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Introduction

In the Early Childhood Developmentally Delayed (ECDD) classroom at Croyden Avenue School, the children use a communication system called PECS (Picture Exchange Communication System). Through an icon exchange, the children can mand and tact objects in his or her environment often with the intention to receive an item. The communication system is used throughout the ECDD classroom. The PECS system is a noble organization, or one that works for the well being of humanity. The following explains a currently hypothetical intervention that will hopefully be implemented in reality in the future. 
Problem

Approximately twice a week children choose new reinforcers, and it is the tutors requirement to ask for the icons corresponding to each of the child’s reinforcers. The problem is that currently there is no effective system for the tutors to ask for the icons and make sure they get them. As a result, tutors are often missing icons and therefore the child cannot mand or tact reinforcers for which the child does not have access to the icon. This reduces learning opportunities and forces the tutor to either use an icon that does not accurately represent the reinforcer, or use a less desirable reinforcer for which the tutor and child have access to the icon. Often, tutors never receive the icons they have requested, or they receive them after they have already returned that reinforcer and the child has chosen other reinforcers.
Another similar issue is that icons for reinforcers are often not being returned. Often tutors misplace icons, leave the school with them accidentally, or fail to return icons after the corresponding reinforcer has been returned to the toy bin. This adds to chaos because it often appears as if an icon is “missing” or there is no icon for a toy, when actuality it was left in another child’s booth.
Six Steps to Behavior Systems Analysis

Step #1:  Analyze the Natural Contingencies

The natural contingency is one that occurs in nature without being designed by a performance manager to control behavior. In this case the ineffective natural contingency involves the Red Dot person. As part of this intervention we make the Red Dot person in charge of retrieving and distributing icons to the selected children they are assigned to. Each Red Dot person is assigned to a few children and is responsible for revising procedures the child is having difficulties with. Red Dot people are graduate students who attend Croyden on all schooldays and either work directly with the children, or supervise and answer tutors questions. What is not controlling the Red Dot persons behavior is that the child with the icons will have slightly more learning opportunities. This could be an ineffective contingency because the outcome is too small. In other words, this describes a rule that is hard to follow; rules that are hard to follow describe contingencies with outcomes that are either too small or too improbable, the delay isn’t crucial.
Ineffective Natural Contingency
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Natural Competing Contingency


Retrieving and distributing icons often conflicts with answering other people’s questions, which makes this the natural competing contingency. In the time it takes for the Red Dot person to retrieve and distribute the icons, he/she could have answered multiple questions. Answering multiple questions is a large and probable outcome that comes to control the Red Dot persons behavior. Besides, he/she can always get the icon later…until later become, “I forgot.”
Step #2:  Specify the Performance Objectives

The input-process-output model provides a clear and concise way of examining the changing of inputs to outputs.The ultimate goal is to have the icons distributed. This will be done though a distribution process involving the Red Dot person distributing the icons. The process will start with icons that are already made and ready for distribution. 
Input-process-output


The Goal Specification form lays out the individual components that are in need of change. It identifies the way things currently are, what the problem is and how to fix it. The quality, quantity and timeliness aspects of the distribution will also be revised. The quality of the icons will be improved so that all icons are in good condition and the picture accurately represents the reinforcer. Quantity will be increased to all icons for all children’s reinforcers in their bins. Finally, the timeliness will be addressed as the main issue of this intervention. The child and tutor should receive their icons within 24 hours of filling out the icon request form. These issues cover three of the four main organizational outcomes: quality, quantity, timeliness, cost.
Goal Specification Form

	Subsystem #__1___

	Output
	Icons distributed

	Standards
	Quality
	Current
	Ideal

	
	
	30% of icons in bad condition or are not identical to tangible or edible reinforcer
	All icons in good condition and pictures are identical to tangible or edible reinforcer

	
	Quantity
	Approximately 4 reinforcer icons per child
	All reinforcer icons for all toys/edibles in child’s bin

	
	Timeliness
	Within 2-3 days
	In 24 hours

	
	Cost
	$20 in supplies
	$30 in supplies

	Process
	Red dot person distributes icons 

	
	Production: 
	Distribution: X
	R&D:

	Front line 
	Current
	Ideal
	Cost of Intervention

	Personnel
	supervisors
	Red dot person
	N/A

	Procedures
	Reads sheet and retrieves icons
	retrieves icons on each childs sheet
	N/A

	Equipment
	One laminated sheet and wet erase pen and icons
	One laminated sheet and wet erase pen per booth and icons
	$30

	Contingencies
	none
	Loss of points
	N/A

	Management
	Current
	Ideal
	Cost of Intervention

	Personnel
	None
	Shift supervisors
	N/A

	Procedure
	None
	Verify child has all icons on time and deduct points where necessary
	N/A

	Equipment
	None
	Grade book
	N/A

	Contingencies
	none
	Disapproval from PECS supervisor
	N/A

	Input
	Icons made and ready for distribution


Step #3:  Design an Intervention

One of the biggest changes addressed is the issue of timeliness. Since supervisors are often so busy retrieving reinforcers, answering questions, modeling procedures, and monitoring procedures, it was viewed as necessary to take the icon responsibility off their shoulders and transfer it to the Red Dot person. Each Red Dot person is already assigned a small group of children in which they monitor and revise those children’s procedures. The new intervention consists of the Red Dot person also retrieving and distributing icons indicated by the tutor on the icon request form. The Red Dot person will lose points for failing to distribute the icons within 24 hours. This describes an analog to avoidance contingency. An avoidance contingency describes the response-contingent prevention of the loss of a reinforcer resulting in an increased frequency of the response. The above description is an example of performance management because it involves the addition, changing or removal of a behavioral contingency with the intent to change or maintain performance. The avoidance contingency is an example of a performance management contingency because it does not occur in nature and is designed by a performance manager to control behavior,
The performance management avoidance contingency is indirect-acting, and therefore needs a direct-acting theoretical contingency to control the response. The theoretical contingency is the inferred, direct-acting contingency that explains the effectiveness of the indirect-acting performance management contingency. The fear resulting from the loss of points associated with the performance management contingency is what immediately controls the behavior.


A slight increase in cost associated with supplies may be noticed. The new intervention will require that each booth has an Icon Request Form, which will be laminated so it can be reused. Currently only one Icon Request form exists, and it is inconveniently located by the playroom. The new Icon Request forms will be in each child’s booth and placed on the outside of the booth once filled out by the tutor during the child’s Preference Assessment. A Wet-erase markers currently hang on most of the booths, so the only cost associated with the markers is that they will be used more often and used up more quickly, so more will be needed sooner. In addition, an envelope-like pouch will be placed outside the booth with the icon request form containing all the unneeded icons of reinforcers that have been returned. 


The supervisors will verify that the Red Dot person has distributed the correct icons and deduct points for failing to do so. The supervisors can verify the behavior in a few ways: 1) while monitoring the tutor, the supervisor can quickly ask the tutor if they have all the icons for their child and how long it has been since the last preference assessment. 2) compare the reinforcers in the child’s bin to the icons in the booth and PECS book. Since this monitoring will be intermittent, the Red Dot person won’t know at what point their work will be checked for completeness and will be more likely to consistently distribute their icons.
Three Contingency Model of Performance Management


Step #4:  Implement the Intervention

The performance management model of cultural change shows how the intervention affects all members within the culture. The performance management model of cultural change explains that in order to manage and change the behavior of members of a culture, you must manage and change the behavior of all levels within that culture. It starts with the client (the student in this case). If the child has all of their icons, they can mand and tact for whichever reinforcers are available to them. The child will only receive the appropriate icons if the tutor/technician fills out the icon request form. If they fail to do so, they will lose points. Once the Red Dot person sees the icon request form filled out, he/she will need to retrieve and distribute the icons, with the penalty of loss of points for failing to do so. The supervisor verifies that the Red Dot person did their job, and deducts points if the Red Dot person fails to complete their job within 24hours. The supervisor will receive disapproving comments from the PECS supervisor, who is doing the intervention for their thesis, and needs clear, accurate data.
Cultural Change Model




Step #5:  Evaluate the Intervention

The intervention was a success. Since the Red Dot person was assigned a small, manageable group of children they were easily able to retrieve and distribute the icons in a timely manner. For many Red Dot people, this meant coming in a few minutes earlier or staying after their assigned shift a few minutes later, but the overall consensus was that they didn’t mind. In addition, it helped reduce the stress of the shift supervisors who already had enough to keep them busy. Below is a graph representing the number of icons one child had access to that corresponded to available reinforcers. 
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Step #6:  Recycle through previous steps until you achieve your objectives

More consistent monitoring would be a beneficial component of the intervention. To achieve that component, the Red Dot people would have to show proof of completion each day they retrieved and distributed the icons. This could be done by simply showing the shift supervisor the dated request form along with the new icons before the Red Dot person distributes the icons to the appropriate tutor or PECS book.
Conclusion

Overall, the tutors and all people involved in the intervention were pleased with the results. Although improvement can still be made, the intervention raised timeliness from 93% of the icons obtained by tutors within 2-3 days of the request, to 95% icons obtained within 24 hours. The new procedures have helped shifts run more smoothly each day and increased each child’s learning opportunities. This is just one way in which we can practice the noble goal of behavior analysis: to save the world with behavior analysis.[image: image3.png]
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