
The Evolving Role of 
Social Emotional Leaders
in a MTSS Framework
Supporting clinicians so we can better support everyone 
else.



During Our Time Together

• Increase knowledge of the evolution of the 

Role of the Clinicians in schools

• Consider where a clinician could best fit into an 

MTSS Model

• Gain skills, tools and resources, empowering our 

Social Emotional Leaders to more effectively 

support all staff



Consider using the 
Collaboration ARCH 
to drive action 
planning

A: attachment

R: regulation

C: competency

H: health



Tier 1: Universal SWPBIS Features

Teams 2/27
/19

4/22
/20

4/21
/21

1. Team Composition: Tier 1 team includes a Tier 1 systems coordinator, a school administrator, a family member, 
and individuals able to provide (a) applied behavioral expertise, (b) coaching expertise, (c) knowledge of student 
academic and behavior patterns, (d) knowledge about the operations of the school across grade levels and 
programs, and for high schools, (e) student representation.

1 1 2

2. Team Operating Procedures: Tier 1 team meets at least monthly and has (a) regular meeting format/agenda, (b) 
minutes, (c) defined meeting roles, and (d) a current action plan.

2 2 2

Action Steps Resources Needed Who When Arch

1. A:
R:
C:
H:

2. A:
R:
C:
H:

3. A:
R:
C:
H:

https://newarkcsd-my.sharepoint.com/:b:/g/personal/laurie_palmisano_newarkcsd_org/EZ2DKgGFvINEsEJUrPF3PUIB5ogykBBq06DeXmudpMjpDQ?e=at3swl


Let’s Reflect!
Please divide a sheet of paper into thirds

• In the FIRST column, please consider how you
would describe your role (pre-COVID and COVID).  
What do you do?

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

• In the THIRD column, please consider how your 
staff would describe your role.  (pre-COVID and 
COVID)
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• Called in to respond to “crisis” a LOT 

• Feels like anyone at any time

• The work is typically more reactive than proactive

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

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

• We are not administrators, and we are not teachers

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

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

• Decisions about who receives higher levels of social/emotional/behavioral/mental health 
support are often decided subjectively (often at SIP, PST, PPT, etc.) vs. data-driven 
decision making

• We so often skipped Tier 2 and went straight to the Clinician!

Our field had challenges PRE- pandemic 
(and pre-MTSS)!
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In general, clinicians have decided 

who to see, when to see them, and what to do while with them.



they are just amplified now more than ever.

There have always been 
challenges in our work…



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

together we have (unintentionally) 
allowed some of our systems to remain 

broken. 



Student’s 
function is met

The “Crisis Cycle” in a school

Teacher’s 
need is met

Clinician’s 
need is met

Student 
displays a 
behavior

Teacher 
responds to 
behavior

Student 
responds to 

teacher

Teacher 
contacts 

clinician/admin

Clinician 
responds to 

student
Hence, the 

“Crisis, crisis”.



We can create systems to 
make the work we do 
more effective & efficient.
Are we willing to disrupt the current systems?

ali hearn coaching + consulting, 2020



What if we put a 3rd Column 
on our T-Chart

What behavior is 

meant to be 

addressed in the 

classroom

What behavior is 

meant to be 

addressed in the

front office

What behavior is 

meant to be 

addressed in the 

clinician’s office
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North Elementary School, 
Crystal Lake School District #47
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North 
Elementary 

School, 
Crystal 
Lake 

School 
District #47
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Considerations for Renovation
Specific to the Role of the Clinician

Systems Consideration

What Barriers Might 

Prevent this from 

Happening?

What Support 

Would you Need?

What is 1 Action 

Step you can 

Take?

Ensuring that students are not referred 

directly to you after lack of response to 

Tier 1 support

Using team problem-solving time for 

bringing Professional Development to 

staff vs. planning around one youth at a 

time

Successfully implementing Groups (for 

any youth that data indicate need it) at 

Tier 2

Supporting Teachers with implementing 

SEL supports in their classrooms

Helping to support staff with adult Tier 

1 needs

Ensuring communication is solid between 

clinicians, administrators, and coaches

Other?



Let’s Connect

• What does this bring up for you?

• What action steps does it inspire you to 

take?

• What can we talk through today to help?

ali hearn coaching + consulting, 2020



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

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



Admin and Clinical Staff are like…



Effective relationship between the 
Admin and Clinical Staff is

essential when 
improving 

student 
achievement

Trust and 
Respect

Communication

Collaboration



Core Values Activity
© Elena Aguilar, The Art of Coaching: Effective Strategies for School Transformation. Jossey-Bass, 2013.

https://brightmorningteam.com/wp-content/uploads/2017/09/Core-Values.pdf

https://brightmorningteam.com/wp-content/uploads/2017/09/Core-Values.pdf


Communication

• Create a system

• Discuss program 
needs and 
accomplishments

• Share barriers 

Trust and Respect

Communication

Collaboration



Collaboration

• Roles and 
Responsibilities

• Understanding and 
respecting roles 

• Will positively impact 
student achievement 
and overall climate of 
the school 

Trust and Respect

Communication

Collaboration



If you aren’t trained as a counselor, 
what do you need to help you to 
understand the skills inherent in 

school counseling practice?

Main Finding 2:

We need a rubric based on 
research, but we need language 

we can clearly understand. 

Main Finding 3:

We need training, we need to 
ensure fidelity between 
evaluators, and we need 

time.

What the Admins Said…

Main Finding 1:

We need to know what 
counselors do, what is 
best practice, and what 

is best practice 
evaluating. 



Where do we fit in?

TO
Helping to build the 

capacity of the rest of the 

staff

Moving from being the 
only response 

to identified social 
emotional needs, to being 

social emotional 
leaders of the building.



All 3 Tiers

Social 
Emotional 

Leaders for 
the building

Helping to build 

the capacity of 

the entire building 

to support 

social/emotional 

needs



Another way of talking about the work is Micro, 
Mezzo, and Macro level work

Mezzo:  Families, 

Teams or Groups

Macro:  Organizations 

Communities or Policies

Micro: Individuals



Tier 1

MACRO – (systems)

Examples of  Clinician Roles: 

▪ Understanding the systems of the school to be able to help 

install structures that increase the effectiveness and 

efficiency of supports for all

▪ Providing Professional Development to the entire staff, 

student body, families, etc.

▪ Helping to install systems around communication that 

strengthen the processes of the staff

▪ Helping lead the strengthening and clarifying of the 

discipline system in partnership

▪ Creating systems that streamline the partnerships between 

the home, school and the community

▪ Advocating to School Board, on policies, social justice, etc.



Tier 2

MEZZO- (groups, teams, families)

Examples of  Clinician Roles:

▪ Leading/Coaching Tier II / Tier III Teams

▪ Consulting with grade level teams (to teach 

skills and strengthen practices)

▪ Training Facilitators to do CICO, lead 

SAIGs, sit on a BIP Development Team, etc.

▪ Providing support to families in 

understanding about Tier II supports 

▪ Training community partners in MTSS data, 

systems, and practices



Tier 3

MICRO

▪ Facilitating individualized teams developed by 

youth and families to meet self-identified goals 

and action steps

▪ Providing high doses of social skill development to 

individual youth

▪ Providing direct coaching/support to individual 

staff with high levels of need

▪ Bringing home, school, and community together to 

impact the lives of individual youth and families. 

▪ Helping support individual youth/families in 

connecting to outside resources



Let’s Connect

• This is a challenge for many clinicians.

• How were you trained?  More macro or more micro?  

What does that mean for your work?

• Are the clinicians and the administrators on the same 

page about these concepts?
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We KNOW what we NEED

❑ Create safe, consistent, predictable, equitable 

environments (and the systems necessary to support them)

❑ Create space, structures, and strategies that help strengthen

relationships and community

❑ Help our students and our staffs be emotionally skilled 

(teach Social Emotional Learning (SEL) competencies) so that 

our students can stay open to learning
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Primary Prevention:

School-/Classroom-

Wide Systems for

All Students,

Staff, & Settings

Secondary Prevention:

Specialized Group

Systems for Students with 

At-Risk Behavior

Tertiary Prevention:

Specialized 

Individualized

Systems for Students with 

High-Risk Behavior

~80% of Students

~15% 

~5% 

• Students

• Staff

• Families

We Have a Better Way!

(USDOE OSEP PBIS TA Center, 2010)

A Multi-Tiered System of 
Supports Framework



This is what we have been training for!

• Create Consistency & 

Predictability 

• Tie everything back to your 

Values/Expectations

• Predictability 

and

Consistency in 

our response

• Restorative 

approach 

repairs

harm & 

strengthens

relationships

and community

• 5 positive :1 

corrective

• Supports the 

development of 

positive 

relationships

• Reinforces what we 

want to see more of

• Ensure fidelity

• Efficient and effective 

processes for making 

decisions with data

Defining 
Expectations

Teaching

Acknowledging

Preventing & 
Responding to 
Challenging 

Behavior

Data-Based 
Decision Making

Create a safe, 

consistent,

predictable, 

equitable 

environment 

• Make 

expectations 

explicit

• For students, 

families, and 

staff

• Practice them 

to exhaustion

• “Clear is Kind”
Brené Brown



Acknowledgments 
following a behavior are 
important, but what 
happens before the 
behavior is even more so.

“… some were drawn from children who experienced 
cataclysmic events in their lives, others from children who 
lived the quieter lives of grinding desperation and poverty.”

We need to spend the bulk of our energy building a Tier 1 that will 

be solid enough to support 80% of our youth, and 80% of our staff.  

Clarifying expectations and making them explicit will need to come 

before we can acknowledge the displayed behavior.



We need to slow down, take a deep breath, and 

remember what we know works

• Make 

expectations 

explicit

• For students, 

families, and 

staff

• Practice them 

to exhaustion

• “Clear is Kind”
Brené Brown

Defining 
Expectations

Teaching

Start Here

• Create Consistency & 

Predictability 

• Tie everything back to your 

Values/Expectations

• Start gathering data for 

effective decision 

making

Data-Based 
Decision Making



General Education & Special Education

Tier 1/Universal

School-Wide Assessment / School-Wide Prevention Systems

Check-In-Check-Out 
(provides explicit instruction, feedback, structure, reinforcing of tier 1 core)

Modified Check In Check Out
Continuum of Social Skill 

Development Groups
Other

Brief Function-Based Problem 

Solving

Individualized Team Development:

Complex Function-Based Problem Solving

Person-Centered Planning

*



Be Ready to Think Differently

You may need to 
drop some Tier 2 

down to Tier 1, and 
some Tier 3 down 

to Tier 2.

Just make sure 
that “send to 

clinician” does not 
come right after 

Tier 1!

1% - 5%

5% - 15%

80% -

90%
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An even bigger 

shift... from

supporting kids

To 

supporting 

adults



“It is difficult, if not 
impossible, for adults to 
help students build skills 
that they themselves do not 
possess.

It is vital, then, for adults working in 
educational settings to have strong 

SEL skills themselves.” 

- Stephanie Jones
Harvard EASEL Lab



Multi-Tiered System of Supports

Your staff also 
fall into the 

triangle!

We need to create 
a  Tier 1 that
ensures 80%

of our adult needs 
are met?

1% - 5%

5% - 15%

80% -

90%



What would it look 
like to be a SEL 
coach

To our staffs?



We can be a part of 
helping create safe 
and brave spacesTo hear the voices of our 

students, staff, and 
families.



Make Space.



“Connection doesn’t 
happen on its own.

You have to design your gatherings for the kinds of 
connections you want to create.” 



When you come to the table 
be ready to: 

• Protect your guests

• Equalize your 

guests

• Connect your 

guests
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• Protect your students

• Equalize your students

• Connect your students



Critical Features of Circle
Community Building- Connection- Talking Circles

1. Sitting all people in a physical circle

2. Establishing a center of Circle*
(ideally, without any tables, etc. in the way)

3. Intentional opening
• Mindfulness moment*

• Clarifying the Purpose of the Circle*

4. Creating Agreements (Norms)

5. Using a Talking Piece

6. Opportunity for each person to speak

7. Always an option for passing

8. Intentional closing to the Circle
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What we are really 
talking about is 

Changing the way that we gather in 
schools. 

Think of all the places that people “gather” in your school 
and write them in the chat box



Places we Gather in Schools

✓ Classrooms

✓ Hallways

✓ Staff meetings

✓ Parking lot

✓ Teacher’s lounge 

✓ Department/Grade 
level  
meetings

✓ Board meetings

✓ IEP meetings

✓ Guidance offices

✓ Dean’s offices

✓ College and Career 
Centers

✓ Libraries

✓ Playgrounds

✓ Cafeterias

✓ Buses

✓ Extracurricular events

✓ Nurse’s office

✓ OT/PT Rooms

✓ SW offices

✓Etc.

How can infusing elements of 
Circle strengthen the way we 

gather?



Let’s Connect

1) Pick 3 different “places we gather” from the list (or any others you come up 

with).

2) Brainstorm how infusing critical features of Circle could strengthen the time 

we spend together?

20

min.



Let’s
JAM!



Thank You.

Ali Hearn, LCSW

Website for SPARKS: 
heyalihearn.com

E-mail:  
ali@hearncc.com

Social:  @heyalihearn

Thank you for everything you do, and for everything you are.

ali hearn coaching + consulting, 2020

Laurie Palmisano

Director of Community 
Schools and Grant Services, 

NCSD

E-mail: 
laurie.Palmisano@newarkcsd.org

Social: @PalmisanoLaurie
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