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MenTor GUIDE

In 2002, the U.S. Department of Labor, Office of Disability Employment Policy
(ODEP) announced the availability of funds to support a National Training Technical
Assistance for Providers (T-TAP) project. The goal of the project was to assist com-
munity rehabilitation providers (CRPs) in facilitating integrated employment / cus-
tomized employment outcomes for individuals served by these programs. Virginia
Commonwealth University (VCU) in partnership with the Institute for Community
Inclusion (ICl) at the University of Massachusetts Boston submitted a proposal and
was awarded the cooperative agreement in October of 2002.

For the purpose of this Guide, customized employment is defined as a process for
individualizing the employment relationship between an employee and an employer
in ways that meet the needs of both. Customized employment is based on an indi-
vidualized negotiation between the strengths, conditions and interests of the person
with a disability and the identified business needs of the employer or the self-em-
ployment business chosen by the job seeker. Job negotiation uses job develop-
ment or restructuring strategies that result in responsibilities being customized and
individually negotiated to fit the requirements of the job. Please see Appendix 6 of
this Guide for more information on customized employment.

A key component of the proposal submitted by VCU and ICI was the identification
of successful CRPs in the United States who would provide technical assistance

to other providers. This network of exemplary programs was identified using

a “snowball” strategy in which programs were nominated for consideration by
nationally known consultants to VCU and ICI. VCU and ICI then selected 10 CRPs
based on these recommendations and their exemplary track records of facilitating
customized employment outcomes. These mentor organizations demonstrated
expertise in implementing customized employment and in facilitating organizational
change with a goal of expanding customized employment opportunities. Named the
Community Rehabilitation Program (CRP) Leadership Network, these leaders or
‘mentors” were used extensively throughout the five years of the project to provide
training and technical assistance.

More specifically, the 10 CRPs were known for converting their programs from us-
ing a certificate under Section 14(c) of the Fair Labor Standards Act (FLSA). Or, the
CRPs had made substantial progress in reducing the number of individuals paid a
special minimum wage who were served by their agencies. As clarification, Sec-
tion 14(c) of the FLSA authorizes employers, after receiving a certificate from the
Department of Labor’s Wage and Hour Division, to pay special minimum wages,
less than the Federal minimum wage, to workers who have disabilities for the work
being performed.” The T-TAP CRP mentors and their agencies were as follows.

'Fact Sheet #39: The Employment of Workers with Disabilities at Special Minimum
Wages obtained from [http://www.dol.gov/esalregs/compliance/whd/whdfs39.htm].



T-TAP CRP Leadership Mentors and Agencies

Nancy Brooks-Lane -- Cobb-Doublas Counties
Community Service Boards in Smyna, GA

Beth Durkee -- Allegan County Community Men-

tal Health in Allegan, Ml
Lance Elwood -- Career Support Systems, Inc. in
Richmond, VA

Suzanne Hutcheson -- HPS, Helping People
Succeed, Inc. in Stuart, FL

Don Lavin -- Rise, Inc. in Spring Lake, MN

John Luna -- Career Design and Development
Services in Dallas, TX

Jim Meehan -- KFI in Millinocket, ME

Bob Niemiec -- Community Involvement Pro-

grams in Minneapolis, MN

Corey Smith -- Via of Lehigh Valley in Bethlehem,
PA

Peggy Terhune -- The Arc of Stanly County, Inc.
in Albermarle, NC

This Mentor Guide was developed based on the experi-
ences of the T-TAP mentors and project staff as they pro-
vided technical assistance and training to providers that
applied for and were awarded assistance from T-TAP. A
total of 15 CRPs received intensive support. One provider
withdrew from the program since it was not in a position to
promote organizational change.

CRPs were selected through a national call for proposals
process. Each selected CRP received a detailed orga-
nizational assessment, consultation, and training over a
two-year period. Each organization was matched to a
mentor from the CRP Leadership Network, based on the
organizational assessment and their expressed techni-
cal assistance needs. The 14 organizations that were
awarded technical assistance and received support from
the CRP mentors were as follows:

Mentees Organizations Receiving Technical
Assistance

AtWork! -- Issaquah, WA
Babcock Center -- Columbia, SC
Charles River Industries -- Needham, MA
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Cranston ARC -- Cranston, RI

Coastal Center for Developmental Services
(CCDS), Inc. -- Savannah, GA
EmployAbility, Inc. -- Bartlesville, OK
Friendship, Inc. -- Fargo, ND

Hi-Hope Service Center -- Lawrenceville, GA
Home of Hope, Inc. -- Vinita, OK

Humboldt Community Access & Resource
Center (HCAR) -- Eureka, CA

Leslie and Rosalie Anixter Center Chi-
cago, IL

Magic Valley Rehabilitation Services
(MVRS) -- Twin Falls, ID

The Arc of DC -- Washington, DC

The Arc Northern Chesapeake

Aberdeen, MD
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A detailed description of mentorship as a key techni-
cal assistance strategy is included in this Guide. The
purpose is to provide information to CRPs on how to
approach organizational change designed to improve
employment outcomes, and in particular ways that a
mentor may support the change. The Guide is orga-
nized around five key areas:

1. Mentorship as an Approach to Supporting
Organizational Change

Lessons Learned on Organizational Change
Supporting Organizational Restructuring
Elements of Employment Services Change
Lessons Learned in Building Effective Men-
tor Relationships

R

Each topical discussion includes numerous examples
of reflections by both the mentors who provided the
technical assistance and from representatives of the
mentee organizations. In the Appendices are numer-
ous examples of strategies used to address potential
issues faced during the organizational change pro-
cess and in providing employment services. A variety
of technical assistance resources and tools utilized
by the mentors and T-TAP project staff members are
also included as Appendices.

Terminology

This manual uses the term, customized employment, to ref
ship between a job seeker or an employee and an employer
ing a match between the unique strengths, needs, and intere
business needs of the employer or the self-employment busi
customized employment is a focus on individual job opportun
employment or integrated jobs may also be used to more brg
labor market where individuals are paid at least minimum wa
and are fully integrated with coworkers and customers who d

er to a process for individualizing the employment relation-
n ways that meet the needs of both. It is based on build-
sts of the job candidate with a disability, and the identified
ness chosen by the candidate. Implicit in this definition of
ities, developed one person at a time. The terms integrated
adly describe an individual job that is part of the general

ge, on a payroll of a community business or self employed,
0 not have disabilities.




APPROACH ! TO SUPPORTING
ORrcANIZATIONAL CHANGE

Introduction

Mentorship is a widely accepted practice for professional development in both the
public and private sectors. Mentors serve the role of helping individuals, organiza-
tions, and/or communities set a course leading to their desired goals. The T-TAP
project utilized a mentorship model as a component of the overall technical as-
sistance (TA) to recipient agencies. TA recipients were paired with mentor agencies
to help them increase the numbers of customized employment outcomes for people
who had previously been paid under a 14(c) Special Wage Certificate. The T-TAP
CRP Leadership Network consisted of a lead staff person within an organization
that had demonstrated expertise in implementing customized employment and in
facilitating organizational change with a goal of expanding customized employment
opportunities. During the two-year phase of TA, T-TAP staff, the mentor site, and
the TA recipient agency worked together to achieve goals set by each TA recipient
for organizational change.

Definition of a Mentor

“Mentor: a trusted friend, counselor or teacher, usually a more experienced
person.” In general, mentors provide personal support to assist an individual or
organization in achieving specific goals. To be effective, a mentorship relation-
ship requires a commitment of time and energy from the mentor and the agency /
individuals receiving support. Some of the following characteristics usually are part
of a mentor relationship.

The relationship...?

& s deliberate, conscious, and voluntary.
May or may not have a specific time limit.
Is sanctioned and supported by the organization / agency by release time
and the support of supervisors and administrators.
Is in alignment with the mission or vision of the organization receiving the
support.
Occurs between an experienced person (the mentor) and one or more
partners.
Develops between members of the receiving agency and the mentor
external to the organization.
Is not one of a direct, hierarchical or supervisory chain-of-command.
Is expected to benefit all parties for growth, career development, lifestyle
enhancement, goal achievement, and other areas mutually designated by
the mentor and partner(s)
& Benefits the organization within which the mentoring takes place, and

[
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2 From Wikipedia, the free encyclopedia, http://en.wikipedia.org/wiki/Mentor
% Adapted from: http://www.mentors.ca/mentorprograms.htm#CEOPEER



activities occur on a one-to-one, small group, or
by electronic or telecommunication means.

& Focuses on interpersonal support, guidance,
mutual exchange, sharing of wisdom, coaching,
and role modeling.

The T-TAP Mentors

Members of the T-TAP CRP Leadership Network rep-
resented community rehabilitation programs that had
implemented a substantial organizational change pro-
cess, which resulted in expanded integrated employment
outcomes for individuals with significant disabilities. The
T-TAP mentors were selected, because they represented
a broad range of experience and expertise. They also
had a willingness to share their experiences and lessons
learned with others. Each mentor organization had a lead
staff person assigned to the role of mentor, but in most
cases, more than one person from the mentor agency
became involved in working with the TA recipient.

While one mentor agency was assigned to a TA recipient,
in many instances, the members of the T-TAP Leadership
Network consulted together on specific issues/questions
as they arose. A project listserv facilitated this communi-
cation as well as telephone conversations, which made
optimal use of the broad range of mentors available. Also,
T-TAP staff would facilitate the expertise of the various
mentors as issues surfaced. One such example occurred
early in the project when the question of unions came from
one of the recipients. How does one begin any change
process in a union work environment? One of the mentor
agencies had, in fact, worked through that exact issue and
provided guidance to working effectively with unions.

Mentor agencies were varied in nature. Some were small,
employment-focused programs. Others provided more
comprehensive services including residential programs
and other supports. Some were rural, while others were in
more urban, culturally diverse communities. Some worked
with one predominant funding source / stream, while oth-
ers had a broad range of funders. The expertise of these
agencies varied, but a comprehensive list of needed skills
and experience was developed in order to target TA ques-
tions, as well as to guide the mentor match. Some areas
of expertise are listed below:

& Job Development and Marketing Strategies
Job Creation & Carving
Self-Employment
Micro-Enterprise
Managing Organization Change
Developing & Communicating a Vision
Professional Development & Staff training
Funding: Blending & Braiding funding
Benefits Planning, PASS Plans & IRWE Utilization
Rural Employment
Collaborating with Other Agencies
Building Buy-in
Disability Specific Expertise

O OO O0OO00OO0O0O0O0O0O 0O O

Board of Directors Development
Fund-raising & Development Initiatives
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Initiating Technical Assistance: Getting
to Know the Organization

T-TAP staff and mentors invested substantial time at the
beginning of a consultation process in learning about the
organization that had requested assistance. During the
initial assessment phase, two T-TAP staff spent two-to-
three days at the TA recipient meeting with the full range of
stakeholders. This included program administration, staff,
consumers, family members, funders, and board mem-
bers, while also visiting job sites with the employment staff.

In addition, a staff survey provided information on staff per-
ceptions of organizational goals and processes. All em-
ployment staff and the agency receiving technical assis-
tance completed a one-week log that provided a snapshot
of how staff spent their time across eight major activity
areas. The Staff Time Log is included in Appendix #3. This
detailed initial assessment of the organization allowed
T-TAP staff and mentors to develop a comprehensive
knowledge of the recipient and to provide summary obser-
vations and recommendations. The initial assessment also
guided the development of a technical assistance plan.
During this phase, the TA recipients were paired with a
mentor agency based on the site’s goals, characteristics,
and interests. This pairing took into consideration both the
needs of the agency and the expertise of the mentor.

Incorporating Mentors

While the T-TAP staff could provide comprehensive sup-
port and assistance to recipients, there were perceived
limits to that support role. Agencies seeking TA services
must balance the management of their ongoing services
with the time needed to examine their practices and ex-
plore opportunities for improvements in their service model
and professional development of their staff. While sensi-
tive to the difficulty of this situation, T-TAP staff members
were employed at universities. They could be perceived
as “not living in our day-to-day world” by the organizations
receiving technical assistance.

The value of the mentor in this situation was to serve as

a peer who currently provided and managed customized
employment services. This peer had also been though the
same sorts of issues being experienced by the TA recipi-
ent and had survived. The mentor served as the “light

at the end of the tunnel” and provided encouragement,
hope, vision and guidance to the agency. This mentor also
discussed current approaches and strategies employed in
serving a broad range of people with disabilities. Finally,
TA recipients desperately wanted to hear success sto-
ries and how they were achieved. They also wanted to
benefit from the lessons learned about strategies tried and
rejected.



Roles and Responsibilities of the Mentor Agency

The role of the mentor was to provide technical and personal support to the agency. This mentor
process could include anything from providing training to the agency; facilitating meetings with job
seekers, family members, employers, and/or others; modeling techniques such as person-centered
career planning meetings or job development approaches; attending meetings; sharing tools and
resources; and participating in phone calls. Typical mentor activities included:

& Conducting an initial site visit to see the agency and employment sites to meet job
seekers, staff, family members, and board members, with a planned follow-up visit the
following year.

Arranging for staff from the TA recipient to visit the mentor agency, tour the organization,

see employment sites, and talk to key staff and other stakeholders.

Assisting with the development and implementation of the TA plan.

Participating in meetings with employers to explain customized employment.

Participating in brain storming or case consultation meetings regarding individual place-

ments.

Working with job development staff to develop their skills with job seekers, employers

and other stakeholders.

Encouraging any and all networking strategies possible that can help with job develop-

ment.

Exploring the possibilities of using job seeker social capital in the job search process.

Working with employment services supervisors and managers on approaches to improve

program outcomes.

Working with agency leadership, including Boards of Directors, to think about ways in

which to get their agency to produce good community employment outcomes.

& Encouraging an agency-wide commitment to assisting with outreach strategies leading to
more employment (not just the job developers’ job).

& Sharing strategies employed for communication about customized employment within the

agency as well as with all stakeholders in the process.

Sharing ideas and strategies for funding including creative blending and braiding of

resources.

Helping the agency connect with any useful resources or contacts that could be bengficial.

Helping the organization think through strategies to overcome barriers encountered.

Sharing training materials and resources, articles, strategies, tools, forms, and ideas to

help with customized employment outcomes.

Participating in meetings with funders to share successful models utilized in other states

and regions.

Providing staff training.

Participating in regular conference calls with the recipient to monitor progress and pro-

vide brainstorming assistance.
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Benefits of Mentorship

T-TAP mentors made it clear that participating in a mentorship relationship also had benefits for the
mentor. These benefits included developing new perspectives on strategies and change in their
own organizations. It created an opportunity for personal development and for renewing passion
about work. Although the primary mentor contact was a senior administrator, most of the mentor
organizations involved multiple staff in the mentorship process. Included were program managers
and direct support staff. Peggy Terhune, the T-TAP mentor from The Arc of Stanly County, talked
about the benefits of being a mentor. She noted the following:

“With one of our mentee agencies, there was an interest and focus on micro-enterprise.
[ had heard that the mentee agency had consulted with some of the experts in our
agency. | was not sure what we could offer [the TA recipient]. However, once we [the
mentor agency and the TA recipient] started talking about individuals, we found many
ways to assist each other in brainstorming for the people that both agencies supported.
| found that the mentee agency hadn’t yet done enough micro-enterprise to have
negative experiences and was able to assist them with some of the potential pitfalls.




In addition, because they [the TA recipi-

ent] were inexperienced, | found their ideas
refreshing. They were trying things that we
might not have tried, since we [the mentor
agency] recognized the issues that could
arise. The mentee agency “innocently” plowed
ahead and had wonderful success. For my
agency and me, that experience was a great
‘re-motivator”, as people in my agency were
tired and frustrated by some recent barriers.

| was able to take some of my key staff to the
mentee agency to provide training and sup-
port. They came back energized, motivated,
and with new ideas. They also came back
gratified that they had been able to provide
so much information and instruction that was
new to the mentee agency. Altogether, it was
a great reciprocal learning relationship!”

Similarly, Nancy Brooks-Lane, another T-TAP mentor,
emphasized the importance of opportunities to learn from
others. “That is the beauty of being provided the oppor-
tunity to spend intense time with others as a mentor. We
were able to spend time with the interesting personalities
[with] differing worldviews and perspectives. [We saw] the
creativity of the staff and aspects of the mentee organiza-
tion that were working and that would fit with our organiza-
tion and make us better at our mission.”

Mentee Roles

& Commit adequate staffing resources including
any needed resource reallocation as determined
through the TA.

e Facilitate communication with all stakeholders
(iob seekers, family members, funding agencies,
employers) in reference to customized employ-
ment initiatives.

& Participate in any necessary meetings with
policy makers on the use of the 14(c) certificate.

& Participate in regular conference calls for up-
dates on the activities of the project.

& Explore agency needs and request specific
help and guidance from mentor and TA staff as
needed.

Through the course of the two-year relationship with

TA recipient agencies, the role of the mentor evolved.
Initially, they were seen as an external source of support
to augment technical assistance provided by T-TAP staff.
However, early on in the project it became clear that the
mentors needed to be woven into all communication with
sites as a part of the comprehensive TA to the agency.
This involvement kept a comprehensive communication
intact and allowed both the mentor and TA staff to support
each other’s work.

Lessons Learned About Being an Effective Mentor

In order for a mentoring relationship to be fruitful, there is
a need for a level of commitment from the mentee organi-
zation as well. Participating organizations were expected
to be actively engaged in the TA process and to maintain
a clear commitment to facilitating change and reallocating
resources. Involvement in the TA process and mentorship
also included a commitment of resources including staff
time. The mentee needs to:

& Maintain active contact with the mentor and TA
staff.
Participate in site visits from mentor as well as
TA staff.
Arrange for a site visit to the mentor agency.
Work with mentor and TA staff on the develop-
ment of a TA plan with action steps, timelines,
staff assignments, and follow-up.
Allocate staffing and other resources as outlined
in the plan.
|dentify job seekers for customized employment.
Participate in training made available through
mentor, TA staff, or other sources to support the
customized employment outcome goals.
Facilitate the completion of all data-collection
recommended through the TA.
& Examine current policies and procedures as

recommended through TA for efficiency.
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The following sections in this Guide provide detail on the
specific technical assistance roles that the T-TAP mentors
played in supporting both the organizational change pro-
cess within mentee agencies and in how these agencies
approached employment services. The mentors learned a
number of valuable lessons in being an effective mentor
through these experiences. Some of these included the
following:

Lessons Learned about Being an
Effective Mentor

Establishing a relationship takes time.
Communication is critical.

Develop a statement of need.

Keep interactions action oriented.

Be willing to show your imperfections.
Get to know the organization’s approach
with its customers.

D OO OO O

Establishing a relationship takes time. It takes
effort to build a mentoring relationship. While the mentor
can be viewed as having a great deal to offer, relationship
building is essential in order for mentoring to work. This
process takes time and effort. Time spent in person as
well as in dialogue on the phone or via email can be
included in the process. Site visits to both the mentor and
mentee agencies create an opportunity to become more
familiar with each other’s staff, facilities, approaches,




values, and realities. These site visits make the connection more personal. It is very important that
these visits occur early in the mentoring process.

Communication is critical. Mentors emphasized staying in regular and consistent contact
with their mentees. The mentor and mentee should have regularly scheduled times to talk. Other
critical communication may happen in between the regularly scheduled contact. Most often in
T-TAP, this contact was made by phone, and it happened monthly. Additional quick questions were
handled via email or brief phone conversations, but the monthly call was more comprehensive in
nature. These calls allowed for follow-up on, for example, client status, organization issues, and
funding changes. One important note is that when each conversation ends, there should be an
agreed upon time scheduled for the next connections.

Develop a statement of need. The mentee agency must be given an opportunity to state
their goals or needs in order for them to feel the relationship serves a beneficial function. In T-TAP,
this was incorporated into the TA plan. There should also be opportunities to revisit the stated need
to determine the progress being made or for changes to be made in the TA priorities.

Keep interactions action oriented. Do not get stuck in planning and waiting for everything
to be just right or for all questions to be answered before organizational change begins. Take action
and use what is learned to plan the next step in the process.

Be willing to show your imperfections. The mentor must be straightforward about his or
her own organization’s imperfections. This allows the mentor to be seen as a peer by the mentee,
not as the “expert” coming in to tell the mentee what the mentee organization is doing wrong.

Get to know the organization’s approach with its customers. One mentor emphasized
the importance of getting a chance to shadow the job developers doing their job in the field and
observing their approach and interaction with employers.

Summary

Mentors can support the challenges of organizational change in many ways. They are the ex-
perienced peers who have managed to successfully navigate through the organizational change
process in their own community rehabilitation programs. The mentor can identify directly with the
inevitable issues and barriers that the mentee organization undergoing change will experience, and
can help strategize in developing effective responses. Mentors are a source of information and a
source of personal support, providing encouragement, hope, vision and guidance. At the employ-
ment service level, mentors can draw on personal experiences with strategies employed in serving
a broad range of people with disabilities, including customized employment. Mentors are both a
resource as an individual and a bridge to the multiple resources available within their own commu-
nity rehabilitation programs.
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“People told us their priorities were getting married, having their
own home, and getting a job. We had to ask our 250 staff how
many people are wholly focused on helping people:
Develop significant relationships,
Find a job, and
Become homeowners?”
Peggy Terhune, T-TAP Mentor
from the Arc of Stanly County

o O M

Over its five-year funding period, T-TAP worked intensively with 14 community
rehabilitation providers and 10 mentor organizations. It interacted with countless
other stakeholders who are committed to expanding opportunities for customized
employment. At the core of the many lessons learned during the project is the
simple message stated above by Peggy Terhune and taken from the people who
utilize employment services. People with disabilities utilizing community programs
are interested in relationships, work, and where they live in the community.

CRPs need to be clear and uncompromising that the purpose of their work is to
create an organization and a system guided by strong expectations that work is
right and possible. Programs need to celebrate the interests and gifts of each
individual served by supporting employment outcomes that improve quality of life at
an individual level. Consider the following true story told recently by the brother of a
man who has Down’s Syndrome and who is about to turn 60.

“My brother never received supports as an adult from the state or federal human
service systems. He is a city employee who holds a job as an assistant custodian,
lives in his own apartment, and has both a pension and a retirement account. He
started his education in Catholic school because that's what his three brothers

did. He moved to the public schools so that he could receive special education
services, and then went to work because that was what was expected of his broth-
ers. At every point in his life, the family assumed that he should work and never
questioned whether he could work.”

Effective community organizations must develop a parallel strong expectation that
work is right and possible for each individual supported by the CRP. They should
celebrate individual interests and gifts in creating employment opportunities. These
organizations can measure the effectiveness of their employment services by ask-
ing questions such as:

How many hours per week are invested directly in looking for jobs?

What are our relationships with the employer community?

What do we measure and celebrate when considering the outcomes of
our work?

o O O



Organizations receiving technical assistance through
T-TAP that were successful in implementing change and
expanding employment opportunities took a holistic ap-
proach incorporating strategies in six areas. Listed in the
following Table, these six areas provide a framework for
assessing an organization and planning for change. As
previously noted, this process begins with understanding
how an organization sets and manages goals. Expecta-
tions refers to the success of an organization in com-
municating expectations and priorities to stakeholders

at all levels, including customers, staff, funders, and the
community at large.

Lessons for Organizational Change

& Lesson1: Establish clear and uncompro-
mising goals.

& Lesson2: Communicate expectations to
gveryone, often.

é Lesson3: Reallocate and restructure
resources.

& Lesson4: Justdoit! Find jobs one per-
son at a time!

m

Lesson 5:  Develop partnerships.
Lesson 6:  Consider the whole person.

m

As Peggy Terhune suggests in the opening to this Section,
implementing change requires investing resources directly
in activities that support the priorities set by the individu-
als receiving services. Partnerships can be with individual
customers, with the network of stakeholders that support
them, with funders, and with the business community.
Finding jobs requires that community programs just do it.
Too often, too many resources are invested in planning
for change. Organizations neglect the most basic op-
portunity of investing intensively in the process of finding
jobs and learning what needs to be done more effectively
through this hands-on experience. Finally, the experiences
of T-TAP suggest the importance of considering the whole
person by planning for the interaction of work with other
elements of an individual’s life, including sustaining and
building friendships and financial planning. This can be
illustrated by the following figure.

Lessons Learned

Expectations

Resources

10

Organizational
Change

Whole Person

Outcomes

Partnerships




Lesson 1: Establish clear and uncompromising goals.

“You have to know where you're going, to be able to state it clearly and concisely
— and you have to care about it passionately.”
Tom Peters and Nancy Austin

Organizations that are most successful establish a clear commitment to community employment.
Several organizations in the T-TAP project defined explicit and public goals related to integrated
employment. The Arc of the Northern Chesapeake Region (ArcNCR) in Maryland developed a goal
of “full employment by July 1, 2006.” In addition to establishing a clear goal, ArcNCR’s approach
provided a clear definition of what they mean by employment. In defining this goal, ArcNCR speci-
fied that full employment would be achieved when 100% of the individuals served by the organiza-
tion in Vocational Services:

& Work in “integrated” settings. (Defined as Non-ArcNCR owned or operated facilities
where people with no employment relationship to the ArcNCR are present at least some
of the work time of individuals served.)

Are compensated financially for work performed.

Work at least 80% of the number of days and/or hours documented in their Individual

Plans.

Receive ongoing Career Planning and Development supports that expand opportunities

for professional growth (increased skills, wages, hours or days of work, satisfaction with

work and/or exposure to alternative work options and opportunities).

& Have a contingency plan for layoffs and terminations from employment that include im-
mediate job search plans and alternative activities and supports.

D M
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Another example of establishing clear goals is illustrated as follows. During the initial organiza-
tional assessment in developing the T-TAP TA plan, the Executive Director of Coastal Center for
Developmental Services (CCDS) in Georgia identified a specific organizational goal that became

a sounding board over the following year. This goal, “60 jobs in 2006”, established such a strong
challenge to the organization that everyone had to approach their jobs differently. CCDS sup-
ported approximately 350 individuals annually, and at the time of the challenge supported about 50
individuals in community employment with a staff of three. Over the next year, CCDS restructured
resources, established a wide range of outreach and communication paths, invested heavily in find-
ing jobs, and developed new partnerships. These actions will be discussed in more detail in later
Sections, but the power of the goal was clear that there could not be “business as usual” at CCDS.
Jim Collins, author of From Good to Great, refers to this type of goal as a BHAG, a Big Hairy Auda-
cious Goal*. BHAGs have the power to support organizational transformation, as illustrated by
John F, Kennedy’s goal to put “A man on the moon by the end of the decade.” Collins suggests that
an effective BHAG is:

Set with understanding, not bravado.

Has a long time frame.

Is clear, compelling and easy to grasp.

Reflects directly core values and core purpose.

D OO O O

Lesson 2: Communicate expectations to everyone, often.

Expectations can be communicated to an organization’s stakeholders in a variety of ways including
policy initiatives, outreach activities such as newsletters or meetings, and celebrations. Too often

a goal is buried in an organization’s strategic plan and is not well understood as part of day-to-day
organizational practice. ARC Industries in Oklahoma communicated its change in focus by chang-
ing its name to EmployAbility, Inc. The process of developing and implementing the new name was
used to educate board members and the community at large about the organization’s goals and
purpose.

* Do you have a good BHAG or a bad BHAG? Retrieved from: http://www.jimcollins.com/index.html

11



Commitment. Organizational intent is communicat-
ed, in part, by the decisions made each day. Magic Valley
Rehabilitation Services (MVRS) in Idaho implemented an
enhanced commitment to integrated employment. This
TA recipient strongly urged all new referrals to the work-
shop program from Vocational Rehabilitation to consider
community employment first during the intake process.
Friendship, Inc. in North Dakota, another TA recipient,
clearly communicated priorities to staff by declining a new
large workshop contract and instead negotiating with the
business for individual job opportunities. Hi-Hope Services
in Georgia, a TA Recipient, shifted responsibility for man-
aging and staffing an enclave to the workshop staff. This
made the expectations for community employment staff
on individual job placements clearer, and their time more
focused.

Outreach. CCDS, a TA recipient in GA, is using
newsletters, initial intake meetings, annual reviews, and
family meetings to gradually shift attitudes toward em-
ployment opportunities by highlighting successes and
maintaining visibility of employment options. CCDS
implemented a monthly newsletter that highlights and
celebrates new jobs and employment success stories.
Regular parent meetings with families have been used to
discuss employment options, and community employment
is now emphasized as a first option as part of the intake
process for new referrals.

Celebration. CCDS also visibly celebrates new jobs
by posting large banners outside of the door of the work-
shop for each new job. This visible statement of CCDS
priorities helps raise awareness of job opportunities, and
stimulates conversation with individuals still in the work-
shop. Other mentee and mentor sites use similar strate-
gies. EmployAbility, Inc. in Oklahoma maintains a “hall of
fame” in its lobby, with photographs of individuals at their
new jobs. KFI, Inc. in Maine, a T-TAP mentor organization,
maintains a tradition known as “the doorbell still rings”,
serving as a symbolic memory of their old workshop that
was closed some years ago. When someone gets a job,
somebody rings the KFI doorbell, and everyone flocks out
to celebrate with the new employee.

Lesson 3: Reallocate and restructure resources.

Allocating dedicated resources to community employment
is a central part of the change process. Successful orga-
nizations have redefined job positions and expectations
to clearly focus on employment outcomes. They have
insulated these positions from other responsibilities.

One of the early steps in conducting an organizational as-
sessment with organizations receiving TA was to conduct
a one week study of staff time allocation across nine major
activity areas including on-the-job support, off-job sup-
port, and job development. How organizations invest their
resources is a direct reflection of their priorities, and it has
a significant influence on outcome. Typically, T-TAP TA
staff found that at initial assessment, organizations were
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investing less than 2% of staff time in job development,
often in contrast to high expectations for new job place-
ments. While it is clear that the quality of job development
activities matters, it is also accurate to say that quantity
matters. A first step in implementing a stronger approach
to employment support involves a willingness to reallocate
resources, even if it creates a temporary hardship in other
areas. Discretionary funds can be used on a temporary
basis to support staff emphasis on achieving employment
outcomes.

Humboldt Community Access and Resources (HCAR) in
California recognized that while there were staff resources
dedicated to job development and job support, there was
a need to rethink the roles of these staff. The process of
job placement was spread across four different individuals
representing intake, vocational evaluation, job develop-
ment, and job support. Information and time was lost in the
handoff between individuals in each of these roles. HCAR
streamlined the process by involving the job developer
directly in intake and eliminating the vocational evaluation
position. Charles River Arc in Massachusetts recognized
the need to reframe its job placement staff positions as
exempt positions that had flexible hours.

As part of responding to the challenging goal (“60 in
2006”), CCDS gradually shifted and restructured staff
positions over a 12-month period. The earliest change was
assignment of a workshop staff member to the community
employment team. Later as the number of job placements
grew, CCDS eliminated the position of case manager in
the organization and reassigned two of those staff to work
in community employment.

Achieving clear job expectations was more difficult for
several organizations that maintained multiple service
options. In one organization, start-up of the T-TAP project
was slowed by an emphasis on hiring new staff rather
than reallocating existing resources. Other organizations
struggled when job placement staff were responsible for
serving both external referrals typically funded by the
State Vocational Rehabilitation (VR) Agency and individu-
als in the organization’s workshop who wanted external
employment. The demands of the VR system to achieve
rapid employment often made it difficult to focus sufficient
time on individuals who would need to receive long term
supports.

Lesson 4: Just do it! Find jobs one person at a time!

“Do not get stuck in planning and waiting for
everything to be just right or all questions to
be answered before the system change be-
gins. Take action! What is learned can then

be used to plan the next step in the process.
Nancy Brooks-Lane,
Cobb and Douglas Counties CSBs



In addition to allocating additional resources to job development, sites that have been successful
are aggressive about implementing career planning and job placement. Career planning is a critical
foundation for later job development. In sites that did not develop a strong job placement capacity,
site personnel were not able to answer core questions about a job seeker’s interests and priorities,
even when job development was active for that person.

At a recent site visit to a community rehabilitation provider, staff discussed an unsuccessful place-
ment with a mentor. The individual had been placed in a retail setting doing stock work and retriev-
ing and moving shopping carts. This was despite the fact that his individual service plan clearly
stated that he should not lift over 20 pounds. Having a clear, simple, and well-understood set of job
specifications and preferences for each job seeker needs to be a high priority. Sites that have been
successful in expanding integrated employment have four characteristics that define a “just do i’
approach.

Characteristics of a “Just Do It” Approach

Urgency In Career Planning And Job Development
Outreach To Families

Networking

30-Day Placement Plan

™ ™ O M

Urgency in Career Planning and Job Development. Within the first several weeks after an
individual has been prioritized for job placement, a well-defined, comprehensive strategy for career
planning should be completed. The end product of this process is a clearly defined criteria or stan-
dards for a good job match that reflects the individual’s interests, preferences, and needs. Cranston
Arc is a good example of a TA recipient that developed a career planning process, which provides a
comprehensive “picture” of the person. This included getting to know an individual’s learning style,
access or accommodations needs, and fears and concerns about leaving the workshop for a job in
the community. Staff worked with the individual, family, friends, and community members to develop
the plan. Staff also provided opportunities for people to experience work through volunteer place-
ments, job shadowing and mentoring experiences. For example, Cranston Arc staff assisted Susan
in the career planning process. Susan and her family expressed a preference for not working with
the general public and for consistent transportation as important in her job match. Susan selected
working in a small retail setting with consistent and familiar coworkers as her job preference.

Friendship Industries, Inc. in North Dakota incorporated a “just do it” approach by targeting some
very challenging individuals for community employment. The organization had a “whatever it takes”
approach and put together interesting arrangements and entrepreneurial efforts on behalf of the
people that they supported. For example, an individual had a job in one community and was then
transported to another for the remainder of the day. Instead of just transporting this person, Friend-
ship Industries negotiated a second job as deliverer for the individual. They stop at a bakery, and
the person picks up bakery products. These are delivered to the other community resulting in a
customized job for this individual.

Outreach to Families. Magic Valley Rehabilitation Services (MVRS) in Idaho worked very
closely with a family that had specific criteria for acceptable work for their daughter. In addition to
health and safety concerns, they had a strong desire for their daughter to have a position that they
could view as having value. Initial conversations with the family were sometimes tense, but MVRS
staff recognized that success required strong family support. Eventually MVRS found a position for
the woman at a restaurant in a job that appeared to meet everyone’s requirements. She enjoys the
work even though there was concern initially that she would miss her friends at the workshop. This
did not happen. The family accepted the work place and work conditions. The other employees
welcomed the new employee, and the manager of the restaurant was eager to make this a positive
experience.

This example demonstrates the importance of outreach to family and other members of the
individual's network. Outreach to family ensures that the career plan and job placement process
incorporates all resources in defining the career plan. In addition, the plan must identify concerns
and barriers in order to make successful connections with the business community.
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Networking. Successful organizations are asser-
tive about networking for job leads and supports. One job
seeker at Charles River Arc had an interest in working with
animals. The job developer began with the usual methods
of looking for a job--reviewing help wanted ads, network-
ing with family and friends, and using internet job postings.
After several months of searching without success, the job
developer helped the individual set up an informational
interview at a local animal shelter. The interview led to a
tour, which led to a job interview. The next week the job
seeker was hired as an assistant at the shelter and was
able to fulfill her dream of working with animals. After
this experience, the job developer realized how powerful
informational interviews and tours were as customized
employment strategies that support job negotiations. The
agency job developers now incorporate these tools into
their job development practices on a regular basis.

Thirty-Day Placement Plan. The 30-Day Place-
ment Plan is a month-long plan geared towards finding
a job. The plan includes tasks to be accomplished that
month as well as due dates and names of people who are
responsible for completing each task. Many job seekers
have found that breaking the job search down into a series
of small, workable tasks makes the process much more
manageable. A plan also gives the job seeker a sense of
empowerment over the direction of the job search and a
sense of accomplishment when each task is completed.

Every 30 days, the plan is updated with new tasks for the
upcoming month. The job seeker, the employment special-
ist, and anyone in the individual's support network (e.g.,
family, friends, and other professionals) should be involved
in writing and implementing the plan. Central to the use of
the 30-day placement plan is ensuring that job develop-
ment is a rapid process that proceeds systematically and
is focused on the individual's career goals.

Lesson 5: Develop partnerships.

Internally, supporting change requires engaging key stake-
holders, including board members, in the change process.
In organizations where the board was fully engaged in set-
ting goals and reviewing policy related to service delivery,
a change in leadership did not have a significant impact on
the organization’s commitment to expanding customized
employment. For example, at CCDS, the retirement of the
executive director had minimal impact on the commitment
to integrated employment. In fact, CCDS asked Don Lavin,
the mentor assigned to the site, to visit at the time of the
changeover and meet with the incoming director.

Building community partnerships. Successful
organizations also developed external partnerships that
support employment outcomes. Community partner-

ships can develop across a variety of situations, such as
creation of a local business network that promotes access
to jobs for people with disabilities, or an agency partner-
ship focused on meeting individualized support needs of
a consumer. For more information on building community
partnerships see the T-TAP fact sheet, Developing Col-
laborative Community Partnerships in the Appendix 6.
The common thread running through each of the follow-
ing examples is a clear focus on achieving customized
employment outcomes.

Staff from Cobb and Douglas Counties Community Ser-
vices Boards (CSB) in Georgia, a mentor agency, created
connections to the business and social networks in a small
community served by the CSB by forming a collabora-

tive partnership among 12 small business owners. This
partnership put into place a network of businesses. The
employment support staff could use this network in deter-
mining who would be key to helping people with disabilities
find employment based on each individual’s vocational
profile and stated work goals. The network has worked
extremely well. Now, participants call on one another as
needed regarding employment opportunities available
through member businesses. CSB staff contact the busi-
ness owners to identify potential job leads.

In order to address family and individual concerns about
the interaction of work and benefits, EmployAbility estab-
lished an arrangement with their local Benefits Planning,
Assistance, and Outreach (BPAO) office, now the Work
Incentives Planning and Assistance (WIPA) Program. A
counselor from the BPAO office came to EmployAbility
monthly and more often if needed to discuss and counsel
job seekers on their situations. In most cases, this coun-
seling by the BPAQ staff member helped the job seeker
understand the benefit situation. This support allowed the
individual to move one and to search for and ultimately
secure employment with the assistance of EmployAbility.

What are the elements of an effective community
partnership? Effective collaborative partnerships promote
actions that improve personal outcomes for those receiv-
ing services and foster positive change in the systems
influencing these services. The Institute for Community
Inclusion, University of Massachusetts Boston completed
a research study on interagency partnerships®. This study
identified a series of quality indicators for effective strate-
gies in forming effective interagency partnerships. For
each of these quality indicators, there are a series of self-
evaluation questions a partnership can use to identify its
areas of strength and needed improvement. The questions
focus on determining the extent to which each indicator
is fully or partially in-place. For those indicators not fully
in-place, follow-up actions can be identified and initiated.
This self-evaluation can be used as a planning tool during
the development of partnerships and for periodic reviews
in monitoring the partnership’s role and effectiveness.

> Butterworth, J., Foley, S., & Metzel, D. (2001). Developing interagency agreements: Four questions to consider. The Institute Brief,

artic
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These five quality indicators can be extremely useful both in forming a partnership and in monitor-
ing and continually improving an existing partnership. Conscientious use of these indicators helps
keep a partnership goal and action oriented. Here are examples of self-evaluation review criteria for
each of the indicators.

Examples of Self-Evaluation Review Criteria

Indicator 1 | The partnership has a clearly defined purpose. Purpose is operationally
defined by having clearly identified outcomes. A data collection system
is in place to measure the intended outcomes. The outcome measures

emphasize quality of services and outcomes.

Indicator 2 | Allies to the partnership are identified and involved with the collaborative
effort. Allies to a partnership are both internal and external. Internal allies
within the partnership must be identified. These internal allies are the
stakeholders involved in the planning and implementation of the partner-
ship. Support is also needed from external allies who help to ensure
political support for the partnership. Allies to the partnership have a com-
mon interest in its purpose and a commitment to its success. Successful
partnerships frequently have champions among their external allies who
serve as key sponsors and advocates.

Indicator 3 | The collaborators are committed to the partnership and exercise
ownership in carrying out its activities. Ownership comes in part from
identifying an individual from each partnering agency or program who
is responsible for the implementation and success of the partnership.
Inconsistent and/or rotating participation from partnering agencies will
destroy the development of any real sense of ownership.

Indicator 4 | The partnership leads to actions and outcomes consistent with the
defined purpose. Specific action plans are in place where tasks are well
defined drives action-oriented partnerships. Action-oriented partnerships
also have needed resources committed. These resources are both the
time of the partners, particularly among the designated representatives,
and in-kind or monetary support.

Indicator 5 | Mechanisms are in place to communicate values and resolve differenc-
es. Effective partnerships have organizational values that are identified
and incorporated into action plans focused on meeting the interests
and support needs of consumers. For example, an organizational value
for a partnership focused on employment outcomes for individuals with
significant disabilities could be a zero-reject approach to the consumer
population, meaning that any person who expresses any interest in
employment is given an opportunity. Effective partnerships also have
mechanisms in place to resolve disagreements.

Lesson 6: Consider the whole person.

One significant concern in supporting customized jobs is ensuring that the components of an
individual’s life work together well. Strategies for ensuring this integration include the use of a
career planning process that involves multiple stakeholders. These stakeholders assist in defining a
vision for employment with the individual and involving others in the action steps of finding and sup-
porting a job through a 30-day placement plan. Involvement of stakeholders ensures commitment
to variation in schedules, arranging for transportation, scheduling non-work appointments, and
other work and non-work activities and supports. For many individuals, entering employment also
requires giving up relationships and supports that may have been built up over an extended period
of time. The limited independent mobility for many individuals in customized employment requires
that attention be paid to supporting the maintenance of personal relationships so that an individual
gains more than he or she loses when entering an integrated job.
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As part of their organizational change process, CCDS
developed a systematic approach to facilitating opportuni-
ties for individuals to stay connected. CCDS maintained
a dual goal of both assisting individuals in finding cus-
tomized jobs and in helping them maintain established
relationships and participate in integrated social activities
in the community. Staff began by creating a newsletter
for those individuals interested in or already participating
in community employment. In addition to profiles of new
jobs and employers, the newsletters also covered “what's
happening in the community”. This section contained a
list of community events for the next month, such as the
Savannah Film Festival, the Coastal Empire Fair and the
upcoming Community Employment Services Social.

Each month, Coastal Center’s Community Employment
Services staff facilitated a social event for anyone involved
in community employment. The first meeting was a potluck
supper held at the agency, and the agenda was to plan
activities for the upcoming months. All activities since
then have been in the community, with staff committed to
facilitating social integration. To date, the group has gone
to the movies and ice-skating. Individuals have met at the
site, such as the movie theater. Staff realized that some
individuals have difficulty getting to various locations and
have assisted by mapping out bus routes and in extreme
situations providing rides. Individuals look forward to the
opportunity to see old friends and make new ones. In
addition, group members have acted as a peer support to
each other, helping answer questions and concerns about
community employment. Lastly, the social outings have
provided an opportunity for the staff to reconnect with indi-
viduals who are independent on their jobs and have faded
from intensive supports to ongoing supports.

Friendship has used T-TAP’s emphasis on community work
to expand its organizational thinking about all its isolated
services. As a consequence, Friendship has made a deci-
sion not to renew one of its building leases when it ends in
the summer of 2007 and has instead looked for opportuni-
ties to be in the community. In what staff described as a
holistic approach, the organization closed a seven-person
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group home supporting people to live in smaller more
individualized settings. Also, during one week of each
month, Friendship’s day program provides only community
supports. No activities are held within its buildings.

Summary of Lessons Learned about
Organizational Change

Community rehabilitation programs that move success-
fully through an organizational change process focused on
prioritizing support for employment outcomes do consis-
tently demonstrate a variety of core characteristics. The
lessons learned about organizational change from T-TAP
clearly demonstrate a number of these key organizational
characteristics. For example, establishing clear organiza-
tional change goals and expectations demonstrates that
the organization is committed to change as evidenced by
the visible support of the organization’s leadership includ-
ing its board of directors, executive officers, management
team, and direct service staff. These goals are com-
municated through written plans of action that includes
measurable benchmarks. A division of labor clearly exists
among managers and staff, and progress check points
guide present and future activities.

Active investment in realigning resources and establishing
community partnerships that clearly support achievement
of employment outcomes put into place the supports and
services needed for success. Proactively investing in mar-
keting and job development initiatives with employers from
the very beginning of the organizational change process
creates a dynamic learning experience for staff based on
experience. This “just do it” approach creates momentum
and enthusiasm as successful employment outcomes are
achieved and celebrated. Finally, the core central focus

is on each person utilizing the employment services of

the community program and the supports the individual
needs to live and work successfully in the community. The
remainder of this Guide details the lesson learned through
T-TAP on supporting organizational restructuring and on
elements of employment services change.



SUPPORTING
ORGANIZATIONAL

RESTRUCTURING

As indicated in Section 3 of this Guide, expanding integrated employment requires
a substantial investment in resources, skills and cultural change for most organiza-
tions. Mentor organizations can support organizations in reviewing policy, strategy,
resource allocation, staff development and business plans as part of the change
process. This Section highlights ways that T-TAP mentors supported organizations
as they reconsidered their goals and structure.

Significantly expanding integrated employment is not achieved by just adding-on
integrated employment services to existing programming. Successful expansion of
integrated employment within a community rehabilitation program requires a shift in
organizational structure, priorities, and resource allocation. Two underlying beliefs
are basic to the T-TAP mentoring process:

1. Expanding employment is as much about changing the culture of an
organization, and the way it communicates with its stakeholders, as it is
about developing new skills.

2. Creating change requires doing things differently from early on in the
development process. Described as a “just do it” attitude, mentors and
T-TAP staff encouraged organizations to focus energy on career planning
and job development for individuals first, and to allow that experience to
help define needed changes in policy and structure.

Building a Mentoring Relationship

Change is hard and often requires making difficult decisions. The experience of
Rise, Inc., a T-TAP mentor organization, and Coastal Center for Developmental
Services (CCDS), a T-TAP mentee organization, offer a number of insights into the
lessons learned about successful mentor-mentee relationships. The use of mentor-
ing as an effective organizational change strategy works best when the mentor and
mentee organizations are well matched, share a consensus about their respective
roles, and have clear expectations of each other. The organizations must work
together from a structured plan of action with identified goals. Both must be willing
to commit the necessary time and resources to building a successful relationship.

When these identified qualities are in place, mentee organizations can build upon
their internal capacities to reach organizational change goals more effectively, ef-
ficiently, and with a greater degree of confidence. Rise was introduced to CCDS
staff members by phone and at a project meeting held during APSE, The Network
on Employment’s annual conference. The two agencies maintained regular contact
through monthly telephone meetings, two visits to CCDS by Rise staff over a one
year period, and one visit from CCDS staff to Rise. Rise input as mentor included
organizational and administrative support for issues including business marketing
methods, use of funding streams, agency resource management, transportation
issues, staff development training, and family education programs. Rise staff that
visited included staff with more of a focus on direct job development and job support.
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Organizational Approaches to Restructuring

Mentor agencies used their time to help the mentee with
big-picture issues of running an agency that is providing
quality employment services. Mentors consulted on a
myriad of issues from building, maintaining, and managing
teams; dealing with buy-in; and communication with staff,
family, funding agencies, employers, and the community.
Mentors were asked for suggestions around developing
their boards or simply addressing the boards to help them
hear about the mentor agency’s experiences. Mentors
were asked for input on recruitment and interviewing new
staff members and how to empower family members and
consumers in the process. The following examples come
from the work done by mentors with mentee agencies.

Rise was particularly responsive during a change in leader-
ship at CCDS. Rise staff arranged a visit as the new
Executive Director started in order to provide continuity
and background on the initiative. The Executive Director
at Coastal Center retired during the T-TAP project after
having set high placement and organizational goals of a
significant downsizing of the workshop. The wheels were
in motion and staff was charged and well on their way to
achieving the goals when the Executive Director retired.

The staff from Rise played an important role in helping
the newly hired Executive Director of the agency under-
stand the spirit of the T-TAP project. While this person
knew the broad range of services and projects at Coastal
Center, she did not come with the knowledge of the T-TAP
project, nor did she have much familiarity with custom-
ized employment. The mentor from Rise spent time with
the new Executive Director to assist with the discussion
about community employment, the T-TAP project, and
the team’s long-term goals. The mentor’s actions were a
tremendous support to the employment services team,
who now had an advocate while they were doing the
placement and support work.

The mentors from Cobb and Douglas County Commu-
nity Services Boards reported that their organizational
work with a number of mentee organizations focused

on several areas including working on buy-in from the
leadership, and on organizational values. The mentors
addressed issues such as questions on promoting a phi-
losophy of community-based supports. If an organization
is moving in the direction of a priority on community-based
(as compared to center-based) support, how should that
organization make this move functional in day-to-day
decision-making and problem solving? Mentorship also
needed to involve broad participation among staff, job
seekers, family members and beyond, which would need
to start with communication. The mentors also helped
the agencies think about planning to help staff with the
development of their newly required skill sets to achieve
employment.

Job Development and marketing could be brand new to
staff not experienced in services focused on community
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integrated employment outcomes. Developing natural
supports and planning for fading from the job site may not
feel feasible for the inexperienced staff, and they need
opportunities to learn about new approaches. The mentors
encouraged management to consider the development of
team structures to achieve their goals and to serve as a
base for needed staff development. The mentors brain-
stormed with the mentee organizations approaches to
developing and maintaining self-managing teams. Another
important is