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What PBS Looks Like when it Works (A Case Study from Candeo)
We began serving an individual who was presented at the Residential Options committee last winter, in June of 2008.  Our teams’ use of Positive Behavior Supports allowed this to occur.  For purposes of this case study, we will refer to the client as Joe.

Joe had been receiving out-of-the-family home services since he was 12.  Upon turning 18, Joe ended up in the hospital due to very severe interfering behaviors.  He had a history of harming others and was so hostile in the hospital that he had additional security as well as was secluded from the rest of the patients much of the time.  There were several people on Joe’s hospital team who thought he should either end up in jail due to assaulting staff or be sent to Woodward.  They did not believe he could be successful in community placement.  

Prior to Joe moving into the house where Candeo provides support to him and his roommate, he had been hospitalized for approximately 8 months.  Candeo staff met with Joe several times during the end of his hospitalization, met with his case manager and met with his previous provider to discuss his history and to start to develop a picture of what had worked in the past and what did not work.  Joe’s previous provider had a very detailed plan regarding the triggers for Joe’s aggressive behavior that we were able to use.  Through those discussions and the past plan, we were able to assess what Joe’s potential triggers were, what supported him and how we would need to modify the environment in his home to increase his opportunities for success.

Modifications that came out of those discussions, previous plans and assessments were to hire mostly female staff.  Joe also had difficulty working with African – American people.  Men typically made Joe act more aggressive as though he needed to establish himself as the dominate male figure.  Joe was also extremely high energy and often would only sleep for short periods of time.  Typically Candeo overnight staff sleep.  For Joe’s home we modified the position to have overnight staff awake, to support Joe when he was up.  Joe’s interests were identified through many discussions with him and electronic games were purchased to help maintain his attention during the night so he wouldn’t be tempted to leave the house and run down the street.  There were also many other activities identified and items purchased to support those activities so that when his attention was lost on one thing, there was something else to move to.  All of these changes allowed for a relatively smooth and successful transition from the hospital to his house.

Joe moved into his house the middle of June, 2008.  Soon after he moved in, a Behavior Specialist from Woodward came to do an environmental and staff support assessment for us as well.  She indicated several things that we were already doing which she would not change.  She validated the supports that PBS practices had already led us to put in place.

While Joe has had some minor challenges getting introduced to the work world, he has been successful for almost 10 months.  Joe was asked how he felt things were going in his new home and his response was, “I didn’t know life could be this way; you actually ask me what I want and listen to me.”  In Candeo’s organizational philosophy, that sums up positive behavior support very well.  We have also seen some huge successes for Joe.  His ability to attend to activities for longer than 2 to 5 minutes at a time has changed drastically.  When Joe moved in, it would take him an hour to eat a meal as he would take a bite and leave to do something else, then come back to take another bite, leave again, etc.  He now will finish his meal in one sitting.  Joe no longer requires that our staff are awake through the night.  This allowed for the daily rate of Joe’s service to reduce significantly.  He has been attempting to work and he is also doing very well with several male staff, as well as one who is African – American.  
By attending to what made sense to Joe at the time and developing his supports around that, then working with him to broaden his skills and tolerance, he has experienced a significantly positive year.  
History/Purpose
The Positive Behavior Support (PBS) Initiative is a multi-year project sponsored by Polk County Health Services, guided by provider agencies participating in the initiative and was coordinated by the Iowa Behavioral Alliance in the beginning.  (The Iowa Behavioral Alliance is no longer in existence.)  The Network was conceived to increase the capacity of our disability services to effectively serve individuals with problem behaviors.  Over the years, services to people with disabilities have identified the individual as the target of intervention strategies and all too frequently resorted to punishment type strategies in trying to manage behavior.
Often the outcome of this practice was increasingly restrictive type intervention programs.  Research has made it clear that just manipulating consequences with punishment strategies may decrease problem behavior in the short-run but the frequency and severity of problem behavior increases in the long-run.  It also challenges those of us in the service delivery sector to question the ethics of such practice.  People in this situation are known by their problem behavior not as people who have unique strengths and problems.  Often professionals in the field actually say “The person is having behaviors”; a demeaning and imprecise way of discussing how to best support a person. 

Positive Behavior Support is a values based approach that is designed to prevent problem behavior rather than correcting/punishing the individual.  It is the marriage of teaching, and prevention by arranging the environment in such a way that problem behavior becomes irrelevant, inefficient, and ineffective.  It is empirically based to facilitate the evaluation of change efforts.  The goal is to invest in the capacity of the person, not focus on the correction of the person.

Polk County believes that to invest in the capacity of the people we serve; we need to invest in the capacity of the system that serves people.  With this in mind, a multi-year investment in Positive Behavior Support resulted.  The goal/purpose the PBS Initiative is to bring together service providers who are committed to developing Positive Behavior Supports within their own agencies and within the Polk County service system as a whole.   Nine organizations began the initiative in the fall of 2005. In 2008, the PBS Initiative grew to 13 agencies.   
Structure 
At the end of year three, the PBS Initiative broke its structure down into a PBS Network of provider agencies and a PBS Academy. The goal of the PBS Network is to provide support, technical assistance, and resources to Network members that results in increased capacity in positive behavior support technology for residential and employment programs in Polk County who support individuals with disabilities.
The goal of the PBS Academy is to develop standardized training tracks and offer valuable in-services and team building trainings to Network members and non-members, and to serve as an exposure and entry point to non-members to learn more about and/or join the Network.
PBS currently has a Leadership Board that is comprised of a Board President, Vice President, Secretary, and Treasurer. Each participating Network agency also has one voting member that sits on the Board.
Strategic Review of Current Year (2008)
In the spring of 2008, the PBS Leadership Board developed 3 Strategic Focus areas; Leadership, Network, and Academy, and developed committees to develop Strategic goals and work plans for each area. From this work, the Leadership Board developed an 18 month strategic plan to move the PBS Academy and Network forward through December 31, 2009.
Academy 
The purpose of the PBS Academy is to provide ongoing training to both members and non members of the PBS Network, which furthers the provision of Positive Behavior Supports to persons with disabilities in Polk County and across the state. In 2008, the Academy provided distinct and continuous Positive Behavior Support trainings to members of the Network and other providers in the State of Iowa by bringing in two nationally known trainers. The Academy arranged trainings by Dr. Tom Pomeranz in May, 2008 and Dr. Charlie Applestein in December, 2008. Both speakers presented trainings to Network members as well as Disability Providers around the State. The Academy also developed a standardized training, PBS 101, which includes an introduction to PBS philosophy, self reflection and strategies for intervention as well as instruction on ABC’s, Proactive vs. Reactive Reponses, Universal Enhancements, Environmental Influences, and Data Assessment. The standardized curriculum was developed and trialed in December of 2008, and will be used to standardize training within Network member organizations. The PBS Academy also has developed quarterly educational emails for Network members, and they are making progress in developing a standardized curriculum for PBS 201.
Network

The purpose of the PBS Network is to provide support, technical assistance, and resources to the PBS member agencies, to ensure the utilization of Positive Behavior Supports in all levels of services to persons with disabilities in Polk County. In 2008, the Network developed Policies and Procedures on how Committee Chairs are rotated, and outcome reporting.  Representatives from the Network attended the Association for Positive Behavior Supports Annual Conference and explored PBS standards of practice. The Network is making progress in developing standards of practice for the Polk County PBS Network. The Network also researched different models for future review of internal PBS process implementation. The Network is also making progress in developing a fidelity tool and users guide for Network members to partner with each other and provide feedback on PBS Implementation within Member agencies.
Leadership
The purpose of the Leadership committee is to ensure alignment of strategic planning and actions with the PBS Network’s Mission, Vision and Values, and to foster leadership development throughout the Network. In 2008, the Leadership Committee developed and implemented by-laws for the PBS Network. The Leadership also conducted quarterly reviews of the Strategic Plan, metrics and timelines, and facilitated quarterly Board education sessions on PBS Network’s Mission, Vision, and Values, assuring Board action was in alignment with its Mission, Vision, and Values. Leadership also regularly reviewed the Leadership support needs of the Network members, and arranged Network Member training with Geery Howe in October, 2008. Leadership also recommended scholarships for key Board Leaders to attend the Leadership Training, From Vision to Action, starting in March, 2009, and has started the process of the next Strategic Planning cycle.
Expenditure Summary

Current Year:

The PBS Network Budget is developed in alignment with the PCHS Budget year and is from 7/1/08-6/31/09. This year’s total annual budget was $39,800. We have currently spent $18,700. Our projected total expenses for this budget year are $28,000. 
Participants


Candeo (Creative Community Options)
ChildServe

Community Support Advocates


Crest Services


Easter Seals


HOPE

Link Associates



Mainstream Living


Polk County Health Services


Progress Industries


ResCare


The Homestead


Westminster House, Inc.
Executive Summary
In 2008, the Positive Behavior Support Network has come a long way in developing its infrastructure and meeting its purpose. The participant agencies came together in a strategic way to develop goals, objectives and work plans to carry out our vision. We created and implemented an 18 month Strategic Plan from July 1, 2008 through December 31, 2009. 
Over the past year, PBS teams have continued to be involved in quarterly trainings regarding PBS philosophy, PBS tools, and leadership.  Teams have benefited from strengthened inter-agency relationships as well as work-based learning. Throughout 2008, the PBS Network has trained over 1000 individuals, with evaluation results indicating a 90% satisfaction rate with the trainings.
As we wind up our current Strategic Plan, we have determined a need to align the PBS Strategic Plan with the Polk County Health Services Strategic Planning cycle. To do this, we intend to create a Bridge Strategic Plan to carry PBS from January 1, 2010 through June 30, 2010. Then we will create a 3 year Strategic Plan that aligns and coordinates with the PCHS 3 year Strategic Plan that also starts July 1, 2010. We also will align our progress reporting system with our Budget and Strategic Planning cycle, instead of reporting based on the calendar year, having the next Annual Report completed in July, 2010. The PBS Leadership Board also has identified a need to define, collect, and analyze data. In the upcoming year, we will focus on defining and building systems that can maintain this data. We also continue to build leaders throughout the PBS teams, who can continue to move the PBS initiative forward in the future.
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