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Day 1
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Christine Downs, M.Ed.

Bob Putnam, Ph.D. LP., BCBA-D, LABA

1

Training Goals

Support your 
PBS system to 
meet the MA 
regulations & 

implementation 
fidelity

Learn new 
ideas and tools 

to support 
effectiveness 
and efficiency 

of PBS

Share common 
experiences 
with other 
agencies 

implementing 
PBS

Problem-solve 
with other 
agencies 

implementing 
PBS
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PBS Initiative Overview

Cohort 
training 
sessions (In 
Person)
• Today
• August 22nd

• One more -
date TBD

10 
Consultation 
Hours (e.g., 
attend PBS 
meetings, TA)

Bi-Monthly 
cohort 
coaches' 
sessions 
(Online)

Assess 
fidelity after 
4-6 months 
(included in 
consultation 
hours)
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• Self-monitor
• Are you participating?
• Engaged as a learner?

• Stretch, break, stand as 
needed

• If you have questions or 
comments:
• Raise hand

Self

• Listen while others are 
speaking

• Work as a team:
• Room for every voice
• Reinforce participation

Others

• Have your computer 
charged and ready to go

• Keep necessary materials 
at hand
• action plan
• relevant docs
• water/snacks

• Minimize distractions if 
possible

Environment

Expectations

4
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• Welcome and Introductions
• Why PBS / PBS Overview
• TFI Baseline Data
• Teaming
• PBS Vision Statement

Presentation Content:

Agenda

5

● Trainers

● Organization Name
○ Name
○ Role
○ How long have you personally been implementing PBS?
○ Fun fact about yourself J

Introductions

6

● Special thanks to Dr. Janet George and 
Cynthia Miller from DDS for supporting 
the implementation of PBS throughout 
DDS in Massachusetts.  

THANK YOU!

8

How Did We 
Get Here?

9



7/15/24

3

● Commissioner Elin Howe charged Dr. Janet George, Associate 
Commissioner,  in 2014, with the development of new DDS 
regulations replacing the behavior modifications regulations published 
in 1988 with PBS.

● Dr. George convened a group of clinicians from DDS and provider      
organizations to suggest recommendations for the new proposed PBS 
regulations

● The Department held two sets of public hearings in 2016 and again in 
2019 and engaged in a robust public process to seek input from 
interested parties.

Brief History of the Extended Process

10

● DDS received many public comments and invited a group of providers 
who serve some of the most challenging individuals to work with the 
Department to address their expressed concerns. Multiple meetings 
were held to discuss and seek input from concerned providers about 
the impact of the changes.

● Following the public comment period to the proposed amended 
regulations filed in 2019, DDS made some further revisions.

● Regulations promulgated on 2/21/20

● COVID !!!!!

Brief History of Process

11

Several Guiding Principles for 
Implementing PBS

12

Working Smarter, Not Harder

Guiding Principle 1

13
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● Select Interventions and Processes that are 
Staff Time-Efficient and Support Staff Wellness 
that Enhance Capacity

Guiding Principle 2

14

● Select Interventions and Processes that are 
Resource-Efficient and Produce the Largest 
Outcomes that are Sustainable

● “Do the simplest thing that will result in 
the biggest outcomes” 

○ -Rob Horner 

Guiding Principle 3

15

● Select Evidenced-Based Interventions and 
Processes that Maximize Individuals

○ Being meaningful engaged 

○ Having prosocial skills to better 
advocate/communicate their preferences

○ Having improved relationships

○ Having more meaningful engagement in their 
community

○ Ability to have and sustain meaningful 
employment

Guiding Principle 4

16 17
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● Develop Representative Data-Based 
Decision-Making Teams That Meet Regularly 
with Meaningful Data and Action Plan on 
That Data

Guiding Principle 5

18

Relationships matter 

Work toward individual’ s self-
management 

Guiding Principles 6 & 7

19

HELPFUL RESOURCES

RESOURCES:
• DDS PBS Leadership Team Guidance
• MA IDD TFI Sample Scoring Excel
• MA IDD TFI Template Scoring Excel
• MA IDD TFI Action Plan
• DDS Sample Meeting Notes Template
• Sample PBS Team Roles & Meeting Norms
• DDS PBS Action Plan Template

20

MA-DDS PBS Resources
https://www.mass.gov/lists/positive-behavior-
supports-pbs 

21

https://www.mass.gov/doc/pbs-leadership-team-guidance-for-providers/download
https://www.mass.gov/lists/positive-behavior-supports-pbs
https://www.mass.gov/lists/positive-behavior-supports-pbs
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MA-DDS PBS Learning Modules

https://www.ddslearning.
com/pbs-online-learning

22

MA-DDS PBS Trauma-Informed Series

https://www.ddslearning.
com/traumainformed-
series

23

Helpful Resources

https://masspbs.com/resources/ 

MA PBS Community of Practice (CoP)

24

Helpful PBS Committee & Resources

https://apbs.org/about/
committees/idd/ 

25

https://masspbs.com/resources/
https://apbs.org/about/committees/idd/
https://apbs.org/about/committees/idd/
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Why PBS?

26

The Challenge

IDD agencies often serve 
individuals with a variety of 
needs, preferences, challenges, 
intellectual abilities, physical 
abilities, attitudes, desires, etc.…  
Often in the same program or 
residence.

27

Addressing the Challenge

28

● What contributes to a person’s well-being—across 
different settings in their lives?

► Control, perceived control

► Preferences

► Health

► Reliable preferred routines

► Growth

► Relationships

PBS is a Strengths-Based, Person-
Centered Approach

29
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WHY PBS?

Provides a Framework

Context matters

Agencies asked to do more with less

PBS supports quality of life and trauma-informed care

Promotes equity

PBS works

30

● NOT a curriculum

● What are your meaningful outcomes?
○ This will guide the work

What practices will we implement (including skills 
we will teach) in order to reach these outcomes?

PBIS Evidence-based framework 
for addressing ongoing needs

31

WHY PBS?

Provides a Framework

Context matters

Agencies asked to do more with less

PBS supports quality of life and trauma-informed care

Promotes equity

PBS works

32

 Successful individual behavior 
support is linked to host 
environments or climates that are 
effective, efficient, relevant, & 
durable.

 (Zins & Ponti, 1990)

PBS Message!

We are focused on shifting the environment.

33
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WHY PBS?

Provides a Framework

Context matters

Agencies asked to do more with less

PBS supports quality of life and trauma-informed care

Promotes equity

PBS works

34

Limited Staff

A national 
study found

Full- and part-
time vacancy 

rates increased 
substantially in 

2021

Direct Support 
Professional 

(DSP) turnover 
was 44%

Baker et al., 2023

35

Challenges Reported By DSPs 

38% did not 
feel fairly 

compensated 
for their 

work

25% did not 
feel 

appreciated 
for their 

work

23% felt 
COVID-19 
made their 

jobs 
significantly 

harder

21% said 
they did not 

receive 
enough 

support for 
their work

21% neither 
satisfied nor 
dissatisfied

Baker et al., 2023

36

How PBS Can 
Support DPS 
Challenges

Staff turnover, not 
appreciated, in 
need of more 

support

Acknowledging 
staff for 

engaging in 
PBS efforts

System in place 
for new & 

ongoing staff 
training

Providing 
feedback to 

staff to support 
their work

Overall, supporting staff
job efficiency and 

satisfaction

37
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WHY PBS?

Provides a Framework

Context matters

Agencies asked to do more with less

PBS supports quality of life and trauma-informed care

Promotes equity

PBS works

38

PBS Supports Quality of Life 
DDS requires Quality of Life outcomes to be measured.

DDS defines Quality of Life as:
 “The ability of people to participate in those activities, services and 
relationships that help them to feel good, happy, and fulfilled and 

contribute to a safe and healthy lifestyle.” 

Happiness
• Measure indices of happiness 

and unhappiness (i.e., facial 
expressions, vocalizations) 

• Set up the environment to 
increase likelihood of happiness, 
while decreasing likelihood of 
unhappiness

 (Parsons et al., 2012)

39

PBS Supports Trauma-Informed Care (TIC)
Knowledge of 
trauma and its 

potential 
impacts

Ensuring safety 
and trust

Promoting 
choice and 

shared 
governance

Emphasizing skill 
building

Trauma-
Informed 

Care

Rajarman et al., 2022

40

WHY PBS?

Provides a Framework

Context matters

Agencies asked to do more with less

PBS supports quality of life and trauma-informed care

Promotes equity

PBS works

41
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PBS centers equity in all decisions... 

Throughout your training and 
implementation,

• Access
• Representation
• Meaningful Participation
• Positive Outcomes

will be highlighted as well as 
the systems needed to 
promote and sustain equity for 
each and every individual.

42

Significant Predictors of Equitable Outcomes

Data-based 
decision making

Formal reward 
systems
Barclay (2017), 
Tobin & Vincent (2011)

Tobin & Vincent (2011)

43

WHY PBS?

Provides a Framework

Context matters

Agencies asked to do more with less

PBS supports quality of life and trauma-informed care

Promotes equity

PBS works

44

Decades of evidence shows PBIS in schools leads to a positive outcomes 
when implemented with fidelity...

45
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When PBS implemented in IDD agencies with fidelity, likely positive 
outcomes include… 

Increase in…

Individuals’ quality of life

Staff satisfaction, 
retention, and training

Sense of belonging for 
individuals served and staff

Reduction of…

Behavior support plans

Restrictive practices

Incidents

46

Impact of PBS on Massachusetts DDS-Funded Programs
- Early Implementers

Organization 1 that implemented PBS with 
fidelity showed...
•significant decreases in behavior incidents over seven 

years (physical aggression 84%, self-injurious behavior 
81%, dangerous behavior 82%)

•improvement in individual’s quality of life
•improvement in staff training to better serve these 

individuals

(McGue, 2023)

47

Organization 2 that implemented PBS 
with fidelity showed...
•large decrease in restraints over ten years 

(Putnam, Zarcone & Weddle, 2020)
• large improvement in staff competencies in 

individual’s communication/social skills 
(Weddle, 2023)

Impact of PBS on Massachusetts DDS-Funded Programs
- Early Implementers

48

Organization 3 that implemented PBS 
with fidelity showed...
•reductions in the intensity of behavior support
•eliminated many restrictive practices
•reduced the number of individuals being 

physically restrained

Impact of PBS on Massachusetts DDS-Funded Programs
- Early Implementers

(Roberts, 2022)

49
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A Minnesota organization that 
implemented PBS with fidelity showed...
• Significant decrease in behavior incidents
• Anecdotal evidence: teaching social and 

emotional skills, improvement in positive climate, 
cultural responsiveness, quality of life and staff 
retention à more research needed

Impact of PBS on Other State DDS-Funded Programs
- Early Implementers

(Freeman et al., 2023)

50

TEAM DISCUSSION: Why PBS at your agency?

Which of these 
reasons do you think 
will resonate or be 
most meaningful in 
your agency?

Discuss as a team.

Provides a framework

Context matters

Agencies asked to do more with less

PBS supports quality of life and 
trauma-informed care

PBS Promotes equity

PBS works

5 minutes

51

What is 
PBS?

52

● Positive Behavioral Supports is a systematic, person 
centered approach to understanding reasons for 
behavior and applying evidence-based practices for 
prevention, proactive intervention, teaching and 
responding to behavior with the goal of achieving the 
meaningful social outcomes, increasing learning and 
enhancing quality of life across the lifespan.

What is PBS? (According to DDS)

53
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Agency-wide PBS is a...

Framework for enhancing adoption & 
implementation of

Continuum of evidence-based 
interventions to achieve

Meaningful outcomes for

All individuals

54

Key Elements of PBS

55

Systems

PracticesData

Outcomes

Equity

Supporting Staff Behavior

Supporting Quality of Life 
and Prosocial Behavior

Supporting 
Individual Behavior

Supporting Decision 
Making

55

Equity
PBS 

Logic 
Model

56

Implementing a Tiered Prevention Model

Tier 1 – Home, Work, Community

Tier 2 – Group or Simple Problem Solving

Tier 3 - Individual Plan with Multiple Supports
A few people need more intensive supports…

Some people need a Little more support…

What all people benefit from…

57
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Tiered Prevention Model for PBS
Tier 1 – Entire Family, Home, Community,
Employment Settings

• Building relationships and positive
environment to ensure safety and trust (TIC)

• Supporting positive social and emotional
skills (TIC)

• Opportunities for input/Choice (TIC)
• Creating positive reinforcement systems
• Consistent responses to challenging

behavior
• Using data to guide decisions

58

Tiered Prevention Model for PBS

Tier 2 – Group or Simple Problem Solving

• Simple problem solving for minor
challenges

• Function-based problem solving
• Group interventions
• Using data for early intervention

59

Tiered Prevention Model for PBS

Tier 3 - Individual Plan with Multiple Supports

• Integrate with person-centered planning
• Individualized function-based plans which 

include trauma-specific services
• One or more practices
• Data used to guide planning on an 

ongoing basis

60

1 Establish an effective leadership 
team

2 Develop a brief statement of 
purpose & define outcomes

3 Identify positive agency-wide 
behavior expectations/values

4 Develop procedures to teach 
agency-wide expected 

behavior/values 

5

Develop data-based procedures for 
monitoring outcomes

6

Develop a continuum  to 
strengthen demonstrations of 

expected behavior/values

7

Develop & implement program-
wide universal practices

8

Develop a system for responding 
and recording behavior incidents

9 Develop systems to support staff 
training and acknowledgement

10 Build routines to ensure ongoing 
implementation

GETTING STARTED WITH PBIS

61
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1 Establish an effective leadership team

Supports 
Relevance & 

Equity

Improves 
individuals’ 
outcomes

Promotes 
Engagement

62

2 Develop a brief statement of purpose 
& define outcomes

Vision Statement:
What do we hope to 

achieve by 
implementing PBS?

“During the 2024-2025 year, awareness and implementation of PBS 
universal supports will increase as measured by the QUIC.

"Our mission is to provide a positive, safe, healthy, nurturing 
and respectful environment in which all individuals have the 
opportunity to become independent, productive members of 
society."

Pu
rp
os
e

O
ut
co
m
e

63

3 Identify positive agency-wide behavior 
expectations/core values

64

Develop procedures to teach agency-wide 
expected behaviors/ values4

Define

Teach

PromptMonitor

Evaluate

65



7/15/24

17

5 Develop a continuum to strengthen 
demonstrations of expected behaviors/values

Acknowledgement 
system for individuals

Acknowledgement 
system for staff

Related to PBS

66

Develop and implement program-wide 
universal practices6

67

7 Develop a system for responding and 
recording behavior incidents

68

8 Develop data-based procedures for monitoring 
outcomes

Collect Data!

Present the data in 
a user-friendly 

fashion 
(i.e., graph)

Use the data to 
make decisions

Data must measure meaningful outcomes.
What outcomes are meaningful to your agency?

69
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9 Develop systems to support staff 
training and acknowledgment

70

Build routines to ensure ongoing implementation10

71

1 Establish an effective leadership 
team

2 Develop a brief statement of 
purpose & define outcomes

3 Identify positive agency-wide 
behavior expectations/values

4 Develop procedures to teach 
agency-wide expected 

behavior/values and practices

5

Develop data-based procedures for 
monitoring outcomes

6

Develop a continuum  to 
strengthen demonstrations of 

expected behavior/values

7

Developing & Implementing 
program-wide universal practices

8

Develop a system for responding 
and recording behavior incidents

9 Develop systems to support staff 
training and acknowledgement

10 Build routines to ensure ongoing 
implementation

GETTING STARTED WITH PBIS

72

Discussion

§ Any questions?

§ Talk with your team: Before we dig deep, in 
which PBS areas do you think your agency 
is doing well and which areas do you think 
you need to work on?

73
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10-minute 
break

75

• Please pull up the MA IDD TFI , Scoring Excel, and TFI 
Action Plan.

• We will go through each item, taking a few minutes to 
discuss together, and then you will score for your agency.

• This will allow your team to determine which areas you 
want to focus on. 
• We will customize the rest of the content to meet your needs.

ACTIVITY: TFI Baseline Data

Whole Group 1 hour

76

TFI General Scoring

77

TFI Scoring

78
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TFI Action Plan For now, we will write in the current 
score. As we go through the trainings, 

we will fill in the action steps.

79

Systems

80

A PBS Leadership Team exists and includes broad representation across all 
organizational areas and must include:

• An individual in an executive leadership position who supports and has 
authority to implement changes in management, content, policy, resources, 
and/or training,

• A Senior PBS qualified clinician, 
• Other organization personnel representing different functional units within 

the organization, such as a human rights, quality assurance and residential 
or day services staff and 

• An invitation to one or more key partners, including individuals served by 
the organization, and or family members/caregivers of individuals served 
(based on agency practice) to participate and/or provide advice on PBS.

1.1 Team Composition

81

0 = PBS Leadership Team does not exist.

1 = PBS Leadership Team exists, but does not include required 
team members, invitations to individuals or family members/ 
caregivers or attendance of these members is below 80%.

2 = PBS Leadership team has all identified roles represented, and 
with attendance of all roles at or above 80%.

1.1 Team Composition

82
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The PBS team actively seeks out team members who are 
representative of the diverse backgrounds at the organization and 
ensures timing of the meeting allows for attendance.

1.2 Cultural Representation

83

0 = There is no indication that the PBS team actively recruits staff who 
are representative of the diverse backgrounds at the organization.

1 = Some strategies are used for recruiting representative staff 
members, but the team does not have culturally representative 
members.

2 = Strategies are used for recruiting representative staff members, 
and the team has culturally representative members who attend 
meetings consistently.

1.2 Cultural Representation

84

The PBS Leadership Team has 
1) regularly scheduled meetings (approximately monthly); 
2) a regular meeting format/agenda; 
3) agreed upon roles (e.g., facilitator, timekeeper, notetaker); 
4) maintains a current organization-wide PBS Action Plan; 
5) a written plan is deployed to gather ideas/feedback from all key 

partners (e.g., self-advocates, community members, other 
organization representation, family members/caregivers) at 
least annually.

1.3 Effective Operating Procedures

85

The PBS Leadership Team has a clear vision that describes 
1) the importance of social emotional-behavioral health to achieve 

equitable outcomes for all individuals and staff, 
2) how trauma-informed PBS can improve these outcomes for 
3) both staff and individuals.

1.4 PBS Team Vision

86
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The PBS Team works with the organization to provide training, 
coaching, and performance feedback to staff within the 
organization.

1.5 Staff Support

87

Policies describe Positive Behavior Support and emphasize 
proactive, person centered, instructive, and/or restorative 
approaches to individual behavior. 

1.6 Policy Alignment

88

Practices

89

Appropriate expectations/values are developed and defined for all 
settings and consist of five or fewer positively stated behavioral 
expectations/values defined with specific examples by 
setting/activity for individual (i.e., Behavioral Expectations/Values 
Matrix) and staff behaviors (i.e., program teaching matrix). These 
are posted or available in contextually appropriate public locations.

1.7 Behavioral Expectations/Values

90
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Socially appropriate expectations/values and replacement skills are 
taught, prompted and reliably encouraged in all settings.

1.8 Teaching Expectations/Values 
and Replacement Skills

91

Proactive trauma-informed strategies and practices are developed 
and implemented including, but not limited to: modifications of 
physical and social environments to prevent challenging behavior, 
behavioral awareness, environmental supports, daily choice 
making, individualized praise/positive feedback, access to 
preferred activities, redirection, or schedules to provide structure.

1.9 Proactive Strategies and 
Practices

92

A formal system (i.e., written and implemented set of procedures) 
is in place for recognizing individuals for displaying PBS 
organization-wide values. 

1.10 Positive Feedback and 
Acknowledgement for Individuals

93

Organization has clear definitions for behaviors that interfere with 
functional skills and social success. 

Challenging behavior is defined as contextually inappropriate that 
1) interferes with program operations, and/or 2) the safety of the 
individuals or staff and/or leads to physical management.

1.11 Challenging Behavior 
Definitions

94
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The organization has clear policies/procedures for responding to 
challenging behaviors. A plan for teaching all staff members how to 
respond to challenging behaviors is in place.

1.12 Responding to Challenging 
Behavior

95

The PBS Leadership Team works with the organization to create 
ways to recognize all staff at the organization for engaging in and 
promoting PBS organizational expectations/values and efforts. 

1.13 Staff Acknowledgement

96

Specific PBS strategies and tools are observed being used and 
feedback/coaching is provided to staff in at least a third of 
locations quarterly.

1.14 Staff Feedback/Coaching

97

A written process is used for new hire and annually training all 
staff on 5 core Tier I PBS practices: 
1) teaching behavioral expectations and replacement skills; 
2) implementing proactive strategies such as modifying physical 

or social environments to prevent challenging behavior daily 
choice making, individualized praise/positive feedback, access 
to preferred activities, redirection, or use of schedules; 

3) acknowledging appropriate behavior or replacement skills, 
4) responding to incidents/challenging behaviors 
5) requesting assistance.

1.15 Staff Training

98
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Key partners (e.g., families/caregivers, community members) are 
introduced to key elements of positive behavior support practices 
(e.g., online trainings, presentations, group action planning, 
brochures, website).

1.16 Information/Training Available 
for Key Partners

99

A culturally representative group of staff, individuals and family 
members/caregivers provide input on PBS practices and products 
at least annually.

1.17 Feedback on PBS Practices

100

Data

101

The PBS Leadership Team has access to readily available graphed 
organization-wide behavioral reports showing trends in challenging 
behavior organized by the frequency and/or rate of incidents 
and/or responses to incidents broken down by behavior, location, 
time of day, and by individual.

Challenging behavior is defined as contextually inappropriate that 
1) interferes with program operations, and/or 2) the safety of the 
individuals or staff and/or leads to physical management.

1.18 Challenging Behavior Data 
(Incidents)

102
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The PBS Leadership Team summarizes existing quality of life data 
to assess universal status within the organization or uses surveys 
or other methods to review quality of life across people as part of 
both ongoing monitoring and as an annual review.

1.19 Universal Quality of Life (QoL) 
Assessment

103

The PBS Leadership Team reviews and uses data at least monthly 
for decision-making to assess (1) the implementation of the PBS 
Action Plan, (2) the treatment integrity of PBS across Programs and 
Sites and (3) the effectiveness of implementation of PBS plan 
across multiple sites and programs.

1.20 Data-Based Decision Making

104

The PBS Leadership Team reviews direct observation data (e.g., 
QUIC) for at least a third of locations quarterly. 

1.21 Direct Observation Data

105

Tenure, retention, staff satisfaction data and other related 
workforce measures are collected and reviewed to assess progress.

1.22 Staff Retention Data

106
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The PBS Leadership or Tier 1 Team shares progress and summary 
data (e.g., summary report or presentation slide deck, newsletter 
summary and celebration, etc.) to key partners (e.g., individuals 
when appropriate, families/caregivers, staff, case managers, 
community members) regularly (e.g., quarterly).

1.23 Sharing Data

107

The PBS Leadership Team completes a PBS fidelity measure, (e.g., 
Tiered Fidelity Inventory) at least annually, reviews the data and 
uses it to update the PBS Action Plan.

1.24 Fidelity Data

108

The PBS Leadership Team conducts an annual summary and review 
of overall progress at least annually documenting major 
accomplishments, fidelity data, staff retention data (e.g., tenure, 
retention, staff satisfaction data) and effectiveness, including 
functional skill outcomes. It is disseminated (e.g., summary report 
or presentation slide deck, newsletter summary and celebration, 
etc.) to key partners (e.g., staff, families/caregivers, community, 
organization).

1.25 Annual Evaluation Report

109

1) Review your graphed scores

2) Think back to the areas you thought 
your agency was strong in and needed 
improvement…

a) Did the TFI confirm your beliefs?

b) Did you find anything different 
than what you thought?

Reflect & Discuss

110
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1 Establish an effective leadership 
team

2 Develop a brief statement of 
purpose & define outcomes

3 Identify positive agency-wide 
behavior expectations/values

4 Develop procedures to teach 
agency-wide expected 

behavior/values and practices

5

Develop data-based procedures for 
monitoring outcomes

6

Develop a continuum  to 
strengthen demonstrations of 

expected behavior/values

7

Developing & Implementing 
program-wide universal practices

8

Develop a system for responding 
and recording behavior incidents

9 Develop systems to support staff 
training and acknowledgement

10 Build routines to ensure ongoing 
implementation

GETTING STARTED WITH PBIS

111

The action planning for today’s session will cover:

TFI Action Plan

112

Step 1: Establish an 
Effective Leadership Team

113

Team 
Composition

114
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System Coordinators 
(Coaches)

Represented by non-staff members

E.g., Human Rights Coordinators, 
quality assurance and residential or 
day services staff

TEAM COMPOSITION

Other Personnel

Family MembersExecutive Leader

Community Members

Individuals

Senior Qualified Clinician

Required to be on team: Required to invite one or more 
key parties including:

If participation is not possible, then 
you must document ongoing 
efforts to recruit in your action plan

115

● Does your team have cultural representation of the diverse 
backgrounds at the organization?

● If not, then are you implementing strategies for recruiting 
cultural representative team members?
○ E.g., Sharing information (e.g., the team’s activities, the importance 

of having representation on the team) via email, letters in 
mailboxes, flyers posted around agency

● If there is cultural representation, but not consistently, 
consider the timing of the meeting and the systemic barriers 
that might be at play

Key Consideration: Cultural Representation

116

Teaming is Likely to Vary

What does your 
teaming look like?

117

Team 
Operating 

Procedures & 
Responsibilities 

118
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Effective Teaming Operating Procedures
• Regularly scheduled meetings (approximately monthly)
• Regular meeting format/agenda that prompts the regular 

review of tier 1 practices, systems, and data
• Minutes available to all staff for review
• Established and regularly used team norms

• Agreed upon defined meeting roles (e.g., facilitator, 
timekeeper, notetaker)

• Maintains an organization-wide PBS Action Plan
• Plan written and deployed to gather ideas/feedback from 

all key partners (e.g., self-advocates, community 
members, other staff, family members) at least annually

119

Meeting Structure: Meeting Norms

120

Meeting Structure: Meeting Minutes

(mass.gov)

121

Team Roles 

● Facilitator
● Note Taker
● Timekeeper
● Scribe
● Norm Keeper
● “Friendly Reminder”
● Faculty Presenter 
● (Family/Individual Voice)
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https://www.mass.gov/doc/pbs-leadership-team-guidance-for-providers/download
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Action 
Planning 

123

ACTION PLANNING
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Specifies three features:

Action Plan

1 2 3

Foundation 
for all you do 

as a team

Vital for 
achieving 

goals
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DDS’s Action Plan Template

Action Plan 
Template Link
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PBS Action Plan

1) PBS Mission Statement

2) Leadership Team membership 
and operating plan 

3) Qualified Clinicians

4) Key quality of life outcomes to 
be addressed and data used to 
evaluate

5) Provider key indicators and data 
used to evaluate

6) Description and 
Configuration of PBS tiers 

○ Universal Supports
○ Targeted Supports 
○ Intensive Supports 

7) PBS training

8) Provider plan for PBS Quality 
of Life Outcomes

126

https://www.mass.gov/doc/pbs-action-plan-template/download
https://www.mass.gov/doc/pbs-action-plan-template/download
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ACTION PLANNING CHECK IN

• Has a shared action plan document been started?

• Pull it up to see if there is information to transfer over.

• Fill in the following sections:
• Section A: Provider Identifying Information
• Section B: Provider PBS Mission Statement

• Section C: Leadership Team and Operating Plan

• Section D: PBS Qualified Clinicians

• We will continue filling this out throughout the training sessions.

Download the PBS Action Plan Template required by DDS.

127

● Surveys shared with staff, families/caregivers & 
individuals

○ Consider sharing in a variety of ways (e.g., QR code on flyers, 
email, paper copies handed out on site and at events)

○ Consider accessibility (e.g., language, reading level)

○ Remember to share the results with them, as well!

Plan for Gathering Feedback

128

ACTIVITY: Developing an Effective 
Leadership Team

Collaborate with your team to identify the 
following team procedures and agreements:

• Composition
• Cultural representation
• Meeting schedule
• Meeting format/agenda
• Roles
• Norms
• Action Plan
• Accessible location for materials
• Plan for gathering feedback from key partners

!"#$%&'()*

Add action steps to your 
TFI action plan next to the 

corresponding item (i.e., 
1.1 team composition, 1.2 

cultural representation, 
1.3 effective operating 

procedures)

129

Working 
Lunch
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https://www.mass.gov/doc/pbs-action-plan-template/download
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Step 2: Statement 
of Purpose and 

Define Outcomes

131

Why are we 
doing this?

132
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What would it look like 
if all individuals 

developed the SEB skills 
needed to be effective 
community members?

• Individuals’ quality of life would increase

• Staff retention would increase

• Behavioral incidents would decrease

• Use of restrictive practices would decrease

Example:

Ensure all individuals 
develop the social-
emotional-behavioral (SEB) 
skills needed to be 
effective community 
members through the 
implementation of 
evidence-based 
interventions and use of 
data to inform decisions.

133

Purpose Statement Considerations
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Action Plan 
Outcome Goals

Agency Improvement 
Plans

Organization 
mission statement

134
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Vision statement identifies WHY you 
are implementing PBS at your school 

To develop and implement 
universal systems and 
interventions supporting the 
well-being and SEB skills of 
every individual.

We will have a positive climate.
Ensure all individuals develop 
the social-emotional-behavioral 
(SEB) skills needed to be 
effective community members 
through the implementation of 
evidence-based interventions 
and use of data to inform 
decisions.

! Positively stated
! 2 to 3 sentences in length
! Describes the importance of 

social emotional-behavioral 
health to achieve equitable 
outcomes for all individuals 
and staff

! Describes how PBS can 
improve these outcomes for 
staff and individuals

! Applicable to all settings

135

1. Remember the Why PBS section.  What is your reason for 
implementing PBS?

2. Individually, draft a personal statement of purpose of why you think 
PBS is important for your organization. 

3. As a team, review individual statements to create your team’s 
purpose statement for PBS implementation at your organization.

4. Identify how your PBS Vision statement and outcomes can be 
shared with key partners and used to support rollout.

5. Record your PBS Vision Statement under #2 of your PBS Action 
Plan OR if you do not finish, record this in your TFI Action Plan.

ACTIVITY: DEFINING PURPOSE – CRAFTING 
YOUR PBS VISION STATEMENT

10 minutes 

136

How will we 
get there?

137

Systems

PracticesData

Outcomes

Equity

Critical Features of PBS

Make Individual’s !"#$%& and '()(*+% central to all 
decisions. Individual’s outcomes that reflect 

equitable opportunities must be the ultimate 
criteria for all decisions.

138
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• Based on data
• Locally important and meaningful
• Applicable to !"" (culturally equitable)

• Students’ social competence and 
academic achievement

• Staff implementation of critical 
skills 

• Observable and measurable
• Written as a goal

As a result of implementing 
PBS during 2024-2025, 
behavior incident data will 
decrease by __% relative to 
the same period the prior year.
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Outcomes are our GOALS for implementation

• Based on data
• Locally important and 

meaningful
• Applicable to !"" (culturally 

equitable)
• Students’ social 

competence and academic 
achievement

• Staff implementation of 
critical skills 

• Observable and measurable
• Written as a goal

By the end of the year, at least 
50% of staff in all settings will 
be implementing PBS 
universal practices as 
measured by the QUIC.

As a result of implementing 
PBS during 2024-2025, 
individuals’ quality of life will 
improve by 20% 

As a result of 
implementing PBS, individuals’ 
behavior will improve, and the 
agency will feel better.
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Identifying Outcomes/Goals

What do you want to know?

Step 1: Develop evaluation questions.

What information can be collected?

Step 2: Identify indicators or measures.

How/when should information be gathered?

Step 3: Develop methods for collecting & analyzing indicators.

How will the question be answered & what should be done next?

Step 4: Make decisions and action plan from analysis of 
indicators.

What outcomes are you 
hoping to achieve this 

year?
(Consider implementation 
fidelity, individuals' AND 

process outcomes)
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ACTIVITY: Big Goals Brainstorm

● What is our primary goal for 
PBS implementation in our 
agency?

● How will we gain input from 
others on our goals?

● Do our goals align with agency 
improvement plan?

● Identify your draft hope/ goal 
statement, record it on your 
PBS action plan under #6.

10 minutesTeams

142
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HELPFUL RSOURCES

RESOURCES:
• DDS PBS Leadership Team Guidance
• MA IDD TFI Sample Scoring Excel
• MA IDD TFI Template Scoring Excel
• MA IDD TFI Action Plan
• DDS Sample Meeting Notes Template
• Sample PBS Team Roles & Meeting Norms
• DDS PBS Action Plan Template
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Please complete this 
quick training feedback 
survey:

Thank you!

Before you go…
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https://www.mass.gov/doc/pbs-leadership-team-guidance-for-providers/download

