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ABOUT ME:

District Special Education Coordinator at New Braunfels ISD
with 18 years of experience in special education.

Passionate about creating inclusive learning environments and
supporting students with diverse needs.

Committed to fostering growth, learning, and meaningful
connections

Mother of two middle schoolers; enjoys beach
trips and park adventures with her kids.



PURPOSE & GOALS: 

Goals:
Highlight best practices for fostering campus-district
collaboration,  capacity building & Monitoring.
Explore methods for using data to guide intervention
decisions and resource allocation.
Provide tools for developing sustainable  Tier 3 systems across
campuses.

Purpose:
 To equip district leaders with the knowledge
and strategies needed to effectively support
and enhance Tier 3 behavior interventions
through collaboration, data-driven
decision-making, and systemic capacity-
building.



LEARNING OBJECTIVES

By the end of this presentation, participants will be
able to:

Identify key components of sustainable systems
of support for students requiring intensive
behavioral interventions.

Describe strategies for fostering collaboration
and communication among educators, families,
and support personnel.

Analyze approaches for capacity building
through targeted training and ongoing staff
support.

Develop actionable next steps to strengthen Tier
3 behavior intervention practices within their
own settings.



UNDERSTANDING TIER 3
BEHAVIOR INTERVENTIONS

BEHAVIOR INTERVENTION PLAN

STUDENT CENTERED

FUNCTION-BASED APPROACH



COMMON CHALLENGES
IMPLEMENTING TIER 3
BEHAVIOR PLANS

Lack of staff capacity 
Limited personnel 
Time constraints 
Insufficient training 

Inconsistent implementation & use of data 
Low fidelity 
Data not analyzed regularly
Lack of data-informed decisions 

Insufficient collaboration & communication 
Team Silos 
Crisis-Driven Response
Limited Administrative Support 



Strategic oversight ensures coherence across campuses and
builds a shared understanding of what effective Tier 3
support looks like. 

Tier 3 interventions are resource-intensive. Without
targeted staffing, schools cannot deliver individualized
support with the intensity & fidelity required for
meaningful impact. 

High-quality data enables districts to make informed
decisions, track effectiveness, and ensure equity. It also
helps identify systemic gaps and adjust supports proactively. 

When systems are aligned, schools can provide cohesive,
student-centered supports that reduce silos and maximize
impact.

CORE RESPONSIBILITIES FOR TIER 3
SUCCESS 



BRIDGING STRATEGY & SUPPORT

Elementary Action Item

Secondary Action Item

Tier 3 Implementation Tracker

Sample Response to Behavior Observation/Coaching

SIBS Minutes Guide 

District Operating Procedures 

https://docs.google.com/spreadsheets/d/1_eMKDLP_licq8SxIKWaqNGvLGMYZm6Iqcqy-0r1PURo/edit?gid=0#gid=0
https://docs.google.com/spreadsheets/d/1SrmMa93_Z4103NR3JajX_lvkUk8N3UVMNrKdsEDlQwI/edit?gid=0#gid=0
https://docs.google.com/spreadsheets/d/1Y2ku_-Y_SGynjYnfRBF5OojzcH7FEYsCs72RuuHQxGk/edit?gid=0#gid=0
https://docs.google.com/document/d/1J_eyKN_0nYWyBIMZLbmH6QUBm18VTMw6rZr9FlwcIs0/edit?tab=t.0
https://docs.google.com/document/d/1LmoxZM-PBYHYCnMhc14vx8qEmnder-14YKxkgpsQ1Dk/edit?tab=t.0#heading=h.ju7tan3zejfx
https://docs.google.com/document/d/1LmoxZM-PBYHYCnMhc14vx8qEmnder-14YKxkgpsQ1Dk/edit?tab=t.0#heading=h.ju7tan3zejfx
https://docs.google.com/document/d/1y8kNZofo0uhX3xxnqFSCAoNg8ki-yz_2/edit
https://docs.google.com/document/d/1y8kNZofo0uhX3xxnqFSCAoNg8ki-yz_2/edit


BUILDING SUSTAINABLE SYSTEMS OF
SUPPORT 

District leadership plays a critical role in creating the

foundation for effective Tier 3 behavior supports.

Sustainability is achieved through intentional action in

three key areas: 

1.Establishing Clear Policies and Procedures

2.Providing Ongoing Training and Coaching 

3.Modeling Data-Informed Decision Making

DBRC Campus Fidelity 

SIBS Criteria 

SIBS Minutes Guide 

https://docs.google.com/spreadsheets/d/1Pbr8_LHZx1CVsoIt-rjed2QBTgzzJlLTtoeU4hyu2Us/edit?gid=0#gid=0
https://docs.google.com/spreadsheets/d/1Pbr8_LHZx1CVsoIt-rjed2QBTgzzJlLTtoeU4hyu2Us/edit?gid=0#gid=0
https://docs.google.com/document/d/1UYcCIGHBR1xqiL0do-CYxYSP6Y7aWwxjxVYY4Y_GuNE/edit?tab=t.0
https://docs.google.com/document/d/1UYcCIGHBR1xqiL0do-CYxYSP6Y7aWwxjxVYY4Y_GuNE/edit?tab=t.0
https://docs.google.com/document/d/1LmoxZM-PBYHYCnMhc14vx8qEmnder-14YKxkgpsQ1Dk/edit?tab=t.0#heading=h.ju7tan3zejfx
https://docs.google.com/document/d/1LmoxZM-PBYHYCnMhc14vx8qEmnder-14YKxkgpsQ1Dk/edit?tab=t.0#heading=h.ju7tan3zejfx


FOSTERING COLLABORATION 
& COMMUNICATION

Collaboration breaks down silos, builds
shared ownership, and ensures that all
stakeholders are working toward common
goals. Clear communication enhances
coordination, increases fidelity of
implementation, and improves responsiveness
to student needs.

By modeling collaborative leadership and
providing the structures, time, and tools for
teams to work together, district leaders
create a culture of trust, transparency, and
continuous improvement.



CAPACITY BUILDING FOR STAFF

Needs Based training- Individualized per campus
and or teacher. 

Back to school boot Camp (2 Days) in model
classroom. 
incorporate speech 
Sensory/Motor Lab Training

Coaching & Modeling- Ongoing weekly by our
behavior Specialists

Teachers Tiered based on their level of need

Behavior Intervention Teams
SpEd 
SpEd & Gen Ed. 



REFLECTION & ACTION

What areas can you strengthen in your district? 

Action steps: 
identify your Tier 3 support team

Outline roles & Responsibilities 

Audit Current systems

Prioritize 1-2 key changes 



RACHEL ULMER 
NBISD- SPECIAL EDUCATION COORDINATOR

830.643.5791

rachelulmer@nbisd.org

www.nbisd.org


