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Introduction 

The general aim of the deliverable “D2.5 Piloting reports for coaching and professional development training 

manual on SWPBS” is to examine the external coaches’ views on the overall implementation of the SWPBS 

framework in Greece and offer 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 current report describes 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, the Greek partners following this model prepared 

the current report which includes results from two main source of data: (a) a focus group with SPWBS external 

coaches (coaches and trainers) and (b) a 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.  

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 socio-

emotional 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 

than 100 schools, 2000 teachers, 20,000 students, and 40,000 parents. Additionally, to promote 
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legislative changes that emphasize the use of evidence-based practices to support student socio-

emotional 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 the Greek 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, the 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 

In order to develop the current report the Greek partners collected data from two separate sources. The first 
included a focus group with 5 local external coaches that participated in the SWPBS project in Greece and the 
Tier 1 intervention. The main purpose of the focus group was to acquire information and feedback in order to 
improve the Coaching and Professional Development Manual (D2.3) and comprehend in depth the country 
specific adaptations that were required during the implementation of the SWPBS approach.  

The focus group was structured in four main pillars which included the following questions:  

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? 

 

The focus group was conducted in the 1st of March of 2022 in an online meeting. Six persons participated in 

the focus group that started on 19.00 and finished at approximately 20.30. The scientific coordinator of the 

SWPBS project in Greece, Dr. Athanasios Gregoriadis was the host of the focus group. The five participants 

were external coaches from the AUTH and KMAKEDPDE partners research teams. Prior to the implementation 

of the focus group, all participants were informed about its purpose, and that they could leave from the 

procedure any time they fell like it. In addition, all participants signed a consent form about their participation 

in the focus group. 
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Questionnaire to teachers / school leaders 

Following the ADDIR model (analysis, design, develop, implement and revise) to improve and finalize the 

Coaching and Professional Development Training Manual, the AUTH research team distributed a short 

questionnaire to 22 local teachers and school principals regarding their experiences from the project. The 

purpose of this questionnaire was to record the teachers’ perceptions and proposals regarding their 

participation in the project and the implementation of the SWPBS approach in their schools. The collection of 

the teachers’ feedback will provide valuable information to improve the Coaching and Professional 

Development Manual (D2.3). The short questionnaire consisted of five open-ended questions which were the 

following: 

1. Please note at least 2 things that worked well during the project implementation in your school. 

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 

Analysis plan 

The answers of the participants were collected and analysed using a thematic content analysis in order to 

identify the most important topics highlighted. The answers were analysed and categorized within the initial 

four pillars of questions that the focus group was originally structured around. Overall, the most important 

answers the participants provided were categorized in the following four pillars: 

Best practices/Successes 

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

The external coaches that participate in the project offered a wide range of good practices and successes they 

identified, which are described below: 

-The fact that the contact with the school units and the training started with the Core leadership team proved 

to be very effective. By the time we visited the schools to meet the whole staff team, they were already 

informed and readily prepared to take action and follow the next steps. 

-A very important practice was that we conducted the visits and the trainings in the actual school venue of 

each school separately. This helped significantly to our warm welcome and acceptance from the teachers. 
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-The implementation of multiple trainings and multiple support meetings was a key point to make teachers 

feel supported constantly. This enhanced their internal motivation to participate in the project.  

-One very effective practice was the fact that all trainings were accompanied by several examples and visual 

materials that facilitated the teachers’ understanding of the expected tasks and the prerequisites for the 

intervention implementation. 

-The general trainings design was to start from the general, the theoretical, the principles and to gradually 

proceed to the more detailed, the practical issues, the implementation steps. Whenever a question or a 

problem arose, the consistent support from the external coaches would help resolve it immediately. 

-The designed timeline and period for the trainings was adequate for the external coaches to understand what 

is needed and for the participating teachers to “mature” and realize the required actions and steps for the 

implementation of the intervention. 

-A practice that proved to be really effective in the Greek educational context was that the external coaches 

were always in cooperation with the school counselors who were the scientific supervisors of the participating 

schools and the fact that they always visited together each school unit. 

-An important practice that helped external coaches cooperate well and with the upmost homogeneity was 

the often scheduled meetings among the AUTH and KMAKEDPDE members of the training team that allowed 

resolving several issues, following the same practices and tactics and to homogenize their support to the 

schools. 

-The constant feedback that external coaches asked and collected from the participating schools helped 

significantly in the further improvement of the trainings and accompanying them with the most targeted and 

substantial examples. 

-The cooperation of the AUTH team and the external coaches with the school counselors who had the scientific 

supervision of the participating schools was beneficial, because it provided an initial “head start” for 

approaching the schools The existing knowledge of the school counselors regarding each school’s profile, 

specific strengths and limitations, the staff’s characteristics etc. allowed the external coaches to adapt the 

preparation of the intervention implementation to each school very effectively. Another, important benefit 

was that it was easier for the teachers to accept our training team since we were accompanied by their school 

counselor who they knew and trusted.  

 What best practices could you recommend to other coaches? 

The acquired experience of the coaches on the implementation of the SWPBS approach allowed them to 

recommend a list of practices for coaches that will implement it in the future. The following recommendations 

are considered effective for the overall implementation of the SWPBS: 

- Effective briefing of the school principal and the teaching staff about the rationale of SWPBS, its main 

goals, its duration and the workload that is expected from the teachers who will implement it. 

- Initial mapping of the school’s profile in order to know some information about the context it is placed, 

the student population and the size of the school. 
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- Always train the core leadership team first. This way there is efficient time for the rest of the teaching 

staff to be informed about the intervention details. 

- Implement the training at the actual school venue. Visiting and training teachers at their working 

environment contributes significantly to an easier and warm welcome on behalf of the teachers of the 

school. 

- Build the training gradually. Start from the theoretical framework and the principles of SWPBS and 

gradually proceed to the more detailed, practical issues and the required implementation steps. 

- Accompany the trainings with ample examples and visual materials. A practice that really proved 

valuable was the constant offering of previous examples and audiovisual material from the 

implementation of the intervention in the classrooms.  

- Based on the Greek educational system it is very important to build a close cooperation with the 

supervising school counselor who has the scientific responsibility of the school in order to secure 

ongoing access to the school environment and gain the teachers’ trust easier. 

- Systematic support and constant communication with the school. Coaches should be accessible and 

present constantly during the intervention implementation. A close communication with members of 

the leadership team and the immediate support in problems that arise will offer to the teachers the 

feeling of security and trust during the SWPBS implementation. 

Challenges 

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

did you address them? 

Several challenges and adversities were highlighted by the externa coaches who participated in the focus 

group. The most important ones are group and described in details below:  

-A significant challenge was to get school principals to trust the training team and to understand that the 

project and the SWPBS approach was in no way an indirect way of evaluation the school. This hesitance was 

due to the unfortunate timing that the project started, where the Greek Ministry of Education applied a new 

legislation for the evaluation of school units and teachers and the educational community was at a very alert 

and defensive state because of this. 

- Perhaps the most significant challenge was the one related to the covid-19 pandemic. Changing the plans, 

the preparation timeline, and the trainings of teachers and schools generated various adversities. The positive 

side of this situation was that the overall consortium of the project and the Greek team as well displayed great 

reflexes and proceeded with all the required adaptations and solutions to facilitate the project’s 

implementation (e.g. switching from tokens to stamps as positive reinforcers, adapting lesson plans to the 

health protection issues about the covid-19). 

-Another challenge was to get the primary school teachers to accept that the SWPBS project and the offered 

approach was useful, and it had the potential to really help them in their daily practice. The focus of the training 

team was to highlight that the SWPBS approach is not a “firework”, an intervention that you apply and it ends, 

but rather that it leaves a legacy and knowledge to the school to continue indefinitely applying it. When 

teachers understood the SWPBS potential, they applied it in a full scale and experience significant gains in their 
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daily classroom life. The targeted adaptation of the offered examples, on behalf of the training team and the 

explanation that the SWPBS project is asking from the teachers to apply in a homogeneous way specific 

practices in the school unit, facilitated teachers to accept it and implement it. 

-A practical challenge that external coaches mentioned was that the initial guidance was not clear regarding 

how many behaviors can be adopted and pursued in the beginning of the intervention implementation in the 

classroom. An initial guideline mentioned three to six positive behaviors. However, the external coaches 

experience and the feedback they received from the participating teachers was that the optimal approach, in 

the beginning of the intervention of Tier 1, is to apply and pursue one positive behavior at a time and then 

expand it with the second and the third one. 

-Due to the Greek education system, a large number of teachers are hired and work on an annual contract 

basis, and they are called “substitutes”. These teachers renew their contracts annually and are often placed in 

different schools and regions each year. This increased and relatively difficult to predict teachers’ mobility was 

an important challenge that the training team had to address and resolve. Especially in the second year of the 

intervention implementation, when teachers who were members of the core leadership team or teachers who 

were already trained departed and new teachers arrived in the school, generated the need for additional 

training to be offered to the newcomers in order to be ready to adapt easily and apply the SWPBS Tier 1 

intervention in their classrooms as well. 

-A more individualized challenge was adapting the implementation of Tier 1 training to the needs of each 

classroom and the profile of each teacher separately. This required systematic supervision and support on 

behalf of the external coaches and close cooperation with the leadership team of each school. 

-A challenge that all external coached described focused on the required change on the mindset of the 

teachers, from the traditional negative, limitating classroom management approach to a positive approach, 

with positive wording, positive expectations and positive reinforcement. 

-A final challenge that external coaches faced in the Greek educational context related to the initial defensive 

attitude and hesitance of the teachers toward the use of positive reinforcers. Several teachers expressed the 

concern that with this approach the positive reinforcer becomes the sole goal, without realizing why a behavior 

should change, thus resulting to a kind of “bribing” the students. The provision of systematic examples 

combined with the theoretical framework about the principles and the rational of the SWPBS, that the external 

coaches offered, helped significantly to overcome this initial hesitance. The combination of atomic and group 

rewards that was designed from the beginning of the intervention and the provision of non-materialistic 

positive reinforcers also facilitated teachers to welcome and implement the intervention without problems. 

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? 
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The participants in the focus group described various contextual and country-specific adaptations that were 

required for the smooth implementation of the SWPBS Tier 1 intervention. The most important ones are 

grouped and described below.  

-One context specific adaptation, that was also described a challenge earlier, is related with the role and the 

acceptance of the positive reinforcers, on behalf of the participating teachers. In order to deconstruct the 

resistance of the teachers about the “danger” of positive reinforcers being translated as a bribe, the training 

team undertook two initiatives: the first focused on explaining the value and utility of positive reinforcement, 

both individual and group rewards and the second to display a wide range of examples from the application of 

SWPBS in the classroom and how it works.  

-A significant adaptation compared to the way the SWPBS is implemented in the US, was the shift towards the 

use of non-materialistic rewards. The importance of the consistent reward of positive behaviors and the 

inclusion of the group reward in the SWPBS approach in comparison with the use of non-materialistic rewards 

allowed teachers to conceive at its full range the value of the Tier 1 intervention. This adaptation should be 

incorporated in the training manual. That is the alternative to use mainly non-materialistic rewards, which in 

turn enhance the internal instead of the external motivation. 

-As it was mentioned earlier, the timing in the Greek educational system, when the SWPBS project commenced 

was unfortunate due to the new legislation that the Ministry of Education voted regarding the evaluation of 

teachers and school units. The local educational community was in an alert and defensive mode, thus making 

it difficult to be open and welcoming to research projects and interventions. The Greek training team 

addressed this initial adversity with ensuring the participants that the project does not bear any additional 

bureaucracy nor “hidden” reports regarding the schools’ performance. On the contrary, all schools were 

informed that the participation in an Erasmus+ KA3 project is a valuable opportunity for schools to display 

participation in innovative and educational programs and to capitalize it for the evaluation of the school unit. 

-A practical adaptation the Greek training team conducted focused on the relative ambiguous instructions 

about the number of tokens (or stamps in times of a pandemic) a student or the whole class should receive as 

an individual or group reward per day. From the initial contacts and trainings with the teachers’ questions 

arose about this issue and whether the provided directions about the number of daily tokens should also be 

adapted to the different age groups in the schools. The Greek training team in cooperation with the 

participating teachers agreed to provide certain degrees of freedom to the teachers of each school to decide 

a relatively logical number of daily rewards (at an individual and a group reward level) and to also adapt it to 

the younger and the older students. Eventually, the incoming feedback and the gained experience from the 

implementation of Tier 1 in the schools revealed that a mean age of approximately 30 tokens per day (5 per 

hour per student) would be an adequate number. 

- The Greek cultural and educational context bears a more collectivistic profile, which means that face-to-face 

communication is highly valued. That is why almost all the leadership team trainings and the whole school staff 

trainings (even in the times of Covid-19) were implemented face-to-face and in the actual school venue of each 

school separately. The close communication of coaches and teachers helps build trust and “cooperation 
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momentum”.  It also allows teachers to feel more at ease with the coach and contact him/her more directly, 

when they are facing a problem regarding the SWPBS. 

-Finally, a significant adaptation the Greek training team had to conduct had to do with the obstacle of having 

access to the public primary schools. The Greek educational legislation defines as a precondition that in order 

to “access” a public primary school unit, you need to have the scientific approval from the school counselor 

who is scientifically supervising the school. The schools of the whole country are divided in 12 geographical 

educational districts. The 30 participating schools of the project are under the administration of the local 

authority KMAKEDPDE (Central Macedonia Educational district). Apart from the cooperation of the local 

authority, the school counselor must also give permission to access the schools. In order to overcome this 

issue, the AUTH team asked from the beginning of the project that the local authority has the two school 

counselors in charge of the 30 participating schools, as members of the project. This way the external coaches 

of AUTH had constant and easy access to the school units. To further address this challenge, the two 

counsellors were always accompanying the external coaches to the schools, every time they visited a school 

unit either for data collection, or for a training seminar or a leadership team support meeting. Having both the 

school counselor and the external coach present every time in all the activities in the schools, added “weight” 

and facilitated the acceptance of our external coaches on behalf of the school principals and the teachers. In 

addition, when schools are functioning during the covid-19 safety measures period, access is not allowed to 

any external visitors. However, because of the cooperation with the two school counselors, the external 

coaches of AUTH continued to have access to the school units and were able to conduct the training seminars 

and the meetings. 

Coaches support 

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

The external coaches of the Greek team were also asked to contribute to what additional support do they 
believe that coaches need, beyond the D2.3 manual? Their answers showed some additional dimensions that 
could need further support for the effectiveness of the external coaches’ work.  

-One additional support that could be really useful would be the provision of selected videos giving directions 
and displaying examples from the implementation of the SWPBS intervention in various schools. 

-Offering extended access to a database with examples, educational materials, audiovisual materials and 
lesson plans from prior implementation of Tier 1, Tier 2 and Tier 3 in other schools could prove to be a valuable 
aid for the external coaches who are introducing new teachers in the SWPBS approach. 

-Another valuable support for the external coaches would be a “dynamic” constantly updated log for recording 
good practices of the SWPBS implementation in different schools, classrooms and age groups. 

-Utilizing the rich experience of external coaches who have years of experience in the SWPBS approach could 
also help significantly external coaches in accessing tips and practical ways to resolve daily classroom issues 
that have previously arose. 

Questionnaire to teachers / school leaders 

A questionnaire with five open-ended questions was administered to 22 primary school teachers who 

participated in the project, along with other set of questions for the purposes of other work packages. As 
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described earlier, the short questionnaire consisted of five open-ended questions which were the following: 

(1) Please note at least 2 things that worked well during the project implementation in your school, (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 would you suggest for improving the implementation of the SWPBS system? (5) Other comments. 

The five questions that are included in the questionnaire focused on the participating teachers’ experiences, 

the strengths of the intervention implementation, the challenges and what benefits they gained from the 

SWPBS approach. The answers the 22 participating teachers provided are grouped and presented below: 

 Please note at least 2 things that worked well during the project implementation in 
your school 

Some of the things that worked well according to the participating teachers’ answers are the following: 

-The vast majority of students accepted in a very positive way the SWPBS approach and the positive rewards 

system. 

-Participation in the SWPBS project gave an opportunity for a close cooperation on specific issues among the 

colleagues in the school unit. 

-The implementation of the intervention of Tier 1 offered a legacy and acquired skills and knowledge to the 

teachers of the schools to continue implementing it, after the project completion, and continue supporting the 

students’ positive behaviors in a sustainable way. 

-The participation of the project opened a “window” of opportunity for cooperation among participating 

schools and the exchange of good practices among them. This interschool cooperation is something unique 

for the Greek educational context, and teachers really enjoyed it. 

-A significant benefit from the implementation of Tier 1 and Tier 2 was the improvement of the classroom 

climate and the importance decrease of behavior problems in the daily classroom life.  

-An important benefit the participating teachers describe refers to the positive acceptance of the SWPBS 

approach and the very positive feedback provided by the parents about the improvement of the overall 

classroom climate, but also of their children’s behavior. 

-Another strength and positive part of the project’s implementation was the constant and systematic offer 

that was supported to each school. The participating teachers acknowledged that the initiative of the Greek 

research team to assign each school to a specific external coach had beneficial results to the teachers who felt 

safe to address the external coach at any time and for every problem or question they had. This support helped 

to resolve arising problems in a very quick and easy ways, which was very comforting, especially during the 

adverse conditions under which the schools functioned in the covid-19 pandemic period. 
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-The teachers found really helpful the fact that the SWPBS approach and the overall policy of the Greek training 

team was to allow a certain degree of freedom and help schools adjust the intervention of Tier 1 (e.g. what 

values to select, if they can introduce them one at a time, what rewards to use) based on the school’s needs 

and discrete profile. 

-A final thing that teachers described it worked well was the fact that they implemented the Tier 1 intervention 

during the covid-19 lockdown, when distant teaching was being applied. Using the principles of SWPBS and 

adopting values and behaviors in the distant teaching context was very helpful for both teachers and children 

to self-regulate and to transition smoothly into uncharted waters.  

Please note at least 2 challenges that you faced during the project development and 
implementation (excluding COVID-19) 

The answers of the participating teachers revealed various challenges they faced during the project 

development and implementation. The most significant ones are grouped as following: 

-An obvious challenge teachers faced had to do with the interrupted implementation of the intervention during 

the “on” and “off” periods of the schools’ functioning in the pandemic era. 

-During the return of students in the classrooms, especially after extended lockdowns (general ones or at a 

classroom level), the students needed ample time to readjust, reset and return to “normalcy” in their 

classroom. Such a transition and adaptation period seemed to intervene occasionally with the smooth 

intervention implementation. 

-Changing from targeting specific negative behaviors of students to convincing all students to adopt specific 

positive values/behaviors was challenging for the whole classroom. It required time, training and patience to 

get all students to understand the goal. When they did, then they accepted and followed easily the new system. 

-An interesting challenge was the initial “resistance” and complaining of the students who didn’t respond well 

in the beginning of the intervention, about the reason why they were not collecting positive rewards. In order 

to address that challenge the Greek training team supported teachers to focus mainly on these children’s effort 

and intention, even if in some occasions they didn’t manage to meet the end goal. Helping them “hop-on” the 

whole procedure was an important starter to help them react positively in the following period. 

-A serious challenge had to do with changing the mindset of teachers. Insofar, the majority of teachers were 

‘trained” in focusing and coping with the negative behaviors and trying to restrict problem behaviors and 

“difficult” students. Changing the overall classroom management framework and focusing on the whole 

classroom and on investing and rewarding the positive behaviors required assistance, persistence and 

systematic support on behalf of the external coaches. 

-A practical challenge was for the participating teachers to find the right balance between the amount of 

attention and energy they had to spend between the daily regular tasks and their readiness to spot the positive 

behaviors and reward them. Especially in the beginning of the intervention, teachers mentioned they had 
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difficulties how and when to interrupt to give a positive reward and how not to disrupt teaching lots of times. 

With the proper guidance and practical examples offered by the external coaches the teachers managed to 

find a daily balance regarding this issue. 

What benefits has the implementation of the SWPBS system brought to your school? 

The participating teachers described a wide range of benefits that their schools gained from implementing the 

SWPBS system. The most important ones are grouped below: 

-The acquisition of knowledge and skills to continue implementing the SWPBS approach after the project’s 

completion gives a feeling of autonomy to the teachers about the sustainability of their efforts. 

-The improvement of the cooperation among the whole staff in the school unit and the homogeneous way in 

which they now cope with behavior problems is an important benefit described by several teachers. 

-The increase in the feeling of job satisfaction and collective self-efficacy is another benefit teachers report 

from their participation in the project. It gives a sense of security and satisfaction the fact that they now cope 

with behavior problems in the same way throughout the school unit environment. 

-The teachers describe that the increased cooperation among them regarding the implementation of the 

SWPBS approach and coping with the behavior problems, “liberated” them and encouraged them to talk more 

openly and share their professional questions and insecurities.  

-An important benefit for all the participating teachers is that through their training and the implementation 

of the SWPBS approach, they accomplished a shift in their teaching mindset. They transitioned from paying 

attention to the negative behaviors and trying to restrict them to paying attention to the positive ones. To not 

only address the problematic behavior, but to change their classroom management model and address the 

whole classroom and focus on reinforcing the positive behaviors. 

-The implementation of the SWPBS intervention in the schools resulted in a significant decrease of problem 

behaviors and an equally significant improvement of the classroom climate. Prevention is now the most 

important aim of the schools and this way it results in increased school climate as well. 

-The development of a common policy and way to address behavior problems, not only inside the classroom, 

but in any place of the school environment is another benefit that teachers acknowledge as gaining from the 

SWPBS project. 

-The teachers report improvement in their professional development as well, since they acquired new skills to 

promote positive behaviors and to facilitate the overall teaching procedure. 

-The acquired experience from the participation in a European funded research project and the knowledge the 

teachers gained from SWPBS enhanced the creation of a more open culture for the schools to participate in 

similar future initiatives and projects. 
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-The direct cooperation with the university and the research team and the external coaches offered to the 

teachers a sense of support and allowed for an easier internalization of the pursued goal. 

What suggestions would you suggest for improving the implementation of the SWPBS 
system? 

The teachers who answered the questionnaires also provided suggestions regarding potential improvements 

in the way the SWPBS is applied. Some of the are grouped below: 

-The implementation of the SWPBS should be expanded in cooperation with the family of the students. Such 

an enhanced cooperation will allow to implement the principles of SWPBS in a similar way in the home as well 

in order to promote and reinforce the positive behaviors of the students more effectively. 

-A potential adoption of the SWPBS approach at an overall community or even national level could be very 

valuable for the in-service workforce. Such an expansion at a wider level would allow the edition of an official 

guide in how to prepare and implement the SWPBS Tier 1, 2, and 3 interventions. It could also be integrated 

in the official training program of the ministry of education. 

-The implementation of the SWPBS is valuable not only for the primary education, but also for the secondary 

education who is facing more difficult behavior problems due to adolescence. A proposal would be, with the 

necessary adaptations, to expand the SWPBS implementation to the secondary education as well.  

Conclusion 

Summary results 

The objective of WP2 was to design a culturally responsive SWPBS framework in each partner’s context 

following WP1 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. More specifically, our 

objectives were: 

• 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 described the ADDIR procedure followed to pilot test coaching and professional development 

materials for Greece. Based on the ADDIR model steps (analysis, design, development, implementation and 

refinement) we conducted a focus groups with the 5 participating external coaches of Greece and also we 

distributed a questionnaire to 22 primary school teachers and school principals who participated in the project. 

The collected data from these two sources revealed several strengths and also several suggestions to further 

improve the Coaching and Professional Development Manual. 
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Focus group -External coaches summary 

The external coaches acknowledged various good practices applied in the project like the completion the 

trainings in the actual schools’ venues and the provision of several examples that helped teachers understand 

the required steps to implement SWPBS. Another good practice they described was the systematic support 

each school had throughout the Tier 1 intervention implementation from the external coach that was assigned 

to each school. In addition, the external coaches that participated in the focus group, acknowledged several 

challenges addressed during the project, like for example empowering the teachers’ mindset to shift to a more 

holistic and positive approach of classroom management or supporting the issue of annual mobility of 

“substitute” teachers in the Greek context. Finally, the external coaches offered some useful suggestions 

regarding practices that can further improve the Coaching and Professional Development Manual. For 

example, they suggested that the provision of selected videos with directions and examples from the 

implementation of Tier 1 in schools could be a really valuable aid to coaches and teachers. Overall, the external 

coaches described very positive experiences and provided positive feedback about the whole training 

procedure and implementation of the SWPBS approach. 

Questionnaire – Participating teachers summary 

The 22 teachers who participated in the project and completed the distributed questionnaire offered various 

useful answers regarding their experiences and the improvement of the Coaching and Professional 

Development Manual. 

They described various good practices that worked well during the project implementation in their school. For 

example, they acknowledged that implementing the SWPBS approached gave them the necessary skills and 

knowledge to continue implementing it after the project’s life completion. Such a legacy is valuable and gives 

them autonomy to continue building a positive School Ecosystem. Another important benefit was that the 

SWPBS approach really helped their cooperation among the staff and to adopt common practices for 

promoting positive behaviors. At a school level, the teachers also acknowledge that through their training and 

the implementation of the SWPBS approach, they accomplished a shift in their teaching mindset. They 

transitioned from paying attention to the negative behaviors and trying to restrict them to paying attention to 

the positive ones. Most importantly, they mention that the SWPBS approach resulted in a significant decrease 

of problem behaviors and an equally significant improvement of the classroom climate. Another important 

benefit teachers mentioned focused on the improvement of their professional development and the feeling of 

collective self-efficacy in their school environment. 

The participating teachers also offered valuable suggestions about the improvement of the SWPBS system. For 

example, they suggested that the SWPBS should be expanded in cooperation with the family of the students. 

Such an enhanced cooperation will allow to implement the principles of SWPBS in a similar way in the home 

as well in order to promote and reinforce the positive behaviors of the students more effectively. In addition, 

they proposed a more general adoption of the SWPBS approach at a community of national level and the 

edition of a national official guide for implementing the SWPBS. In sum, the participating teachers, described 
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a wide range of positive experiences and benefits and highlighted the value and utility of the SWPBS approach 

for the students, the teachers and the overall educational community. 

Contextual and country-specific adaptations 

As it is expected, the implementation of a specific intervention program in different countries and educational 

systems usually requires some contextual and cultural adaptations regarding its implementation. In the Greek 

educational context, especially in the time of the covid-19 pandemic some cultural adaptations were 

implemented, which are grouped and described below.  

-The most obvious challenge has to do with the covid-19 pandemic and the two lockdowns that occurred, one 

on the school year 2019-2020 and one on the school year 2020-2021. This created difficulties in the smooth 

implementation of the intervention. Regarding the experimental group A, the project consortium decided to 

continue the implementation of the intervention in the school year 2020-2021 as well. To further support this 

decision, we conducted 15 additional whole school staff trainings in September of 2021 to refresh the teaching 

staff knowledge and motivation. This initiative to conduct the extra15 training seminars proved beneficial and 

helped the schools of group A get back on track easily. 

- Another example of a cultural adaptation in the project’s implementation was that -together with the other 

partners and other the guidance of CARDET- we used the covid-19 pandemic to our favour. We created covid-

19 health protection lesson plans that distributed to the schools in the beginning of the 2020-2021 school year. 

This initiative was enthusiastically accepted from schools because it was really useful and valuable given the 

circumstances. 

-In addition, the Greek SWPBS team conducted 15 additional whole school staff trainings for the schools of the 

experimental Group A (one in each school). Apart from the 4 whole school staff trainings that were scheduled 

and conducted till February of 2020, we decided to add a 5th whole school staff training to the 15 schools of 

the experimental group A (15 trainings, one in each school). These 15 additional trainings were conducted on 

September of 2020 with the beginning of the new school year. Because of the covid-19 pandemic, the previous 

school year allowed schools of Group A to implement the intervention for a limited period of time 

(approximately for 2 months). So, the coordinator and the project’s research team decided that schools of the 

experimental group A would continue in the next school year the implementation of the intervention as well 

(Sep. 2020-June 2021). Based on that fact, the Greek team decided that a good practice to “refresh” the 

memory and the reflexes of all the participating schools and teaches of group A, would be to conduct an 

additional whole school staff training in the beginning of the school year. This way we would rejuvenate the 

teachers’ interest, remind them the practical details of the intervention and motivate them again for the 

implementation of the SWPBS approach. Results showed that indeed the decision to conduct the 15 additional 

trainings (one in each school) had very positive results on both refreshing teachers’ memory and on rebuilding 

the positive relationships among teachers and external coaches. 

-One context specific adaptation is related with the role and the acceptance of the positive reinforcers, on 

behalf of the participating teachers. In order to deconstruct the resistance of the teachers about the “danger” 
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of positive reinforcers being translated as a bribe, the training team undertook two initiatives: the first focused 

on explaining the value and utility of positive reinforcement, both individual and group rewards and the second 

to display a wide range of examples from the application of SWPBS in the classroom and how it works.  

-A significant adaptation compared to the way the SWPBS is implemented in the US, was the shift towards the 

use of non-materialistic rewards. The importance of the consistent reward of positive behaviors and the 

inclusion of the group reward in the SWPBS approach in comparison with the use of non-materialistic rewards 

allowed teachers to conceive at its full range the value of the Tier 1 intervention. This adaptation should be 

incorporated in the training manual. That is the alternative to use mainly non-materialistic rewards, which in 

turn enhance the internal instead of the external motivation. 

-As it was mentioned earlier, the timing in the Greek educational system, when the SWPBS project commenced 

was unfortunate due to the new legislation that the Ministry of Education voted regarding the evaluation of 

teachers and school units. The local educational community was in an alert and defensive mode, thus making 

it difficult to be open and welcoming to research projects and interventions. The Greek training team 

addressed this initial adversity with ensuring the participants that the project does not bear any additional 

bureaucracy nor “hidden” reports regarding the schools’ performance. On the contrary, all schools were 

informed that the participation in an Erasmus+ KA3 project is a valuable opportunity for schools to display 

participation in innovative and educational programs and to capitalize it for the evaluation of the school unit. 

-As it was mentioned earlier, a practical adaptation the Greek training team conducted focused on the relative 

ambiguous instructions about the number of tokens (or stamps in times of a pandemic) a student or the whole 

class should receive as an individual or group reward per day. From the initial contacts and trainings with the 

teachers questions arose about this issue and whether the provided directions about the number of daily 

tokens should also be adapted to the different age groups in the schools. The Greek training team in 

cooperation with the participating teachers agreed to provide certain degrees of freedom to the teachers of 

each school to decide a relatively logical number of daily rewards (at an individual and a group reward level) 

and to also adapt it to the younger and the older students. Eventually, the incoming feedback and the gained 

experience from the implementation of Tier 1 in the schools revealed that a mean age of approximately 30 

tokens per day (5 per hour per student) would be an adequate number. 

- The Greek cultural and educational context bears a more collectivistic profile, which means that face-to-face 

communication is highly valued. That is why almost all the leadership team trainings and the whole school staff 

trainings (even in the times of Covid-19) were implemented face-to-face and in the actual school venue of each 

school separately. The close communication of coaches and teachers helps build trust and “cooperation 

momentum”.  It also allows teachers to feel more at ease with the coach and contact him/her more directly, 

when they are facing a problem regarding the SWPBS. 

 

-Finally, a significant adaptation the Greek training team had to conduct had to do with the obstacle of having 

access to the public primary schools. The Greek educational legislation defines as a precondition that in order 
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to “access” a public primary school unit, you need to have the scientific approval from the school counselor 

who is scientifically supervising the school. The schools of the whole country are divided in 12 geographical 

educational districts. The 30 participating schools of the project are under the administration of the local 

authority KMAKEDPDE (Central Macedonia Educational district). Apart from the cooperation of the local 

authority, the school counselor must also give permission to access the schools. In order to overcome this 

issue, the AUTH team asked from the beginning of the project that the local authority has the two school 

counselors in charge of the 30 participating schools, as members of the project. This way the external coaches 

of AUTH had constant and easy access to the school units. To further address this challenge, the two 

counsellors were always accompanying the external coaches to the schools, every time they visited a school 

unit either for data collection, or for a training seminar or a leadership team support meeting. Having both the 

school counselor and the external coach present every time in all the activities in the schools, added “weight” 

and facilitated the acceptance of our external coaches on behalf of the school principals and the teachers. In 

addition, when schools are functioning during the covid-19 safety measures period, access is not allowed to 

any external visitors. However, because of the cooperation with the two school counselors, the external 

coaches of AUTH continued to have access to the school units and were able to conduct the training seminars 

and the meetings. 
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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 

 

Annex 3: Screenshots or photos 

Screenshot 1 

 



 

 

 

www.pbiseurope.org 

Screenshot 2 

 

Screenshot 3 
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