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Introduction

HomeLife is a company based out of Battle Creak, Michigan.  They focus on providing residential treatment for individuals labeled with leaning disabilities, individuals with traumatic brain injury, or those needing extra assistance with living and care. 

Problem

Often, individuals placed into homes owned by HomeLife are done so by a court-order.  The individual’s home county (ie. Kalamazoo County) is responsible for maintaining their placement in the home, and for paying HomeLife for providing services.  Every 3 months, each home is evaluated by these community mental health (CMH) programs, to ensure that HomeLife is doing its job by providing proper care to their constituents.  CMH uses data collection as their primary proof for care, and whenever data is not collected, CMH does not pay HomeLife for that day of service, costing the company hundreds of dollars for each instance they do not collect data.  

Six Steps to Behavior Systems Analysis

Step #1:  Analyze the Natural Contingencies

The ineffective natural contingency (a contingency that does not control behavior) of collecting data does not control the behavior of staff, because the outcome is too small to control behavior.  By filling out one data sheet, they have only collected a few more data points.  The natural competing punishment contingency for filling out data takes away from time to engage in much more preferred activities, such as playing cards with a resident.  

Ineffective Natural Contingency


Natural Competing Contingency


Staff often engage in other behaviors (a muscular, glandular, or neuro-electrical activity), such as reading the news paper, talking with each other, or playing cards with the residents.  Filling out data sheets does not occur as much as it should, because it takes away from these other preferred activities.  

Step #2:  Specify the Performance Objectives

The HomeLife administration would like staff to fill out data sheets 100% every time, in order to avoid costly errors associated with incomplete data sheets.  In order for this to occur, we must intervene on the process of filling out data sheets.  Instead of just receiving training at the New Employee Orientation provided by the company, each staff will receive 10 minutes of training, each week, on how to fill out data sheets at their specific home (since the data sheets at the home don’t necessarily resemble those used to train employees).  Staff who completely fill out all of their data sheets will be eligible for a drawing to receive a $5.00 bonus at the end of each week.


Normally, Home Managers do not look at the data until they are within one week of a CMH review.  During the intervention, Home Managers will spend 10 minutes each day looking over the data from the day before.  For every CMH review where the home is not fined, the Home Manager will receive a $100 bonus for their efforts.  This is much, much less than the fines imposed for failing to submit complete data sheets.  

Input-process-output


The input-process-output model (above) gives a general overview of how a specific subsystem functions.  The input (data sheets not 100%) is the main resource of that specific subsystem.  The process (implementing performance management contingencies for filling out data sheets) is what the main resources undergo for the desired output to be achieved.  The output (data sheets 100%) is the ultimate goal of that specific system.

Below, the goal specification form is an in-depth description of the input-process-output model.  The output is specified in terms of quality, quantity, timeliness, and cost, for both current and ideal situations.  The process also indicates current and ideal conditions for the intervention; the front line workers and managers are listed below in terms of their contingencies, position, equipment, and procedures.  The cost of the intervention is also listed.  The input, at the bottom of the form, is the main resource needed for the process.  

Goal Specification Form

	Subsystem # 45,435

	Output
	Data sheets 100%

	Standards
	Quality
	Current
	Ideal

	
	
	85% of data completed
	100% of data completed

	
	Quantity
	65% of employees
	100% of employees

	
	Timeliness
	After end of shift
	Before end of shift

	
	Cost
	N/A
	- $360/three months

- 10 minutes/week for each direct-care staff

- 60 minutes/week for home manager

	Process
	Training and supervising completion

	
	Production: X
	Distribution: 
	R&D:

	Front line 
	Current
	Ideal
	Cost of Intervention

	Personnel
	Direct-care staff
	Dirct-care staff
	N/A

	Procedures
	General training at Homelife training facility
	On the job training at assigned home
	10 minutes/week

	Equipment
	Paper, pens
	Paper, pens
	N/A

	Contingencies
	None
	Weekly drawing for bonus of $5.00 for 100% completion
	$5.00/week

	Management
	Current
	Ideal
	Cost of Intervention

	Personnel
	Home manager
	Home manager
	N/A

	Procedure
	General training at Homelife training facility
	Look over previous day’s data before end of shift
	10 minutes/day

	Equipment
	Paper, pens
	Paper, pens
	N/A

	Contingencies
	Fines by Community Mental Health offices
	$100 bonus for every Community Mental Health evaluation with no errors in data sheets
	$100 every three months

	Input
	Data sheets not 100%


Step #3:  Design an Intervention

The following model illustrates the Three Contingency Model of Performance Management for the staff who complete data sheets.  The natural contingency (a contingency that exists prior to performance management, and was not designed by a performance manager to control behavior) for filling out data sheets is ineffective because the outcome is too small, though cumulative in significance.  So we’ve designed a performance management contingency (a contingency that does not exist in nature, and is designed by a performance manager to control behavior) that is designed to increase performance, making it an analog to avoidance (the response contingent prevention of the loss of a reinforcer) contingency that involves a deadline.  It is an analog to the avoidance of loss because the outcome follows the response by more than 60 seconds.  

Each week, staff are eligible for a $5.00 bonus for filling out their data sheets 100%.  Since the outcome of the bonus is delayed, we use the inferred, direct acting theoretical contingency (an inferred, direct acting contingency that explains the effectiveness of the indirect acting, performance management contingency), which is an escape contingency (the response contingency removal of an aversive condition that results in an increased frequency of a response), to explain the effectiveness of the indirect acting performance management contingency.  

Three Contingency Model of Performance Management



Step #4:  Implement the Intervention

The following intervention will be implemented as soon as possible.  When staff will out their data sheets 100%, Home Managers will receive a $100 bonus for accurate data collection.  By supervising accurate data collection, HomeLife will not be fined by Kalamazoo Community Mental Health.  And by maintaining quality group home programs, Kalamazoo CMH will not lose the opportunity for more government funding.  


The cultural change model demonstrates that in order to manage or change the behaviors of members of a culture, you must manager or change the behaviors of all levels within that culture.  
Cultural Change Model




Step #5:  Evaluate the Intervention
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The intervention was successful.  During baseline (the phase in the experiment where data is collected in absense of the intervention), data was only completed about 65% of the time.  However, during the intervention, data was completed 100% of the time during most weeks.  

Step #6:  Recycle through previous steps until you achieve your objectives

Although the intervention worked well, the Home Manager slowly stopped monitoring the performance of the staff members.  An additional contingency was added by HomeLife management.  Every week, an administrator made a surprise visit to the home, and if data were not collected 100%, the Home Manager would receive a negative mark on their monthly review.  This modification worked like a charm.  

Conclusion

It is very expensive to maintain a quality group home.  With the addition of performance management contingencies to help staff and Home Managers avoid unnecessary fines, HomeLife can provide quality care for residents without having to worry about their budget being cut for unnecessary mistakes.  [image: image2.png]



Ineffective Natural Contingency





Performance Management Contingency





Inferred Theoretical Contingency





(Data sheets 100%) [Output]


	


Implementing performance management contingencies for filling out data sheets [Process]





(Data sheets not 100%) [Input]





Fill out one sheet of data








Kalamazoo Community Mental Health’s Contingency








Home Manager’s Contingency





Direct-care Staff’s Contingency























Will not lose opportunity for government funding





Apply performance management contingencies to group homes





Will lose opportunity for government funding





Will not be fined by Kalamazoo Community Mental Health





Apply performance management contingencies to home managers and direct-care staff





Will be fined by Kalamazoo Community Mental Health





Will not lose opportunity for $100 bonus





Double-check data sheet completion





Will lose opportunity for $100 bonus





Will not lose opportunity for $5.00 bonus





Complete data sheets 100%








Will lose opportunity for $5.00 bonus





HomeLife’s Contingency





Slightly more data collected





Given amount of data collected





Given amount of time to play Uno with resident





Fill out one data sheet





Less time to play Uno with resident





Slightly more data completed





Complete data sheets 100%





Given amount of data completed





Will not lose opportunity for $5.00 bonus at the end of  the week





Complete data sheets 100%








Will lose opportunity for $5.00 bonus at the end of the week





No fear of losing the opportunity for $5.00 bonus at the end of the week





Complete data sheets 100%








Fear of losing the  opportunity for $5.00 bonus at the end of the  week





SD: Before end of shift








