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Introduction
The purpose of the deliverable “D2.5 Piloting reports for coaching and professional development training
manual on SWPBS” is to collect coaches’ views on the overall implementation of the SWPBS framework in
Cyprus and provide recommendations, especially focusing on the country specific adaptations, for the
improvement of the Coaching and Professional Development Manual and future coaches in the country. The
report explains in details the overall aim with regards to the objectives of the project, the followed
methodology, the findings that arose and the final conclusions.
This report describes the ADDIR procedure (see the explanation below) followed to pilot test coaching and
professional development materials for all partners. As such, Cyprus partners based on the abovementioned
model developed the current report which includes results from two main source of data: (a) focus group with
SPWBS external coaches (school psychologists, coaches and trainers) and (b) questionnaire to teachers and
school leaders. At the end of the report, the contextual and country-specific adaptations identified as
presented to be integrated in all manuals, as well as the main revisions required to finalize the Coaching and
Professional Development Manual (D2.3). The mentioned manual explicitly refers to the Tier 1 implementation
only. Where responses are not taken into consideration, clear justification and explications are provided.

SPWBS project objectives
The “Building School-Wide Inclusive, Positive and Equitable Learning Environments Through a Systems-Change
Approach” (SWPBS) aims to establish an inclusive non-discriminatory social culture and necessary socioemotional and behavioural supports for all children in a school across four EU countries (Cyprus, Finland,
Greece, Romania). The project follows the Positive Behavior Support (PBS) which is an evidence-based
approach to enhance the quality of life and minimize individuals’ problematic behavior (Carr, et al. 2002). To
achieve that, PBS focuses on the development of individuals’ positive behaviours (behaviours that are
associated with academic, health, social, recreational, community and family achievement). The project
envisions to achieve the following:
1. To build external training capacity at the public authority levels for supporting schools in implementing
SWPBS tiers.
2. To build internal training capacity among school staff, and other professionals in SWPBS practices. To
acquire a cadre of individuals, who are trained on behavioral and socio-emotional supports inside and
outside of schools to provide on-going coaching assistance and progress monitoring for each SWPBS
tier.
3. To develop quality resources for SWPBS. To design and develop a user-friendly e-learning
environment, e-learning modules and digital resources and OERs, which will be freely accessible to all
interested parties to use and/or adapt in their practice.
4. To improve the overall quality of educational system in the participating countries. To create a cluster
of schools in each country and across Europe that have established a common vision, language, and
experience around positive inclusive school culture, use of evidence-based practices and school
discipline prevention based on the three-tiered SWPBS prevention framework. We aim to engage more
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than 100 schools, 2000 teachers, 20,000 students, and 40,000 parents. Additionally, to promote
legislative changes that emphasize the use of evidence-based practices to support student socioemotional and behavioral needs through a continuum of supports and use of positive-based
instructional practices rather than reactive, punitive and exclusionary ones.
5. To raise awareness of the tiered SWPBS logic by sharing project’s ongoing progress implementation
and final results; thus, reaching out to national and European policy makers, education stakeholders,
and public at large.

WP2: Designing and Refining School-Wide Positive Behaviour Supports (SWPBS) Tiered
Framework
The objective of WP2 is to design a culturally responsive SWPBS framework in each partner’s context following
the needs assessment findings, as well as the scientific-based principles and core features of the three-tiered
SWPBS problem-solving model, as documented in research literature. In this WP, SWPBS framework is
proposed to be designed, refined and implemented by public authorities and partners. Hence, the objectives
of this WP are:
•
•
•

Build national SWPBS training capacity for SWPBS tiered implementation
Develop and refine training materials for SWPBS Tiers 1, 2 and 3
Develop and refine coaching and professional development training materials

D2.3 Coaching and professional development manual
This manual is intended for: (a) trainers, coaches, facilitators to support coaching activities related to SWPBS
at the school and national level. (b) Coordinators and administrators to provide an overview of the content
and process of SWPBS coaching to others.
The manual is organized around the eight SWPBS elements and the role of coaches in the implementation in
participating schools. The manual roadmap includes: SPWBS framework theoretical and applied background,
overview of coaching in SWPBS, theoretical background of SWPBS for coaches, effective coaching skills,
coaching meetings, classroom-based coaching, and non-classroom-based coaching.

The ADDIR model
ADDIR (or ADDIE) model has been used for many year as a framework in designing and developing educational
and training programmes. ADDIR stands for Analyse, Design, Develop, Implement, and Evaluate. This five step
approach has a circular interactive progression and has been deemed as useful to effectively develop the
Coaching and Professional Development Training Manual.
 Analysis: Comprehensive analysis of the training manual goals and objectives, considering the
contextual needs and differences, the audience characteristics, real problems and situational issues,
target groups’ expectations and preferences.
 Design: The phase where learning objectives are set, the content is determined, activities are mapped,
assessment method is chosen, and final product is visualized.
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 Develop: The development of the manual draft according to the design following iteration method i.e.,
continuous rounds of feedback.
 Implement: Apply the material in practice considering target groups’ reactions, delivery methods,
preparation of coaches, achievement of primary objectives.
 Revise/Evaluation: Collection of feedback, evaluation of learning objectives and adjustments /
amendments of parts incorporated in the revised versions of the manuals.

Methodology
Focus group with SPWBS external coaches
Cyprus partners to develop this report collected data from two main sources. First, they conducted a focus
group with 4 local external coaches. The purpose of this focus group was to help partners improve the
Coaching and Professional Development Manual (D2.3) and understand in detail the country specific
adaptations made during the implementation of the SWPBS framework. The focus groups addressed the topics
below, however, additional topics that arose during the discussion were integrated. The focus group took place
online on the 20 June 2022 (15:30-16:30). Initially, coaches were informed and received the focus group
questions as well as the referred manual (D2.3). Coaches provided both orally and written consent to
participate and they were informed for the ethical considerations and their rights. The following questions
guided the discussion.
1. Best practices/Successes
a. What worked well during the project implementation with the schools you worked with?
b. What best practices could you recommend to other coaches?
2. Challenges
a. What challenges did you face during the project implementation with the schools you worked
with?
b. How did you address them?
3. Contextual and Country-specific adaptations
a. Which of the challenges/solutions are not explicitly covered in the D2.3 manual?
b. What other aspects/issues are related to the specific contextual needs and should be covered
by the D2.3 manual?
4. Coaches support
a. What additional support do you believe that coaches need, beyond the D2.3 manual?

Questionnaire to teachers / school leaders
As part of the qualitative data from the questionnaire, Cyprus partners disseminated a short questionnaire
during May 2022 and collected answers from 63 local teachers/school leaders. The purpose of this
questionnaire was to help partners improve the Coaching and Professional Development Manual (D2.3) based
on schools’ considerations and recommendations on the implementation of the SWPBS framework in Cyprus
as the local context. In total, four closed and one open questions provided this information, as shown below:
1. Please note at least 2 things that worked well during the project implementation in your school.

www.pbiseurope.org
2. Please note at least 2 challenges that you faced during the project development and implementation
(excluding COVID-19).
3. What benefits has the implementation of the SWPBS system brought to your school?
4. What suggestions do you have for improving the implementation of the SWPBS system?
5. Other comments:

Results
Focus group with SPWBS external coaches
Best practices/Successes


What worked well during the project implementation with the schools you worked with, and what did not?

Several parts of the SPWBS framework, with reference to the eight core elements, worked well in Cyprus as
stated by the coaches. Beginning with the first steps of the SWPBS framework, the development of a common
vision and philosophy for discipline was positively accepted by schools. In addition, the creation of a school
matrix based on the selected values was also amongst the activities that teachers straightforwardly established
in their contexts which illustrates the importance of setting a common operational and conceptual background
both inside and outside the school and amongst the educators, parents and the community. Then, the reward
system, was deemed as one of the favorite parts for the children and teachers. The reward system worked
very well (for both individual rewards & team rewards). Teachers urged to promote and reinforce the positive
behavior in school, and students were pleased to be part of the new processes and the reward system. Based
on the comments, students enjoyed the recognition as well as the rewards that followed.
However, there were several steps related to the project’s implementation procedure that received a
considerable resistance regarding their execution. For example, the recording of students’ inappropriate
behaviors for both minor and major incidents was deemed as challenging by most of the schools. It is believed
that this was due to the substantial lack of processes for tracking and collecting such behaviors, as well as the
onward utilization of this procedure. Therefore, teachers’ decision making was not always based on objective
data analysis. Coaches also observed an overall lack of a scientific scope at schools considering that teachers
should also act as researchers that always strive to find solutions for improvement of the practices and their
school. In this respect, data collection mechanisms, analysis and visualization of results at schools need
improvement. The SWPBS emphasizes that one of the main principles is that decision making is based on data
that are collected and concern the very school where the implementation takes place.
Closely related with the above, it was observed that teachers did not always follow common definitions for
minor and major inappropriate behaviors within schools, but their individual perceptional definitions instead.
This was an important reason why neither the direct and indirect coping strategies in front of inappropriate
behaviors were not commonly adopted as they should. Regarding the encouragement of desired behavior, it
was observed that rewards were not always accompanied with the “specific positive feedback” or “behavior
specific praise”, which refers to the verbal statements of teachers given to praise a student’s behavior. This
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implies that teacher might also missed to maintain the 4:1 ratio that equals to four positive responses to a
desired behaviour versus one corrective feedback to an inappropriate behaviour (Reavis et al., 1993).
The engagement of auxiliary staff and the families in the approach and its philosophy was not always achieved
effortlessly. This might function as a barrier factor for a systemic adoption and consistent implementation of
practices as a school. As emphasized in the literature, the instruction of social skills is useful and meaningful
when it is transferable in other situations and contexts. Last, in some cases teaching of social skills and routines
did not made by all teachers at the school, or involving more actively the auxiliary staff (e.g., canteen
responsible person or cleaners). As a conclusion, teachers tend to paid more attention to the practices and
activities that have a direct effect, instead of those processes that build a ground for long-term changes.


What best practices could you recommend to other coaches?

Based on the steps/stages of the SWPBS approach that worked well or not that well, coaches recommended a
list of practices for coaches in the future. The following suggestions are supposed to facilitate coaches in their
effort to support schools, and teachers that actually implement the approach in their schools:
-

-

-

-

-

Training requires good and effective planning: Coaches are recommended to get in contact with their
schools from early on, if possible, and prepare the ground for the implementation. In schools where a
leadership team (for SWPBS) exists, it is highly recommended to start preparatory activities before the
beginning of the school year (e.g., during summer). In other cases, the preparation might need a whole
school year as a preparation period for teachers to engage in training, make the education material,
and arrange all the paperwork before proceeding with any activities that involve students. In addition,
it is recommended trainings for the school leadership team and school staff to start early in the school
year (i.e., September).
Direct and frequent communication: Coaches need to maintain a close contact with schools and
develop positive relationships with the teachers. This will help them during the whole process as trust,
respect and good communication to be enhanced. Beside the trainings (SLT & WST), meetings need to
be regular and direct support should be provided (e.g., through calls or chats).
Identify the strengths of the School Leadership Team and push them forward: The implementation
of the SWPBS framework in school is highly depended on the core team that move things forward and
engage the rest of the school staff in the activities. A self-motivated team with high levels of collective
efficacy is one of the main successful factor. Therefore, coaches are responsible to use and leverage
the dynamics that motivate the team at school.
Take opportunities to teach psychology: Teachers are not experts in applied or developmental
psychology and the scientific background of the SWPBS approach in particular. Therefore, coaches
need to take every opportunity to teach some basic concepts during trainings and meetings. This will
occur during conversations, reflections and questions so it will be accompanied with practical and reallife examples, rather than theoretical as in conventional teaching.
Be patient: Coaches might not see results from the first months of implementation or even a year. But
they need to trust that seeds will grow and become plants soon. In many cases, teachers might need
time to shift their mindset and perceptions about the practices that favor student discipline. They
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might also need time to learn about the new for them SWPBS framework. Your role is to follow their
pace, keep them motivated and support them at any cost.

Challenges


What challenges did you face during the project implementation with the schools you worked with? How
did you address them?

Two types of challenges were reported. First, situational challenges that occurred based on general or
contextual circumstances at each school. Second, systemic challenges related with the endured deficiencies of
the educational system in Cyprus. The most common situational challenge was the covid-19 pandemic. All
schools were imposed to national lockdowns for three consequent months during the first year. Verifying the
quantitative data analysis results, coaches mentioned that not only the lockdowns but also the consequences
(e.g., limited time for teaching, limited collaboration among students, disorientation from the SPWBS project
in the school) had a great negative impact on the SWPBS implementation. Then, the reluctance of teaching
staff in implementing the new approach of certain elements of it, was also a considerable challenge for coaches
because they needed to step above and convince them.
Although the implementation of trainings and meetings online facilitated the accessibility and frequent
communication, coaches referred to their limitations in comparison to the face-to face contact. Direct contact
allows building closer and warmer relationships among individuals, which are required for the role of the coach
with schools. Online implementation was more challenging in terms of active participation and engagement
of teachers.
Regarding the systemic challenges, any type of unavoidable disruption of the time spent at school also
appeared to negatively affect the intervention. For example, after the Christmas and Easter holidays teachers
and student need to re-engage with the approach and recall the previous steps before moving forward.
Moreover, the time teachers have for activities other than teaching at school is limited. For the preparation of
activities under the SWPBS framework, essential administrative time is required. The most important challenge
for the long-term sustained implementation of the SWPBS framework according to coaches is staff turnover
that all schools are subject every year. This is particularly important as a large percentage of the teaching staff,
including the school leader and the members of the school leadership team which drive things forward at the
school, might change. Therefore, the school’s core team might no longer want to continue the implementation
of the SWPBS approach or might need further tie to educate themselves and engage with the new state of play
at school.

Contextual and Country-specific adaptations


What other aspects/issues are related to the specific contextual needs and should be covered by the D2.3
manual?

As described above, the Cyprus educational system impose high staff turnover percentages each year. School
leaders and members of the school leadership team might be among the staff to leave or join the school. This
requires specific management from coaches and development of certain measures to combat with it. Coaches
appeared ingenious suggesting a series of measure to be taken against this challenge. First, the schools need
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to vote at the beginning of the school year in order to reach the 80% benchmark, which refers to the staff
percentage who are willing to implement the SWPBS approach at the school. Whether this is the case, then
existing teachers need to conduct specific training to new staff from early on. Assistance from the coach is
recommended. New teachers need to review all the material produced the previous year and be guided to the
school places where educational aids and labels relevant to the SWPBS framework were located. The schools’
vision, philosophy, school matrix, and the teachers’ manual in particular, are to be studied. Moreover, new
staff can register and visit the SWPBS project platform which includes not only an online course for self-paced
review on the framework elements but also martials that were produced by schools in the past. Next, new
teachers are suggested to learn through collaboration. Schools may assign an existing teacher as a mentor for
the new members, encourage co-teaching of social skills and routines, and encourage peer-learning and lesson
observations. This way the approach will be effectively disseminated within the school from the experienced
staff. Collaboration may be also promoted internally and externally among teachers of other schools as an
effort of ideas exchange.
In addition to the above, as a more radical suggestion, is the integration of a preparatory year. Schools that
are willing to implement the SWPBS framework can make a strong preparation during a whole school year and
hand on this groundwork to the new teacher population (including the school leader and school leadership
team) for implementation. During this period, the school will set the basis (educational and practical) as a
heritage of the school, not the teachers. However, perceptions and relationships are to be further developed
and induced to the new members as will inevitably occur in all cases.
It was agreed that the SWPBS approach provides certain flexibility to school to set their own vision, values,
social skills, rewards, etc. Such adaptations might facilitate the integration of systems and practices according
to the contextual needs of schools and its population. However, coaches mentioned several steps that might
be subjected to further adaptations. For example, considering that primary schools in Cyprus include students
from six grades, teaching social skills and routines should be adapted to the age, both in terms of what and
how they are taught. It is important to take into consideration how fast students of different ages can learn
the new social curriculum (social skills and routines). Similarly, reward systems might include rewards (both
material and social) that are relevant and meaningful to all ages, considering that a common menu of rewards
exists in the school.
Schools in Cyprus are very much connected with the nearby community. Therefore, it is highly recommended
and impactful if schools make efforts to engage the related stakeholders. These might include active
participation of parents and auxiliary staff as part of the school close environment, and consequently the
school inspector, municipality, and community unions (e.g., sport teams). In other words, students benefit
when the application of the program is as systemic as possible.
Cypriot culture values much face-to-face communication. Therefore, coaches are recommended to combine
online and face-to face meetings and trainings. Physical contact is important once every 2-3 months, if the
circumstances allow it. Moreover, opening channels for direct communication and support enhances trust and
respect between the coach and the school which are valuable during the implementation. Additionally,
telephone and Viber communication were proved very effective for quick support and reminders. Emails were
perceived as more ‘’official’’ and thus were used for sharing documents (google group emails).
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Schools are living organizations, therefore, continuous effort is required to flourish and grow. Coaches are
agents of promoting the benefits the SWPBS framework and keep teachers alert and motivated when things
get difficult. People tend to give up when they do not see immediate improvements upon their actions.
Similarly, teachers tend to pay more attention to the practices and activities that have a more direct effect,
instead of those processes that build a ground for long-term changes. Coaches need to promote awareness on
teachers’ actions will have a positive effect in the long-term, as ambassadors of the SWPBS framework.
It is recognized that coaches are professionals with diverse background and various duties and responsibilities
based on their career. Therefore, it is recommended that coaches are responsible for no more than 4 schools
for which they will be able to actively support throughout the school year.

Coaches support


What additional support do you believe that coaches need, beyond the D2.3 manual?

For a new professional to become an SWPBS coach, studying the manual is not adequate. People learn and
grow in teams of professionals. New coaches need to become part of an existing team of SWPBS coaches and
keep frequent contact with them, requesting to attend trainings, meetings or other coach gatherings.
Structured and planned between-coaches’ meetings within such groups assist the overall progress by keeping
a common agenda with the coaches’ responsibilities.
Mentoring and support from an experienced coach is important, especially during the initial stages. At the
same way just as a new teacher in a school, peer learning and having a person as a reference contact is crucial.
New coaches need to take every opportunity to participate either passively or actively in trainings and meeting
with schools, in order to get induced in the conduct of communication with teachers. Peer learning, group
learning, coaching, mentoring, observation, tacit knowledge are principles that a new coach need to well
understand and practiced as part of the national pool of coaches. A good coach is also a good student who
always asks, encourages open communication and exchange views and ideas.
It is important for the new coaches to know well the schools they will be responsible for, both in terms of
demographics and the people who will collaborate with. Regular communication at the beginning and
unofficial talks enhance both the relationship between them and information about the schools’ specific needs
and demands.
Last, a self-motivated coach wants to learn. New coaches are suggested to spend time to read about the
framework from online resources and scientific papers. The scientific approach will help them to better digest
the long-term benefits of the framework as well as best practices from the experiences of other countries or
schools. A good robust knowledge will make them more prepared to answer questions that may arise during
school meetings and trainings. It is also crucial to be organised and keep track on the next steps of each school
based on a predefined checklist and clear guidelines drafted during the preparation. The use of a ‘’frequently
asked questions’’ document can be proved particularly useful in such cases. Educational material, notes and
tips can be openly shared among them.
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Questionnaire to teachers / school leaders
Five open-ended questions were sent to schools that participated in the project, along with other set of
questions for the purposes of other work packages. These questions focused on things that worked well at
their school regarding the implementation of the SWPBS framework, challenges they might have had, benefit
they observed in their context and possible suggestions to improve the implementation of the framework in
the future. The data are to be used for improving the Coaching and Professional Development Manual.
1. Please note at least 2 things that worked well during the project implementation in your school.
Framework structure
 Organization, structured approach
 The structure of the programme
 Organization and structured approach
Common lines of operation
 Discouraging inappropriate behaviors by implementing the prevention and response strategies.
 Opportunities in school for developing a common code of conduct
 Promoting values, providing direct reinforcement
 Common strategies in discouraging inappropriate behavior
Social skills are now being taught
 Teaching of social skills
 Practicing routines every 2 weeks
 Teaching social skills
 Teaching social skills and reward system
 Teaching of social skills
 Teaching lessons, positive consequences
 Development of material by the SLT, teaching of behaviors, reward system
Trainings and support
 Trainings
 Excellent collaboration with external coach
 Production of valuable educational material for teaching values
 Preparation of lesson plans and production of materials.
 Presentations
 The collaboration between the external coach and school's teaching staff.
 Assistance from the scientific team and coaches. The whole team was very helpful and supportive.
The financial support was extremely helpful for the implementation of the project.
 Educational aids
 Financial support
 The lesson plans developed during the programme
Reward system
 Providing reinforcers: motivating and motivating students to promote social skills
 The rewards
 The frequent reward of students
 Rewards
Collaboration and holistic implementation
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All staff were actively involved in the implementation of the programme.
Cooperation between the school leadership team
Cooperation between teachers teaching social skills to improve behaviour
Excellent cooperation between colleagues + good climate
The cooperation of the SLT
Coordination team (SLT)
Collaboration among teachers during the production of lesson plans and educational aids implementation of a reward system
 Teacher collaboration, support from school management team
 Rewarding and cooperation between colleagues.
Students involvement and response
 The majority of children recognize and apply the social skills and routines.
 Attention signal active listener
 The positive routines we have acquired and the improvement in some students' behaviour.
 The students (especially the younger ones), through the reward system, gained motivation to
improve their behavior.
 Students involvement
 Getting children excited about personal and group rewards. Children's effort to apply what they
had been taught.
 The enthusiasm of the children about the rewards, the adoption of certain routines by the children
 Better behaviour by a large percentage of children, greater cooperation of 'difficult' students during
secondary lessons
 Gradual introduction of social skills given time for children to work on each skill before the next,
common communicating with students throughout the school makes it easier for teachers
 Stimulating children's self-confidence, feeling of recognition
2. Please note at least 2 challenges that you faced during the project development and
implementation (excluding COVID-19).
Reward system complexity / Reinforcement Vs Bribery
 The attachment of children to material reinforcers.
 The reward system required a lot of time from the teacher to work properly.
 The reward system so that it is low cost and appealing to children.
 Some of the children in class 6 felt the reinforcers were more like bribes than rewards and
consequently did not show the same commitment as the younger children.
 The reward system was time-consuming and mistakes could be made.
 Type of reward, financial assistance
 When to give a reward or not
 Time-consuming process of redeeming stamps in classes with large numbers of children
 The children did not want to get the same reinforcers every time.
Non-responding students
 The misbehavior of students who do not respond to the program.
 Children who find it difficult to change their behavior because of a different management of
behavior at home
 Non-cooperation of students and the fact that not all parents attend classdojo.
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Management of inappropriate behaviours that do not fall under primary and secondary prevention.
How students move keeping their voice at 0 level.
It requires several reminders for older students of what they have been taught
Adhering to what we learned that was new to me and sticking to it even when some children showed
a negative attitude or indifference.
 Children with major behavioural problems did not respond to the programme.
 Addressing student who did not respond.
 Children adopting basic routines
 Disapproval of the system by difficult students
 Reduce serious inappropriate behaviours
 Some children refused to participate in the programme
Additional effort for a universal approach
 Difficulty in implementing a universal reward system at school for all ages.
 Difficulty in implementing the system in the same way by all teachers that teach only one class.
 The reward system to be consistent and be applied in all classes in the same way
 The common way of implementing indirect and direct strategies to discourage inappropriate minor
problem behaviors.
 Consistent implementation of the project by all teachers.
 The implementation of the system by all colleagues without exception.
 Persistence in achieving programme objectives
 The implementation of the programme by all teachers - informing parents and their support
 Need for continuous monitoring of implementation
 Encourage colleagues into the system.
 Transmit the values and skills to all children
Practical difficulties
 Time limitations
 The time required to implement the programme.
 Time limitations
 It was difficult to attend the trainings/seminars, especially in the evening time.
 Lack of time
 Absence from school due to quarantine.
 Timeframes were stressful.
 Shifting our focus to the pandemic and not so much on the program.
Social acceptance / New approach
 New colleagues
 Parental support for the program.
 To convince teaching staff that the programme is 'not a waste of time' and that it serves to promote
a positive school climate that impacts student achievement.
 The involvement of parents
 The implementation of the project by guest teachers.
 Teachers who did not have any class, or were visitors, were not actively involved in the project
 Change in philosophy for discipline.
 Rewarding positive behaviours instead of punishing negative behaviours.
 Resistence of parents.
 Positive acceptance by colleagues.
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I was not aware of this programme and it was difficult as the school was already following it.

3. What benefits has the implementation of the SWPBS system brought to your school?
Relationships / Collaboration
 Better relationships between children and teachers.
 Better cooperation between students in each class to gain team reinforcers and improved
relationships as a consequence.
 Improved social relationships
 better relationships between children and teachers
 Development of very good cooperation between colleagues
 Staff cohesion
School and classroom climate and learning environment
 improvement of school climate
 Positive climate, cooperation
 Better climate in the classroom
 Generally, there is a positive attitude towards the programme and in my classroom we managed to
work as a team and get all the children interested in the end. Of course they like earning rewards
and it is an important motivation for them.
 So many benefits! I have mentioned above in detail. Improved climate, cultivation of social skills in
students and adults alike, lots of good times. Day by day the "ambitious" vision of our school unit
is being realized.
 improved learning environment
 Positive climate between students and teachers.
Wellbeing
 Student satisfaction from rewards
 They were doing their best to achieve their goals and that was a double joy, both for them and for
us as a school.
 Especially during the pandemic period, when there were so many restrictions, the rewards for the
children were an oasis for them.
 The programme in general, was loved by the children, was enjoyable for them, had surprises and
rewards and this made it more effective.
 Rewards during covid. This has brought joy to the children.
Social and cognitive development
 The majority of children have adopted the social skills and routines they were taught, a factor that
has contributed to the improvement of the learning process.
 development of basic social skills by children
 Maximising the occurrence of positive behaviours
Shift of mindset
 Reflection and exchange of views among teachers for continuous improvement of the school unit
to achieve the desired result.
Reduction of problem behavior
 Calmer children in their group movements.
 Reduction of delinquent behaviour
 Improving behaviour
 Children's behaviour improvement works
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 Less behaviour problems
 Improved behaviour of most children
 Improved behaviour to a large extent.
 Reduction in problem behaviour
 Improvement in student behavior.
 The "lively" children calmed down.
 reduction of inappropriate behaviours
 Less conflicts
Only minor benefits
 minor benefits
 Temporarily
Common lines and code of conduct
 There is a common policy on discipline.
 Common policy common culture for developing positive behaviour
 Creating a social culture, about each student's social self, inside and outside the classroom.
 Adoption of common routines by children.
 Smooth integration of new teachers into the school.
 Common vision, common language, common approach to behaviours
 Bringing together many of the existing ways of dealing with behaviour situations under one
umbrella, the SWPBS program.
4. What suggestions would you suggest for improving the implementation of the SWPBS system?
Scalability and institutionalization
 Parental-community involvement. Training of all staff. Working with health education teachers to
include material on the ministry's website
 To be done from the beginning when the children are still in infancy and continued. It should not
start in the older grades.
 The system and the support (financial and scientific) from external coaches must not be stopped.
The implementation of the system must be continued with the support of both the pedagogical
institute and the scientific team.
 Training of teachers on a wider scale
 Make it a common policy for all schools so that in case of a possible move to another school,
teachers will find the framework ready to continue the implementation of the system.
 It would be good to implement from younger classes.
Training and support
 Support for teachers. Workshops for parents and teachers
 Training of parents by the research team with experiential workshops on the philosophy and
benefits of implementing the programme at school
 Better support
 Experiential workshops
 More training for all staff during the second year.
 Less bureaucracy
Effective time management
 Some sample lessons from coaches to teachers could be done at the beginning
 More time for the SLT
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The implementation of the system should be extended to a three-year programme, to give the
necessary time for effective implementation of the principles.
 More frequent external training
 Ongoing support from external coaches and financial support
Strategies for non-responding students
 There should be clear indications of what to do with children who systematically exhibit
inappropriate behavior.
 Training for difficult to manage student problem behaviors
 More lessons on teaching social skills need to be dedicated.
 More attention in lesson plans.
Decision making based on data
 Assessment of behavior by the children themselves at the end of each week
 It would be useful to ask the students how they perceive the usefulness of the project.
Reward system
 There should be a reward for the trip and it should be subsidized. The reward should be a group
reward. All for one and one for all.
 The system not to be based on bribery
Positive testimonials
 I am happy with the programme, i have no suggestions for improvement.
 I have nothing to report.
5. Other comments:











It would be useful to extend the information about the programme to the home to strengthen
school-family cooperation
The programme should be continued in all schools in Cyprus!
The system is indispensable! It should be made compulsory in all schools and should be audited by
the inspectors as well. Its successful implementation must be a parameter for the evaluation of the
school unit, the management of each teacher and the support staff.
I highly recommend it for our schools
It's not appealing to older children.
I have nothing to add.
Thank you very much for your support and for the valuable material you provided! We certainly
gained a lot as teachers and as a school!
Thank you very much for all the support and cooperation in implementing the system. Without your
guidance our work would have been much more difficult.
Thanks for the help.
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Data analysis
Good practices
Teachers mentioned several areas that worked well during the implementation of the SWPBS at their school.
The most prominent topic was students’ active involvement in the project throughout the implementation.
The majority responded positively to the main aims which were the development of new social skills and
routines. Moreover, they were involved in the selection of rewards which seemed to give them motivation and
enthusiasm. In this respect, the frequent recognition and encouragement through the rewards system was
also among the successful examples in participating schools.
Secondly, the SWPBS framework was evaluated a well-structured approach by the teachers, which facilitated
the implementation at schools in terms of coordination and organization. In addition, it develops common
lines of operation because it is a whole-school improvement approach. Alike strategies and practices are
required by all teaching and auxiliary staff, and even parents when possible. This holistic nature of the
programme promotes the collaboration and cooperation among school staff, with the guidance and support
of the SWPBS school leadership team.
Teachers appreciated the training and continued support by their external coaches and the members of the
research team. The presentations, educational material, financial support, and expertise most importantly
were valuable means of assistance. Coaches worked continuously beside schools to facilitate the transition to
the new approach. Finally, teachers stated that one of the most important things that worked well was the
application of the statement that social skills are taught.

Challenges
The exceptions in the reviews explained above functioned as challenges teachers faced during the project
implementation. For example, teachers found it difficult to cope with student that did not responded to the
primary intervention. As expected, certain students continued to exhibit inappropriate behaviors who require
further level of support not included in the project implementation. Similarly, although the reward system had
positive effects in most of the cases, some teachers appear reluctant. As they explained, there is a risk of
becoming a system of bribery than reinforcement if the ay of implementation is not clearly explained to the
teachers and students. Enjoying the benefits of implementing a whole-school programme, some teachers
faced difficulties in engaging all staff in the implementation. It requires time, effort and continuous monitoring
to align their perceptions on a common vision, values, lesson plans and practices to encourage or discourage
social skills, especially from the school leadership team.
Teachers added certain challenges in engaging people to the new approach and convincing about the longterm benefits. Specifically, new teachers at schools and parents showed some resistance to changing
philosophy for discipline and adopting the new practices, related to the social acceptance of the approach.
Last, practical difficulties arose relevant to the time required to implement some activities (e.g., lesson plans),
stressful timeframes, loss of attention on the project implementation and absence of teachers and students
due to covid-19.

Benefits to schools
Related to the holistic nature of the project, teachers mentioned that the collective implementation directly
benefited the school in developing common lines and code of conduct. Teachers now share a common policy
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for discipline within the school and bring together different ways of managing inappropriate behavior under
one umbrella towards the development of a social culture. With regards to the direct objectives of the project,
teachers referred on reduction of problem behavior, improvement of school and classroom climate, promotion
of an inclusive learning environment, and development of positive relationships between teachers and
students. In consequence, students wellbeing was promoted, especially during the pandemic period when
there were so many restrictions for cooperation and social relationships. A few teachers reported only minor
and temporary benefits.

Suggestions to improve the implementation
It was appealing to observe that teachers shared ideas for scalability and institutionalization of the project. For
example, some expressed that the support (financial and scientific) from external coaches must not be
stopped. The implementation of the system must continue with the support of both the Cyprus Pedagogical
Institute and the scientific team. The final goal is to make the SPWBS approach a common policy for all primary
schools in Cyprus, so that teacher turnover will no longer be a challenge and new teachers to smoothly adjust
at a new school.
Regarding the training and support, teachers mentioned the coaches could conduct sessions to parents and all
school staff with emphasis to experiential workshops. Effective time management is required for attending to
trainings, preparation of material, and smooth implementation of the framework principles. As one of
teachers’ main concern, they request to be trained on strategies for students that did not respond to the
primary prevention. In a few cases, teachers recommended to make decisions based on data collected by
students. Within the additional comments, teachers added to extend the programme at homes and strengthen
school-family cooperation. Last, they added that the SWPBS framework is indispensable. It should be made
compulsory in all schools and audited by the inspectors as well. Its successful implementation must be a
parameter for the evaluation of the school unit, the management of each teacher and the support staff.

Conclusion
Summary results
The objective of “D2.5 Piloting reports for coaching and professional development training manual on SWPBS”
was to collect coaches’ and teachers’ views on the overall implementation of the SWPBS framework in Cyprus
and provide recommendations, especially focusing on the country specific adaptations, for the improvement
of the Coaching and Professional Development Manual and other manuals. More specifically, our objectives
were to:
•
•
•

Build national SWPBS training capacity for SWPBS tiered implementation
Develop and refine training materials for SWPBS Tiers 1, 2 and 3
Develop and refine coaching and professional development training materials

This report follows the ADDIR procedure to pilot test coaching and professional development materials for
Cyprus. Based on the ADDIR model steps (analysis, design, development, implementation and refinement) we
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conducted a focus groups with 4 external coaches in Cyprus and distributed a questionnaire to 63 primary
teachers and school leaders who participated in the project. The data analysis revealed several strengths and
suggestions to further improve the manuals and achieve the abovementioned objectives.

Focus group with SPWBS external coaches - summary
External coaches made reference to several parts of the SPWBS framework, with reference to the eight core
elements, worked well in Cyprus. These include the development of a common vision and philosophy for
discipline, the creation of a school matrix based on the selected values, setting a common operational and
conceptual background both inside and outside the school and amongst the educators, parents and the
community. Last, students enjoyed the recognition as well as the reward system (for both individual rewards
& team rewards). Similarly, several steps related to the project’s implementation procedure received a
considerable resistance. For example, teachers did not always follow common definitions for minor and major
inappropriate behaviors and recording students’ inappropriate behaviors was not always achieved. Also
teachers not always accompanied rewards with the “specific positive feedback” or “behavior specific praise”,
thus, they might miss to maintain the 4:1 ratio. Decision making was not always based on data collection
mechanisms, analysis and visualization of results at schools. Generally, there was lack of a scientific scope at
schools. The engagement of auxiliary staff and the families functioned as a barrier factor for a systemic
adoption and consistent implementation of practices. Last, in some cases teaching of social skills and routines
was not made by all teachers at the school, or involving more actively the auxiliary staff. As a conclusion,
teachers tend to paid more attention to the practices and activities that have a direct effect, instead of those
processes that build a ground for long-term changes. Coaches recommended a list of practices for coaches in
the future such as training requires good and effective planning, direct and frequent communication with
schools, identify the strengths of the School Leadership Team and push them forward, take opportunities to
teach psychology basics, and be patient during the whole process.
Two types of challenges were reported. First, situational challenges that occurred based on general or
contextual circumstances at each school: the covid-19 pandemic, the reluctance of teaching staff in
implementing the new approach, the implementation of trainings and meetings online in terms of active
participation and engagement of teachers. Second, systemic challenges related with the endured deficiencies
of the educational system in Cyprus: holidays disrupting the implementation (e.g., Christmas and Easter), the
administrative time required for activities, and important for the long-term implementation, staff turnover.
Staff turnover requires specific management from coaches and development of certain measures to combat
with it. The proposed solutions were: the school votes again at the beginning of the new school year, training
to new staff from the SLT, new teachers to review all the material produced, new staff to register and visit the
SWPBS project platform. They were also urged to learn through collaboration, encourage co-teaching of social
skills and routines, and encourage peer-learning and lesson observations, or even integrate a preparatory year
if possible. Considering that primary schools in Cyprus include students from six grades, teaching social skills
and routines should be adapted to the age, both in terms of what and how they are taught. Similarly, reward
systems might include rewards (both material and social) that are relevant and meaningful to all ages. It is
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highly recommended and impactful if schools make efforts to engage the related stakeholders i.e., parents,
auxiliary staff, school inspector, municipality, and community unions.
Schools are living organizations, therefore, continuous effort is required to flourish and grow. Teachers and
coaches are agents of promoting the benefits the SWPBS framework and keep teachers alert and motivated
when things get difficult. People tend to give up when they do not see immediate improvements upon their
actions. Similarly, teachers tend to pay more attention to the practices and activities that have a more direct
effect, instead of those processes that build a ground for long-term changes. Teachers and coaches need to
promote awareness on teachers’ actions will have a positive effect in the long-term, as ambassadors of the
SWPBS framework. It is recognized that teachers and coaches are professionals with diverse background and
various duties and responsibilities. Therefore, it is recommended that they are responsible for a specific part
of the implementation and guide the rest of the population because good teamwork is essential for wholeschool programmes and intervention.
For a new professional to become an SWPBS coach, studying the manual is not adequate. New coaches need
to become part of an existing team of SWPBS coaches and keep frequent contact with them, requesting to
attend trainings, meetings or other coach gatherings. Mentoring and support from an experienced coach is
important, especially during the initial stages. They can take every opportunity to participate either passively
or actively in trainings and meeting with schools. Peer learning, group learning, coaching, mentoring,
observation, tacit knowledge are principles that a new coach need to well understand and practiced as part of
the national pool of coaches. It is important for the new coaches to know well the schools they will be
responsible for and keep regular communication at the beginning. New coaches are suggested to spend time
to read about the framework from online resources and scientific papers. A good robust knowledge will make
them more prepared to answer questions that may arise during school meetings and trainings

Questionnaire summary results
Students’ active involvement in the project throughout the implementation was amenable. Frequent
recognition and encouragement through the rewards system was also among the successful examples in
participating schools. The SWPBS framework was evaluated a well-structured approach which develops
common lines of operation because it is a whole-school improvement approach. This holistic nature of the
programme promotes the collaboration and cooperation among school staff. Teachers also appreciated the
training and continued support by their external coaches. The presentations, educational material, financial
support, and expertise most importantly were valuable means of assistance. Finally, teachers stated that one
of the most important things that worked well was the application of the statement that social skills are taught.
On the other hand, teachers found it difficult to cope with student that did not responded to the primary
intervention. Similarly, although the reward system had positive effects in most of the cases, some teachers
appear reluctant. Enjoying the benefits of implementing a whole-school programme, some teachers faced
difficulties in engaging all staff in the implementation. It requires time, effort and continuous monitoring to
align their perceptions on a common vision, values, lesson plans and practices to encourage or discourage
social skills, especially from the school leadership team. New teachers at schools and parents showed some
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resistance to changing philosophy for discipline and adopting the new practices, related to the social
acceptance of the approach.
The collective implementation directly benefited the school in developing common lines and code of conduct.
Teachers now share a common policy for discipline within the school and bring together different ways of
managing inappropriate behavior under one umbrella towards the development of a social culture. In addition,
teachers referred on reduction of problem behavior, improvement of school and classroom climate, promotion
of an inclusive learning environment, and development of positive relationships between teachers and
students, and students wellbeing.
Teachers shared ideas for scalability and institutionalization of the project. Financial and scientific support
must continue on behalf of both the Cyprus Pedagogical Institute and the research team. They expressed to
make the SPWBS approach a common policy for all primary schools in Cyprus. Also, coaches could conduct
sessions to parents and all school staff with emphasis to experiential workshops. Teachers requested to be
trained on strategies for students that did not respond to the primary prevention. Teachers added to extend
the programme at homes and strengthen school-family cooperation. Last, they added that the SWPBS
framework is indispensable. It should be made compulsory in all schools and audited by the inspectors as well.
Its successful implementation must be a parameter for the evaluation of the school unit, the management of
each teacher and the support staff.

Contextual and country-specific adaptations
Implementation science emphasizes that contextual adaptation is a key concept during the design and delivery
of an intervention. Context might be a country with specific cultural characteristics, a region with different
educational policies, a school or even a classroom. Just like teaching and learning, interventions are not the
same in every context. In any case, the ultimate aim is to maximize the positive impact at the given context by
improving intervention’s fit or effectiveness (Wiltsey Stirman et al., 2019)1. This section aims to provide basic
information for implementing the SWPBS framework in the primary school of Cyprus that might be useful for
practitioner to consider during the application of the intervention in their schools.
The formal educational system of Cyprus is highly centralized with the Ministry of Education, Culture, Sports
and Youth (MOECSY) being the authority for decision-making related to school finances, staff recruitment and
curriculum content. The majority of policies are top-down and limited liability is given to the regional offices
or schools. However, as part of the recent educational reforms, schools are given some autonomy to conduct
their own yearly needs assessment and develop a school-wide action plan in an effort to enhance school
administrative and pedagogical effectiveness. At a policy level, systems to support students’ socio-emotional
development and social behaviour are scarce. Therefore, the effective management of students’ inappropriate
behaviours in the school remains a major challenge for teachers.

1

Wiltsey Stirman, S., Baumann, A. A., & Miller, C. J. (2019). The FRAME: an expanded framework for reporting adaptations
and modifications to evidence-based interventions. Implementation Science, 14(1). https://doi.org/10.1186/s13012-0190898-y
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When a school decides to implement the SWPBS framework, apart from the main principles adopted by the
very approach need to consider several other factors. First, training requires good and effective planning.
Schools are to get in contact with their external coach from early on, if possible, and prepare the ground for
the implementation. In schools where a leadership team (for SWPBS) exists, it is highly recommended to start
preparatory activities before the beginning of the school year (e.g., during summer). In other cases, the
preparation might need a whole school year as a preparation period for teachers to engage in training, make
the education material, and arrange all the paperwork before proceeding with any activities that involve
students. In addition, it is recommended trainings for the school leadership team and school staff to start early
in the school year (i.e., September).
The implementation of the SWPBS framework in schools is highly depended on the core team that move things
forward and engage the rest of the school staff in the activities. A self-motivated team with high levels of
collective efficacy is one of the main successful factor. Therefore, schools are responsible to use and leverage
the group dynamics that motivate the team at school by identifying skilful and willing people in their school
and building the SWPBS School Leadership Team (SLT). Direct and frequent communication is highly
recommended. Schools need to maintain a close contact with their external coach and develop positive
relationships between teachers. This will help them during the whole process as trust, respect and good
communication is enhanced. Beside the trainings (SLT & WST), meetings need to be regular and direct support
(e.g., through calls or chats) should be pursued with the external coach or other schools that implement the
programme at the present of the past.
Schools are suggested to study relevant concepts of applied or developmental psychology, and the scientific
background of the SWPBS approach in particular. They need to be open to new philosophies, mindset and
perceptions, and take every opportunity to learn during trainings and meetings. Learning occurs everywhere
such as during conversations, reflections and questions. Teachers accompany the theoretical knowledge with
the practical and real-life examples. Moreover, schools need to be patient because results might not come
from the first months, or even years, of implementation. But, they need to trust that seeds will grow and
become plants soon. In many cases, teachers might need time to shift their mindset and perceptions about
the practices that favor student discipline or prepare the ground for an effective intervention. They might also
need time to learn about the new for them SWPBS framework.
It should be recognised by all stakeholders that educational interventions are not implements in laboratories,
therefore, they are subjected to inevitable external factors and challenges. First, situational challenges (e.g.,
covid-19) might be an important barrier which will delay things to progress. Teachers might take opportunity
of such circumstances and work in other elements of the framework (e.g., preparing the lesson plans). For the
preparation of activities under the SWPBS framework, essential administrative time is required. Although the
implementation of trainings and meetings online facilitated the accessibility and frequent communication,
face-to face contact need to be also pursued as appreciated by the local culture. Direct contact allows building
closer and warmer relationships among individuals which are required throughout the intervention.
The most important challenge for the long-term sustained implementation of the SWPBS framework in Cyprus
is staff turnover. The Cyprus educational system impose high staff turnover rates each year. This is particularly
important as a large percentage of the teaching staff (e.g., 20-40%), including the school leader and the
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members of the School Leadership Team which drive things forward at the school, might change. Therefore,
the school’s core team might no longer want to continue the implementation of the SWPBS approach or might
need further tie to educate themselves and engage with the new state of play at school. High staff turnover
rates require specific management from existing teachers and coaches and the development of certain
measures. First, schools need to vote at the beginning of the school year in order to reach the 80% benchmark,
which refers to the staff percentage who are willing to implement the SWPBS approach at the school. Whether
this is the case, then existing teachers need to conduct specific training to new staff from early on. Assistance
from the coach is recommended. New teachers need to review all the material produced the previous year
and be guided to the school places where educational aids and labels relevant to the SWPBS framework were
located. The schools’ vision, philosophy, school matrix, and the teachers’ manual in particular, are to be
studied. Moreover, new staff can register and visit the SWPBS project platform which includes not only an
online course for self-paced review on the framework elements but also martials that were produced by
schools in the past. Next, new teachers are suggested to learn through collaboration. Schools may assign an
existing teacher as a mentor for the new members, encourage co-teaching of social skills and routines, and
encourage peer-learning and lesson observations. This way the approach will be effectively disseminated
within the school from the experienced staff. Collaboration may be also promoted internally and externally
among teachers of other schools as an effort of ideas exchange. As a more radical suggestion, schools might
think of the integration of a preparatory year. Strong preparation during a whole school year can build a good
groundwork to the new teacher population (including the school leader and school leadership team) for
implementation. During this period, the school will set the basis (educational and practical) as a heritage of
the school, not the teachers. However, perceptions and relationships are to be further developed and induced
to the new members as will inevitably occur in all cases.
Though SWPBS approach provides certain flexibility to schools to set their own vision, values, social skills,
rewards, etc. Such adaptations might facilitate the integration of systems and practices according to the
contextual needs of schools and its population. Several steps might be subjected to further adaptations. For
example, considering that primary schools in Cyprus include students from six grades, teaching social skills and
routines should be adapted to the age, both in terms of what and how they are taught. It is important to take
into consideration how fast students of different ages can learn the new social curriculum (social skills and
routines). Similarly, reward systems might include rewards (both material and social) that are relevant and
meaningful to all ages, considering that a common menu of rewards exists in the school.
Schools in Cyprus are very much connected with the nearby community. Therefore, it is highly recommended
and impactful if schools make efforts to engage the related stakeholders. These might include active
participation of parents and auxiliary staff as part of the school close environment, and consequently the
school inspector, municipality, and community unions (e.g., sport teams). In other words, students benefit
when the application of the program is as systemic as possible. Cypriot culture values much face-to-face
communication. Therefore, coaches are recommended to combine online and face-to face meetings and
trainings. Physical contact is important once every 2-3 months, if the circumstances allow. Moreover, opening
channels for direct communication and support enhances trust and respect between the coach and the school
which are valuable during the implementation. Additionally, telephone and Viber communication were proved
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very effective for quick support and reminders. Emails were perceived as more ‘’official’’ and thus were used
for sharing documents (google group emails).
Schools are living organizations, therefore, continuous effort is required to flourish and grow. Teachers and
coaches are agents of promoting the benefits the SWPBS framework and keep teachers alert and motivated
when things get difficult. People tend to give up when they do not see immediate improvements upon their
actions. Similarly, teachers tend to pay more attention to the practices and activities that have a more direct
effect, instead of those processes that build a ground for long-term changes. Teachers and coaches need to
promote awareness on teachers’ actions will have a positive effect in the long-term, as ambassadors of the
SWPBS framework. It is recognized that teachers and coaches are professionals with diverse background and
various duties and responsibilities. Therefore, it is recommended that they are responsible for a specific part
of the implementation and guide the rest of the population because good teamwork is essential for wholeschool programmes and intervention.
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Annexes
Annex 1: Consent forms
All consent forms are signed from the participants and are available at the D2.5 folder in the Dropbox folder
of the SWPBS.

Annex 2: Attendance list
Name

Email

Role

Affiliated
organization

External coaches
Andri Agathokleous

andri.agathokleous@iodevelopment.eu Ext. coach

Institute of
Development

Militsa Nikiforou

MNikiforou@uclan.ac.uk

Ext. coach

UCLAN Cyprus

Vicky
Charalambous

vicky@iodevelopment.eu

Ext. coach

Institute of
Development

Victoria
Michaelidou

victoria.michaelidou@cardet.org

Ext. coach

University of
Cyprus

Researchers
Demos Michael, Panagiotis Loizou (CARDET)

