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Organization-Wide Positive Behavior Support
Rachel Freeman
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Purpose of Presentation

• Overview of organization-wide PBS
o Work smarter, not harder to embed practices
o Build on the strengths of the organization
o Make sure new work is part of what you are already doing
o Link to accreditation, strategic planning, required reporting systems

• Use data for decision making
• Work at a state and regional level
• Story from one organization
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• Everyone engages in behaviors that:
– Interfere with their quality of life
– Can result in injury to self or others

• When these challenges become intense and chronic, the goal is to 
help problem solve and come up with solutions

• People need to be in charge of their own health and wellness
• Avoiding the term “behavior,” or not talking about it 

makes it more difficult to find solutions

Challenging Behavior
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Implementing a Tiered Prevention Model 

Tier 1 – Home, Work, Community

Tier 2 – Group or Simple Problem Solving

Tier 3 - Individual Plan with Multiple Supports
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Universal Person-Centered Strategies are 
not a Person-Centered Plan

• Use person-centered tools and strategies to build relationships 

• Practice and encourage empathy and active listening

• Explore and celebrate cultural differences

• Increase self-awareness of how we interact with others

• Reflect and change our use of language as well as our behavior

• Use data to reflect on progress
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• Teach, prompt, and model social and 
emotional skills

• Reinforce and celebrate positive skills in use

• Create a consistent response when challenges 
occur

• Use data to reflect on progress

Universal Positive Behavior Support is not the 
Same as a PBS Plan

“Whatever you feed, will grow.” 
~Bishop TD Jakes
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Major Messages….
“It’s a Marathon Not a Sprint.”

7

Major Steps 

• Form an Organization-wide Team 
• Assess Readiness and Buy in 
• Complete a Self-assessment
• Create an Action Plan 
• Use Data for Decision Making
• Make Changes to Improve Outcomes
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Assessing What is Already in Place for
Universal Strategies

• Person Centered Thinking Training 
• Social Skills Curriculum 
• Emotional Supports/ Trauma Informed Care
• Health and Wellness Strategies
• Efforts to Build Natural Supports 
• Strategies for Increasing Positive Social Interactions
• Cultural Responsiveness
• Community Mapping & Building Natural Supports 
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Sample Annual Action Plan
Outcome Statement For the People We Support Area Who By When Status Update

1. Learn about each individual by using Person Centered thinking tools PCP Coach 10/1/16

2. With each person, create a one-page profile PCP Coach 10/1/16

3. Create one meaningful personal connection based on gifts, talents 
and interests PCP

Coach, person 
& circle of 
support 

3/1/17 In progress
Sept 2016

4. Have all staff attend PCT training PCP Brandon

5.  Confirm pilot area for consensus building PCT/PBS Steve October, 2016 Completed

6.  Schedule meeting time for review of policies across organization PCT/PBS Jane/Team Sept, 2016 Completed

7.  Dedicate 15 minutes in staff meetings to share PBS updates. PBS Coaches/Lead
ers

August 15,  
2016 In Progress

8.  Tenure and retention data are gathered with attention to pilot areas 
for self-assessment Workforce Alice and Andy July 31, 2016 Not Yet Started

9.  Team gathers information about different cultures represented for 
both people supported and staff members Workforce Brandon, Kayla 

& Nicole July 31, 2016 Not Yet Started

10. Information about different cultures are integrated within staff 
development Workforce Steve October, 2016 Completed
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Alfonso’s Team

Tier 1
Organization-Wide

Team

Universal Systems

Tier 2  & 3
Team

Organizations With All 3 Tiers 
Form Two Teams (or meeting 

systems) for Oversight

John’s Team
Satish’s Team

Akemi’s Team
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Putting Energy Into Tier 1 is Easier, Cheaper, and Makes it 
Easier to Support More Challenging Problems

• Changes in person-centered interactions
• Positive social interactions taught, modeled and 

reinforced
• Evidence that policies and procedures have 

changed
• Data-based decision making systems used
• Consistent responses to challenges
• Systems for new staff training and ongoing 

coaching and supervision
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What Person-
Centered Values 

Mean to Me
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Create a Plan to 
Practice Person-
Centered Behaviors:

Resource Manual 
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https://mnpsp.org/wp-content/uploads/2024/05/resource-guide-for-skill-building-2-13-2024_acc.pdf
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Celebrating Progress Together
• Each time a behavior is observed
• Write down the behavior on a strip 

of paper
• Create a paper chain
• Placed in the living room
• When the chain reaches across the 

wall we celebrate
• Choose how to celebrate success 
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1

6 TO 1

McAuliffe’s	Frequent,	Specific	Praise	
Prompt

Create	Visual	Reminders	
to	Recognize	Positive	
Social	Interactions

Recognize  & Prompt Positive Social Interactions

16



6/13/24

9

Creating Opportunities for Recognition When Values are Seen
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Visuals in Mental Health Clubhouse
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Getting the Word Out to the Community
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ORGANIZATIONAL CHANGE STAKEHOLDERS PATH 
OCTOBER 17TH 2016 
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Consistent Responses to Challenges

• Work together to use incident 
reporting systems to confirm 
what is considered challenging

• Introduce tools to everyone 
using coaching methods

• Integrate into new staff 
onboarding

• Build into staff meetings
• Teach problem solving and 

conflict resolution
• Use systems to increase self-

awareness
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Assessing Organizational Data

• Alignment of Organizational Policies 
• Orientation Staff Development & Performance
• Surveys and Other Documentation Related to 
• Quality of Life
• Climate
• Stress

• Information about Other Positive Supports Used in Organization
• Quality of Life Evaluation
• Incident Reports (Preparation in Year 1)
• Injuries, Sick Days
• Information Related to Retention, Workers Compensation, Staff Injury
• Fidelity of team progress
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https://mnpsp.org/wp-content/uploads/2016/12/PSS-Conflict-Resolution10-30-17.pdf
https://mnpsp.org/wp-content/uploads/2016/12/PSS-Conflict-Resolution10-30-17.pdf
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The 
BIG 5

How 
often

Where What

When

Who
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Brief Improving Incident Report for Self-Assessment

24

People: 
25

Incidents: 59

24
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Staff Retention 
Data for the 
Organization
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Tiered Onsite Evaluation Tool (TOET)
Key Characteristics
• 2-4 Hours Onsite Visit to Organization
• Outside Evaluation of Implementation
• Review of Documentation
• Interviews 
• Observations

26
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Fidelity Tools Available Online

Resources for Evaluating Fidelity of Implementation

• Tiered Onsite Evaluation Tool TOET

• Minnesota Direct Observation Form and Self Assessment Tool Definitions

• Minnesota Direct Observation Tool

• Organization-Wide Person-Centered Practices and Positive Behavior Support Evaluation Questions — Year One

• Missouri’s Organization-wide Resources
o Agency Systems Assessment

More Resources

• Minnesota Positive Supports Implementation Example Site

• Minnesota Team Implementation Checklist: Integrating Person Centered and Positive Supports

• Coming Soon: Maryland is working on a website for sharing resources and curriculum
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TOET Fidelity Includes Monitoring Data-Based Decision Making

Evaluation Questions-Teams

Efforts Taken
• Coaches, Key Contacts. PBS Facilitators
• Homes, Areas of Organization (parameters)

Fidelity 
• Self-Assessment
• Onsite Evaluation

Outcomes
• Quality of Life
• Incident Reports 
• Injuries, Sick Days
• Attrition/Retention, Workers Compensation

Examples of Evaluation Measures
• # key contacts
• # of active coaches
• TOET (external evaluation)
• MN Team Checklist (self-assessment)
• Quality of life measures 

o Individual
o Summary across organization

• Incident reports, injuries, restraint
• Sick leave, attrition/retention workers 

compensation
• Climate scales staff and people 

supported
• Surveys of cultural responsiveness
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https://mnpsp.org/wp-content/uploads/2019/05/Universal-TOET-FINAL_JS-12.1.2020RF-final.pdf
https://mnpsp.org/wp-content/uploads/2019/05/Observation-Tool-Definitions-11-15-23-update.pdf
https://mnpsp.org/wp-content/uploads/2019/05/Direct-Obs-Tool-2.0.pdf
https://mnpsp.org/wp-content/uploads/2016/12/PC-Practice-and-PBS-Eval-Questions1-26-16.pdf
https://dmh.mo.gov/dev-disabilities/tiered-supports/tier-1
https://mnpsp.org/wp-content/uploads/2019/02/ASSET-Manual.pdf
https://mnpsp.org/wp-content/uploads/2016/12/MN-team-checklist-OVERALL-FINAL.docx
https://mnpsp.org/wp-content/uploads/2016/12/MN-team-checklist-OVERALL-FINAL.docx


6/13/24

15

Freeman, R., Simacek, J., Jeffrey-Pearsall, J., Lee, S., Khalif, M., & Oteman, Q. (2022). Development of the Tiered Onsite Evaluation Tool (TOET) for organization-wide person-centered positive behavior support. Accepted 
with revisions. Journal of Positive Behavior Interventions.
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Scoring the TOET

• Implementation points
– Achieved    = 2  
– In progress = 1 
– Not Started = 0 

• Criterion for scoring provided for each item
• Percentage of Items Implemented 

– Overall Total
✓ Number of items scored as “Achieved” divided by Total # of items

– Subscale Scores
✓ Number of items in each subscale area scored as “Achieved” 

divided by the number of items in that subscale area 

30
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TOET Scores Across All Provider Organizations 
Six+ Years of Implementation

Notes: TOET scores across participating organizations reflecting over six years of participation in TA. Organization 1 is the Case Study example. *Organizations 
participating that attrited. **Organizations that were part any earlier PC training funded by the state but became actively involved in the cohort model. 

Freeman, R., Simacek, J., Jeffrey-Pearsall, J., Lee, S., Khalif, M., & Oteman, Q. (2022). Development of the Tiered Onsite Evaluation Tool (TOET) for organization-
wide person-centered positive behavior support. Accepted with revisions. Journal of Positive Behavior Interventions.
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Cohort 1 & 2A

Cohort 2B Cohort 1 ,4,& 5

Minnesota Statewide Organization-Wide 
Training InfrastructureTraining Layers

• Team Training (T1)
• PCT Trainers/Coach Training (T1)
• Picture of a Life Planners/Trainers
• PBS Intensive Awareness
• PBS Certification Level

Cohort 3 & 4
Teams Trained = 32
Teams with TOET = 24
Organizations = 12

32
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Encouraging Local, Regional, and Statewide Decision Making

1

Acute Care Related Measures – 
Community (For Internal Use)
• Quality of life
• Incidents/restraint/injury
• Staff attrition/retention
• Climate surveys 
• Fidelity of implementation

Summarized Data for 
Regions 

Improvement Cycles

Local Level Advocate Leadership

State
Implementation 

Team
Regional
Teams

Providers 
Implementation

Team

Summarized Data Across 
Organizations--Decide 
Together What Data to 
Share

Summarized Data for 
Each Organization

Hospitals
Acute Care Related Measures Hospitals
(for Internal Use)
• Discharge delay length
• Staffing levels
• Restraints employed
• Injuries 
• Secondary infections
• Satisfaction/experience
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Examples of Statewide Recognition to Providers

Missouri
• Annual recognition and awards for providers
• Pay providers to attend more extensive training
• Additional monthly stipend to submit data related to implementation

Minnesota
• Annual recognition and awards for providers
• Assistant Commissioner of Aging and Disability Division of DHS recognition video & 

small symbolic gifts to share with team members
• Working on recommendation to change HCBS waiver reimbursement system to 

move away from degree qualification to competency based training
• Funding to regional pilot teams who are meeting to build capacity at the local level 

(funds for facilitators, collecting data)

34

https://myemail-api.constantcontact.com/Cohort-Celebration-.html?soid=1139762338635&aid=hOeY19nImwA
https://www.youtube.com/watch?v=A9Vq_Za6QHw
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Provider Story of Implementation
Organization Characteristics

• Within city of 85,852 people
• Supporting 77 people, 200 staff 

members
• Data implementing 2016-2020 
• Supports to people with IDD, 

mental illness, and traumatic brain 
injury
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TOET Data From 2016 – 2020 for the Case Study Example

Freeman, R., Simacek, J., Jeffrey-Pearsall, J., Lee, S., Khalif, M., & Oteman, Q. (2022). Development of the Tiered Onsite Evaluation Tool (TOET) for 
organization-wide person-centered positive behavior support. Accepted with revisions. Journal of Positive Behavior Interventions.

36



6/13/24

19

Provider Accomplishments (Brief Review)

Positive Behavior Support Activities
• 12 universal team members meeting regularly
• 30 Coaches taught both PCT tools and PBS to 

mentor staff
• Targeted “matrix” created in 5 locations within 

organization
• Created measurement system for incident reports 
• Direct observation system piloted connected to 

supervisory system
• PBS Facilitators & Picture of a Life trained 

facilitators in training (tiers 2/3)
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Annual Incident Report Data 2018-2020

Freeman, R., Simacek, J., Jeffrey-Pearsall, J., Lee, S., Khalif, M., & Oteman, Q. (2022). Development of the Tiered Onsite Evaluation Tool (TOET) for organization-wide person-centered positive 
behavior support. Accepted with revisions. Journal of Positive Behavior Interventions.
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Thank you for your time!

Contact Information

Rachel Freeman
Email: freem039@umn.edu
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Minnesota Positive Supports Defined

Refers to all practices that include the following characteristics:
1) Person- centered interventions that demonstrate cultural competence 

and respect for human dignity
2) Evidence- based and promising practices
3) Include strategies for ongoing assessment and monitoring at individual 

and organizational levels
4) Are often implemented in combination with more than one practice

40
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Examples of Positive Support Strategies

● Person- centered thinking/ planning- foundational values
● Positive behavior support
● Applied behavior analysis
● Assertive community treatment
● Cognitive behavior therapy
● Dialectical behavior therapy
● Motivational interviewing
● Wraparound planning/ Systems of care
● Trauma informed practices
● School- linked mental health
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Free Resources - Visit MNPSP.ORG

MNPSP.ORG Website Training Materials Page

42
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Creating a Common Language
Minnesota’s Standards of Practice: Positive Behavior 

Support Across the Lifespan
Visit the Standards of Practice

43

MNPSP.ORG Resources Online

Positive Social Strategies

Examples From Page...
• Positive Social Strategies Self-Assessment
• 8 Dimensions of Wellness
• The Power of Positive Thinking
• Why Mindfulness is a Superpower
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https://mnpsp.org/wp-content/uploads/2023/12/Minnesota-Standards-of-Practice-Accessible-FINAL.pdf
https://mnpsp.org/portfolio-items/positive-social-strategies/
https://mnpsp.org/wp-content/uploads/2016/12/PBS-QOL-socialphysical-6-27-16-2.pdf
https://www.youtube.com/watch?v=tDzQdRvLAfM
https://www.youtube.com/watch?v=mbPqmZYLxWw
https://www.youtube.com/watch?v=w6T02g5hnT4


6/13/24

23

Resources

Home and Community Based Modules

MNPSP.ORG Universal Social Skills

Implementation Resources

Learn More About Person-Centered 
Strategies

45

Angela Novak Amado, Ph.D.

Friends 
Connecting people with disabilities 
and community members

http://rtc.umn.edu/docs/Friends_Connecting_people_with_disabilities_and_community_members.pdf

Friends: Connecting 
People with Disabilities 
and Community Members

MNPSP.ORG
• Training Materials 
• Universal Social Skills
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https://mnpsp.org/hcbs-modules/
https://mnpsp.org/portfolio-items/universal-social-skills-resources/
https://mnpsp.org/portfolio-items/implementation-examples/
https://mnpsp.org/portfolio-items/person-centered-planning-big-picture/
https://mnpsp.org/portfolio-items/person-centered-planning-big-picture/
https://rtc.umn.edu/docs/Friends_Connecting_people_with_disabilities_and_community_members.pdf
https://rtc.umn.edu/docs/Friends_Connecting_people_with_disabilities_and_community_members.pdf
https://rtc.umn.edu/docs/Friends_Connecting_people_with_disabilities_and_community_members.pdf
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Quality of Life Links

• Quality of Life Tools for Caregivers
• My Best Life: A Tool to Tell Others 

How You Feel
• Family Quality of Life Survey
• Quality of Life Resources from Home 

and Community PBS Network
• World Health Organization Quality of 

Life Assessment
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Partner Information
Adele Dimian
dimia006@umn.edu
Institute on Community Integration
University of Minnesota

Dani Dunphy
dunphyd@stlouiscountymn.gov
Institute on Community Integration
University of Minnesota

Dupree Edwards
dupedshow@gmail.com
Institute on Community Integration
University of Minnesota

Rachel Freeman
freem039@umn.edu
Institute on Community Integration
University of Minnesota

Jennifer Jeffrey Pearsall
jjpearsall@midatlanticpbis.org
Sheppard Pratt
Maryland

Jessica Simacek
sima0034@umn.edu,
Institute on Community Integration
University of Minnesota

Margaret Moore
hewit005@umn.edu
majia1211@yahoo.com 
West Virginia

Ashley MacSuga-Gage
ashley.macsuga@gmail.com
University of Florida

Seunghee Lee 
dimia006leex6959@umn.edu,
Institute on Community Integration
University of Minnesota
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https://mnpsp.org/wp-content/uploads/2021/02/Quality-of-life_A-tool-for-caregiversFINAL.docx
https://mnpsp.org/wp-content/uploads/2021/02/My-best-life_A-Tool-to-tell-others-how-you-feelFINAL.docx
https://mnpsp.org/wp-content/uploads/2021/02/My-best-life_A-Tool-to-tell-others-how-you-feelFINAL.docx
https://beachcenter.lsi.ku.edu/sites/default/files/2019-10/1.%20Beach%20Center%20Quality%20of%20Life%20Scale-With%20Update.pdf
https://hcpbs.org/practical-resources-tools/resources-quality-of-life/
https://hcpbs.org/practical-resources-tools/resources-quality-of-life/
https://www.who.int/mental_health/publications/whoqol/en/
https://www.who.int/mental_health/publications/whoqol/en/
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