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Teryl Jones, MA

Be havior Suppor t Specialis t, Southern Region

jo neste@marshall.edu

Check out our Trainings on YouTube! 

www.marshall.edu/bmhtac/

mailto:joneste@marshall.edu
http://www.marshall.edu/bmhtac/
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