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Positive Behavior Support Intensive Training Day 6
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SYSTEM-WIDE PBS
Creating a Universal Plan
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Any changes an organization makes to its 
practices, structure or rules that result in 
positive differences  in the lives of  people.

Level 1

Level 2

Level 3

Any changes  that results in  a positive 
difference in the lives of people who use 
services or in your own work life. 

Any change in practice, structure and rules made at 
the system level.  These changes have an effect on 
many organizations, and therefore many peoples’
lives.

Levels of Change
TLC-PCP 2012 
www.learningcommunity.us
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Features of System-Wide PBS

• Common Philosophy and Purpose
• Leadership
• Clarifying Expected Behavior
• Teaching Expected Behavior
• Encouraging Expected Behavior
• Discouraging Undesired Behavior
• Effective Practices
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1. Common Philosophy & Purpose
2. Leadership
3. Clarifying Expected Behavior
4. Teaching Expected Behavior
5. Encouraging Expected Behavior
6. Discouraging Undesirable Behavior
7. Effective Practices
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1. Common Philosophy and Purpose

• Staff members must understand key components of positive 
behavioral support

• Staff members must make commitment to implement PBS
• Staff members are receptive to maintaining data and using it 

to inform decision making (see PBIS.org)

7

2. Leadership

• An agency makes a commitment by its willingness to allocate resources for 
PBS related activities.

• Supervisory staff support PBS by regularly communicating with staff, 
service recipients, families/guardians, and the greater community.

• In doing this, it is important that administrators have some reasonable 
knowledge of PBS as well as the evidence supporting it.

• A LEADERSHIP team is comprised of a range of agency and family 
stakeholders (Adapted from PBIS.ORG)
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Leadership Team

• Behavior analyst (consulting or on staff)
• Apartment Manager
• Representative staff members
• Parent/guardian representative
• Other support disciplines

9
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Leadership Team

• The LEADERSHIP team meets regularly. They identify evidence based practices, 
monitor performance and troubleshoot needs that arise.

• This team needs to have members who are knowledgeable in positive behavior 
support practices so that they can provide assistance in designing or procuring 
resources to support regular training.

• Professional staff development activities are implemented to ensure needed 
knowledge and skills to successfully serve

• persons.
• This team must also be able to determine when consulting assistance is needed 

compared to when current training allows the implementation of PBS activities 
within the agency
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Leadership Team

• The team must ensure that there are processes for efficient and effective 
Leadership Team Meetings in place (e.g., roles, agenda, norms or ground rules, 
means for determining consensus, rotation of members, time keeping etc.).

• Staff members are engaged in the review or development of procedures to keep 
everyone well informed and provide a level of control

• Strategies sustain and reinforce staff effort are in place (e.g., new staff induction, 
sharing and discussions, coaching, feedback, etc.). Recognizing staff members for 
their contributions is critical. (adapted from PBIS.ORG)
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3. Clarifying Expected Behavior

• Determine general behavior support strategies/procedures 
used with all persons for each of settings (leaving residence, 
returning to residence, kitchen, bedroom, recreational area 
etc.).

• Ensure that staff members have understand rules and 
procedures to promote implementation consistency (Adapted 
from PBIS.ORG)
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4. Teaching Expected Behavior

• The team must provide a clear description of and be able to model expectations for 
staff members as they serve persons

• The team must provide feedback to individual staff members regarding modifying 
and reviewing expectations for providing PBS (this includes systems of 
reinforcement for staff members to recognize exemplary performance)

• All staff must participate in fidelity checks on PBS support strategies
• Staff members must work with the leadership team
• • Staff members must regularly review maintenance of new skills established to 

address the needs of persons who engage in challenging behavior. (PBIS.org)
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5. Encouraging Expected Behavior

• Specific positive feedback is provided with a ratio of 4:1 
positive to correction. (PBIS.org)
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6. Discouraging Undesired Behavior

• There should be a menu of support and intervention strategies that 
promote learning of appropriate replacement behaviors designed to 
discourage minor inappropriate behavior.

• Staff member responses to social errors must be respectful and reduce the 
probability of escalating behavior.

• Staff utilizes appropriate strategies to de-escalate or diffuse intense 
behavior.

• There must be a crisis plan (PBIS.org)

15
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7. Effective Practices

• Support and intervention strategies should be implemented consistently, 
immediately, and respectfully

• The performance of all individuals must be monitored and evaluated.
• Active participation with others should occur (turn to talk at dinner, guided 

notes to encourage initiation, etc).
• Opportunities should occur for individuals to have some control within 

activities (e.g. making choices) (PBIS.org)
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TIER 1 INTERVENTIONS (UNIVERSAL)
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Tier 1 Support

• Behavioral expectations are established
• Behavioral expectations are taught
• Reward system for appropriate behavior is established

• Clearly defined consequences for problem behavior are selected
• Differentiated instruction for behavior is planned and implemented
• Continuous use of data for decision-making occur (Adapted from PBIS.ORG)
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Expectations

• Establishing expectations for each setting (Matrix)
• Reviewing PBS expectations and rules 

– Matrix Examples

19

Teaching to and Monitoring Your Matrix

20

Expectations

• Develop simple rules, or behavioral expectations, for a system.
• Once developed a support team can take the expectations to 

the entire staff for approval.
• After staff agreed on the basic behavioral expectations, they 

can work as a group to define what the expectations would 
look like in each area of residence and community for each 
rule.

21

https://mnpsp.org/wp-content/uploads/2016/12/Matrix-Examples.pdf
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Applying Matrix Values: Staff members and people being supported

• Being "respectful" in the workplace might mean:
– Cleaning up workspace before the person on the next shift arrives.
– Placing cell phones or other electronics on silent when in a mtg.

• Being “respectful” in a mall might mean:
– Standing in line patiently while waiting to order a beverage
– Asking others what stores they would like to go to/alternating who 

chooses first.
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Observing Expectations through the Matrix

• Developing a social interactions matrix and conducting observations of 
its implementation can give leadership an opportunity to examine the 
extent to which their expectations are observed in the natural 
environment. 
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Teaching Behavioral Expectations 

• It isn't enough to develop expectations; we should teach them overtly to all 
individuals.

• Everyone follows matrix (leadership, staff teams, people being supported)
• Using examples and non-examples to teach expectations
• Staff members need to agree on what they expect from an individual when 

implementing support or intervention. (Adapted from PBIS.ORG)

24
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In Tier 1 Interventions We are Often Trying to Decrease the 
Propensity of Coercive Interaction Pattern

• Coercive interactions develop between two people when one person 
engages in a negative behavior to achieve a social outcome

• The other person responds in an equally negative fashion
• The initiator of this exchange increases the intensity of the negative 

behavior and the ongoing exchange continues until one of them gives up

25

Tier 1 Interventions

• Greater number of staff around locations where there is a greater 
propensity for problem behavior

• Reinforcing desired behavior
– http://www.pbisworld.com/tier-1/acknowledging-positive-behavior/

• Consistently implementing consequences for undesired behavior
– http://www.pbisworld.com/tier-1/clear-consistent-predictable-

consequences/
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Tier 1 Interventions

• Working with staff to avoid having all people travel to the same 
community residence

• Establishing a staff member to regularly invite a resident for a beverage 
in the community

27

http://www.pbisworld.com/tier-1/acknowledging-positive-behavior/
http://www.pbisworld.com/tier-1/clear-consistent-predictable-consequences/
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Tier 1 Interventions

• Modeling expected language
– http://www.pbisworld.com/tier-1/model-appropriate-language/

• Establishing more organized schedules

– http://www.pbisworld.com/tier-1/more-structured-routines/
• Organizing materials daily

– http://www.pbisworld.com/tier-1/organize-materials-daily/
• Speaking in calm and neutral tone

– (http://www.pbisworld.com/tier-1/use-calm-neutral-tone/)
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Tier 1 Interventions

• Pause before giving a direction to ensure attention
– http://www.pbisworld.com/tier-1/pause-before-giving-a-direction/

• Provide a container for the learners belongings to enhance organization

• Reassurance in novel or challenging activities
• Redirection

– (http://www.pbisworld.com/tier-1/redirection/)
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Tier 2: Interventions & Monitoring 

(Secondary)

30

http://www.pbisworld.com/tier-1/model-appropriate-language/
http://www.pbisworld.com/tier-1/more-structured-routines/
http://www.pbisworld.com/tier-1/organize-materials-daily/
http://(http:0/www.pbisworld.com/tier-1/use-calm-neutral-tone/)
http://www.pbisworld.com/tier-1/pause-before-giving-a-direction/
http://(http:0/www.pbisworld.com/tier-1/redirection/)
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Tier 2 Interventions

• Progress monitoring is established for individuals who may be at risk for escalating
• Collection and use of data for decision-making

– Consider ways to track “lower level” behaviors to shift focus to prevention
• Systems for increasing structure and predictability for these persons should be 

designed and put in place
– http://www.pbisworld.com/tier-2/individual-visual-schedules/
– http://www.pbisworld.com/tier-2/organizational-tools/

• A system for increasing contingent adult feedback should be implemented 
(Adapted from PBIS.ORG)
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Tier 2 Interventions

• There must be Individualized interventions/supports based on assessment 
information that focuses on

• (a) prevention of problem contexts, 
• (b) instruction on functionally equivalent skills, and instruction on desired 

performance skills
– http://www.pbisworld.com/tier-2/teach-conflict-resolution-skills/
– https://mnpsp.org/wp-content/uploads/2016/12/Positive-Social-Strategies-

actitvity10-18-17.pdf
• (c) strategies for placing challenging behavior on extinction,
• (d) strategies for enhancing contingence reward of desired behavior, and
• (e) use of safety consequences if needed. (Adapted from PBIS.ORG)

32

Tier 3: Functional Behavior Assessment, Positive 
Behavior Support Planning, & Monitoring 

(Tertiary)

33

http://www.pbisworld.com/tier-2/individual-visual-schedules/
http://www.pbisworld.com/tier-2/organizational-tools/
http://www.pbisworld.com/tier-2/teach-conflict-resolution-skills/
https://mnpsp.org/wp-content/uploads/2016/12/Positive-Social-Strategies-actitvity10-18-17.pdf
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Tier 3 Support

• A full Functional Behavioral Assessment should be implemented
– http://www.pbisworld.com/tier-3/functional-behavior-assessment-fba/
– https://mnpsp.org/training-materials/

• This should be a team-planned comprehensive assessment
• Assessment results must be linked to appropriate behavior support 

strategies (aka, Positive Behavior Support Plan)
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Tier 3: Planning team and licensed services

• Service recipient rights and rights restrictions
• Navigating the guardian & team conversation

– Tools:
• What’s working/not working

• 2 Minute drill

• Team conflicts and resources
– Ombudsman, DHS 245D licensing, disability Law centers

• Practice with scenarios
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Tier 3: Creating the Plan

• Creating a Positive Behavior Support Plan
– Based off of the function(s), contexts, and related information obtained 

in the FBA
– Based off of the information obtained in the Person Centered Plan

• Alignment with the Positive Support Transition Plan (PTSP), when required 
PTSP Quality Checklist

• Involving the team
– Include context! 

• Antecedent/setting event interventions
– Function-based interventions

• What is the identified function and how is the plan addressing it? 
Skills being taught or reinforced.

– Generalization/Maintenance

36

http://www.pbisworld.com/tier-3/functional-behavior-assessment-fba/
https://mnpsp.org/training-materials/
https://edocs.dhs.state.mn.us/lfserver/Public/DHS-6810G-ENG
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Conducting an FBA

• Establish a multi-disciplinary team
• Identify the challenging behavior of interest 

–Create an Operational Definition
• Collect Baseline Assessment data.

– Indirect Data=rating scales, surveys, interviews
–Direct Data= ABC data collection, scatter plot observations

37

Conducting an FBA

• Develop a Hypothesis Statement
– What is the function of the behavior?

• Test the Hypothesis
• Develop Behavior Support Plan

38

Functions of a Behavior

Seeking/Obtain Avoiding/Escape

Attention

•Making others laugh
•Intimidating others or staff
•Slow transitions between activities 
because he has to stop and chat

Looking away whenever a co-worker asks 
a question.

Tangible/Activity

•Working for a token (can of pop)
•Wants to have free time

•Acting up at the beginning of a work 
activity to go home for the day
•Intimidating staff because s/he doesn’t 
want to go on an outing.

Sensory

•Acting very irritable because s/he hasn’t 
eaten yet today
•Hand-flapping

•Wants to be kicked out of the room 
because  it’s too noisy
•Won’t take medicine because of the 
way it makes him/her feel

Trauma

Safety
Connection
Control/Choice

Fear of perceived:
Pain
Punishment
Abuse

39
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Positive Behavior Support Plan

• A Positive Behavior Support Plan includes the following:
–Plan to prevent by addressing setting events and 

antecedents 
–Plan to teach replacement/desired behaviors
–Plan to decrease reinforcement for challenging behavior
–Plan to increase reinforcement for appropriate behaviors

40

Setting Event Interventions

• Setting Events = Slow Triggers
– Things that may influence the likelihood of a behavior being set off 

later in the presence of an antecedent

41

Type Examples Example 
Intervention

Physiological Pain or discomfort from 
illness of medication

See Dr. about change in 
medication

Cognitive/Emotional Fatigue
Argument with 
friends/family

Daily schedule 
prioritizing 8 hours of 
sleep, embedded naps 
into the day if possible

Physical Environment Loud noises, Lack of 
light, too much light

Noise cancelling 
headphones, 
sunglasses

Social Activity Presented a difficult 
task
Change in the routine

Sequence high 
probability and low 
probability requests
Use a schedule

42
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Antecedent Interventions

• Antecedent = Fast Triggers
• The “context” that needs to be taken into account 
• Events that immediately precede the occurrence of the target behavior
• Focus on PREVENTION

– Change the trigger (antecedent)!
– Make the behavior irrelevant
– Address the function AHEAD of time!

43

Antecedent Interventions

–Preferred Items as Distracters
–Choice
– Instruction Delivery Method
– Implementing pre-activity interventions 
–Using highly preferred activities/items to increase interest 

level
–Tolerance for Delay in Reinforcement
–Contingency Maps
–Competing schedules of Reinforcement

44

Consequent Interventions

• Based in reinforcement
• Plan to eliminate/reduce challenging behavior
• Plan to reinforce both

– ALTERNATIVE behaviors
– DESIRED behaviors

45
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Extinction

• Extinction burst: After first implementing extinction, usually consisting 
of a sudden and temporary increase in how often the behavior occurs, 
followed by the eventual decrease and extinction of the targeted 
behavior.

46

Differential Reinforcement 

• Positive approach
• Reinforcement-based procedure
• May progressively change behavior
• Able to plan for fading reinforcement and/or natural 

contingencies
• Used with EXTINCTION

47

Summary of DR Procedures

Purpose Management Objective

DRL
Reduce behavior to 
acceptable level

Focus on reducing # of 
occurrences

Tom will be out of his work area no more 
than 2 times in 40 minutes

DRO
Reduce behavior to zero 
occurrences

Focus on increasing time of 
nonoccurrence

Tom will have no occurrence of leaving 
his work area in a 40-minute period

DRI
DRA

Reinforce a functional
alternative behavior

Focus on developing functional 
alternative behavior

Tom will press a button to indicate he 
wants to take a break instead of yelling 
and face slapping

48
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PBS as an Organizational, System's Level Change

49

SY
ST

EM
S

PRACTICES
DATASupporting

Staff Behavior

Supporting
All People

OUTCOMES

Supporting
Decision
Making
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Systems Change in PBS

• Degree to which prevailing mission, vision, and values of the system are 
consistent with positive behavior support 

• Availability of administrative support, including methods to promote buy-in 
and accountability among staff 

• Flexibility and adequacy of fiscal and material resources 
• Degree to which existing policies and procedures align with PBS practices

51
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Systems Change in PBS

• Skills and capacities of support providers in the system, and 
opportunities for staff development 

• Mechanisms for promoting collaboration among families and 
professionals from various disciplines

• Availability of consultation and technical assistance from 
individuals/agencies with expertise in PBS 

• Overall stability of the system (e.g., consistency in support 
providers, financial security)

52

Activity

• With your organization (cohorts breakout)
• How can or has your organization begun addressing the 8 processes for 

systems change?
(see handout)

• What areas does your organization still need to address to implement PBS 
effectively?

• Using the Minnesota Implementation Checklist: PBS subscale rate your 
organization to the best of your ability
(see handout)

• Select two areas that you might want to improve upon and steps to improve
• How will you bring the information you learned in this 6 day training to 

your organization?

53

Case Study Activity

54
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Case Study: Before

55

Case Study: After

http://challengingbehavior.cbcs.usf.edu/Pyramid/pbs/study.html
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PBS and PCP Resources

• https://mnpsp.org/training-materials/
• http://pbismn.org/
• https://edocs.dhs.state.mn.us/lfserver/Public/DHS-6810C-

ENG
Person Centered Practice:
• https://mnpsp.org/pcp/

Other PBS websites:
• http://www.pbisworld.com/
• https://www.pbis.org/

57

http://challengingbehavior.cbcs.usf.edu/Pyramid/pbs/study.html
https://mnpsp.org/training-materials/
http://pbismn.org/
http://6810C-ENG
http://www.pbisworld.com/
https://www.pbis.org/
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PBS Facilitator Mentoring Program

PBS facilitators within the agency should plan on the following 
training/mentoring support over the three year grant:

1. Six days of the PBS Intensive Training
2. 3 Onsite visits to discuss Data collection, Matrix Development and 

monitoring, FBA/BSP Organizational Process 
3. 2-3 telehealth visits to complete assistance with monitoring and 

managing data and the effectiveness of your Matrix
4. 2-3 telehealth visits to assist with FBA/BSP creation, evaluation and 

monitoring processes. 
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PBS Facilitator Mentoring

Year 1 PBS Intensive Training (6 full 
days)

Year 2

Onsite to develop and 
review Matrix

Onsite to Explore data 
sources and create a data 

system

Explore organizations 
Positive Behavior Support 

process Tier 1-3

Year 3

2-3 Virtual visits to monitor 
organizations use of data 

and matrix progress

2-3 Virtual visits to evaluate 
FBA, BSP, and universal PBS 

processes and provide 
technical assistance 
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LIKE-LEARN-CHANGE

60
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Three Post-it Notes 

• What did you LIKE about today ?

• What did you LEARN today?

• What would you CHANGE about today?
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Preparation of this [presentation/report] was supported, in part, by
cooperative agreement JPK%50470 from the Minnesota Department of
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