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I.  SUMMARY DESCRIBING THE PROGRESS ACHIEVED DURING THE GRANT IN ACCOMPLISHING GOALS AND OBJECTIVES OUTLINED IN SGA AND GRANT SUBMISSION.

The U.S. Department of Labor (DOL), Office of Disability Employment Policy (ODEP) established the Training and Technical Assistance for Providers (T-TAP) Project in September of 2002.  This cooperative agreement provided funds for the implementation of a national technical assistance and training effort designed to increase the capacity of community rehabilitation providers (CRPs) that provide services for people with disabilities.  The desired outcome of the T-TAP effort was to work with providers to:

(1) Evolve their programs to provide integrated employment outcomes in non-stereotypical jobs based on customized employment strategies and individual choice. 

(2) Increase wages of people with disabilities who are currently working at less than the federal minimum wage.

When T-TAP was funded in the fall of 2002, customized employment was a new initiative supported by the Office of Disability Employment Policy (ODEP).  The actual term customized employment was coined in 2001 when the Office of Disability Employment Policy (ODEP) was created within the US Department of Labor (ODEP, 2004)
. Customized employment was conceived as a way for the generic One-Stop System to welcome and serve individuals with disabilities (Callahan, 2004)
.  One of the first definitions published was in the Federal Register and is as follows:

Customized employment means individualizing the employment relationship between employees and employers in ways that meet the needs of both. It is based on an individualized determination of the strengths, needs, and interests of the person with a disability, and is also designed to meet the specific needs of the employer.

It may include employment developed through job carving, self-employment, or entrepreneurial initiatives, or other job development or restructuring strategies that result in job responsibilities being customized and individually negotiated to fit the needs of individuals with a disability. Customized employment assumes the provision of reasonable accommodations and supports necessary for the individual to perform the functions of a job that is individually negotiated and developed.  (Federal Register, June 26, 2002, Vol. 67, No. 123 pp 43154-43149)

Clearly, the legacy of the T-TAP project is the numerous community rehabilitation programs that have participated in both the direct and indirect technical assistance activities funded through the cooperative agreement from the U.S. Department of Labor, Office of Disability Employment Policy.  This final report presents in detail how the 15 agencies that received direct technical assistance benefited from the project. This information is located in Section II, Objective 2 of this report as well as in Appendix B.  

During the course of the five years, the 15 sites identified and followed a total of 297 individuals with disabilities with the goal of assisting them into integrated employment. As a result of the technical assistance, 97 of these target individuals entered jobs in the community. However, sites reported that an additional 115 individuals left 14c employment to enter individual jobs that were not originally targeted or included in the longitudinal data collection supported by T-TAP. In total, the T-TAP intensive technical assistance sites assisted 212 individuals with disabilities to enter individual community employment.

T-TAP maintained a database of the agency names and addresses to include the individuals that participated in the online courses and received materials from the project.  An analysis of the database reveals that agencies in 49 of the 50 states participated in the training opportunities or received materials developed by T-TAP (Utah is not represented in the database).  A total of 1,426 agencies were involved in the project's activities.  While the database indicates that a total of 4,286 individuals received training or resources from T-TAP, the number is inflated, since individuals are counted multiple times if they participated in multiple activities.  Please note that this does not count those individuals who received our materials indirectly.  This could include individuals who did not register for a live webcast but used the username and password of another registered participant or viewed our CD-ROMs that were purchased by a coworker or agency program manager.  

The T-TAP grant proposal emphasized the importance of establishing networks of providers who could serve as support once the cooperative agreement ended. We believe that T-TAP far surpassed its hope and intent for creating networks of support.  The extensive networks that developed over the course of this project are obvious when reviewing the relationships that developed as outlined in Section V.  

The project's mentor model demonstrated its potential for supporting organizational change. The results of the project data shows that without mentor support in some of the organizations that received T-TAP technical assistance, the organizational change goal would have been too overwhelming.  The mentors supplied a balance in working with the agencies' administration staff and the direct line staff in facilitating integrated community employment. The experiences of the mentors and project TA sites formed the foundation for a manual.  This mentor manual will be disseminated nationally through the VCU and ICI networks and will be an enduring product.

The lessons learned by the project are many and detailed throughout Section II.  However, the lessons learned from the interactions between the project staff, the project mentors, and the intensive TA sites are best summarized from the final T-TAP project meeting, which was held in Washington, DC in the fall of 2006.  The focus of the meeting was to discuss the best practices that promote customized employment outcomes for workers with disabilities as they move from segregated facility-based programs into the community, as well as the barriers.

On day one of the meeting, the sites that received technical assistance from the project, mentors from the T-TAP CRP Leadership Network, ODEP staff, and T-TAP project staff participated.  On day two, key stakeholders and leaders in disability programming, mentors, ODEP staff, and T-TAP staff continued the discussion.  Questions to guide the discussions were sent to the participants in advance of the meeting in preparation for the event. The intent was to identify lessons learned from the T-TAP project in three target areas including the factors that facilitate and inhibit outcomes at the individual, organizational, and 

State and Federal Levels.

Participants discussed what works in terms of expanding competitive employment opportunities and outcomes, what continues to get in the way of progress, and what next steps are needed.  This included reducing or eliminating existing barriers to expand the availability and use of customized employment.  The discussion of next steps led to specific action recommendations by the participants.  The detailed report is located in Appendix A of this document.  The conversations and findings that emerged from this meeting actually summarize the findings of the T-TAP project.  Some of these highlights follow specifically as they relate to the steps needed to expand customized employment outcomes for individuals with disabilities.

What Next Steps Are Needed to Expand Participation in Customized Employment at the Organizational Level?

· Competitive employment must be promoted as the first choice. Employment is frequently not a focus for many community organizations.  Community rehabilitation programs need to establish an employment-first mentality and have a clearly defined mission statement. Then, resources must be organized to support that mission.  Expectations for staff are built around the vision and mission of the organization. The competitive employment goal must drive the conceptual structure of the organization. 

· Market success at the organizational level. CRPs should use multiple approaches to marketing success such as newsletters, banners, and websites.  All of these need to publicize stories about organizational successes around people moving into competitive employment. Families and consumers can be involved in marketing the success, both as a target audience and as storytellers.  Organizational celebrates define the organization for staff, for its consumers, families, and for the community.

· License quality programs. Organizations that meet quality standards in providing customized employment should receive credit for that accomplishment. One approach would be a licensing program where licensed agencies have public documentation of their accomplishments.

· Publicize organizational success stories to assist other organizations.  Organizations need information on programs that are successfully making the transition to a focus on competitive employment. It was noted that a change from center-based programming is challenging.  The example was given of a program still working at change after a 7-year conversion effort.  Published success stories will help programs in the change process or contemplating entering the process persevere.

· Create organizational structures and staff role assignments that support competitive employment. An example was given where staff assignments within an organization were changed so that enclaves would no longer be staffed/managed by employment services. The message was clear that the focus of the employment staff was on competitive employment placements. Organizations need to focus on employment outcome in its staff design and assignments. Another strategy would be to target community employment for all new referrals to an agency.

· Money must follow the person as he/she moves to employment. An example was given of a program that places a priority on using its limited transportation funds to support competitive employment instead of transportation to the center. Funding that the individual needed to support employment was redirected to fulfill that support need. As focus changes from workshop support to job development and employment, money needs to be redirected to support those activities.

· Use a 30-day placement plan approach. Developing a 30-day placement plan works to focus on short-term steps to support an individual’s move to employment. The plan can include outreach to families, networking, marketing with employers; functional community assessments to help clarify and solidify job goals and individualized job development. Planning helps keep focus on direct relationships between career development and employment outcomes – time spent meeting with and getting to know the needs of employers yields jobs.

· Build on mentor model used in T-TAP.  The mentor model used in the T-TAP project demonstrated its potential to support organizational change.  Without mentor support in some of the organizations that received T-TAP technical assistance, the organizational change goal seemed too overwhelming. The mentor supplies balance in working with administration and staff in organizations undergoing change.

· Create incentives for organizational change. Community rehabilitation programs could "self-correct" to provide customized employment if they were paid appropriately to provide that service. It is a business risk to change without financial supports.

· Create and disseminate information on business plans for organizational change. The business and financial risk involved with organizational change was mentioned frequently. Business planning is critical in the change process. Training and resource guides around business planning for community rehabilitation programs are needed.
What Next Steps Are Needed to Expand Support for Customized Employment at the State and Federal Level?

· State government could impact employment outcomes significantly by implementing an "employment first" policy. This would include establishing a clear message with expectations and accountability measures. In addition, states could create financial incentives to promote change at the organizational level. Nurture the leaders, the pockets of people trying to change. State agencies should not take "no" for an answer in terms of organizational change that supports an employment first goal.

· Establish conversion grants to provide funds that help support the organizational change process. Grants can serve as conversion support to help programs redirect staff and resources to support customized employment.  

· State vocational rehabilitation and Mental Health/Hygiene Department in Maryland are jointly participating in a grant-funded initiative for evidence-based practice demonstration model on employment of persons with severe mental illness. Interagency agreements are being developed that break down eligibility barriers and streamline services to expedite movement to employment.  Higher rates are being paid to community programs that follow employment model. The Maryland initiative is part of a multi state project funded by a grant from the Johnson and Johnson Foundation.

· Develop funding designs to reward customized employment. Funding incentives to achieve specified employment outcomes can be effective.  Indiana has created a change in funding policies to include performance-based incentives to develop person-centered plans for consumers as well as to focus on job retention. As a result, programs put more focus on both areas, and job retention increased.   Another example can be seen in the ODEP Customized Employment grants. These grants have helped to generate new state policies that support customized employment. For example in Georgia, the Medicaid Waiver allows more flexibility in employment services. VR policies have been rewritten to support resource ownership. VR now pays for vocational profiles. In Florida, customized employment is being written into the VR policy as a billable service.

· Organize efforts that focus attention on interstate cooperation. For example, the Institute for Community Inclusion is working with the National Association of State Directors of Developmental Disabilities Services to develop the Supported Employment Leadership Network. Thirteen states are working together to share information and strategies on how to systematically expand competitive employment. 

· Educate governors on the importance and success of customized employment. There is evidence that when governors understand the importance of employment for people with disabilities that they will be proactive in supporting it. For example, New Hampshire is serving as the lead state and the governor uses political pull with peers to move ahead with the National Governors Association. The intent is to work with ADD and CMS on how to institute and sustain Supported Employment.
· State and Federal agencies interested in customized employment must promote leadership. Leadership has two components. Leaders are needed at the state level, such as the MR/DD/MH Directors and their counterparts at VR and Workforce Development. There is a need for state level and regional institutes to educate them on customized employment. Leadership development is also needed for emerging leaders at the organizational level and for new staff coming into the field.

· Papers are needed that disseminate information on state and federal strategies. There is very limited information in the professional rehabilitation literature on state and federal strategies to enhance the use of customized employment. Four to five solid papers are needed to affirm the credibility of CE that provide examples of state and federal successes in enhancing use of CE.  

· ODEP needs to disseminate data on use of customized employment and work to influence federal policy. House and Senate bills on workforce development have a lot of disability language. Potential for federal initiatives in CE exist in coming years. ODEP can work to influence federal direction and policy.

· Infuse the definition of customized employment into key legislation and federal and state policies.  It is important for key federal and state funding agencies to recognize and support customized employment. This includes The Rehabilitation Act; the Home and Community Based Medicaid Waiver; the Developmental Disabilities Act; and the Workforce Investment Act. Each of these key pieces of federal legislation impact funding of employment services. Although there was some caution among the group about the timeline involved in the legislative change process, there was agreement that customized employment needs to be brought into the funding stream of these key legislative authorities. ODEP has the ability to look at terms and policy changes that would enhance employment outcomes and should explore the possibility. For example, an administrative mechanism that would allow RSA Commissioner and principle players to include the term customized employment legislation is needed. The same is true for CMS. It was noted that many of the Medicaid Infrastructure Grants include references to expanding use of customized employment. 

· Support research and demonstration grants on best practices in customized employment. The National Institute on Mental Health has funded a series of grants to research effective practices in the employment of persons with severe mental illness.  From that research has come well-defined, credible package of evidenced based practices, including a fidelity scale to measure level of implementation of the employment model. The same type of initiative is needed for customized employment, including the development of a CE fidelity scale.

· Expand funding for United-We-Ride and other transportation initiatives. Transportation continues to be a major barrier to employment for many individuals. The United-We-Ride Initiative has potential, but funding is very limited at present. Funding for this and related transportation initiatives that focus on employment of persons with disabilities needs to be expanded.

· Form and support coalition of like-minded people around customized employment. Leaders need to craft a strategy that would bring together a coalition of people to focus on national implementation of customized employment. APSE could serve as a coalition vehicle.

Section II provides the details regarding T-TAP's accomplishments.  Virginia Commonwealth University and the Institute for Community Inclusion successfully met the goal established for the T-TAP project in our original proposal.  This goal was defined by four specific objectives that guided the project activities.  The following section will use these four objectives to organize the project's accomplishments.  
II.  SPECIFIC GOAL TO BE ACCOMPLISHED DURING THE GRANT

Goal: Assist providers in evolving their programs to provide integrated employment outcomes (i.e., non section 14 (c) employment) and to increase wages of people with disabilities who are currently working at less than minimum wage through the use of customized employment strategies and individual choice.

· Objective #1:  Develop and implement training at the programmatic and systematic levels that promote change from segregated work and non-work options to integrated employment based on customer choice.  
· Objective #2: Provide on-going coaching and technical assistance to a total of 20 providers utilizing 14 c certificates and WIA partners over 5 years.
· Objective #3:  Act as a central locus of information and expertise on customized, community-based employment for people with disabilities.
· Objective #4: Conduct policy studies conduct evaluation of project activities and collect and analyze policy related information to increase integration, customized employment, choice and wages for individuals with disabilities.
Accomplishments Objective #1:  Develop and implement training at the programmatic and systematic levels that promote change from segregated work and non-work options to integrated employment based on customer choice.  

During the five years of the project, staff members were involved in actively providing training and resources to promote change from segregated work and non-work options to integrated employment.  This included providing regional trainings funded by the project, participation in trainings sponsored by other agencies and national organizations, and the use of online distance education strategies. Distance education opportunities included live web casts, recorded online seminars, and web courses that could be accessed at any time from the convenience of a participant's home or office computer.   All of the intensive technical assistance sites were provided access to the T-TAP training events free of charge. A nominal fee was charged for participation by other agencies to further the mission of the project.  Over the course of the project, the use of the project's resources gradually increased as more and more agencies took advantage of the opportunities offered.  Specific details follow.

Live Webcast Series:  T-TAP offered a minimum of six live webcasts in years 1, 2, 3, and 4 of the project funding.  In year five, webcasts were not offered due to a decrease in funding.  However, the intensive TA sites were offered free access to the live webcast series funded by VCU's CRP-RCEP.  At the end of each project year, a CD-ROM was developed that contained all of that year's webcasts.  These were disseminated to the project mentors, to the TA sites, and to individuals who attended training events that were sponsored by T-TAP or at events attended by project staff.  The events for each year and the number of participants registered for the live events are in the following tables.

	YEAR ONE: T-TAP WEBCAST SERIES

	# Participants
	Title/Presenter

	75
	Organizational Change Strategies & Conversion

Suzanne Hutchinson, Tri County Tec / (T-TAP mentor)

	127
	Marketing and Job Development 

Karen Flippo, VP of the Brain Injury Association of America

	95
	Customized Employment Strategies

Michael Callahan, Marc Gold & Associates

	45
	Self-Determination

Dr. Michael Wehmeyer, University of Kansas, Beach Center on Disability

	144
	Technology in the Workplace

Mylene B. Padolina, Gary Moulton, Ellen Meyer, Microsoft Corp.

	95
	Private/Public Partnerships

Dr. Richard G. Luecking, TransCen

	100
	What Parents Need to Know About Community Integrated Employment Cherie Takemoto, Ex. Dir. PEATC

	146
	Agency Perspective on Customized Employment Strategies

John Luna, Dallas MetroCare Services / (T-TAP mentor)


	YEAR TWO: T-TAP WEBCAST SERIES

	# Participants
	Title/Presenter

	196
	Using Work Incentives to Fund Micro Enterprises 

Dave Hammis, Griffin-Hammis Associates

	135
	Positive Behavior Supports

Dr. Katherine Inge, T-TAP Project Director

	133
	Employment in a Rural Community

Roger Shelley, The Rural Institute at the University of Montana

	114
	Fading Job Place Supports

Dr. Teresa Grossi, Indiana Institute on Disability and Community, Indiana University

	106
	Organizational Strategies to Impact Customized Employment Outcomes

Dr. John Butterworth, T-TAP & Mr. Barry Maxwell, ARC Industries in Bartlesville OK (T-TAP TA Site)

	93
	Funding Organization Change

Suzanne Hutchinson, Tri County Tec / (T-TAP mentor)


	YEAR THREE: T-TAP WEBCAST SERIES

	# Participants
	Title/Presenter

	102
	Work Incentives: How Work Impacts Benefits

Susan O’Mara, VCU-RRTC

	110
	The Nuts and Blots of Networking with Business

Howard Green, VCU-RRTC & Layne Thome, Home Depot

	117
	Parent Expectations and Work Dusty Dutton & Her Parents - Donna and Dale



	134
	Managing for Employment Outcomes: Mission-Driven Organizational Change

Don Lavin (T-TAP mentor) & Melinda Shamp, Rise Inc.

	117
	Personal Assistance in the Workplace

Lou Orslene, Job Accommodation Network

	129
	Increasing Employment for People with Psychiatric Disabilities who are Homeless

Gary Shaheen, Advocates for Human Potential, Inc.


	YEAR FOUR: T-TAP WEBCAST SERIES

	# Participants
	Title/Presenter

	189
	Disclosure of Disability

Peggy Anderson, Alabama Department of Rehabilitation Services

	169
	Partnering with One-Stops to Facilitate Customized Employment Outcomes

Maggie Leedy & Lisa Cuozzo, Montgomery Works

	179
	Providing Employment Supports for Individuals with Psychiatric Disabilities

Deborah R. Becker M.Ed., CRC, Dartmouth Medical School

	167
	Funding the Transition to Meaningful Adult Roles

Joe Henn, MBA Parent

	160
	Organizational Transformation to Expand Integrated Employment: Lessons Learned

John Butterworth, Ph.D. - T-TAP Staff

Lauri Dworzak - T-TAP Intensive TA Site

	177
	Achieving Customized Employment Outcomes Using Diversified Funding

Nancy Brooks Lane, Cobb/Douglas Community Services Boards

(T-TAP mentor)

	174
	Job Restructuring/Job Negotiation

Jim Meehan, Jeff Hooke, Lee Hockridge - KFI / (T-TAP mentor)


Webcast Archives

Video was captured of the live presentations and was posted online in the project's webcast archives after the live event.  This allowed participants to continue accessing the material throughout the course of the project.  In addition, other individuals not registered for the events could obtain the username and password for viewing.  Data from the website indicates that these webcasts were used extensively by our stakeholders.

In year five of the project, the total number of page views decreased. However, as mentioned, there were no new webcasts produced during the final year. As such, a total page view count of 6,628 is impressive and indicative of the usefulness of the previous year's presentations.  Page counts for each year of the webcast archives are as follows:

Year 1 Archive Page View:  
Not Collected

Year 2 Total Archive Page View: 

9,464

Year 3 Archive Page View Totals: 
11,993

Year 4 Archive Page View Totals: 
9,479

Year 5 Archive Page View Totals: 
6,628

TOTAL ARCHIVE PAGE VIEWS:  
37,564

VCU's Rehabilitation Research and Training Center (RRTC) on Workplace Supports and Job Retention will continue to offer the webcasts on CD-ROM or DVD to interested individuals.  As one of the final activities of the project, a brochure was mailed to the 20,000 names on the RRTC mailing list with details regarding the availability of these products.  In addition, we have initiated an agreement with Training Resource Network (TRN) in Florida to advertise and disseminate these materials and hence reach an even greater audience of stakeholders interested in facilitating community employment for individuals with disabilities.  

Feedback on T-TAP's Webcast Series

T-TAP sent e-mails to all participants after a live webcast requesting that they provide us with feedback on the usefulness of the information.  Typically, participants would send summary comments via email to Teri Blankenship, the site Webmaster.  The following comments are representative of the types of feedback comments that T-TAP received.  Please review past quarterly reports for more information.

Sample comments:

Feedback #1

I just watched the first video and I am so impressed.  The web links alone were worth the money the agency paid. I will be sharing them with the office and giving my coworkers a summation of each training because they are so excellent. I loved the disclosure lecture and will be using that information every day. I just had this come up with one of my consumers who has a learning disability and applied for a landscaping job, and the employer asked if his disability would affect him on the job at all. Thank goodness I answered correctly! I plan to print out all the info just because it is such an excellent resource.  Thank you again for all your help.

Feedback #2

Another excellent training! I am thrilled I signed up for these, not only for the training but also the great links they provide.  We are partners with our Workforce here, and a staff member actually goes and stays at the Center half a day each week. We also always are together in all the job fairs, at the malls, high schools, and college, sharing booths, or side by side. I take all my SEVR seniors to the satellite Workforce office, and the Comprehensive Center and get them registered for services every year. We also have done trainings for the Workforce Center staff, and all the other partners on the island that provide employment services for different groups, on disabilities. Our Administrator and Employment Specialist go with Workforce personnel to Chamber of Commerce *After Work Night Chats* to listen to what employers are looking for and to educate them about our services.  Workforce has also provided trainings for us, they are currently offering one on public speaking since we asked for one, since we are doing so many outreach efforts in the community together. So I am happy that we have done many of the suggestions they offered up in this training, and I will also be suggesting we do some of the others, like linking to their website, etc. Thank you and I will give an excellent rating on the evaluation to come!  

Independent Evaluation of the Webcast Series

In February 2006, one organization conducted an independent evaluation of T-TAP's live webcast series.  The agency, RS-VR wanted to ensure that the training format would meet the training needs of its constituents.  Specifically, management staff expressed concern about field staff's interest in using the Internet for training and the overall efficacy of webcasts. Concern was also expressed about the technology needed for staff to participate. A pilot was conducted with RS-VR Field staff that indicated they would participate in each of the 7-webcast sessions.  This evaluation was conducted without the knowledge of the VCU staff responsible for the series.  At the conclusion of the evaluation, the following report was provided to T-TAP as feedback.  It is included in this report as an indicator that the webcasts did fulfill its intent of providing training opportunities to staff who otherwise may not have had access to nationally known presenters.  

Results

1) Significant Interest from Field Staff was expressed in using alternative forms of learning such as webcasts.  Interest from RS staff in participating in the webcast series was significant with 45 staff (including RAMS, VR Techs, Counselors and support staff) responding that they would like to participate in one or more of the 7 webcasts.  Five staff were able to participate in the pilot.  After each webcast staff was asked to submit evaluations to VCU and to me.   I remained in contact with staff throughout the webcast series to provide reminders of the webcast dates and evaluate each webcast topic.

 2) The Technology Worked Well: RS field staff had the ability to participate in the live and archived webcasts with no significant difficulty.  The RealPlayer software download worked for all participants.  Most other functions of the webcast worked for most staff, although several individuals, including myself were unable to use the live captioning function (which required Macromedia Flash Player-able to install, but it didn't work properly) and several individuals were unable to submit live questions via the Webboard (all questions and answers were available in the archived materials).  One staff member had difficulty accessing handouts, which were stored in Adobe Acrobat because her version of Acrobat was outdated. 

 3) VCU's management and organization of the webcast series was excellent. Reminder e-mails were sent by VCU for each webcast in a timely fashion.  Links supplied for accessing the webcast and passwords worked without any problems. All, but one staff member was able to download and print handouts and reference materials without difficulty. Technical assistance was available and accessible from VCU.  Staff did not report any difficulty accessing the archived webcasts except for the issues with Adobe Acrobat already mentioned.

4) Archived access to webcasts was important.  Access to archived webcasts was important. Although staff blocked off the dates in advance, many staff encountered scheduling conflicts over the time period (February to August), which required them to miss the live webcast. 

 5) Topics were varied and of general interest, but not targeted in particular to public VR staff.  Staff indicated that the topics were best suited to community rehabilitation program staff (the target audience and main customer for VCU's T-TAP).  Most topics were felt to be a "good overview", but "too general" for experienced VR staff. The most valuable topics for RS staff were reported to be:  Disclosure of Disability and Providing Employment Supports for Individuals with Psychiatric Disabilities.

6) Archived materials were saved on the RS Admin. Common Drive. The series concluded on August 15th. If you are interested in viewing any of the materials from the webcasts, the transcripts of each topic and handouts are stored in our Admin. common drive at  r:/common/rehab/vcuwebcasts. There is a folder for each topic.

 7) Results of this pilot indicate that webcasts and other internet based training should be considered in the future as a mechanism for delivering short-term training opportunities to RS field staff.  These webcasts proved to be a convenient and easily accessible format for delivering training to Field Staff.  One field office expressed interest in setting up a P.C. in their conference room for each webcast and encouraging all staff to participate.

Positive Comments (no negative comments were received) from staff in regards to this type of training included:

Does this mean that RS is jumping from the 19th Century to the 21st?"

I believe that many RS staff can block out an hour for such training and would access such."

Sounds like this may be the training route of the future."

I think a person can learn information from a webcast since there are so many resources out there."

For those of us in Greater MN, it's great to get training without having to travel long distances."

I like the fact that I can read the transcript from the webcast and the questions and answers in the chatroom."

Good handouts (disclosure), I have used them already with consumers".

Make this information available to all RS staff"

A very good way to get training without leaving the office!"

Additional Comments:

Evaluation feedback for the 04/18/2005 - The Parent Expectations and Work

What did you like about the Webcast?

· I liked that it was a case study and showed progress. 

· Dusty's participation 

· This is a Webcast (to include more parents like the Dutton's) that needs to be shared with parents. Parents need to have expectations of the sons/daughters who have mental disabilities. 

· Dusty is great and her parents are exactly what parents should be! 

· Information relevant to students with disabilities. 

· The real life commentary and proven results. 

· The presenters were great. They were well organized yet relaxed. 

· I enjoyed the story. 

· Easy access -- Because of your Webcast I did not have to leave my job site in order to obtain training, which saved time and money. 

Evaluation feedback for the 4/11/2006 Webcast: Providing Employment Supports for Individuals with Psychiatric Disabilities

· What did you like about the web cast?

· Very concrete, will use as part of Job Developer training 

· Debbie is totally dedicated to what she talks about. Her presentation was clear and informative. 

· Building relationships with employers 

· She talked very clear and gave examples 

· Convenient

· The logical, building block approach to presenting the information 

· Educational for people who may have been unfamiliar with customized employment 

· I appreciated the flexibility of utilizing achieved webcasts. 

· The PowerPoint presentation 

· Informative, easy access, the ability to view later if something comes up 

· Very informative about the competitive job market

· Convenience of viewing a webcast rather than having to travel 

Evaluation feedback for the 5/9/2006 Webcast: Funding the Transition to Meaningful Adult Roles

What did you like about our webcast? 

· Very complete and comprehensive case study 

· Joe Henn was able to give a concrete example of how he had used the various resources to create a normalized lifestyle for his daughter. 

· Good audio 

· Very comprehensive 

· Informative 

· I work out of state, and it's nice to have training so close to my office 

· Very good- knowledgeable and good information 

· This was very well done. The presenter spoke from personal experience and showing the importance of early planning. 

· Identification of costs that relate to an individual's capacity to transition in the community and work. 

· The fact that it was a webcast! 

· It presented a practical, forward-thinking approach to planning by a family member. I work with families who are transitioning their children to adult life. 

· The presenter was excellent. Using his daughter as an example brought the presentation to life. 

· The way the budget was explained 

· I loved that the presenter was a parent who is living the issue. The information he presented was more helpful because he could talk about what worked, what didn't work and what took a lot of effort to get going. 

· Speaker was able to convey technical information in a matter of fact, unassuming manner 

· That it gave excellent information for ways parents can tap into other funds I had never heard about for those seriously disabled. 

· I really liked this material because it discussed financial resources and then the different waivers and the amounts she can earn 

· Convenience of getting the information in my office and not using an entire day 

Evaluation feedback for the 6/6/2006 Webcast: Organizational Transformation to Expand Integrated Employment: Lessons Learned 

What did you like about our webcast(s)? 

· Very informative 

· Real life examples versus purely textbook rhetoric. Keep up the great job! 

· Convenience 

· Real examples. 

· Very interesting Topic 

· The enthusiasm and positivism

Evaluation feedback for the 6/13/2006 Webcast: Achieving Customized Employment Outcomes Using Diversified Funding

What did you like about our webcast(s)? 

· Variety of stories, text chat with Nancy was a great opportunity for interaction. 

· Topic 

· How they worked out employment that seemed impossible to reach.

T-TAP Online Seminars (Posted in Year 1 through Year 5)
The online seminars were recorded interviews and presentations with individuals recognized as knowledgeable in employment for people with disabilities.  A total of 30 presentations were recorded and posted during the life of the project meeting the original proposals targeted number of events.  These seminars will continue to be available after the end of the project on the RRTC worksupport.com website as well as VCU's CRP-RCEP website.

Online Seminar #1: Customized Employment
Presenter: Michael Callahan, Marc Gold & Associates and Employment for All

Online Seminar #2: Employment, Productive Life Roles and Income Maintenance
Presenter: Paul Wehman, Ph.D. RRTC on Workplace Supports

Online Seminar #3: Staff Training and Development for Organizational Change
Presenter: Nancy Brooks-Lane, Cobb/Douglas Community Services Boards

Online Seminar #4: Making The Business Connection
Presenter: John Luna, Dallas MetroCare  

Online Seminar #5: Job Accommodation Network's Approach to Reasonable Accommodations
Presenter: Mandy Gamble and Tracie Saab, Job Accommodation Network

Online Seminar #6: Self-Employment
Presenter: Nancy Brooks-Lane, Cobb/Douglas Community Services Boards

Online Seminar #7: Staff Training and Development 

Presenter: Kay Miller, Central Piedmont Community College 

Online Seminar #8: Customized Employment: Developing Employment Specialist Skills at the Organizational Level

Presenter: Kay Miller, Central Piedmont Community College

Online Seminar #9: Parent's Perspective on Customized Employment
Presenter: Suzanne Hutcheson, Tri County Tec

Online Seminar #10: Job Negotiation and Customized Employment
Presenter: Pam Targett, RRTC on Workplace Supports

Online Seminar #11: A Parent’s View on Customized Employment with Dale Dutton
Presenter: Dale Dutton, Dusty Dutton's Father

Online Seminar #12: Customer Driven Services: An Interview with Jesse Price
Presenter: Jesse Price, Individual with a Persistent Mental Illness

Online Seminar #13: Self-Employment for Individuals with Disabilities
Presenter: Cary Griffin, Griffin-Hammis & Associates LLC

Online Seminar #14: Customized Employment: Going Beyond Supported Employment Towards the Generic Workforce System
Presenter: Michael Callahan, Marc Gold & Associates and Employment for All 

Online Seminar #15: Organizational Change
Presenter: Barry Maxwell, EmployAbility, Inc., Bartlesville OK 

Online Seminar #16: Organizational Change
Presenter: Beth Durke, Allegan County Community Health, Michigan 

Online Seminar #17: Medicaid Waiver Funding
Presenter: Danny Cowart, Mississippi Mill Creek Community Services

Online Seminar #18: Supporting a Person with Difficult Behaviors
Presenter: David Pitonyak

Imagine, Consulting Practice, Virginia 

Online Seminar #19: Discovery and Customization - The Touchstone of Customization: Who is this Person?

Presenter: Michael Callahan, Marc Gold & Associates and Employment for All

Online Seminar #20: Self-determination: The Natural Support
Presenter: Michael Wehmeyer

Director of the Kansas University Center on Developmental Disabilities

Online Seminar #21: Using JAN
Presenter: The Job Accommodation Network

Online Seminar #22: Project SEARCH
Presenter: Susie Rutkowski, Project SEARCH Director

Online Seminar #23: Hiring People with Disabilities - Good Public Relations or Good Business?
Presenter: Neil Romano, Director of Public Relations /The Romano Group

Online Seminar #24: Positive Behavior Supports
Presenter: Katherine Inge, T-TAP Project Director

Online Seminar #25: Adding Value to the Business
Presenter: Erin Riehle, Cincinnati Children's Hospital

Online Seminar #26: Self-Employment for People with Disabilities Using Work Incentives
Presenter: Joanne Ellis, Career Supports System

Online Seminar #27: Breaking Down Barriers to Implementing Community-Based Vocational Training for Youth with Disabilities

Presenter: Darlene Unger, RRTC on Workplace Supports & Job Retention 

Online Seminar #28: Small Businesses: Creating Opportunities for Workers with Disabilities
Presenter: Steve Korte, Small Business Owner / DOL New Freedom Initiative Winner

Online Seminar #29: Personal Assistance Services in the Workplace
Presenter: Lou Orslene, Job Accommodation Network 

Online Seminar #30: Increasing Employment for People with Psychiatric Disabilities who are Homeless

Presenter: Gary Shaheen 

Online Seminar and Website Feedback:  T-TAP received positive feedback on its online seminars usually through e-mail contacts.  The following is a sample of a comment received related to Neil Romano's online seminar.  The message is printed here to indicate the usefulness of the T-TAP materials for practice.

Subject: Education being put into practice.

From: "Hartley, Cameron" <Cameron.Hartley@dbs.fldoe.org>

Date: Wed, 13 Sep 2006 15:31:08 -0400

To: kinge@mail2.vcu.edu
Dear Ms. Inge,

I am a customer service specialist with the Florida Division of Blind Services, and in that capacity I assist visually impaired clients with job placement as part of their rehabilitation plan. I am constantly searching for new information that will assist me in serving my clients better. I believe that the visually impaired, with proper training, can and do function in today's workplace with a high degree of competency. I found the T-Tap website purely by accident this week and discovered that it is a valuable resource. I spent some time reviewing the on-line seminars, most of which I found useful and educational. One in particular was by Neil Romano (Hiring People with Disabilities - Good Public Relations or Good Business.)  I found his point of view matched my own with respect to disabilities and employers very well. I just wanted to show my appreciation. Great information, intelligent points of view, and valuable tools for those that chose to use them. I will!  

Cameron Gene Hartley

Customer Service Specialist

Division of Blind Services


Office:     904-348-2730 ext. 225
Face-to-Face Training Events

In the original project proposal, T-TAP proposed to provide regional trainings in each year of the project. Trainings were scheduled in years one and two of the project, however it was quickly determined that this was not a cost effective strategy for using the project's resources.  In year three, ODEP approved staff presenting at conferences sponsored by other organizations in lieu of directly sponsoring events. The number provided exceeds the number of events promised in the original proposal.  Specifically, this was possible due to the format change from sponsoring events to participating and disseminating information in events planned and funded by other agencies and organizations.  This allowed for a wider dissemination and greater impact from the resources available.  It is interesting to note that in general, more individuals registered for and attended the distance education opportunities offered by the project than the face-to-face activities.  The events that had higher numbers were those where the T-TAP staff member presented the keynote address at a major conference. The following table provides information on these project activities.  

	T-TAP FACE-TO-FACE TRAINING

	Title of the Workshop / Location
	Presenter / Location
	No. Participants

	YEAR ONE

	Help! Where Do I Find a Job? Successful Job Negotiation 

Detroit, Michigan

T-TAP Regional Training
	Connie Ferrell, Consultant


	22

	Job Placement and Support for Individuals with Long Term Mental Illness

Minneapolis, Minnesota

T-TAP Regional Training
	Laurie Ford, Western Washington University  

	68

	Organizational Change Strategies

Atlanta, Georgia

T-TAP Regional Training
	Pat Rogan, Research Associate at the Indiana Institute on Disability and Community
	42

	YEAR TWO

	Organizational Change Strategies

Chicago, Illinois

TASH National Conference
	Katherine Inge

John Butterworth

Nancy Brooks-Lane
	15

	Diversified Funding

Minneapolis, MN

Medicaid Conference
	Katherine Inge

Grant Revell
	75

	Self-Employment: People Who Own Themselves
St Cloud, Minnesota

T-TAP Regional Training
	Cary Griffin

Griffin-Hammis Associates

Missoula, Montana
	68

	Self-Employment: People Who Own Themselves
Seattle, Washington

T-TAP Regional Training
	Cary Griffin

Griffin-Hammis Associates

Missoula, Montana
	38

	Where Do I Find a Job
Charlotte, North Carolina

T-TAP Regional Training
	Connie Ferrell, Consultant
	38

	Organizational Change

Indianapolis, Indiana

National APSE conference
	Katherine Inge

Pat Rogan
	25

	Customized Employment

Indianapolis, Indiana

National APSE conference
	John Butterworth

Katherine Inge
	75

	YEAR THREE

	Facilitating Customized Employment Outcomes

Oklahoma APSE Conference Keynote Address
	Katherine Inge
	200

	Customized Employment And Job Negotiations

Oklahoma APSE Conference Keynote Address
	Cecilia Gandolfo
	150

	Challenging Behaviors in the Workplace

Oklahoma APSE Conference Keynote Address
	Katherine Inge
	50

	Customized Employment And Working With Employers

Oklahoma APSE Conference Keynote Address
	John Luna

Don Lavin
	75

	Organizational And Systems Change

Rhode Island
	John Butterworth
	45

	National Organizational Change Forum

Hilton Head North Carolina
	John Butterworth 

Grant Revell 

Don Lavin

Nancy Brooks-Lane
	185

	One-Day Post Conference Workshop Organizational Change

Hilton Head North Carolina
	John Butterworth 

Grant Revell
	45

	Pushing the Employment Agenda:  Making Community Jobs a Reality

Alliance for Full Participation Summit

Washington, DC
	John Butterworth

Nancy Brooks-Lane
	120

	YEAR FOUR

	Customized Employment

State Conference of the Mississippi Industries for Individuals with Disabilities (MIID)
	Grant Revell
	40

	Evidence-based Practices in Employment
APSE Mental Health Conference

New York City
	Katherine Inge

Grant Revell
	35

	Cost/Benefit Of Services Leading to Competitive Employment Outcomes
NC APSE state conference
	Grant Revell
	50

	Competitive Employment Supports for Individuals With Serious Mental Illness

NC APSE state conference
	Grant Revell
	50

	Reinventing Quality Conference Keynote Address

Bahia Resort Hotel, San Diego, California
	John Butterworth 

Dusty Dutton
	600

	Take Flight: Piloting Today's Workforce"
OK-APSE Work Conference Keynote Address
	Cecilia Gandolfo

John Luna
	400

	Future of Employment for Individuals with Disabilities
APSE National Conference

Mobile Alabama
	Katherine Inge
	20

	Community Based Employment vs. Facility-Based Services: More Sticks and Less Carrots?
APSE National Conference

Mobile Alabama
	John Butterworth
	(Information not available)

	Organizational Development through Mentorship

APSE National Conference

Mobile Alabama
	Katherine Inge, 

John Butterworth, 

Jim Meehan, 

Don Lavin 

Nancy Brooks-Lane
	75

	Keynote Address

Philadelphia Conference on Employment Supports
	John Butterworth
	100

	Organizational Change

Philadelphia Conference on Employment Supports
	John Butterworth

Bob Niemiec
	30


	NISH Regional Conferences

	YEAR TWO 


	Chicago, IL: Grant Revell, T-TAP and Beth Durkee, CRP Mentor

Vienna, VA: Katherine Inge, T-TAP and Peggy Terhune, CRP Mentor

Santa Barbara, CA: John Butterworth, T-TAP staff and Don Lavin, CRP Mentor

	YEAR THREE
	Atlanta, GA:  John Butterworth, T-TAP and Nancy Brooks-Lane, CRP Mentor
Philadelphia, PA: Grant Revell, T-TAP and Corey Smith VIA of Leigh Valley

New Orleans, LA: Grant Revell, T-TAP staff and Suzanne Hutcheson, CRP Mentor

Seattle, WA: Grant Revell, T-TAP and Don Lavin, CRP-Mentor

	YEAR FOUR
	Las Vegas, NV: Grant Revell, T-TAP and Don Lavin, CRP-Mentor

San Antonio, TX: Grant Revell, T-TAP and Don Lavin, CRP-Mentor

Vienna, VA: Grant Revell, Peggy Terhune

	YEAR FIVE
	New Orleans, LA: Grant Revell, T-TAP and Suzanne Hutcheson, CRP-Mentor

Philadelphia, PA:  Grant Revell, T-TAP and Corey Smith, CRP-Mentor


Online Courses

A total of nine sections of an online course were conducted and supported by T-TAP funds.  All of the intensive TA sites were offered the opportunity to participate in these course offerings free of charge.  The course consisted of six lessons offered over a 13-week time period with a focus on facilitating individualized employment outcomes for individuals with disabilities.  The time commitment to the course was intensive and participants were required to pass a test at the end of each lesson as well as actively participate in an online discussion forum. A total of 603 individuals who provide employment support to individuals with disabilities successfully earned certificates of completion during the T-TAP project. 

In addition to the online course that was facilitated by project staff, T-TAP offered a self-study course on organizational change.  Since this course was not monitored for participation, we do not have data regarding how many individuals took advantage of this opportunity.  The self-study course consisted of information produced by two of the project's mentors as well as Dr. Pat Rogan, a project consultant who is a nationally recognized speaker on organizational change.  The outline of the self-study course follows.

Online Self Study:  (Project Year Two)

Organizational Change: Strategies to Facilitate Community Employment


Presenters

Pat Rogan, Ph.D., Research Associate at the Indiana Institute on Disability and Community. 

Ron Rucker, CEO VIA of Lehigh Valley Pennsylvania (Mentor Site)

Nancy Brooks-Lane, Director of Developmental Disabilities Supports at the Cobb and Douglas Counties Community Services Boards in Georgia

Topics/Lectures

National Trends in Community Services 

Organization Structure and Human Resources Practices

 
Process of Conversion

Consumer Funding Choices

 
Systems Change: Providing Quality Service Delivery for Persons with Disabilities
Objective #2:  Provide on-going coaching and technical assistance to a total of 20 providers utilizing 14c certificates and WIA partners over 5 years.
In the grant application, VCU and ICI proposed to identify 20 providers to receive intensive technical assistance and support.  This process began in year one of the cooperative agreement with the development of a Request for Proposals (RFP) document. Providers who applied for assistance were asked to demonstrate their commitment to evolving their programs to integrated employment outcomes and to increase wages of people with disabilities through the use of customized employment strategies and individual choice.

Beginning in 2003, five 14 (c) providers were identified using the competitive application process to receive ongoing coaching and technical assistance.  Five additional sites were selected in 2004, and five more were selected in 2005 with a total of 15 CRPs chosen to receive direct support from project staff and mentors.  

T-TAP did not reach the goal of providing intensive technical assistance to 20 providers because of a reduction in funding for year five of the project.  This reduction occurred due to unavailability of funds at the federal level, and T-TAP did not meet the proposed number due to circumstances beyond its control.  Of the 15 CRPs who were selected, 14 completed a two-year term of technical assistance and training with project staff. One, Home of Hope, was terminated due to the reluctance of the Executive Director to allocate resources to integrated employment.  The names and locations of the sites are included in the following table.

	TA Sites

2003-2005
	TA Sites

2004-2006
	TA Sites

2005-2007

	AtWork!, Issaquah, WA
	Charles River Arc, Needham, MA
	Leslie and Rosalie Anixter Center, Chicago, IL

	EmployAbility, Bartlesville, Ok
	Hi-Hope, Lawrenceville, GA
	Coastal Center for Developmental Services (CCDS), Savannah, GA

	Cranston Arc, Cranston, RI
	Home of Hope, Vinita, OK
	Friendship, Inc, Fargo, ND

	Babcock Center, Columbia, SC
	Humboldt Community Access and Resource Center (HCAR), Eureka, CA
	The Arc of DC, Washington, DC

	Nevins, Inc.
	Magic Valley Rehabilitation Services, Twin Falls, ID
	The Arc of Northern Chesapeake Region (ArcNCR), Aberdeen, MD


As part of the application and acceptance process, sites were asked to indicate in their applications how many individuals with disabilities would be impacted by the provided technical assistance. The sites were asked to track these individuals throughout their involvement with T-TAP and provide data on individual outcomes.   The 15 sites identified a total of 297 individuals with disabilities who were followed during the course of the project. As a result of the technical assistance, 97 target individuals entered jobs in the community. Sites also reported 115 additional individuals who left 14c employment to enter individual jobs who were not targeted for longitudinal data collection. In total, including both target individuals and additional job placements, T-TAP sites identified 212 individuals that entered individual community employment. The following information provides an overview of each of the 15 intensive technical assistance sites and their outcomes.  While all 297 individuals did not enter employment during the course of the project funding, it is anticipated that the technical assistance provided will impact their future employment outcomes.

OVERVIEW OF SITES

AtWork!, Issaquah, WA (2003-2005). AtWork struggled during the two years in which they were intensively involved with T-TAP technical assistance. This struggle was due to the Executive Director's failure to fully support reduction in sheltered employment services. In the two years following the intensive TA period (March 2006), the Executive Director retired. Staff realized that this change in management was an opportunity to work on the goals formulated under the T-TAP project. Wendy, the T-TAP coordinator contacted T-TAP and said the following: 

“I’ve had several conversations with our new CEO about T-TAP, and the opportunities visualized but not acted upon. There is definitely interest and desire [now] for increased inclusion. This may be that break we were hoping for! We’re late starters but thank you for your support.”

With the support of the new Director, AtWork established substantial goals for change. AtWork now has closed 2 of their 3 workshops, and plan to close the remaining one. The agency reengaged with T-TAP and reestablished regular phone calls with staff and mentors. In September of 2007, mentors from Cobb County Community Services visited the agency meeting with staff and leadership. The T-TAP mentors found that AtWork now has strong leadership for change, including core middle management staff that had received training and support from the project. 

AtWork is focusing on staff development as they take aggressive action toward closure of the workshops and focus on community employment.  They have sent staff to customized employment training.  Their leadership, Wendy and Charles, have worked on managing their services in this time of change. They are designing new services to meet the needs of some very complex clients (wheelchair users, non-verbal with some behavioral issues).

Agency Strengths

· Staff and manager are committed to integrated employment.

· Organization serves a large geographic area.

· Agency is committed to serving all individuals with disabilities including those that other agencies won’t serve.

· New Executive Director has excellent values and is a parent.

· Employment team has a strong commitment to providing best practice services.

Organizational Successes and Changes

· Staff were reassigned to focus on placement, although they were not able to completely separate from other responsibilities until the change in Director occurred.

· Through planning, retreat, and communication the organization reworked their employment team and hired staff whose values were more in line with community employment

· Staff placed a few individuals with significant disabilities that would not have considered for employment prior to receiving intensive TA.

· Staff began identifying and using natural supports early in the employment process.

Individual Consumer Successes 

AtWork completed 6 job placements during the period of intensive TA and data collection. Job placement has increased dramatically in the last year concurrent with the process of closing sheltered workshops.

Challenges

The balance between supporting in-house / sheltered work and meeting production needs while investing in community employment activities was a struggle during the period of intensive TA.  The agency found it particularly difficult to fund both services when there was no commitment to reduce the size of the workshop program.  Internal disagreements and conflicts in priorities existed between the Executive Director & middle managers who were receiving support from T-TAP.  These disagreements prevented the staff from making additional placements during the period of intensive TA.

Lessons Learned

1. Buy-in for the project was not initially in place from the top-down. The Director’s words and actions were inconsistent, limiting the ability to fully reallocate resources and efforts.  This conflict prevented organizational change. 

2. Support from top-level leadership is critical to full implementation of an organizational change initiative. AtWork staff considered the change in the Executive Director to present a significant opportunity for organizational development. Currently, the board of directors seems to be in support of this direction, reflecting the importance of buy-in from all stakeholders.

3. When multiple sites (3 workshops) were involved in the project, it was difficult to communicate a new mission and values across program sites.

4. Workshop staff can be reallocated to support community placements but relationships, and 2-way communication is needed. 

5. When training for workshop staff was provided, and they were allowed to express concerns, this seemed to impact project outcomes. AtWork staff learned the importance of focusing on outcomes. “Remember where you want to go."

6. AtWork staff felt that person centered planning (Discovery) was a crucial part of the change effort. They thought that they understood and implemented the process.  But, they came to realize that they were not fully implementing a person-centered approach prior to involvement with T-TAP.

AtWork staff emphasized the following points when asked about organizational change.

· We have learned the important role the Board can play and are beginning to explore them as resources to help.

· Benefits planning resources can really help. Clients really need this.

· We added a leadership level (Jen) to help with the ongoing planning, meetings etc. also to help with Pass/IRWE, etc. to get some outcomes.

· We learned the importance of networking

· We learned the importance of sharing success stories

· We learned about Portfolios and Consumer Profiles and how and when to use them

· Staff perspective is important and staff surveys can help us keep an eye on these.

· Communication of our vision & values is essential to get staff buy-in.

· Must have buy-in from all levels – administration, management, board, and staff to succeed.

· Keep communicating with family members about what is happening for and with the person.

· Celebrate successes as they occur no matter how small.

EmployAbility (formerly ARC Industries), Bartlesville, Ok (2003-2005):  Employability is a small organization in Oklahoma that is primarily provides vocational services and supports. When the organization began working with the T-TAP project, it had a long-term commitment to a sheltered workshop, a thrift store, and enclave-based employment. All of these programs paid wages to individuals with disabilities under a 14c certificate. 

During involvement with T-TAP, Employability implemented its name change from ARC Industries to Employability.  This name change emphasized a stronger focus on integrated employment and expanded the agency's resources that were committed to facilitating community employment outcomes. The organization succeeded in finding individual competitive jobs for 10 individuals. 

Shortly after T-TAP's intensive support ended, the Employability board terminated the Executive Director. The termination was based on concerns related to financial management within the organization. Employability maintained a heightened focus on integrated employment through this change. However, based on the agency's outcomes, it is clear that the board of directors was not fully committed to the vision of reducing the size of the 14c employment options.

Agency Strengths

· Employability had strong leadership from the Executive Director and Management Team. 

· There was Board support throughout the primary two years of T-TAP involvement.

· The agency had a clear vision.

· Employability was small and only focused on vocational services.

· The agency was well connected with the community (politicians, businesses, and people).

· The staff, management, and board were committed to the project and goal of organizational change.

· The agency has resilience in the face of turmoil, maintaining a clear and strong base of goals and values. 

· The board was ready to step in and help when needed, and staff rose to the occasion following the termination of the Executive Director and of the Lead VR Contract Manager. 

· Employability has maintained its commitment to expanding community employment, reflecting well-developed and broadly understood goals.

Organizational Successes and Changes

· A name change was implemented to communicate the organization’s purpose more effectively

· Placements into community employment increased, and the organization's investment in sheltered employment decreased.

· Employability increased its work with the vocational rehabilitation system.

Individual Consumer Successes 

The Executive Director's termination was partially due to his over reporting outcomes for the T-TAP project and for other contracts. For instance, he reported 18 job placements for T-TAP participants.   However, these outcomes included individuals who were working above minimum wage but were on the organization’s payroll as well as individuals whose jobs lasted one week or less. Actually, Employability found jobs for 10 individuals who were identified as priorities under the T-TAP project. 

Lessons Learned

1. T-TAP's involvement with Employability demonstrates the importance of a clear vision and goals. An agency can survive abrupt turmoil when the board and staff leadership rise to the occasion. Employability has moved forward, despite management issues, due to clear vision and goals that were established at the beginning of the project.

2. Engaging stakeholders including Board members is critical to ensuring stable organizational change. There is evidence that board members have become a barrier to sustaining change at Employability, because they do not sufficiently understand or support the organization’s direction. While this is in part due to the circumstances of the previous Director’s departure, it stands in contrast to the experiences of another T-TAP intensive TA site. At that agency during a leadership change, the Board has been fully involved in the change process and goals.

3. The constant presence of a leader kept momentum going at the agency from the beginning of Employability's engagement with T-TAP.  However, it is important to note that sometimes talent is not internal. No current manager was able to pick up a champion role for employment.

4. Organizations need dedicated resources to effect change. Establishing an Employment Consultant role that was dedicated to job development and individual job support proved to be essential at Employability.

5. Staff changes at several levels hindered staff performance.

6. Staff members are constantly learning and growing, which is a never-ending process.

Cranston Arc, Cranston, RI (2003-2005): Shortly after Cranston Arc became involved with T-TAP, the organization won a substantial NISH contract at the Newport Naval base. Although Cranston was committed to expanding individual employment, this contract served to distract organizational energy from fully implementing customized employment. 

Cranston's sheltered workshop staff and community employment staff reported that the training and technical assistance offered through the T-TAP project has been a key part of why individuals are now moving from the workshop to work in the community.  Cranston reported that 16 individuals moved into competitive jobs from 14c employment.  This included 12 individuals who were targeted at the start of the project and 4 additional individuals, although the jobs were not described as customized.   As the intensive TA ended, staff are hopeful that more people from the workshop will be moving into the community.  They are making better contacts with more employers than they ever have in the past.  Even though workshop staff are still hesitant about community employment, they are described as more open to it than they were at the start of the project.

Over the next couple of years, a big struggle for Cranston (and other RI agencies) will be the problems occurring on the state level due to funding and programmatic changes.  There are a number of lawsuits currently being pursued that may drastically change how services are delivered in RI. Cranston has also struggled with redefining jobs and reallocating staff because they have a unionized workforce.

Agency Strengths:

· Cranston had a strong senior management team.

· The agency adheres to a mission of dignity, respect and choice at all times.

· The agency offers a variety of options for day services.

· Cranston does not use a "cookie-cutter" approach.

· People with challenging behaviors are provided strong support.

· Cranston is not afraid to say no to its funding sources.

Organizational Successes and Changes

· Many staff members have been energized by the successes of individuals who are working out in the community.  They feel it is possible for the individuals in the workshop to work out in the community.

· A new program outcomes measurement system was put in place to better monitor progress in each program at Cranston.

· Students coming into Cranston ARC from high school no longer go into the workshop program.  If a job cannot be found for them immediately, they spend time working in the front office at Cranston and participate in the community at different activities.

· The agency became involved in statewide provider networking group that meets monthly (Rhode Island Developmental Disabilities Council).
· Job seekers were connected to benefit consultants (BPAO now WIPA).

· The agency used local One-Stop Career Center (Network RI) for job seekers and staff training.

· Staff members at Cranston were trained in person centered career planning, including business office staff.  Planning and brainstorming meetings have been happening on a regular basis for individuals looking for community employment.

· Workshop and supported employment staff at Cranston were trained on the basics of job development.

· Goals for each department were developed.

Individual Consumer Successes

Cranston developed a total of 16 jobs for individuals working under a 14c certificate. Of this number, 12 competitive jobs were acquired for T-TAP targeted individuals.  An additional four jobs have been developed to date for individuals that were not targeted initially for the T-TAP project.  It is important to note that one of these individuals is a person with significant behavioral issues. The individual had been suspended from a sheltered workshop due to his behavior. As of this report, the person has been successfully employed for +1 year.  In addition, Cranston worked closely with one family who was adamantly against their daughter working in the community.  Staff successfully convinced the parents to let her try a community-based competitive job. More importantly, when her sister (who is also supported by Cranston) asked to get a job, the parents agreed.  This woman was able to get community employment.

Challenges

· There have been many problems in Human Services at the state level in RI in the past two years. The Governor feels that there are too many providers and that it would be better to centralize services into state agencies.  This has made all the developmental disabilities providers very nervous and not willing to take chances. Direct care staff have become more politically active including writing to legislators and attending rallies in response to Governor's budget cuts.
· A unionized workshop made it difficult to change jobs / job descriptions.

· Many of the workshop staff have been at Cranston for over 20 years and do not like the idea of change.

· The state DD agency pays less for supported employment than for sheltered employment.

Lessons Learned

1. Unionized workshops add a different set of issues when it comes to community employment. Union rules provided restrictions on staff having to leave the workshop, hours staff work, and seniority issues.

2. When agencies have the same job development staff for vocational rehabilitation (VR) funded and developmental disabilities (DD) funded individuals, the job seekers with DD funding usually get left behind.  This is due in part because of the strong requirement for outcomes from the VR system. As noted previously, the state DD agency pays less for supported employment than for sheltered workshop employment.

3. When agencies have different management staff for the workshop and supported employment programs, the managers need to be in communication about what is happening in each department.

4. Agencies sometimes see NISH contracts as supported / community employment. 

Babcock Center, Columbia, SC (2003-2005):  Babcock employment staff did not receive staffing, financial, or strategic support from top-level administration in the organization. Though upper management said that they were excited about the T-TAP project and wanted to change the scope of their day programs, they did not provide management time or concrete resources to support change.  Difficulties on the residential side of Babcock Center, including the loss of residential licenses and contracts, caused the focus of the agency to emphasize residential services during the two years of intensive involvement with T-TAP.

Valerie Laird, the primary project manager for T-TAP, tried to implement change.  Small changes have been made at the two workshops that were the focus of this project. Staff commented that they have noticed a shift of energy to community employment related activities.   A new Director of Vocational Services was named, who was formerly one of the Residential Directors at Babcock.  

At the end of their intensive involvement with TA, Valerie Laird’s position was restructured to focus on community employment. She was given a staff person to work with her. To support these changes, a final training visit was conducted in August of 2006 by RISE to orient and train Valerie’s team. Valerie was hopeful at the time that she would be able to implement more change. Unfortunately, she left Babcock shortly after intensive TA ended because of frustration with Babcock management.  However, she left with a great deal of experience and commitment to community employment after her experience with the T-TAP staff and mentors.

Agency Strengths

· Babcock is a large agency with many resources.

· The agency is very committed to individuals that they serve.

Organizational Successes And Changes

· Babcock participated in a pilot program in South Carolina combining VR and DD services/funding (This resulted in better collaboration between DD and VR to better serve people).
· The agency developed a plan with timelines and goals for each workshop on how to increase community employment. This included the development of a PATH plan for Valerie and her Job Coach staff.
· Valerie Laird sat on the board of the local APSE chapter and was involved in statewide training for employment staff.
· Babcock connected with the benefits planning consultant in their area.

· Some Babcock staff attended training at the local One-Stop Career Center and now use the resources there on a regular basis.

· Valerie’s role was redefined to specifically focus on developing/managing the Supported Employment program.

· Babcock identified a staff person who would work with job seekers at each site.

Individual Consumer Successes

A total of 11 jobs were acquired for individuals who were working under 14c Special Wage Certificates but not targeted by T-TAP for placement. Some of these successes are as follows. An individual who had one-to-one job coaching for over 12 years, now only has occasional job coaching and transportation. A PASS plan was developed for an individual for transportation needs. Another individual who refused to continue to come to the workshop now has two part-time jobs.

Challenges

· Upper management did not support TTAP project in practice.

· The person who wrote the T-TAP application was fired just as the project started, and the activity was handed off to a new staff person. No one was in place at a management level as a clear champion for the project.

· Babcock received a lot of "bad press" due to major problems in the residential programs, and management staff did not put time or effort into vocational or day programs.

· Upper management micro-managed the employment programs, including allocating staff time to support residential program needs, impeding staff’s ability to implement change.

· The employment staff / employment specialists do not work with individuals in the workshop, just vocational rehabilitation customers.

Lessons Learned

1. Middle management staff cannot implement organizational change without upper management support. 

2. There is a need for clear dedicated resources to support workshop exit. When agencies have the same job coaches and job developers for VR funded and DD funded individuals, the job seekers with DD funding usually get left behind.  This was also a problem / lessons learned from Cranston. 

3. When agencies have different management staff for VR funded and DD funded individuals, the managers need to be in communication about what is happening in each department

4. There needs to be job development staff on site at the workshop. Otherwise, job seekers in the workshop do not receive services and are not a priority for community-integrated employment.

Nevins, (2003-2005):  Nevins was unsuccessful with the TTAP initiative from the beginning.  They originally asked to postpone their first site visit due to a large contract being obtained for the workshop.  At that point, they talked about their concerns around how community employment would work financially for them and were unsuccessful in overcoming this fear. During the two years of intensive TA, only one individual from the workshop became employed.  This individual worked in a part-time Administrative Assistant position at Nevins, which should not be considered a successful outcome. 

A number of people targeted for the project moved into enclaves, but they are still being paid under the 14c contract and are on Nevins' payroll. The only real programmatic change that happened with the project was that a job coach was hired for individuals in the workshop.  One of the main tasks for this person was to get job seekers connected to VR so that they will have funding for community employment. Nevins was not invited to participate in the T-TAP meeting at APSE in Mobile Alabama in 2005 due to its limited / minimal commitment to the project. The agency disengaged from the project early.  More recently, press reports indicate that Nevins, under pressure from funders, is moving to close sheltered work programs. While these new directions are not related to T-TAP, staff training through the T-TAP project may support this new direction.

Agency Strengths

· Nevins serves individuals with disabilities with care and dignity.

· There is a strong supported employment department for VR customers.

· A new Executive Director may commit more resources more towards community employment.

· Nevins has a stable and experienced management team.

Organizational Successes and Changes

· Nevins participates in an organizational change consortium in NC that is geared towards community employment.

· All staff members were trained in person centered career planning and effective job coaching techniques.

· A job coach was hired to work with the individuals in the workshop.

· A reorganization of workshop staff into teams focuses on better service to individuals with disabilities.

· At the end of the project the supported employment manager and workshop management staff began to have occasional meetings together with the Executive Director.

Challenges

· A new Executive Director came on one year into the project, and though he supported the idea of T-TAP, he did not give programmatic or financial support to community employment for individuals in the workshop.
· Nevins administration was very concerned about the financial impact of community employment and would not support assisting anyone in the workshop to find a job until VR funding was secured for them.

· Workshop management staff and supported employment staff do not communicate on a regular basis.

· Supported employment staff do not work with individuals in the workshop. Their focus is just VR clients where they are paid an hourly rate.

· The focus at Nevins continued to be on VR customers and not people served by AMHDD.

Lessons Learned

1. When an agency is looking to grow business contracts coming into the workshop and provide community employment at the same time, it is difficult to determine which service has priority.

2. Financial concerns can paralyze an agency’s decision to move forward with community employment.

3. When agencies have the same staff for VR funded and DD funded individuals, the job seekers with DD funding usually get left behind. (This is a consistent lesson learned as previously mentioned.)
4. When agencies have different management staff for VR funded and DD funded individuals, the managers need to be in communication about what is happening in each department.

5. When agencies are in a big transition with new management staff, they need time to figure out the agency's direction before they are comfortable with changing their current system.

Charles River Arc, Needham, MA (2004-2006):  Charles River Arc is a traditional provider with a broad range of services including sheltered employment, day habilitation, and residential services. Community employment is a relatively small part of the services provided. Senior management at Charles River is not committed to substantive organizational change and is not focused on integrated employment as a priority. Early in the project, the middle manager that was a champion for involvement in T-TAP left the organization. Despite taking advantage of onsite mentoring and TA support, subsequent managers did not fully engage with T-TAP as an organizational change and development opportunity. 

Despite these issues, Charles River did work to make community employment a higher profile priority within employment services. Including both T-TAP target and non-target individuals, 22 individuals entered community employment.  The agency began protecting staff time for job development and expanding resource allocation. While Charles River was successful in increasing employment outcomes during engagement with T-TAP, it is unclear that this change will be sustained.

Agency Strengths

· Charles River Employment Services embraced community employment as a potential goal for all its individuals.  

· The agency has a growing community employment department and did hire additional staff for this activity.  They have a plan to provide planning, job development and job creation training to all their non-community employment staff. These staff members are targeted to begin job development for at least one individual each.  

Organizational Successes and Changes

· CRARC allocated more job development time/community time to the staff assigned to job development activities, and strives to have them performing job development 40 hours/week.

· CRARC rearranged schedules of workshop staff to allow sufficient time for job developers to be in the community working with employers and reducing demand for workshop support.

· During downtime in the workshop and designated time in all of their programs, staff are required to do community employment activities with individuals, such as resume writing, career exploration and job search skills.

· The employment services department set up a computer data system so they can track information on placements.

· The Employment Services Director encouraged staff to increase their knowledge and expertise in job development by providing support.  Four staff attended a four-day Customized Employment training held in Boston by The Institute for Community Inclusion.  

· The project staff connected with their local career center.  The Disability Coordinator from the center has had a tour of the agency and met with staff. Charles River staff did assist individuals in using the career center as a resource for their job searches.

· Staff incorporated brainstorming for job leads and ideas for individuals into their weekly staff meeting.  This increased the quality and quantity of job development.  In one instance for an individual who is particularly hard to place, they are having bi-monthly brainstorming meetings that include the parents, the MR staff coordinator and the agency staff.

Individual Consumer Successes 

Including both T-TAP target and non-target individuals, 22 individuals entered community employment from 14c employment. As an example, CRARC assisted one individual in starting his own vending machine business.  This is the first time the organization had assisted an individual with self-employment that is a customized employment outcome.

Challenges

· CRARC staff continues to have mixed opinions about which individuals will be successful working in the community. T-TAP has provided training to help staff understand the planning process that individuals go through to assist in a successful transition from the workshop to community employment.  

· Many parents/families continue to want their family member to remain in the workshop as it ensures a safe place for them to be 9-4 Monday – Friday.  

· Currently CRARC staff transported 90% of individuals to their community jobs.  This used a huge amount of staff time and resources. Staff did reorganize the transportation plans for individuals.  Rather then working independently within each department to transport individuals to appointments and jobs they began working collaboratively, using less vehicles and less staff by transporting all who are going in the same general direction at about the same time each day.

· All direct service staff were paid hourly.  This is caused some challenges for the program as employment services staff performing job coaching and other on the job supports are required to work evenings and weekends, when needed.  The program cannot afford to pay overtime and cannot always shift staff schedules to remain on an 8-hour shift for a given day.  They were exploring the benefits to moving employment services staff to salaried positions.

Lessons Learned

1. Establishing and communicating clear priority employment outcomes has lead to strong placement outcomes. Staff time has been dedicated to this activity, and mechanisms like the new data system help communicate the goal. They were successful, because they were able to reduce other responsibilities of the employment staff so they would have more time to spend doing job development for individuals.

Organizations must have a plan or formal vision for change for employment outcomes to be achieved.  Following a visit from their mentor, it was suggested that CRARC begin planning for the future of community employment within their organization.  To date, there has not been any formal “vision” for the organization.  

2. Increased attention to creative transportation solutions is critical for agencies to address as placements expand. Given the success of placements this past year this agency is struggling with getting these individuals to their jobs. 

3. Structuring the position of a job coach as part-time versus a salaried position has a negative fiscal impact on an organization and its employment outcomes. CRARC is evaluating its current practice of paying direct service staff hourly rather then salaried.  Job coaching and other placement support needs are requiring employment staff to work overtime, which is causing fiscal challenges for the agency.  

Hi-Hope, Lawrenceville, GA (2004-2006):  Hi-Hope maintained a broad-based management team for T-TAP including the program director, executive director, and managers of community employment and the workshop. While working within a traditional culture, the Program Director was able to increase both resources and emphasis on integrated employment with the support of the Executive Director. Both the Executive Director and the Program Director conducted a site visit to their mentor organization. The role and traditional perspective of the Hi-Hope social services department was a barrier to change because of their role in parent communication and as gatekeepers for services. Social services staff were included in training on customized employment, career planning, and social security work incentives during the project. More broadly, toward the end of engagement in intensive TA, Hi-Hope began to implement a broad initiative to improve self-determination in services.

Concrete changes include a policy decision to remove the two enclaves from the community employment group as not compatible with their employment goals. The workshop director now manages the enclaves. Staff who had been supporting the enclaves remain in community employment and have been refocused on individual job support and development. 

It is significant to note that the program director has concerns about the capacity and commitment of two of the staff that remained in community employment to implement these new expectations. Asked if she had considered moving them to the workshop with the enclaves, her response was that moving them to the workshop would simply shift the problem to another location, and that it was clearer to address the issue in the context of community employment. She was clear that her expectation is for organization wide change in both values and competencies. Similarly, following the resignation of three staff (two workshop, one community employment), the program director opened discussion about Hi-Hope’s approach to hiring and orienting new staff. She identified replacing these personnel as an opportunity to clarify both the expectations for incoming staff and approaches to orientation and training. The new coordinator for individual placement services established clear higher standards for the quality and intensity of job search activities. 

In November 2007, the program manager at Hi-Hope reported that management of community employment was completely separated from the workshop. She feels this will the focus of that program to be on that service separate from facility-based services. Hi-Hope continues to invest in organizational change and recently became one of Georgia's (DHR) "Good 2 Great" training and technical assistance sites. They are receiving training with Michael Smull and others from the Learning Community. 

Agency Strengths

· The program director and executive director held a clear commitment to expanding community employment.

· There was a willingness to look at restructuring resources.

· Hi-Hope maintains a broad based management team for T-TAP including the program director, executive director, and mangers of community employment and the workshop.

Organizational Successes and Changes

· Hi-Hope reevaluated staff roles, and updated job descriptions for community employment staff.  They are re-evaluating job responsibilities for community employment staff. Management also discussed converting employment positions to salaried jobs.

· The agency established clear activity and outcome expectations for community employment staff, and increased the rate of outreach to employers for job development. The Employment Coordinator has implemented new job descriptions and specific activity benchmarks for employment staff including an expectation for one new job placement per quarter.

· The management of enclave services was restructured. Moving that responsibility under the workshop ensured that community employment staff members have a clear focus on individual placement and support.

· A large foundation grant was obtained to build a program that supports consumers broadly around community outcomes and skill development. It is unclear how this will affect the employment programs, but they view this project as contributing to becoming a “more person-centered organization.” Their visit to their T-TAP mentor, Suzy Hutcheson, helped clarify the need to better define their goals.

· The agency hired a new program coordinator for supported employment who has a strong commitment to outcomes, and a clear focus on improving job development and job support. This change and the hiring process reflect development of a clear understanding of the role and goals for this position.

· The agency now approaches job development in a more person-centered way, and has used career-planning meetings prior to job development to guide the job search. 

· Benefit planning for each individual job seeker is now incorporated into the job search process.

· Hi-Hope has been successful in reaching out to Cobb County Community Services as a mentor for community employment staff. Staff met with Cobb County staff and shadowed Cobb County staff as they conducted job development and job support activities. 

· Cross department collaboration is increasing, with residences supporting a new employee’s hours and transportation and person centered planning suggesting a change in expectations and culture. 

· The Hi-Hope board voted to approve staff use of personal vehicles to transport consumers as a strategy for improving flexibility in job support.

Individual Consumer Successes

Eight T-TAP target individuals have entered employment in individual jobs during the intensive TA period. Three additional individuals who were not in the initial target group have found jobs for a total of 11 new jobs. 

Challenges

· As an organization, Hi-Hope has not clearly articulated its goals with respect to employment services. The executive director agrees that while there is a general commitment to the idea of person-centeredness at a management level, there is not a common understanding of what that means in practice.

· Hi-Hope has been distracted by changes in the regulatory and funding environment in Georgia, including the loss of funds for a kitchen program and for transportation services over the past several months. They struggle at times with keeping focused on long-term goals. 

· Hi-Hope received a substantial foundation grant for implementation of a project to provide individuals with a range of exploration activities. This project took a substantial amount of organizational attention, but the goals were not well defined and not well tied to a larger organizational vision. 

Lessons Learned

1. Organizations that have a clear organizational vision and goals that support investment in community employment are more successful in maintaining forward movement. Hi-Hope has been successful in establishing a compartmentalized community employment group that has a clear mission, but the program director is distracted by shifting priorities relating to the new foundation grant funded project that required reallocation of space and reassignment of staff.

2. Culture change takes time and persistence. The steady push from Employment Services influenced the rest of the agency and helped shape it’s direction in several ways. The value for community participation, flexibility, and effective problem solving is growing as evidenced by residential staff participation in transportation for a recent placement.

3. Multi-level involvement of staff in the T-TAP project has supported problem solving and program development by allowing work at multiple levels including management and resource allocation and direct support skill development and brainstorming. In particular, the ongoing participation of the Executive Director, despite not being involved in day-to-day work of the project, was valuable, as was participation of the Executive Director in a visit to their mentor.

4. Achieving change requires clear implementation of policies and resource restructuring that supports the change. Hi-Hope changes in management of their enclave services and changing expectations for community employment staff forced staff turnover and restructuring.

5. Hi-Hope is developing strategies to address larger cultural issues within employment services through the hiring process, staff development, and policy changes.  It is difficult to simultaneously manage sheltered and community employment services. With staff turnover at a coordinator level, Linda Hughes, the T-TAP project coordinator at Hi-Hope was pulled back into workshop management, but this was balanced by the addition of a strong new coordinator for community employment who increased activity in that area. It is important to maintain dedicated resources for community employment with clear outcome expectations.

Home of Hope, Vinita, OK (2004-2006):  Home of Hope’s (HOH) participation in the project was formally discontinued after one year, because of a fundamental conflict between project goals and the priorities of the executive director. The executive director was unwilling to support individual job development and placement maintaining a clear priority for sheltered employment as a more fiscally viable program option. The application for participation in the project was lead by two strong middle managers. The lead manager left Home of Hope after being prevented from initiating individual job placements.  During the time that HOH received support from T-TAP, only one individual was placed into a part-time job.

Agency Strengths

· Home of Hope is the largest employer in town and has many community networks due to the size of the organization.

· HOH runs several successful businesses.

· Direct staff members are flexible re: scheduling and support as people are supported all hours of the day.

· The agency has a history of successfully placing VR clients. 

· Good Leadership group at the middle manager level with excellent experience, skill and values. 

· The organization had internal capacity for staff training.

· There were sufficient numbers of staff to take on community placement with a little restructuring.

Organizational Successes and Changes

· Home of Hope started a Marketing group to grow momentum in a core group to develop marketing materials. Each participant also took on 1 job seeker to work with, get to know, explore options for, etc.

Individual / Consumer Successes 

One individual was placed in a part time job. 

Challenges

· Senior Administration overtly blocked the employment initiatives of HOH. Enclaves and on-site workshop jobs were the only options supported by the Executive Director. 

· Lead project staff confirmed that HOH was not implementing any of the T-TAP suggestions, and that community employment, while a stated goal of the agency, would consist of unpaid volunteer opportunities. 

· The workshop remained a high priority of the organization.

Lessons Learned

1. Organizational change requires commitment at all levels. While it can start with the work of a few leaders within an agency, senior management support, or at least tolerance, is needed to allow the initiative to develop. Home of Hope's Executive Director did not permit individual job placements to occur, and she was clear that she expected high value placed on contracts, procurement, and the maintenance of work for the sheltered workshops. 

2. Senior management priorities for supporting residential services through surpluses in the day and employment services were also a competing interest. Fundamentally, business considerations outweighed individual outcomes as a priority at the executive level.

3. Changing the organizational behavior of an agency such as Home of Hope requires substantial changes in funding or contracting to emphasize individual employment outcomes or restrictions on or elimination of the 14c waiver.

Humboldt Community Access and Resource Center (HCAR), Eureka, CA (2004-2006):  HCAR maintained a consistent commitment too the T-TAP project goals, but struggled with putting in place staff who were able to move the project forward rapidly. Early in the project, the manager that developed the T-TAP proposal left for another opportunity. The program manager who followed did not have either the commitment or skills necessary to move the project forward, and two other key program staff left following her hire. It was not until late in the project that this individual was terminated from the position and a senior HCAR staff member took over on an interim basis. In addition, HCAR was struggling financially, and direct support staff were paid at a significantly low wage level ($7.90/hour), leading to high levels of turnover and difficulty in attracting staff qualified to implement a customized employment approach. 

HCAR did gradually restructure, and senior management including the Executive Director, remained engaged throughout the project. More recently, HCAR submitted a proposal to the California DD agency to expand capacity to provide employment supports leading to the closure of Baybridge Work Services, the sheltered employment site. T-TAP staff provided feedback on the proposal, and this proposal was accepted for funding and is being implemented.

Agency Strengths

· The administrative staff is involved and committed.

· There is clear commitment to expanding community employment for Baybridge Employment Services consumers.

· The organization has purchased additional local expertise for training in person-centered service delivery.

Organizational Successes and Changes

· HCAR has struggled with maintaining direct support staff because of management turnover at the Director level in the program and the extremely low wages paid. They have also needed to accommodate variability in the demand for on-site job support. Recently they have been successful in meeting this need by hiring retired individuals as job coaches who are interested in a flexible schedule.

· While slow to act, HCAR administration did replace an ineffective program director. Currently a senior administrator is serving as interim director, demonstrating commitment to the program.

· HCAR significantly streamlined staffing for job placement and established a stronger link between the workshop and job placement staff. This reduced the time from intake to job development. At the end of the intensive TA, the impact had been felt more for VR consumers than T-TAP participants. However, a closer integration between workshop and job placement staff was in place. 

Individual Consumer Successes

Six individuals achieved community employment. 

Challenges

· Financial constraints are a substantial barrier to expanding services. Staff salaries were extremely low, affecting recruitment and retention. This requires both restructuring of program resources and addressing funding. 

· The job developer was slow to incorporate a comprehensive career planning process, and invests limited time in job development for workshop participants because of demands for VR customers.

· There was a limited vision for expanding employment initiatives to other parts of the organization

Lessons Learned

1. HCAR staff members describe internal lessons learned as a broad shift in the expectation that community employment is the first priority for individuals in work services. “T-TAP served as a wake-up call for staff. "People are happier in the community.”
2. Complex staffing structures can slow individual progress toward community employment and makes accountability for progress harder to track. At HCAR, there were initially separate individuals for intake, assessment, job development, and job coaching. HCAR did achieve outcomes despite extremely low staff wages. 

3. Organizations need to be aggressive about restructuring resources. In HCAR’s case this has in part been a funding issue, but also requires making personnel changes that management has been reluctant to make proactively.

4. Organizations need to be clear about allocation of staff resources for job development for workshop participants. The majority of staff time for job development at HCAR is committed to short-term VR consumers. Because the pressure is greater and there is a direct link between payment and job placement, resources are not as clearly committed to job development for workshop participants.

5. Organizations can tap additional segments of the labor market to meet the need for flexible job coaching supports. HCAR has been successful in hiring and training individuals who have retired as part time members of their community employment staff.

6. Career planning and personal networking is most effective when it occurs rapidly. Planning for a couple of individuals extended over many months, losing the ability to establish momentum for individuals and their families. The stated issue was difficulty in connecting with families. Funding agencies and programs need to establish clear expectations and timelines in funding models and case management. 

Magic Valley Rehabilitation Services (MCRS), Twin Falls, ID (2004-2006): Magic Valley moved cautiously during its involvement with T-TAP. MVRS struggled with establishing clear direction as a T-TAP partner, in a large part because of unclear commitment at the Executive level. The Executive Director continued commitment to the workshop model and reluctance to make significant changes in resource allocation. It took several months for them to decide which mentor organization that they wanted to visit their organization (eventually, a job developer and vocational coordinator went). They needed much encouragement to send staff to the T-TAP/APSE gathering in Alabama. When community placements were slow in coming, the mentor suggested bi-weekly conversations directly with MVRS’ job developer. This continued throughout most of 2006. It was not until May 2006, that MVRS sent a representative to the mentor organization. The retirement of the Executive Director may create flexibility for more aggressive development.

On site support and role modeling by staff from KFI who was the mentor site helped MVRS realize the scope of employment opportunities available in their communities. They also had a chance to observe KFI approaches to rural employment. MVRS did rework their job descriptions to model their program after that of KFI.  During their intensive involvement with project, TA moved toward having a specialist on staff focusing primarily on job development while others do more of the on-site support. 

Most recently, in November 2007, MVRS reported strengthening its focus on integrated employment. The program manager reported having six job developers/job coaches [four full time and two part time].  The agency estimated that they placed between 25 and 30 people last year into community jobs. MVRS still has a sheltered workshop, but the importance of the workshop to the organization is declining. The contracts that are left are too complex for many of the people still working there. So some individuals are working only a few hours per month. 

Agency Strengths

· MVRS only provides vocational services.

· Staff members on the supported employment team were eager to learn new ideas and try them.

Organizational Successes and Changes

· A threat of losing a major “anchor” subcontract that has supplied work for the workshop spurred a much greater organizational interest in community job placements. The ultimate loss of this contract resulted in a shift in organizational thinking concerning the sheltered work programs and increased interest in assisting the people to find community jobs.

· MVRS has had cooperation from the state’s Vocational Rehabilitation’s Division of the Blind. The Division has helped by paying for a trial work experience, has sent mobility trainers and others to assess a work site.

· MVRS is involved in a limited “benchmark” project with Idaho’s VR system, where the system pays for specific outcomes. This is seen as working to the organization’s benefit and moves it away from what it perceives as micromanagement by the state system. However, the project is limited in scope and duration so the future is uncertain.

· MVRS changed its policy and process for intake of new referrals by no longer assuming all individuals would go into the workshop. The expectation now is that individuals should begin with individual employment.

· MVRS worked with VR on their funding needs to provide more time for community assessment for some individuals instead of workshop based evaluations.

· More individuals used the community for tours and situational assessments.

· MVRS has had a benefits specialist address staff and parents. While there is no specialist in the area, the person is available by phone.

Individual Consumer Successes 

MVRS supported four individuals to enter community employment, including individuals with multiple barriers to employment including one person with blindness and one person with significant medical issues. The individual with blindness had surgery to repair vision. Once the physician gives the okay, the individual can learn to drive and may work in an automotive environment. Working with family on benefits issues, and other issues has been another individual success for this organization.

Challenges

· The Executive Director was not willing to change the workshop model, feeling some individuals will always stay in there. This was difficult for the employment manager, who felt that his boss was not entirely on board with implementing changes.

· The board was not ready to push any significant change.

· MVRS continues to move very cautiously towards community jobs. There appeared to be some energy and excitement when the organization learned that its major workshop contract would end. Although the contract ended, MVRS was still timid about moving in a new direction. The agency is not using the loss of the contract as a catalyst for change, but is maintaining a stepped-down status quo. While change may occur, it will happen very slowly.

· As seen by MVRS, there are difficulties with the state’s VR system. There is extreme pressure for immediate placements versus building ongoing relationships with employers. Because of the perceived need to show immediate results, MVRS spends little time cultivating relationships with employers, which frustrates MVRS and seems counterproductive.

Lessons Learned

1. MVRS was influenced by the loss of a major subcontract, leaving the sheltered workshop with insufficient work. This mobilized the organization in ways that did not happen as long as “business as usual” prevailed. Sometimes, despite the pain, a financial crisis is the catalyst for change.

2. Family concerns about community employment were a barrier at MVRS, but this was likely influenced by an organizational culture that did not clearly emphasize integrated employment.

3. Families may continue to have concerns about their sons and daughter leaving the workshop, but recent experience with the job placement (Sizzler) shows that a supportive work environment can reduce or eliminate those concerns quickly.

4. Staff turnover is a huge barrier and slows down progress. Changing to a Dedicated Job Developer model seemed to work better for MVRS staff.

5. Supporting staff to think more broadly about individuals has been a substantial need. There needs to be leadership during a change effort that supports creative brainstorming and an unrestricted vision for possibilities. Much of the work of T-TAP staff and the mentor focused on brainstorming with the job developer. 

6. The job developer had difficulty understanding the interests of the people looking for work and also realizing the large number of potential jobs in at least the organization’s main location. The mentor organization increased its direct contact with the job developer and tried to help her focus on problem solving for specific people and also encouraged her efforts. This significant involvement seems to have helped the organization get unstuck and have success.

7. MVRS’ director of vocational services, visited the mentor site and, as part of this, also interviewed state Vocational Rehabilitation management staff at the regional office. The visit helped give him a broad appreciation of what is possible and also that community work happens in areas much more rural than where he is located.

Leslie and Rosalie Anixter Center, Chicago, IL (2005-2007): Overall, Anixter did not successfully reallocate or restructure resources during their participation with the project. Anixter’s approach was to hire two dedicated staff and assign a supervisor to implement the project. While leading to some placements, this approach lead to limited organizational change, and as those staff left or were reassigned to other duties the roles were not refilled. 

Anixter did identify more complex job seekers for this project, which pushed them beyond their solid comfort zone of providing supported employment services to their job seekers.  These more challenging individuals required much more time, planning, and customized services, and while the staff worked to meet these needs, their departures made it difficult to follow through with the process. Much of their work with individuals started with volunteer placements as situational assessments while they worked to see if they could turn those into paid employment. While there were very good work experiences for individuals with limited successes in community settings, the staff found that these were difficult to flip into paid employment opportunities. Either the employers were resistant or the job seekers and or the families were not interested in pushing them to that next step. 

While Anixter's Executive Director had a clear vision and stated commitments to seeing change happen within his agency, he was new to his position and the agency (one year at the start of engagement in T-TAP). The goals expressed by the Executive Director for the project were not adopted as a cultural change or programmatic goal. This implementation issue seemed to relate to limited engagement of the Executive leadership in the project and the limited orientation to and commitment for this type of change among operational staff.  

Anixter is an extremely large and complex organization, which is hard to move in new directions. This new Executive Director had too many areas to address (Board Development and Buy-in, Funding Changes needed, Policy changes at the state level, organizational communication & staff buy-in). While he was successful or making headway in some areas (Board, state, funding) the operational side within his agency, the Executive Director did not give as much of his attention to proceeding with their stated T-TAP goals.

Agency Strengths

· Anixter is a very large agency, serving a broad range of people with disabilities in urban and suburban sites.

· There is board commitment to quality services and improvement.

· New Executive Director formerly from D.C. was very involved in policy, knowledgeable about funding opportunities and other resources.

· The agency had strong management and a senior staff member assigned to T-TAP and employment.

· There was a strong agency history of doing competitive and supported employment.

· Staff were willing to learn and try new ideas and approaches.

· There was staff longevity.

· There was a union in place thus good pay and benefits for the employees.

· Anixter was well connected with local funding, training, etc. resources.

· An active parent group (ACT) in northern suburban office expected customized employment and self-employment opportunities.

Organizational Successes and Changes

· The agency reworked staffing to have dedicated staff in each location to focus on customized employment.

· Anixter hired two staff to implement job development for T-TAP target consumers. 

· Lauren and Ruth, the T-TAP assigned staff members, modified the forms used for T-TAP reporting.  They have simplified many of the forms to provide a more step-by-step process, rather than a long information gathering process.  

· Anixter developed a database for tracking the T-TAP participants.

· T-TAP staff implemented contact with DRS counselors who have expressed interest in the project.

Individual Consumer Successes 

Three individuals entered employment with the support of Anixter.  These included the following examples. One individual is working at National Guard Transport. He works 3 days per week, 9-3 doing stock and helping customers. This individual requested that his job coach leave and let Co-workers train him, which was working well by the end of the project.  Another individual who was interested in art is working at Blick Art Materials 11 hours per week at $8/hour on stocking & displays. A third person is working for Dinner by Design, 12 hours/week and $7/hour. He started 10/16/06.  A fifth person is pursuing his interest in theater. This person is volunteering at AppleTree Theatre two hrs/week. 

Challenges

Anixter had difficulty determining how to make the goals of the T-TAP project work financially.

They attempted to rework staffing to have time for more intensive work with more complicated job seekers.

The agency placed some individuals in unpaid settings to evaluate them. They hoped that these could become paid part time jobs. This strategy for using volunteer work essentially slowed down their limited successes even further. The T-TAP TA staff and mentor have discussed the risks of using a volunteerism approach.

Lessons Learned

1. The experience at Anixter illustrates the importance of sustaining a holistic commitment to organizational change across the six areas represented in T-TAP’s Mentor Manual outlining successful organizational change. Despite the CEO’s stated commitment to employment, there was no operational commitment to reallocating resources or establishing clear and concrete goals for the change. Perhaps most important, Anixter staff did not commit to the axiom of “just do it”. Limited effort was invested in direct career planning and job development. The experience of Anixter also speaks to the need for a consistent message for values and goals in a large and complex organization.

2. Large agencies move slowly, and have more complex internal processes. This has occurred at Anixter despite the clear commitment at an executive level for implementation of change, and has implications for how change initiatives are compartmentalized and nurtured in very large organizations. 

3. Reassignment of staff and staff priorities, when possible, may be a more effective way to start change quickly. CCDS, for example, has moved much more quickly in implementing change by establishing firm and large goals and moving resources more rapidly.

4. There are risks to using an add-on approach to implementing customized employment. Anixter hired dedicated employees for T-TAP project activities. This approach has been referred to in the literature as an “add-on” approach, where fundamental organizational change does not occur. As these two staff left or were reassigned their work was not sustained in core services. 

Coastal Center for Developmental Services (CCDS), Savannah, GA (2005-2007):  CCDS implemented a clear and comprehensive approach to organizational change, succeeding in supporting 78 individuals to enter new jobs during their involvement with the project. CCDS is a model site for the elements of the T-TAP lessons learned. 

The agency began participation in the project as a fairly traditional day and employment services provider supporting between 250 and 300 individuals, the majority in sheltered employment. Staff indicated that families and the board were resistant to considering integrated employment. At the initial meeting the Executive Director, who was expected to retire about one year into the project, established a goal of “60 in 2006”, committing to 60 new jobs in one year. 

This goal, which seemed to be unrealistic, drove a broad-based initiative that included establishing clear organizational goals, reaching out to all stakeholder groups, increasing resource commitment to community employment, and supporting individuals beyond work by helping them to maintain social relationships. The goal was communicated in meetings with family members and a monthly newsletter that profiled success stories.  The organization made changes to the CCDS intake procedures for new customers and established clear and visible celebration of new jobs. 

Project staff worked assertively with the business community and reestablished a contractual relationship with the state Vocational Rehabilitation Agency.  The Community Employment Team enhanced their marketing materials to make them friendlier to employers and established a goal to increase the number of white collar job placements in an effort to find better paying jobs for individuals, that offer more hours and opportunity for career growth. 

CCDS included community employment goals into the next three years of strategic planning.  In FY’08 they are to place 45 individuals, in FY’09 50 individuals and in FY10 55 individuals.  The Coastal Center is currently brainstorming a name change for the organization. In an effort to change the image in the community to a business rather then a service center, Chatham Industries (the workshop portion of the organization) has changed it’s name to Quantum Inc.

Agency Strengths

· CCDS ambitiously embraced the concept of community employment for individuals it is serving.  They declared a goal of 60 placements by the end of the fiscal year 2006, providing a clear message that a new direction was required.

· The agency director was very committed to getting as many individuals into community employment as possible.  

· The agency director worked closely with the Board of Directors and had a vision of what the agency would look like in five years, with the incorporation of community employment.  “ In 5 years less then 50 individuals with disabilities will be employed on site at Chatham Industries (their workshop and work crews)”

Organizational Successes and Changes

· CCDS rewrote job descriptions so that all staff would be involved in supporting community employment in some capacity, such as providing transportation, job coaching, and job seeking skills training.

· CCDS assigned additional resources to the community employment department, including assigning a new supervisor at the start of the project and transferring staff in from other areas as the project progressed. 

· As the number of placements and movement of individuals out of the workshop and work crew settings progressed CCDS moved a staff person from the workshop to the community employment department to assist with transportation and job coaching. CCDS also restructured its case management department and reduced the number of case managers by 3. Two of these staff moved into the community employment department.

· The project conducted a “media blitz” to promote community employment services at CCDS.  It entails an in-house bulletin board, a community employment newsletter and outreach to families and the community at large. 

· Internally, CCDS was very focused on promoting job successes. They celebrated individuals finding jobs by making announcements, giving them cards and also taking other individuals to visit them at their place of employment, or for lunch.  

· CCDS revised their intake process for new referrals.  The case management staff used to meet with the individual and their family to discuss services available. Now the intake process includes meeting with the employment coordinator to talk about the option of community employment.  The intake process now also includes travel training the individual, whenever possible, to get to and from the center independently to establish an expectation of independent travel.  The center had traditionally provided transportation to and from the program for individuals on a daily basis.

· The Community Employment Department hosted multiple Family Meetings to discuss the future vision of CCDS to encourage community employment for the individuals served.  Two hundred family members attended the first event.  

· The monthly community employment newsletter is sent to consumers, state agencies, schools and board members.  It highlights placements for the month and discusses new activities the department is facilitating.  

· In order to address the risk of isolation from important social relationships following job placement Community Employment developed monthly socials for individuals currently working and those interested in working in the community.  It is held in the evening so those working during the day are able to attend.

Individual Consumer Successes

The Community Employment staff supported 78 individuals to enter community employment.

Challenges

· Families continued to be reluctant to allow their relative to pursue a job in the community.  CCDS is starting to educate family members on the benefits of community employment through various strategies such as the Family Meeting and the monthly newsletters.  
· Providing transportation to individuals both in-house and in the community was very challenging for staff.  With the enactment of travel training for all, they have been able to increase staff time and resources for job development and supports.  

· The Community Employment Staff continue to struggle with representing individuals with multiple disabilities to employers and using job creation strategies to find employment for individuals.

· Individuals are very involved in the City run leisure activities for individuals with disabilities.  Families, and individuals are reluctant to give up their daytime activity to work in the community.  Staff has tried to encourage the leisure activities center to run activities later in the day, rather then 2:00 pm, so that individuals working can still participate.  (This has not been successful as city workers are union and can only work between the hours of 9-5pm.)

Lessons Learned

1. CCDS demonstrates the importance of clarifying organizational values and goals at the board level. Despite the retirement of the Executive Director during the project, the Board made a commitment to continuing work toward the goals established with T-TAP. This reflects a clear and intentional process of engaging board members as key stakeholders in establishing the organizational vision.

2. There needs to be an intentional realignment of staff resources to facilitate integrated employment outcomes. CCDS has systematically flattened and realigned staff resources by initially adding a staff member to community employment, and then eliminating the Case Management department and reassigning two staff to community employment.

3. The initial family meeting was well attended, but the parents still feared their sons and daughters would be leaving the safety of the workshop and lose their social security benefits. There was not an immediate change in demand for integrated employment. The gradual impact of individuals succeeding in jobs and the steady marketing of community employment through newsletters, case management, and in other ways did gradually expand interest in employment. The success of CCDS suggests patience and a strong communication strategy can address these concerns.

4. Individuals who have been in the workshop or on the work crews for years were hesitant to move into community jobs. They were afraid that they would not see their friends from CCDS anymore and be unable to attend leisure activities.  CCDS directly addressed this concern by creating leisure activities to ensure that individuals could maintain their relationships with other individuals from the programs and have opportunities to have fun. 

Friendship, Inc, Fargo, ND (2005-2007):  In the last few months of the T-TAP project, Friendship reported setting an official date to close the doors at their Westfield location for Fargo Day Supports. They reported to their T-TAP mentor the following:

 “Since more people [that] we serve are accessing their community with employment or wrap around services, we don't need three buildings anymore. The date that we are giving the keys back is October 31st 2007.”  

The majority of the 20 people originally identified in the T-TAP grant have had some type of paid work at minimum wage or higher during the grant period. However, the organization is even more pleased that many others served by Friendship have had their first work experience.  This was at least in part caused by the energy and assistance generated by T-TAP assistance. The staff also reports that the more rural and isolated area of Grafton has now surpassed the larger and more urban area of Fargo in its success and innovation. Friendship and KFI, the project mentor, continue a strong working relationship and met at the APSE conference in Kansas City to debrief in July of 2007.

Agency Strengths

· The organization is part of a larger national entity of resources and contacts.

· Friendship's commitment to good practice and ongoing constant learning is continually evolving.

· Core values of the agency promote community employment.

· The senior management and agency employees are all "on board" and see the value of integrated community employment.

· Friendship has a commitment and willingness to take on the "hard to serve" and find a way to make community employment work.

· There is obvious dedication and flexibility of staff to do whatever it takes

· Vocational departments are extremely enthusiastic and strongly committed to community work at minimum wage or greater

· Healthy, friendly internal competition between the home office (Fargo) and outstation (Grafton)

· The organization takes whatever opportunities exist to move people forward. While the ultimate goal is community placements, they continue to have subcontract and contract work and have renegotiated arrangements with businesses to bring workshop wages up to minimum wage.

· The organization has a “whatever it takes” approach and has put together interesting arrangements and entrepreneurial efforts on behalf of the people that they support. For example, an individual has a job in one community and is transported to another for the remainder of the day. Instead of just transporting the individual, the organization is negotiating stopping at a bakery, picking up its products, and delivering them to the other community. The individual supported is gaining a second job as a deliverer.

Organizational Successes and Changes

· Agency changed the policy and operation of the sheltered workshop including restructuring work the workshop currently performs in order to negotiate integrated employment.
· Friendship refused a large workshop contract, but asked the employer to consider individual hires.
· Friendship hired staff in each location to take a lead on customized employment. 

· Friendship assessed existing relationships with employers and re-negotiated contracts to allow for minimum wage payment to workers in the sheltered workshop. All jobs are now at least $5.15 per hour.

· Friendship incorporated nontraditional job opportunities including self-employment. 

· The Grafton location started a Job Club to bring people together to explore job search strategies and other options.  Topical sessions will occur monthly.

· Friendship actively manages progress on the TA Plan. The Friendship secretaries developed a system so they can generate a list of steps and tasks.

· Organization terminated a vocational employee who did not seem to understand the need for community jobs.

· In what staff described as a holistic approach, the organization took lessons from the developing individualized employment approach and downsized a seven-person group home.

· Friendship applied for and received a $5,000 grant to enhance its presence and create community employment opportunities in Grafton, ND through employer education and awareness. This grant also paid for a local business leader to attend the national APSE conference.

· Friendship developed a grant funded employer outreach program, including an employer education luncheon.

· All supervisors, Job Developers and managers completed the T-TAP on-line web course certificate series

· Friendship used T-TAP’s emphasis on community work to expand its organizational thinking about all its isolated services. As a consequence, it made a decision not to renew one of its building leases in Fargo when it ended in the summer of 2007 and instead looked for opportunities to be in the community. 

Individual Consumer Successes 

16 individuals entered customized employment, including 3 individuals working in self-employment.

Challenges

· Friendship staff and mentor, Peggy Terhune, discussed PASS plans for people receiving ICF/MR level supports. It appears that the VR system in North Dakota is more restrictive than that in North Carolina around this resulting in Friendship not being able to utilize this resource.

· There is some internal tension between those providing residential supports and the vocational division. Not everyone is at the same level of understanding about assisting people with disabilities working in the community. Friendship’s staff understand this and, while is an issue to be discussed, view it as typical organizational behavior.

· Friendship has recently been cited by the state for lacking “active treatment” in its non-vocational services. Staff feel that at least part of the reason for this is the concentration and excitement on vocational outcomes may have left the non-vocational side of services less robust, but this also reflects the negative impact of system values, and in particular Medicaid regulations. They are committed to fixing this problem.

Lessons Learned

1. Friendship views the T-TAP grant as a catalyst for change. Staff recognizes that they challenged themselves by identifying individuals with significant issues to be the primary group to receive assistance in finding community work. They reported that of the identified group only two people have not made progress.

2. In spite of all the questions about how everything will work, when an agency wants to make a change happen, they can do it. This site was able to push ahead to make significant decisions and placements. There is significant shared understanding of and commitment to the project goals, as is reflected in the decision to reject a substantial subcontract.

3. Hands-on community exploration with job developers is an effective strategy for change. Mentor visit helped site realize there is a larger pool of potential employers and processes to explore for consumers.

4. The decision to reject a subcontract provided a clear opportunity for Friendship to reinforce its goals and priorities with staff. This decision also reflects an understanding that it is difficult to divide resources. Implementation of a large new contract would draw resources away from the core efforts to develop individual job opportunities. 

5. For committed and enthusiastic staff, a grant such as T-TAP is not an end unto itself but rather a launching point for numerous organizational changes. Using T-TAP as a catalyst for change, Friendship began to pay people minimum wage even if they still work within a sheltered environment. They applied for and received a grant to increase their connections with businesses.

6. Friendship discovered that people supported by the agency who sell products must pay sales taxes on the sales. They had not realized this and took corrective action. Mentor, Peggy Terhune, suggested that a CPA might volunteer to help the individuals who need tax assistance. Friendship was able to solve the issue.

The Arc of DC, Washington, DC (2005-2007):  The Arc of DC began the T-TAP project committed to organizational change. The agency had been in the process of downsizing their sheltered workshops for over three years.  They had successfully closed one location prior to applying for and receiving the technical assistance from T-TAP.

 During the initial site visit, the Executive Director expressed a desire to be a role model for other organizations in the DC area, which is known for struggling with providing residential and employment services for the individuals served.  Specifically, Forest Haven, a large residential institution was closed in 1991.  The residents were dispersed throughout the city into group homes and day programs that provided marginal services.  This has been a well-documented problem, and the Arc of DC has been committed to serve the individuals served by its program using best practices.

The organization continues to support two distinct programs.  The first served those individuals targeted for community employment that attended a community-based program at the Varnum street location.   The second, Lincoln Street, is a large traditional workshop program with contract work.  DC Arc continues to believe that there are some individuals who will never be employed and will need the "shelter" of the workshop setting.  The project did not impact this philosophy, and DC Arc typifies the issues that organizations that own large real estate face when designing programs for their constituents.  

While these issues exist in the organization, it successfully embraced the concepts of integrated employment. Corey Smith, the T-TAP mentor worked extensively with the DC Arc staff on implementing the Discovery process and facilitating customized employment outcomes.  The DC Arc met its goal of facilitating integrated employment outcomes for the 20 individuals targeted by the project.

Agency Strengths

· The DC Arc demonstrates commitment at all levels to community employment including the executive director and mid-management positions. 

· Core values of the agency regarding community employment are evident in direct front line staff. The work to get staff buy-in appears to have already been completed.

· Commitment to staff training and development is verbalized at all levels.

· Some staff members, including the lead staff on the T-TAP project, have participated in training provided by the Regional CRP-RCEP and have certificates of completion.

· Staff enthusiasm is evident. Dedication and flexibility of staff to do whatever it takes seems to be present.

Organizational Successes and Changes

· DC Arc has been on this journey to increase community outcomes for approximately 3 years.  

· The staff members have buy-in to the activity and have the expectation that this will be successful.  

· A mission statement and strategic plan are in place.  

· Resources and staff have been dedicated to job development and community-based job support.

· The organization is committed to downsizing the number of individuals served in the sheltered workshop program.  Some work needs to be completed around the issue of individuals with more significant disabilities into community placements vs. segregated settings.  

· DC Arc is committed to continuing to evolve its program and will have an on-going relationship with VCU post T-TAP through VCU's CRP-RCEP program. Staff members continue to attend the training programs and technical assistance programs provided through this RSA funded initiative.

Individual Consumer Successes:  

DC Arc met its goal of 20 placements during the project.  DC Arc celebrated their successes by posting photos of its customers who were in community jobs for all participants of the program to see.  Staff buy-in to customizing jobs was demonstrated when the agency assisted one individual to become self-employed.  His life-long dream was to be a clown.  Staff with the assistance of the T-TAP mentor worked to assist him in realizing this goal.  

Challenges

· The size of the organization and numbers of individuals served including the size of the Lincoln Street sheltered workshop.

· The organization needs to continue developing partnerships with local business, corporations and business leadership networks.

· Family buy-in and benefits planning was noted as a challenge by the staff.  Many of the families were not willing to try community employment for fear of losing SSI benefits. 

· There is internal conflict between providing sheltered workshop supports and the community employment. The organization continues to believe that it needs to support the workshop program and is considering developing this into an affirmative industries program.

Lessons Learned

1. Leadership and commitment by the Executive Director and mid-management staff is critical for organizational change.

2. Maintenance of "buildings" and contracts creates a conflict within an organization that may limit the actual outcomes for integrated community employment.

3. Family members need to have on-going support and assistance with benefits planning in order to have buy-in for movement from a sheltered to integrated program.

4. External factors impact organizational change.  The politics and leadership in DC services for individuals with disabilities challenges the organizations to provide community services.  This includes funding limitations from the Medicaid waiver program.

The Arc of Northern Chesapeake Region (ArcNCR), Aberdeen, MD (2005-2007): ArcNCR indicated that T-TAP provided them with a structure that helped them move forward toward the goal of full employment. Staff indicated the project has helped them refocus more clearly on the individuals they are working with in the job development process, moving from an agency-based marketing approach to a more customized and individualized approach. One emerging area of focus has been the need for an enhanced emphasis on supporting socialization around work so that work is a positive overall experience. Work in this area will continue over the next year following the end of involvement with the T-TAP project. 

A final technical assistance and training visit was completed in August 2007 to support ArcNCR goals to establish more coordinated management of residential and employment services. This coordination was an objective in the organization’s T-TAP work plan. ArcNCR also continues to make slow but steady progress in establishing community employment for several individuals with complex support needs. One individual who is blind and has autism is now working at a contract site in the community with one other worker one day per week and leaves the building regularly. (He has been resistant to leaving the building.) 

While project staff has expressed some concern about ArcNCR’s reliance on contract work at a Rite-Aid distribution center, ArcNCR feels that this provides a useful safety net. They do recognize that some individuals have moved there from an individual job and then don’t want to leave because of the opportunities for socialization with long-term friends. They are reconsidering how they use Rite Aid as a result, and considering how to provide alternative socialization opportunity. They have accessed some recreation grant funds to support this need.

Staff noted that they continue to struggle with a small number of individuals with the most complex support needs. They hired a new supervisor to allow for more focus on these individuals. Addressing these needs has also involved working more closely with residential staff and families. For the individual noted above, for example, it has been important to ensure that he does not come into the ArcNCR building first before going to a community site. This has taken resource sharing and coordination with residential staff. They are also considering offering fewer hours of more intensive (1:1) support for some new referrals. 

ArcNCR also maintains a strong focus on the needs of transition age youth, and work closely with school districts to establish jobs at or before graduation. ArcNCR is committed to continuing development even though the technical assistance from T-TAP ended as of September 07. Their goals for the next year include supporting more individuals to leave Rite Aid for community jobs, expanding career development, and engaging transition age youth and families. 

Agency Strengths

· The organization with the leadership of the executive director, has defined a clear vision for “full employment” as a goal. 

· ArcNCR has closed its workshop and made a clear commitment to community-based employment support.

· Resources have been dedicated to job development and community-based job support.

· A robust transportation network is in place, while this is also a challenge because of staff tendency to rely on available staff resources, it provides flexibility for meeting individual needs.

· A culture of change exists at ArcNCR. Staff members are comfortable with the idea of continuous change and improvement. 

· ArcNCR is willing to take on individuals with significant challenges to employment, as evidenced by a focus on one man who is blind and has autism who is a target for job development.

Organizational Successes and Changes

· A statement defining full employment was developed and circulated for review across staff. 

· Staff expanded investment in a detailed career planning approach.

· Formal outreach to families through newsletters and meetings increased to communicate organizational plans and to support individual career planning. 

· Plans are in place to expand staff skills at systematic instruction and to expand involvement of all staff in job development.

· ArcNCR experimented with an incentive program that allowed teams to form and propose an innovation project. Successful teams receive a $1,500 stipend from the ArcNCR foundation. Teams have been formed around three difficult to place individuals who have multiple disabilities.

Individual Consumer Successes

Ten of the twelve target individuals improved their employment status between 10/05 and 12/05 by moving from subminimum wage to full wage employment, becoming employed, or adding work hours. Most of this change occurred because of the implementation of a business relationship with Rite Aid, and while these jobs are at minimum wage, most are in ArcNCR work crews. Two individuals moved from subminimum wage employment to full wage employment, one on a work crew at Rite Aid and one on a two-person office work contract with a full time employment specialist. Four individuals moved from unemployment to working, two on a work crew (one Rite Aid, one Saphora) and one in a combination of an individual job and a work crew.  Four individuals have increased their employment, one added three days of work in an individual placement, and one added two days on a work crew. 

One target individual who is blind began a job at a window manufacturer at $8.00/hour, 25 hours/week. This site has incorporated strong customization including redesign of her workstation.  The employer provided a walkie-talkie to allow the individual to request assistance.  The employer was very supportive of the family and their comfort level with the job, including facilitating a family visit to the job site. Coworkers have also received mobility training to help them in assisting her.

Challenges

· The agency needs to expand career development opportunities for its customers.

· ArcNCR developed approaches that have been effective to date for supporting integrated employment outcomes, but these need to be expanded to serve a new group of individuals with more complex support and job customization needs.

· The organization negotiated a working relationship with Rite Aid that includes two crews with eight individuals daily as well as individual jobs. The initial implementation of these jobs in January 2006 distracted ArcNCR staff from individual job development activity over a several month period. 

· The Arc had unclear lines of accountability for employment outcomes at a case management level. While the development of innovation teams around three individuals with significant barriers to employment focused resources in those cases, there is often not a consistent champion for employment at the individual level for other individuals because, in part, case management is most often the responsibility of residential staff that have other priorities. 

· The organization is addressing this issue through its initiative to establish more coordinated management of residential and employment services.

Lessons Learned

1. Strategies that communicate a clear organizational commitment to change can facilitate mobilization of resources. The organization's "Full Employment" policy statement serves as a clear statement of intent.

2. Organizations need to be clear about what does and does not meet their standards for employment outcomes. The contracts with Rite Aid, while providing employment at minimum wage or better, have been a significant distraction from individual job development. ARCNCR was committed to Rite Aid as an opportunity. ArcNCR sees Rite Aid as contributing to their safety net and meeting current employment needs for a large number of individuals (over 20 individuals will be employed some of the time at this site), but organizational leadership does acknowledge that the site has been a barrier to continued development for some individuals. 

3. Job development staff members need to be able to transition from a traditional marketing (account manager) approach to customizing employment opportunities. It is not clear that current staff can make that transition at ArcNCR, and in this circumstance organizations need to be prepared to develop alternative resources.

4. Establishing a clear structure that places case management accountability for employment outcomes and advocacy within the employment staff seems to be important in maintaining pressure for employment outcomes. 

Summary of objectives not met under goal: None
Goal/Objective #3:  Act as a central locus of information and expertise on customized, community-based employment for people with disabilities.

In addition to the webcasts and online seminars, T-TAP staff developed fact sheets and information postings that were available on the project's website. All T-TAP materials included an approved disclaimer statement with contact information for the project staff as well as the URL to the website.  Materials were disseminated predominately online making documents available for download in accessible formats.  Anyone could also request materials to be sent to them in the mail, and staff also took our resources to face-to-face meetings as well as training events / conferences sponsored by the project that were attended by staff.

The T-TAP resources were aggressively marketed to our stakeholders through various strategies. Brochures were disseminated through direct mail such as notices of available materials. Project staff included notices about available information using the VCU-RRTC's mailing list of over 20,000 professionals, employers, family members, individuals with disabilities, and other stakeholders interested in the employment of individuals with disabilities.  T-TAP also used our mentors, collaborators such as US Arc, TASH, APSE, ODEP projects, and others to disseminate the availability of our resources.  For instance, in October of 2004, Katherine Inge coordinated with the National Arc to disseminate T-TAP information at their national conference.  Bookmarks and the T-TAP fact sheet, Supporting Community Employment as an Employment Outcome, were disseminated to 1,000 participants via the Arc Convention Bags.  

In addition, over 3,000 printed "bookmarks" with the site's URL were disseminated nationally via the mailings sent out through both VCU and ICI locations.  Bookmarks also were disseminated at APSE the Network on Employment's national conferences, The Arc's national conferences, TASH conferences, and any other events sponsored and attended by the T-TAP project staff. These various strategies were used throughout the project to ensure that the information developed was marketed to individuals who could benefit from the project's information.

T-TAP FACT SHEETS

A total of 20 fact sheets were developed for dissemination by the project, or six fact sheets per year for the first four years of the project.  This fulfilled the negotiated number of fact sheets to be delivered to ODEP as specified in the original and continuation proposals. These fact sheets have been disseminated nationally via T-TAP regional trainings, conferences, the web site, and direct mailing.  In addition, the fact sheets were bound into a single volume with a total of 500 copies disseminated.  While we cannot estimate how many have been disseminated by Internet download, we do know that at least 500 printed / paper copies of each fact sheet have been given to community rehabilitation programs. 

The titles of the fact sheets follow including a brief summary of content.  All have been moved to the RRTC on Workplace Supports and Job Retention web site and to VCU's CRP-RCEP web site as well as still being available on the T-TAP web site.  They are available for download at:

http://www.worksupport.com/research/listFormatContent.cfm/2
http://www.crp-rcep.org/resources/index.cfm
http://www.t-tap.org/strategies/factsheet/ceqa.html
Fact Sheet on Customized Employment - This fact sheet answers questions about the process of Customized Employment. It explains if Customized Employment is considered "real" employment and what is a customized job.

Addressing Parental Concerns - In this fact sheet, T-TAP addresses questions frequently asked by family members including answers to dispel the concerns. After reading this, it is hoped that family members will agree that the answer to the question: “To Work or Not to Work” is “To Work!”

Supporting Community Employment as an Employment Outcome - Service providers must empower their “customers” with disabilities to make informed choices and promote active participation in the decision making process. This fact sheet provides some answers on how to support individuals with disabilities when they decide if they want to go to work in a community business.

Changing Staff Roles - Does your organization want to expand its employment options to include customized employment and downsize its facility-based services? If so, this shift may require a new or different way of doing business including changes in staff roles and job descriptions. In the process, staff may experience rapid changes in their roles, or sometimes these changes may happen slowly. In either case, staff will have questions about how a shift in providing services may impact the agency and their jobs.

Creating a Diversified Funding Base - Community organizations providing customized employment services will benefit greatly from tapping into a diversified funding base. This fact sheet provides strategies that address key questions on both the challenges and opportunities involved with diversified funding.

Workplace Supports - Some employers may need additional assistance in creating workplace cultures that are supportive of individuals with disabilities. This additional assistance or workplace supports may be provided by an agency such as a Community Rehabilitation Program (CRP). This fact sheet will address some of the commonly asked questions about the level and intensity of workplace supports that individuals with disabilities may need to obtain and maintain employment.

Successful Organizational Change - Over the past 20 years, there have been substantial changes in the delivery and funding of day and employment services for individuals with disabilities. This fact sheet will summarize the experiences of six CRPs that successfully shifted focus from facility-based services to community employment outcomes in which individuals with disabilities earn at least minimum wage. The experiences of these organizations suggested seven characteristics that support organizational change and higher rates of participation in competitive employment.

Staff Development - Customized employment requires a high level of commitment and skill from the staff that provide employment supports on a day-to-day basis. Some Community Rehabilitation Programs (CRPs) may re-allocate resources and staff from facility-based programs to expand their customized employment services. These individuals may need to develop a new set of skills and values that are very different from direct support roles within the facility-based program. This fact sheet discusses strategies that an organization can use to ensure that employment consultants share the same mission and values for promoting competitive, community-based, integrated employment options.

Developing a Business Plan for Organizational Change - This fact sheet describes strategies that CRPs can use to develop a business plan for organizational change and is based on the experiences of Tri County TEC in Stuart, Florida. Tri County TEC is a member of the CRP Leadership Network that was formed by the Training and Technical Assistance for Providers project (T-TAP). 

Employment Negotiations - While there is no magic formula for negotiating customized employment positions, there are some basic principles and strategies on how to negotiate. The job seeker may negotiate with employers, or a support person such as an employment specialist or job developer can represent the individual. Implementing strategies, such as the ones presented in this fact sheet, can lead to an employment relationship that mutually benefits both the job seeker with a disability and the employer who needs an employee.

Disclosure - A key component of customized employment involves negotiating an individualized employment relationship between a job seeker and an employer in ways that meet the needs of both. This fact sheet provides information about some key considerations to achieving effective disclosure in employment settings.

Employment Supports for Individuals with Severe Mental Illness - Employment services that follow seven evidenced-based practices have proven successful in assisting people with severe mental illness in achieving and sustaining employment outcomes. This fact sheet summarizes these seven key practices and provides additional resources on effective employment supports for individuals experiencing severe mental illness.

Demystifying Customized Employment for Individuals with Significant Disabilities - This fact sheet provides some questions and answers including strategies that CRPs can use to successfully assist their customers in achieving customized jobs of their choice. 

Developing Collaborative Community Partnerships - This fact sheet describes strategies that enhance the development of effective collaborative community partnerships focusing on competitive employment outcomes for individuals with disabilities. 

Assistive Technology as a Workplace Support - Despite the promise of assistive technology, many people with significant physical disabilities remain in facility-based employment programs. Underutilization of AT to facilitate competitive employment is related to a number of critical issues. This fact sheet provides general information about assistive technology and resources that the reader can access for more information.

Customized Employment Q and A: Funding Consumer-Directed Employment Outcomes - This fact sheet reviews practices for funding consumer-directed, customized employment outcomes. It also provides examples of how community rehabilitation programs can encourage and support more consumer-directed funding approaches.

Customized Employment Q and A: Funding of Community-Integrated Employment Outcomes - This fact sheet provides information on how to use a diversified array of funding resources to support community-integrated employment outcomes. Ms. Nancy Brooks-Lane, Director of Developmental Disabilities Services Cobb-Douglas Counties Community Services Boards in Georgia, provides detailed examples on how to target and use a variety of funding opportunities for this purpose. 

Self-Employment as a Customized Employment Outcome - Supporting individuals with significant disabilities to start their own businesses may seem like uncharted territory to community rehabilitation providers. This fact sheet addresses some of the questions that prospective entrepreneurs with disabilities, their families and friends, and CRP staff involved in supporting these efforts may have about self-employment.

Customized Employment Q & A - Addressing Concerns Related to Losing Social Security and Health Care Benefits This fact sheet addresses common questions regarding how work in an integrated community job may impact an individual's benefits. Readers are reminded that the impact of work on benefits varies on a case-by-case basis. Assistance from a trained benefits specialist is always recommended to ensure that the advice given to an individual and his or her family is accurate.

Customized Employment Q & A - Assisting Adults with Intellectual Disabilities and Their Families to Pursue Their Employment Goals - Federal and state policies have promoted a shift away from segregated day programs for people with disabilities towards employment in integrated settings. This fact sheet explores why adults with disabilities choose to attend sheltered workshops and how this situation can be changed.
The T-TAP web site clearly has been an excellent vehicle for dissemination of the project’s materials. T-TAP began to track the use of the project's website in the third quarter of year one.  Information on all quarters is available for the remaining years of the project and will be summarized in the following tables. 

	YEAR ONE WEB STATISTICS

	Quarter
	Total Page Views
	* Monthly Unique Visitors
	** Daily Unique Visitors
	Total Visits

	3rd Quarter 04/03 to 06/03
	6,710
	601
	756
	1,037

	4th Quarter 07/03 to 09/03
	9,636
	1,678
	1,870
	2,123

	TOTALS:
	16,346
	
	
	3,160


	YEAR TWO WEB STATISTICS

	Quarter
	Total Page Views
	* Monthly Unique Visitors
	** Daily Unique Visitors
	Total Visits

	1st Quarter 10/03 to 12/03
	13,290
	2,690
	3,022
	3,404

	2nd Quarter 01/04 to 03/04
	23,759
	4,827
	5,337
	6,028

	3rd Quarter 04/04 to 06/04
	20,223
	2,975
	3,484
	4,087

	4th Quarter 07/04 to 09/04
	28,268
	3,673
	4,097
	4,650

	TOTALS:
	85,540
	
	
	18,169


	YEAR THREE WEB STATISTICS

	Quarter
	Total Page Views
	* Monthly Unique Visitors
	** Daily Unique Visitors
	Total Visits

	1st Quarter 10/04 to 12/04
	20,430
	3,835
	4,282
	4,749

	2nd Quarter 01/05 to 03/05
	27,456
	5,429
	6,053
	6,753

	3rd Quarter 04/05 to 06/05
	30,408
	7,267
	8,595
	8,595

	4th Quarter 07/05 to 09/05
	21,673
	5,696
	6,606
	6,606

	TOTALS:
	99,967
	
	
	26,703


	YEAR FOUR WEB STATISTICS

	Quarter
	Total Page Views
	* Monthly Unique Visitors
	** Daily Unique Visitors
	Total Visits

	1st Quarter 10/05 to 12/05
	21,255
	5,835
	6,685
	6,685

	2nd Quarter 01/06 to 03/06
	21,475
	6,170
	7,253
	7,253

	3rd Quarter 04/06 to 06/06
	18,938
	5,437
	6,231
	6,231

	4th Quarter 07/06 to 09/06
	21,084
	7,322
	6,362
	7,322

	TOTALS:
	82,752
	
	
	27,491


	YEAR FIVE WEB STATISTICS

	Quarter
	Total Page Views
	* Monthly Unique Visitors
	** Daily Unique Visitors
	Total Visits

	1st Quarter 10/06 to 12/06
	21,084
	7,322
	6,820
	7,744

	2nd Quarter 01/07 to 03/07
	19,981
	7,744
	6,362
	7,322

	3rd Quarter 04/07 to 06/07
	18,637
	7,192
	6,255
	7,192

	4th Quarter 07/07 to 09/07
	16,404
	5,605
	6,401
	6,401

	TOTALS:
	76,106
	
	
	28,659


*Monthly Unique Visitors are unique visitors during a month. Monthly Unique Visitors are either first-time or returning visitors. Monthly Unique Visitors are counted once for the month even when they make repeat visits.

**Daily Unique Visitors are unique visitors on any given day. Daily Unique Visitors are either first-time or returning visitors. Daily Unique Visitors are counted once for the day even though they may visit more than once during the day.  Note:  If a person visits several days within the month, the daily unique visits will be higher than the monthly unique visits.
T-TAP CD-ROMs / DVDs

As previously mentioned, all of the videos produced by the project are available on CD-ROM or DVD.  The products are as follows.  Please note that a copy of each of these products is being sent as part of the final report.  Unfortunately, we did not keep an exact count of the number of CDs or DVDs distributed by the project through all of the project's activities.  We do know that 313 CDs have been disseminated through the RRTC's web site and online store, www.worksupport.com.  This number does not include the products that were given away at face-to-face events or to the mentors and intensive TA sites.  A conservative estimate based on the number of CDs that have been copied is approximately 500 CDs or DVDs disseminated.  A list of these products follows:

1. Customized Employment Strategies for Individuals with Disabilities: 2003 Webcast Series:  This 4 CD set contains eight webcasts with national speakers on topics related to customized employment of individuals with disabilities. Each webcast includes a 45-minute lecture, PowerPoint presentation, handouts, and other resources. 

2. From Rural Employment to Micro Enterprises - A Potpourri of Employment Strategies: 2004 Webcast Series:  This DVD contains an assortment of 6 webcasts with national speakers on a range of topics related to employment strategies for individuals with disabilities. Each webcast includes a 45-minute lecture, PowerPoint presentation, handouts, and other resources. Topics include: Organizational Strategies to Impact Employment; Fading Job Place Supports; Using Work Incentives to Fund Micro Enterprises; Employment in a Rural Community; Funding Organization Change; & Positive Behavior Supports.

3. Increasing Employment Outcomes for Individuals with Disabilities: 2005 Webcast Series:  This DVD contains a collection of 6 webcasts with national speakers on topics related to increasing customized employment outcomes for individuals with disabilities. Each webcast includes a 45-minute lecture, PowerPoint presentation, handouts, and other resources. Topics: Increasing Employment for People with Psychiatric Disabilities; Personal Assistance Services in the Workplace; Managing for Employment Outcomes; Parent Expectations and Work; The Nuts and Bolts of Networking with Business; & Work Incentives: How Work Impacts Your Benefits.

4. Facilitating and Expanding Customized Employment Outcomes: 2006 Webcast Archives:  This 2 Disc CD set contains an assortment of 7 webcasts with national speakers on a range of topics related to employment strategies for individuals with disabilities. Each webcast includes a 45-minute lecture, PowerPoint presentation, handouts, and other resources.  Topics include: Disclosure of Disability; Partnering with One-Stops to Facilitate Customized Employment; Providing Employment Supports for Individuals with Psychiatric Disabilities; Funding the Transition to Meaningful Adult Roles; Organizational Transformation to Expand Integrated Employment: Lessons Learned; Achieving Customized Employment Outcomes Using Diversified Funding; Job Restructuring/Job Negotiation

5. Creating Customized Employment Opportunities for Individuals with Disabilities:  This CD contains video and audio presentations on Customized Employment Strategies, Job Negotiation, and Partnering with One-Stops. The presentations include handouts, PowerPoint, fact sheets and related web links. 

6. Self-Employment for Individuals with Disabilities:  This CD provides the viewer with information on self-employment for individuals with disabilities. The CD contains audio and video presentations, fact sheets, related web links, and important contact information. Topics include: Self-Employment for Individuals with Disabilities; Using Work Incentives to Fund Micro Enterprises; Developing a Business Plan; Self-Employment as a Customized Employment Outcome. 

7. Promoting Organizational Change: This two-disc CD set provides information on strategies for successful organizational change, moving from facility-based services to community employment outcomes for individuals with disabilities. Presenters share their real-life experiences of successes and barriers to organizational change and increasing participation in competitive employment. The CD set includes audio interviews, video presentations, fact sheets, web links, and contact information.

8. Working with Parents:  This CD provides the viewer with information to assist families when preparing their sons or daughters with disabilities to work in their local communities. The CD contains audio interviews, a video presentation, fact sheets, related web links, and important contact information.

Objective #4:  Conduct policy studies, conduct evaluation of project activities, and collect and analyze policy-related information to increase integrated, customized employment, choice and wages for individuals with disabilities.
The project conducted two major policy and evaluation activities. A national survey of Section 14c certificate holders was developed and implemented, drawing a random sample from the DOL list of certificate holders. In addition longitudinal data was collected on the experiences of the 15 technical assistance sites and target individuals supported by the sites.

National Survey of Section 14c Special Wage Certificate Holders

The survey addressed three areas: 1) Factors That Maintain Subminimum Wage Employment, 2) Factors That Support Integrated Community Employment, and 3) Organizational Demographics and Characteristics. A total of 700 surveys were mailed to CRPs selected using simple random sampling from the Department of Labor’s mailing list of 14 (c) Certificate Recipients.  After removing invalid sample members the final sample was 668 CRPs.  Of this number, 292 surveys were returned completed for a 43.7% response rate. A survey report was completed and submitted to ODEP, which is also included in this final report. In addition, preliminary survey findings were presented at the project Summit in Washington, DC and at the 2007 APSE conference.  Please see the full report for details regarding the findings in the separate bound document submitted with this final report.

Longitudinal Study Of Technical Assistance Sites

T-TAP assessed resources and outcomes at project sites using three tools developed by the Institute for Community Inclusion. The tools are to be used on a point-in-time basis, which allowed for minimal time commitment from agency staff. T-TAP sites implemented the Staff Time Log and the Individual Employment Outcomes Log every six months, and the Organizational Survey once every 12 months.

This longitudinal data was collected from each technical assistance site for a 24-month period while the site was engaged in intensive technical assistance and mentoring from the project. These data served as tools to support the technical assistance process, and also provide a summary description of each organization. The following provides a description of each tool.


Staff time log: The goal of the Staff Time Log was to provide a snapshot of staff time investment across eight major activity categories. The Staff Time Log was used to answer questions such as:

· Are staff members spending too much time providing individual support?

· Are we shifting resources from facility-based services to community support over time? 

· Are we investing enough in job development?

Staff members from all T-TAP agencies were asked to log their primary activity in 30-minute intervals for a one-week period. Staff completed the time log five times at six-month intervals. They indicated the primary activity for each 30-minute interval during the day. Ideally staff members were to complete these throughout the day. If a staff member was out sick or on vacation, no hours were recorded. T-TAP provided postage paid envelopes so that staff could return the form directly to the project. The goal was to look at organizational resource allocation, not individual staff performance.


Initial consumer demographics: Organizations were asked to identify target individuals who were priority candidates for job placement. Descriptive information was collected once at the start of the project on each individual. 


Organizational Staff Survey: The purpose of the Organizational Survey was to assess the extent to which staff had a common understanding of organizational values and strategies. The Survey asked them to indicate their agreement with statements that assess organizational practices, funding practices, strategies for employment, personal experiences, and perceptions of changes in responsibilities and expectations. The Staff Survey was completed three times at a 12-month interval.


Individual Consumer Outcomes Log: The consumer outcomes log assessed the quality and quantity of individual outcomes by collecting a one-week snapshot of an individual’s activities including the total hours spent during this week across five activities or jobs (individual employment, small group supported employment, individual community-based non-work activities, sheltered employment, and facility-based non-work services). Quality of employment measures included wages, payroll status (is the individual on company payroll or program payroll), benefits, and the type of job. The Consumer Outcomes Log was completed 5 times at a six-month interval.

A summary of the data is included in the Appendix B of this report.

Summary of objectives not met under goal:  None

III. POLICY ISSUES AND RECOMMENDATIONS AND BEST PRACTICES
Policy issues identified that impact Systems change of 14 (c) Community Rehabilitation Service providers (CRPs) in utilizing customized employment strategies. 

Funding agencies at the state and federal levels need to be clear about the intent of funding, and expectations for outcomes. Organizations may have conflicting goals that lead to employment funds being used to support alternative goals and outcomes. Home of Hope’s organizational priorities emphasized producing a surplus in their day and employment programs to support other services. In the absence of contract requirements and funding incentives that prioritize individual employment a wide range of organizational factors, including the fundamental belief that individuals need sheltered employment to be successful that was indicated in the Survey of 14c Providers, will primarily influence outcomes. Similarly other organizations that do not have clear top-level support for expanding integrated employment struggled with implementing change, suggesting that external pressure will be necessary to help shift organizational priorities in many cases.

The primary opportunity for change at the federal level is establishing employment outcome expectations in the Medicaid program. At the state level state MRDD and MH agencies are the primary funders for sheltered employment and non-work services. Successful states including Washington and New Hampshire have taken steps to end or limit funding for both facility-based work and facility-based non-work services. Medicaid, principally under the Home and Community Based waiver, is the most significant federal funding stream for individuals with developmental disabilities. Waiver services continue to principally support non-work services, and there is no clear mandate or priority for employment in Medicaid regulation. 

Braddock reported that in 2002, Medicaid funding for day activity and other segregated non-employment programs totaled $488 million, more than four times the $108 million allocated that year for HCBS Waiver funding for supported employment. Establishing a clear mandate that states include employment supports and goals in existing and new waivers and achieve gradually rising benchmarks for employment outcomes and spending would establish a federal expectation for increases in employment outcomes. CMS could establish a requirement that state agencies that use Medicaid funds collect and provide data to a common data collection system. Incorporating data on employment and other key performance goals, such a system would assist CMS to meet federal standards under the Government Performance Results Act, and would establish for the first time a national outcomes tracking system across Medicaid funded programs.

Outcome and activity-based funding systems should be used to direct resources toward job development and individual employment. Currently funding for sheltered employment is primarily on a per diem or unit contract basis. Funding continues regardless of the effort that is placed on career planning and job development, and there is little incentive for organizations to shift resources toward those activities. At several organizations staff provide job development support for both short-term customers funded by VR and to participants in their facility-based programs. In those programs the fiscal and social/political pressure is significantly greater to provide supports to short term customers, and workshop participants rarely receive sustained or dedicated placement supports. Funding that is tied to outcome benchmarks or completion of core activities such as development of a placement plan may be more effective at influencing resource allocation.

Maintaining funding for values training and leadership development should be a high priority for systems. Presence of a supportive leader or leaders was one of the most significant factors in organizations that achieved substantive change. Effective state systems invest considerable resources in values training and leadership development, providing regular and ongoing opportunities for the development of invested and passionate leaders within the state system. There is widespread concern about the absence of a strong cadre of developing leaders in the human service and nonprofit fields (Birdsell & Muzzio, 2003; Cohen et al., 2005). In a study of state MR/DD agencies that have achieved high levels of participation in integrated employment, respondents expressed concern that experienced and knowledgeable leaders, those that had undergone intensive values training and experienced the de-institutionalization movement, were largely beginning to retire and the new generation of leaders had not had similar formative experiences, A coordinated leadership training initiative across programs including Labor, CMS, the Rehabilitation Services Administration, the Administration on Developmental Disabilities, and CMHS could develop academic and certificate training opportunities in collaboration with existing rehabilitation and disability studies programs targeted to emerging leadership. Similarly, the Medicaid program could reserve a portion of waiver funds for training initiatives.

States should give consideration to policy and strategy including training and certification that establish a professional staff role for community employment support.  Consideration to strategies for professionalizing employment consultant positions may help establish a more flexible job role. Organizations are finding that traditional hourly job roles are not effective for positions that support community employment. Existing training projects including the Rehabilitation Continuing Education Programs funded by the Rehabilitation Services Administration provide a platform for this type of training. 

Strategies and policy are needed that facilitate renegotiation of job responsibilities and positions including essential job duties, work schedules, and work location for unionized positions.  Organizations that have a unionized labor force present unique challenges to restructuring services. CRPs need the flexibility to restructure and redefine positions. Strategically organizations need to meet with Union representatives as soon as possible in the process and to follow the procedures laid out in contract rules. On a national basis retraining initiatives cosponsored by unions or other approaches may help establish integrated employment as a career path opportunity.

Organizations need support for business plan development and reallocation of staff and physical capital resources. Analysis of the financial impact of restructuring is a weakness in most organizations. On a policy level this has several implications. One is the need to provide business plan development support to organizations as they restructure services to an integrated model. Second, state and federal authorities should consider the use of bridge funds in the form of grants or loans to assist organizations in transitioning staff resources and addressing the repurposing or disposal of physical facilities. Such support needs to include clear benchmarks in the context of a comprehensive business and organizational change plan to ensure that true organizational change takes place.

Organizational change may require that organizations cease doing some activities. State and local funders need to negotiate these changes and support transition plans that incorporate reductions in some activities. Reallocation of resources may have other implications. Because it is difficult for CRPs to invest resources in competing goals, a change plan that allows for a reduction in supports for other activities may be necessary. This issue affected Friendship, one of T-TAP’s high performing sites with regards to organizational change. Because they have focused their primary energy and resources on employment development, Friendship staff feel that they have reduced their focus on non-vocational services. 

Transportation initiatives need to be expanded including research into transportation alternatives. Transportation is a consistent barrier to employment. While most transportation needs are resolved on a case-by-case basis, expansion of systemic transportation initiatives including transportation planning, travel training, vouchers, and other strategies need to be expanded. T-TAP mentors have been successful using nontraditional resources such as Americorps volunteers. 

Recently Charles River Arc committed to hiring a staff person just to provide transportation services for individuals working in the community. In the meantime they have taken a whole organization approach to reviewing resources and are working collaboratively, using less vehicles and less staff by transporting all who are going in the same general direction at about the same time each day. This approach, combining resources across residential and day services, suggests the possibility of interagency initiatives to meet transportation needs in a coordinated way.

State and Federal systems need to expand training and technical assistance opportunities to include mentorship and direct modeling and observation of core competencies. Significant change occurs when training and technical assistance includes opportunities to directly model critical skills such as job development and career planning. Requiring substantive demonstration of skills in certification programs for employment staff is one way of addressing this need. Core competencies in job development and employer outreach should also have more emphasis in rehabilitation counseling programs. 

SUCCESS STORIES 

T-TAP organizations varied widely in their success in implementing nontraditional customized employment opportunities. Nevertheless, sites did dramatically increase the number of individuals supported in individual integrated and self-employment. They also demonstrated significant change in providing a systematic career planning and job search process that incorporated individual interests and negotiation of job responsibilities and characteristics with employers. These changes represent key lessons learned and the development of a foundation for participating organizations to continue to improve job support moving forward, The stories below highlight at the start key lessons learned by the participating organization.  Please note that these were submitted by the projects and are "in their own words."  These have not been edited for this report.

Hi-Hope Services

Wayne: Jungle Jump Adventures 

Lessons learned: 
Use of networking and engagement of board members in job development


Stopped attending workshop for days off from community job

Wayne H. is 37 years old and lives at home with his family.  He began work in the Hi-Hope workshop in 1991 after exiting school services. His only work experience outside of the workshop was a non-paid work experience while he was in school.  Wayne was content in the workshop, friendly, and a good worker with a great personality. He helped with our daily bulletin, took a computer class and was an avid sports fan. He also has contracture of one hand. In August of 2005, Hi-Hope was contacted by two sisters through advice from a Hi-Hope board member that they knew who were opening a new business.  The business, Jungle Jump Adventures, is a facility for children’s birthday parties with 4 themed party rooms and an arena with five huge inflatibles for the children to jump on.  They were getting ready to interview potential employees to include party attendants to set up parties and clean up afterwards and arena attendants to make sure the kids were following the rules.  

The agency was not sure if Wayne would be interested, but when approached he stated that he had just started thinking about getting a job.  He was also informed at that time that he would be working around children, and Wayne stated that he had several nieces that thought he was “pretty cool.”  He agreed to try the interview. When he was told that Jungle Jump was offering him a job he smiled and said, “I guess I am starting a new venture.”  He has been there two years.  

When he first started, Wayne still came to the Hi-Hope center two days a week when he was not working in the community. About eight months into employment, he chose not to come to the center any longer. Wayne continues to work three days a week, with the offer of an additional day whenever he is ready. Currently he spends more time with his family on his days off.  His job duties are varied and support his interests. The owners have been willing to let him try numerous duties and so far he has had no problems, but would make reasonable accommodations if needed. Wayne covers the front desk at times and helps customers fill out the waiver form that is required.  When there are no customers there are cleaning duties that are Wayne’s responsibility.  He collects trash from the party rooms, sets up parties in advance, stocks the refrigerators in the party rooms with drinks, vacuums the arena, and washes the front entrance door and window.  He spends most of his shift working as an arena attendant.  Staff report, "Who would have guessed that our quiet, soft-spoken young man would have no problem telling kids to slow down or come down the inflatibles feet first?  His nickname at work is 'the enforcer'.”

Hi-Hope

Jerry: Nursery, Longhorn Steakhouse, McDonalds

Lessons learned: 
Use of job creation


Creative problem solving for job support


Negotiation with employer for job duties and schedule

Jerry is a 53 year old gentleman that lives in a group home, likes being alone, loves the outdoors, collects and recycles aluminum cans and loves to work and keep busy. A job in the community with a paycheck is what is most important to him.  Jerry is miserable when he has to come to the workshop. In April of ’06 after applying for a job at several nurseries, and checking back with them on a weekly basis, he was offered a job by one of them after the manager took a look at their daily operations and created a job for Jerry doing two tasks that they never seemed to have time to complete.  He was responsible for keeping the nursery weed free, especially the burlap wrapped root balls of their trees, also watering all plants not covered by their watering system.  He loved the work, always an A+ attitude, and as a result of his impeccable weeding the nursery passed their county inspection with no problems.  Unfortunately it was a seasonal job, so in November he was back in the workshop and miserable.  A few weeks later, an opening occurred at a local restaurant, Longhorn Steakhouse, where the agency had two people rolling silverware evenings on the weekend, one left and we were asked to fill that position, so Jerry was working again.  But, he was still coming to the workshop three days a week.  

In the spring of ’07, Hi-Hope was informed by the nursery that they would not be able to bring Jerry back due to their budget.  So a new search started.  Another great opportunity came with a phone call- Sunbelt Office Products had been referred to Hi-Hope when they were looking for someone to clean their warehouse, stock and clean up their break rooms. Part of the job is pulling drinks and paper products from the warehouse inventory to stock the break rooms and checking them off on an inventory sheet.  Jerry cannot read.  We created a picture inventory sheet, with the permission of Sunbelt, so that he can complete this task independently. Jerry is now cleaning the warehouse three days a week, on his own which makes him very happy.  He originally started at four days a week and wanted to keep his weekend job.  It did not take him long to realize he needed some time off.  With Sunbelt in agreement Jerry now shares his job with another gentleman from our program who works weekends at a McDonalds and every other Monday with our grounds keeping crew at Lake Lanier.  Jerry still works at the restaurant on the weekends.

Hi-Hope

Paul: Chuck E. Cheese

Lessons learned: 
Use of career planning to support job development


Importance of listening to individual interests and pursuing creative ways to address them in employment.

At Paul’s initial career planning facilitated by T-TAP and Hi-Hope staff, a clear interest in performance emerged as a theme. Paul had been active in a dance academy for many years, and enjoyed performing in recitals. He also expresses this interest through serving in various capacities at church and in other ways.  While the planning team was brainstorming options his brother, jokingly suggested that he could be the Hamburglar. The group laughed, the idea was written down, and became part of the vision that his employment specialist pursued as she began job development. 

Taking Paul’s interest in performance seriously, Leesa approached Chuck E. Cheese as a possible employer. The employer was interested in someone who would serve in dual roles as a utility worker in the restaurant and performing Chuck E. Cheese for parties and at other times when the chain mascot was in residence. Paul divides his time between these two sets of responsibilities, and loves interacting with the children in his role as Chuck E. Cheese. When he is not performing as Chuck E. Cheese, Paul does clean up and sweeping of the dining area and play area.  He has received positive feedback from his supervisor and customers regarding his interactions with children and parents when he performs as Chuck E. Cheese.

AtWork!

Ryan: McDonalds

Lessons learned: 
Job negotiation and job restructuring.
Benefits of prioritizing movement from the workshop to community employment and reconsidering individual capacity for employment.

Ryan came to AtWork! about ten years ago right out of high school. He worked in the workshop but he always wanted a job in the community in an ordinary workplace. AtWork staff negotiated a dedicated job a a local McDonalds to support the midday rush. If you have ever visited a busy McDonald's restaurant over the noon hour you know how fast and furious the employees are working to get food cooked and out to customers. Having someone there to make sure the french fries are always cooked and ready for waiting orders is vital during the hectic noon rush and freed other employees to focus fully on their work stations. Ryan works two hours a day keeping up with the french fries. To his co-workers Ryan is more than the french fry cook. They like him. They're teaching him Spanish. And Ryan is helping them to understand that people with disabilities can contribute and make a difference in the workplace.

AtWork!

David: Coffee shop

Lessons learned: 
Job creation
Reconsidering individual capacity and potential for contribution.

David is a middle aged man who has spent his entire adult working life in AtWork!'s sheltered workshop. David never earned very much in the workshop because his physical disabilities were a barrier to his productivity on the assembly line. David found the work boring and felt the workshop was noisy, and he wanted a job where he could really contribute. AtWork! connected with a coffee shop in a local mall that does not get much business because it is off the beaten path. First thing in the morning there is a rush as store clerks stop by on their way to their jobs, but by mid-morning business is pretty quiet. David is to helping the coffee shop increase business by taking orders mid-morning and delivering coffee to the clerks in the stores in his powered wheel chair. David gets a job, the coffee shop gets much needed business and the store clerks get their coffee.

HCAR

Jim: HCAR administration

Lessons learned: 
The importance of a holistic view of the relationship of employment support to other life areas. HCAR supported Jim to acquire more effective adaptive equipment including a power wheelchair, pursue continuing education and acquire his own apartment.

Jim is a 34 year-old Caucasian male who has a diagnosis of Spastic Quadriplegia secondary to Cerebral Palsy.  Jim’s has disabilities that affect independent living skills and mobility. Jim graduated from public High School and attended a community college in Montana part-time for 2 years before moving to California. In spite of the many obstacles Jim has faced over the years he maintains a positive attitude, is outgoing, and has great social skills.  Jim entered Baybridge’s work activity program in 2004.  Jim’s goals were to have a part-time job in the community and to establish his own residence.  Jim was opened up for job development in 2006 and was employed by Baybridge Employment Services as a morning receptionist. Jim’s duties include answering phones, directing calls, taking messages, entering data into the database, copying, shredding, and conducting satisfaction surveys. 

The nature of Jim’s disability impacted his mobility and limited his choices.  Appointments were scheduled with a physician to assess his need for a power chair.  Jim now has a power chair and has received mobility training from his job coach, who is proficient at operating her own power chair.  Jim has continued his education while working at Baybridge and has received certificates of completion for the following courses, “Understanding Technology”, “Computer Operator Business Applications, Level 1”, “Write your Memories using MS Word”, “The Internet: Get More out of Going Online”, and “Get the Picture: Introduction to Digital Cameras”.  Jim has also achieved his goal of independent living, and is now living in his own apartment.  Since receiving the power chair and mobility training, Jim’s confidence has soared and he has applied for classes at “College of the Redwoods”. He will begin working towards a certificate in “Desktop Publications” in the spring, which means we will be losing a great employee soon.  It has been rewarding to see Jim’s growth and with his continued accomplishments and work experience his future looks very bright.

HCAR

Dana: Restaurant

Lessons learned: 
Sustaining an emphasis on ongoing job expansion and career development.
The importance of story telling and ensuring individuals who are working share their experiences with other customers and families.

Dana is a 45 year-old man with a diagnosis of mild mental retardation. Dana has had some problems with substance abuse in the past.  Dana currently shares an apartment with a roommate.  Dana was employed for 10 years at Redwood United (a sheltered workshop), but entered the Baybridge Work Services program upon the closure of RUI.  In the work services program Dana received training in bulk mailing, housecleaning, lawn maintenance, and various small parts assembly jobs.  Dana has consistently shown a strong desire to work.  

In 2005, Dana was began job development and was found a job at a local restaurant that has a great reputation in this area for its prime rib and steaks.  Dana quickly acclimated to the new environment and developed natural supports within the job site.  Dana’s general duties were housekeeping.  After a period of time Dana was also trained in food preparation.  Dana has been at his current job for over two years, loves it and become a valuable asset to his employers.  Many times he has come into our office to show everyone the amount of money he has earned that pay period.  Dana has also shared his experience with others in work services, hoping that it will inspire them to do the same.  Dana is currently saving money to purchase a truck.  This placement has resulted in a great outcome for both the consumer and the employer.  

CCDS

RK Construction

Lessons learned: 
The importance of personal networking in job development and maintaining communication about job needs across the organization.
Negotiating job creation and job restructuring.

CCDS had a gentleman who had been working in the agency’s workshop for a number of years.  He had expressed an interest in a community job, but during career planning it became apparent that he only wanted to work in a situation similar to the workshop- a warehouse setting where he could do just one task and possibly some sweeping.  He did a lot of sweeping at the workshop and really enjoyed it.  This was definitely going to be a more challenging placement.  Staff began contacting employers to find an opportunity that met his needs, but also decided to connect with all their community networks to see if there may be some possibilities.

Through conversations with community members, past employers and staff they were able to learn about a position with RK Construction.  A CCDS staff person spoke with her husband who worked at this construction company and discovered they were in need of a “Nail Puller”. Knowing the job seeker, the staff person alerted the Community Employment Staff of the job.  The Community Employment Staff contacted RK Construction on the job seekers behalf.  

RK Construction remodels and preserves historical homes in Savannah GA. They were in need of a nail puller to take the nails out of the old boards that would be reused to remodel the homes. The Community Employment Staff had a tour of the facility and tried out the Nail Pulling position to see what strength and skills was needed to complete the task.  They then went back to the agency and spoke with the job seeker about the job.  The job seeker stated that he was interested in the position and CCDS assisted him in applying for it. 

The individual was hired to work Monday-Friday, 4 hours/day.  The individual had intensive job coaching to assist him in learning his job and adjusting to the new work environment.  It was discovered that some nails were too difficult for the individual to remove from the wood-some had been impounded in there for up to 100 years. CCDS was able to negotiate with the employer that he could put aside any planks of wood that were too tough to get the nails out and a co-worker would do it at a later time.  

Once he started to master his task of pulling nails, they added the duty of sweeping up all the dust and wood particles to his day.  This was an exciting addition to his job, as he loves to sweep and used to do it frequently at the workshop.  

CCDS

Katherine: Publix

Lessons learned: 
Identifying job requirements such as proximity to home during career planning.
Employer negotiation and job restructuring/job creation.
Effective problem solving including job accommodation and the use of adaptive equipment.

Katherine was referred to CCDS Community Employment Services for assistance in finding a job.  During her planning meeting the team learned that she multiple barriers to employment including poor sight and hearing and minimal reading, writing and time telling skills. In addition she could not use the local bus system and would be depending on her mother to transport her to and from work.  This meant she needed a job in close proximity to her home. Katherine continued to state that she loved working in the kitchen at home and wanted a job where she could use some of her food preparation and cleaning skills. 

CCDS began job development near her home and discovered a Publix grocery store in the area.  CCDS decided to approach management about a job possibility for Katherine.  They explored all the food preparation jobs at the store, but based on the job descriptions the jobs were not good matches for her.  They began trying to carve a position for Katherine that used her skills but would only have one or two job tasks.  They were able to carve out a position for her in the produce dept. at Publix’s cutting fruit. She was too short to reach the cutting space so they made a long stool for her to stand on and walk along to reach the different items on shelves that she needed. Staff were afraid Katherine would cut her fingers due to her limited sight. She had very short fingers and needed an accommodation.  They took a pair of cutting gloves (gloves especially designed to make it impossible to cut through them), turned them inside out, cut the fingers down, and she was able to cut the fruit without danger of cutting her fingers. She was unable to tell time and was not able to know when to clock out to go home. She was given a pager to wear to work each day.  Her mom would call the pager when she was leaving the house to pick her up, it would vibrate, indicating to Katherine that it was time to clean up, punch out and wait for her ride.  They used the pager on vibrate rather then a tone because of her hearing impairment.  

Katherine needed intensive job coaching for about 6 months to master her job.  They were not able to use any sort of checklists to assist her learning due to her lack of vision.  Unfortunately due to hygiene issues Publix needed to remove her from handling food. CCDS was able to negotiate another position for her at Publix. She had continued to have a desire to clean. Publix was able to create a position for her as a cleaner.  Katherine walked around and cleaned the finger prints off all the refrigerator cases and all the chrome around the freezers. Katherine really loved this cleaning job.  But when she and her mother moved to a house across town it became too difficult for her mother to drive her to and from work each day, in addition they discovered that the grocery store was closing.  CCDS met with Katherine and discussed her options for employment.  Katherine continued to state that she wanted to work at a grocery store doing her cleaning.  CCDS began approaching all the grocery stores near her new home. They discovered management at a Piggly Wiggly store that were open to creating this same position for Katherine at their store.  The Piggly Wiggly had never hired a person with a disability before, nor had they ever created a job for anyone.  When the Publix closed down she was able to transfer to a Piggly Wiggly by her house.    She continues to clean the refrigerators and freezers throughout the store.  Her mother still drives her to and from work.

MVRS

Linda: Sizzler

Lessons learned: 
Addressing family concerns proactively.
Job creation and employer negotiation.

MVRS has struggled to find community jobs for individuals, particularly those from their sheltered workshop, which makes their success helping Linda, a woman with significant challenges, particularly noteworthy. Linda is blind, has a developmental disability and has a complicated, over-protective family with rigid requirements of what is acceptable work for their daughter.  MVRS found her a job within a Sizzler restaurant that met everyone’s requirements: Linda enjoys the work; the family accepts the work place and work conditions; the other employees welcomed Linda and treat her as any other employee; and the manager of the restaurant is committed to making this a positive experience. 

MVRS staff worked closely with the employer to identify parts of jobs that created problems for the business and then negotiated with the employer to have Linda complete those tasks. Linda has been on the job for almost two years and prepares bread baskets, wraps potatoes in foil and places cutlery in napkins. MVRS attempted to withdraw its staff support, but has been unable to accomplish this – other employees appear too stretched with their own jobs to add support to Linda. On the positive side, however, Linda is part of the work team and is invited to all social functions as any another employee.

MVRS

Dana: Bakery

Lessons learned: 
Creative response to individual interests.
Continued job development/job expansion following initial placement

A second individual expressed an interest in performing and MVRS found her a job working for a bakery that recently expanded its hours to include the weekend. puts put on a costume (think mascot) and working outside the bakery announcing it is now open and encouraging people to enter. This is Saturday and Sunday for 4 hours each day. Shortly after Dana’s hours increased to 20-30 hours per week including work in the bakery. She works some days as the mascot holding a sign and bringing in business and other days she works within the bakery itself. 

Anixter

Veterinary office and dog walker

Lessons learned: 
The importance of expanding individual experiences to support job development.
Effective use of personal networks in job development.
Working closely with family to address family concerns.
Job creation and self employment.

We have been most fortunate at the Adult Community Transition Program this past 6 months to have as an intern in the Masters program for Rehabilitation Counseling from Northeastern Illinois University a woman who has and trains therapy dogs.  During the course of her time with us and the visits her dogs have made to the program we have seen responses and discovered reactions from many of our participants that have been pleasingly unexpected.  One such is from a young lady who has a dog of her own at home, but had been looking for a job in a senior or assisted living center.  Through some creative thinking and a network of contacts made available through our intern, the possibility of working with animals became a real possibility for this young lady.  She liked the idea.  At a meeting with this young woman and her family questions were raised about the kind of work she might like to do with animals.  Would she be able to walk dogs in the neighborhood (since she was so good walking the therapy dogs)?  The family was not enthused by the prospect of J.P walking dogs in the neighborhood.  It was decided, however, that mom and daughter would attend training classes for dogs.  Mom would take the family pet and J.P would use one of the therapy dogs of our intern.  When she became more comfortable with the process, the plan was for J.P to finish up the classes with her own dog.  In the meantime, chance would have it that the family dog and the therapy dogs all went to the same vet.  Contact was made by the intern and program staff to request a work trial at the veterinarian’s office.  After a period of a couple of weeks, working 1 hour a day, 2 days per week, the Doctor decided to hire J.P on for that same schedule.  She cleans cages and assists with office mailings and envelope stuffing as needed.

It also developed that our intern currently needs to return home from work every day at noon time to let her four dogs out for a run in the yard and fill their food and drink bowls. Another friend who also has dogs is a schoolteacher who returns home each day at lunchtime.  J.P. has taken over that responsibility 2 days per week now, with the anticipation that this could grow as she can arrange for transportation between homes.  The possibilities for growth in this area are limited only by the amount of time in the middle of each day.  The intern belongs to a group of about 30 families that care for therapy dogs.  

As this experience has grown and J.P. has grown more comfortable and enthusiastic for the work, the family is willing to consider expanding the possibilities for this work in their own neighborhood. Anixter views this as an example of customized employment becoming reality through discovery, networking, partnerships (client, family, staff, employer), and evaluation.

Anixter

Walter: Block Art Supplies

Lessons learned: 
Importance of discovery to the job search. The importance of spending time with individuals in the community.
Use of job carving and job creation.
The role of a cultural match between the job seeker and the workplace.

Walter is 52 years old with a history of Mental Illness and diabetes and is in recovery from a brain surgery he had over 7 years ago.  He has been a member of Anixter Center’s Mental Health program for over 15 years.  During his time here, he has engaged in many work training programs and has been concentrating on his recovery.  Prior to receiving services from Anixter Center, Walter attended school for animation.  During the 1970’s, he held a few positions for short periods of time.  He was able to use his acquired animation and art skills, but due to the onset of his mental illness, he was unable to maintain that level of employment.    

During his work here at Anixter, he has held one position at Jewel Osco as a bagger/stocker.  Although he kept the position for just under 2 years, he felt that it was not the right fit for him and he returned to Anixter.  

In 2006, Walter became one of Anixter Center’s first customized employment consumers.  During various stages of his discovery process, staff was able to learn a great deal about Walter’s history as a person with a disability, but more importantly, a person with a passion for creating art.  During a home visit, Walter showed staff his current drawings and was able to walk with staff to his favorite areas in his neighborhood – places that were aesthetically wonderful - near old structures and local parks.  Walter spoke at great length of his love for art.  During these meetings, Walter also mentioned that he was still in his recovery process, that he needed to continue his work with Anixter Center.    He was anxious about finding a work place where he fit in.  He wanted to use the skills he learned while at Jewel, but he wanted to be in amore artistic environment.  

Walter’s passion for art was reiterated and built upon during his team meetings.  Staff began to search out an environment that would inspire Walter artistically, not create a great deal of anxiety for him, and would allow him to utilize his current skills.  Upon visiting Blick Art Supplies, staff felt it could fulfill Walter’s requirements.  A time was set up for Walter to visit and he felt very at home in the store, he was interested in their products and he made small-talk with the workers.  Walter confirmed that this was a place where he would enjoy working.  At this point, a meeting was set up with a manger and Walter’s job carving began.  At Blick, every employee is required to perform every task in the store, customer service, stocking, and checking out.  However, upon speaking with the manager and other staff, it was determined that the staff was unable to spend as much time as necessary with customers and in general, they really disliked stocking.  After multiple meetings with the manager, a job description was developed for Walter, he would come in three days a week and stock.  

The current Blick employees were thrilled to be able to spend less time stocking and Walter was pleased to be in an artistic environment using his knowledge in this area.  Because Blick hires only those with an interest in art, Walter found a community of artists in the store… the employees use their lunch breaks to try out new products and are able to create art while in the store.   Walter loves his newfound community and is inspired to create his own art.  Walter has now been working at Blick Art Supplies for over a year and still maintains a schedule with his mental health staff.  Walter meets on a monthly basis with his employment staff as well to evaluate his level of satisfaction and to determine if/when Walter is ready to further his career goals and seek out more full time employment (his long-term employment goal).  Currently, Walter is content with his position and prefers to “stay where he is”.  

Employability

Elizabeth: Sweet Ps

Lessons learned: 
Importance of discovery and digging deep to understand the meaning behind state interests.
Job creation and employer negotiation.

For 17 years, Elizabeth worked at her parent’s restaurant. Surrounded by family, she had a lot of freedom and was a little bit pampered.  When the business closed in 2004 her parents were concerned that she might have difficulty finding and keeping a job.  When asked what she wanted to do, she matter-of-factly answered, “I want to be a princess.”

When Elizabeth’s Employment Coordinator, dug deeper into the princess challenge, she found that at the root of everything was a desire to be surrounded by pretty things and to feel very feminine.  Dawn began considering places where this need could be met for Elizabeth, and was brought to Margo Proctor, owner of Sweet P’s, a local upscale gift shop.  Margo has been a long time supporter of EmployAbility, but had a small staff so she had not considered using the employment services at that point.  She and Dawn discussed different aspects of the business where Margo could use help and found that there were opportunities for Elizabeth’s abilities.  

The job that was customized included watering the plants and assisting with maintaining the merchandise such as dusting and putting items out in the gift shop.  Because Elizabeth was a little shorter than the average person, she was not able to reach the top shelves, so another employee tends to these and Elizabeth maintains the other shelves. She also was looking for part-time hours, and she and her boss agreed upon a work schedule that met both of their needs.  Elizabeth works there 4 days per week. 

Customization not only removes aspects of a particular job; it leaves the door open to adding new responsibilities.  One job that was not initially considered, but became part of Elizabeth’s responsibilities was making deposits at the bank.  In order to do this, Elizabeth had to cross a busy street. Dawn coached her with all of the details, starting out side-by-side, assisting Elizabeth in her tasks, and showing her how to safely cross the street at the light.  Eventually, Dawn began the process of fading by walking a few steps, then several steps behind Elizabeth, always keeping her safety in mind. This same process of fading was used in each of Elizabeth’s tasks, until she was able to work independently.   Elizabeth no longer needs a job coach as she has gained understanding and confidence in her work. She has built strong relationships with her co-workers, who are naturals at supporting her to success.

The biggest change Dawn has noticed in Elizabeth is her sense of independence.  “At first, Elizabeth wasn’t sure she wanted to work outside of the EmployAbility contract room. Now, not only does she work independently, she also takes public transportation by herself.  I am just amazed by her.” Making a good wage matters to Elizabeth. She loves to shop and has a number of responsibilities.  Because of her new sense of independence and the income generated by her job, Elizabeth has moved out of her parent’s home and has a new house that she is decorating with her roommate Megan.   “I like everything I do at Sweet P’s,” said Elizabeth, “especially watering the plants and running errands for Margo, my boss.  We have lots of pretty things here, it makes me feel good to come to work.”

ArcNCR

Jessica: Acadia Window and Doors

Lessons learned: 
Use of a systematic career planning and job development process.
Value of situational assessment as part of a detailed discovery process.
Employer negotiation, and the capacity of employers to provide and be creative in developing accommodations.

Jessica Markle began receiving vocational services from the Arc Northern Chesapeake Region as a Transitioning Youth in the summer of 2004. Jess previously had been a full time resident at the Maryland School for the Blind, where she attended since she was 3 years old. Since coming to the Arc, Job Developers have been looking for the right match for this friendly, hard working and engaging young woman. With technical support from the T-TAP grant, Jessica and her team reviewed her interests and assets and developed a marketing profile focusing on her manual dexterity and desire to achieve and be physically active.  When an opportunity arose at an area plant, Jessica’s coach felt this was a job in which she could succeed.  

Acadia Windows and Doors is a small but very busy plant in East Baltimore manufacturing windows and doors for local homebuilders and custom orders. Employment staff from the Arc had developed a working relationship with Acadia over several years, and approached the employer about a job trial for Jessica. It is a clean and modern facility but in this time of so much technology, some aspects of window and door construction are still best accomplished by human hands rather than sophisticated machinery. The job title “Wool Pile Puller” might conjure up a vision of someone sitting near a spinning wheel in archaic 18th century clothing but that is far from the reality in this case. 

Jessica works at a table approximately 20 feet in length. On her table are individual pieces of material used to fashion window frames. Each piece has several small “tracks” which need to be have a strip of insulation or “wool pile” threaded from one end to the other using needle nose pliers. Some pieces may have up to 3 slots that need the weather stripping inserted and pieces are of varying lengths and widths. The pieces once completed are stacked and taken to another station to be cut to the appropriate size by another worker. 

Initially, one might think that the job would require a sighted person in order to be competitive, but Jess put that notion to rest within minutes of her first attempt. It took very little time for her to learn to accurately and quickly install the material into the individual pieces and stack them onto a receiving cart and move to the next piece. Using her excellent fine motor skills and her hands as her eyes, she was as quick (if not quicker) than anyone who had done the same task before her. With production quotas being a real concern, Jess proved she could be competitive early into the learning process, moving quickly and confidently from one end of her worktable to the other. 

Jessica did struggle with some aspects of the work environment because of her blindness. Jessica would occasionally run into the legs or shelving below the work space on her table as she moved back and forth from one end of the table to the other, and soon had a few small bruises or abrasions on her legs. The plant manager, Neil Christopher quickly solved this problem by attaching padding to any area or point which might be a hazard to Jessica. The actual workspace on the top of the table was covered with carpet to protect Jessica’s delicate hands. He later had another worker in the plant fashion a smooth handrail to attach to the table to act as a guide for Jess, which allowed to her to increase her pace even further when moving back and forth. Neil also purchased a walkie-talkie (for $200.00) for Jess to wear on her hip so she could contact either him or the floor supervisor to alert them to her needs by simply pressing a button. Neil was happy to allow a coarse tape, which Jess could “feel” with her cane, to be applied to the floor in the plant to facilitate her getting to the break room, time clock or rest room unassisted. He also acquired a comfortable lightweight hard hat for Jess for extra protection. It comes as no surprise to learn that under Neil’s watch, Acadia has won national recognition for his attention to workplace safety for all his workers. 

Charles River Arc

J.P.: Ink Recycling

Lessons learned: 
Importance of career planning and an effective job match.
Establishing a consulting relationship with an employer and allowing the employer to provide core training and support.
Employer negotiation

J.P is a 23-year-old man who has been participating in the Opportunities and Visions Program at Charles River Employment Services. During a career planning meeting it became clear that J.P had a limited work history, primarily consisting of participating in a work crew at Polaroid. His work at Polaroid entailed piece work and light assembly tasks. Due to his limited exposure to job experiences the team struggled with assisting J.P to identify jobs he would be interested in pursuing until the career planning team began exploring other areas of interest beyond J.P.’s work experience at Polaroid.  Through further discussions it became apparent that J.P really liked computers. Although he did not have work experience using a computer, he did use the computers in the day program and also in his home to perform basic tasks such as word processing and internet browsing.  

J.P and his team decided to focus on jobs that would use his basic computer skills. J.P and his job developer identified a job in an ink cartridge recycling company working in a storefront location that involved working with computers.   As this was a position that the job developer was unfamiliar with, she met with the storeowner to find out more about the job duties.  The owner indicated that he was looking for someone with basic computer skills, that could test ink cartridges, as well as break them down, refill and repackage them for sale.  The employer agreed to interview J.P, along with other candidates he already had lined up.  The employer met with J.P, was impressed with his skills, and interview presentation and hired him on the spot over the other candidates that had applied. 

J.P started working 25 hours per week.  He performs his duties in a storefront location where customers come in and purchase ink cartridges.  He is surrounded by computers and is required to use a different one each time, depending on the type of ink cartridge he is working with.  He has been thoroughly trained in testing ink cartridges using the computer and also trained in breaking them down for cleaning. He will also learn how to refill the cartridges, which requires using a specific machine.  A majority of J.P’s training and support has been provided by his employer, with little assistance from a job coach.  With a strong job match to both J.P.’s interests and skills, J.P.’s employer has been very impressed with his work and has taken him under his wing.  The job coach has assisted with some accommodations such as a task list and other organizational tools.  Over the first few weeks of employment, it became apparent to the employer and J.P’s support team that he was getting extremely exhausted at work.  The job coach met with J.P and his team to explore this issue further.  Based on discussions, it was clear that there were no other changes in his life that would account for his fatigue.  J.P and the team decided that it was due to the change in routine and stress at his new job.  The job coach and J.P met with the employer, and negotiated to reduce his hours to 15 for the interim and let J.P work up to a schedule of 25 hours/week gradually.  The time the job developer had spent gaining a clear understanding of the employer’s needs and culture, combined with a strong job match, made this an easy negotiation.  This new schedule has given J.P the opportunity to slowly transition into his new job, adjust to his new life routine and maintain the competitive job he worked so hard to get. J.P loves his new job and is happy to be able to use his computer skills.  He is very proud to be working in such a technical position, along side other computer experts.  

Friendship

Corey: Dog Treats Business

Lessons learned: 
Developing an individual business
Supporting business startup

Corey is a 48 year old man who had spent much of his adult life in a sheltered workshop and has had limited community work experience.  Because of Corey’s challenges, a regular community job did not seem to fit, but, after attending training on self-employment, a staff member presented an idea for Corey to own a business producing and marketing dog treats. Friendship redirected money it received to support Corey within a sheltered environment to support his customized employment, which decreased funds to the sheltered workshop model. Friendship assisted him with initial start up costs of product and fees and his membership to a state sponsored marketing service. While this initial outlay of money came from the organization, Corey's business is now self-sustaining.

Corey learned the process of making, packaging, and marketing his products.  While selling his products to local businesses, Corey became more outgoing and willing to accept change in his routine.  He has been reunited with family members at social events and has made new friends broadening his social network.  Of particular note, Corey has developed a strong friendship with Julie, the owner of one of the businesses that sells his products. Corey feels increasingly comfortable entering her store and interacting with her. Up until she met Corey, Julie had never had any experiences of being involved with anyone with a disability.  She said that “Corey has really taught her that anything is possible if you put your mind to it”. 

Friendship

Dereck: Bakery

Lessons learned: 
Thinking creatively about job opportunities. The power of community networks to job development.

Friendship supports Dereck, a man who lives in a rural part of the state. Staff picks him up, bring him to his work site, assist him with the job, and then transport him to other services in Grafton, ND, a larger town. As is common in rural areas, Friendship’s employees know the people in their area well including business owners.  A bakery wanted to expand into Grafton. Since the bakery operates on a small scale, it did not have the personnel to develop its market and had no one to transport its products into Grafton. Friendship’s staff put all the pieces together.  Since staff was already transporting Dereck into Grafton, why not support him to establish his own business?  Dereck with staff support could transport the bakery’s products and staff could support him to handle the sales to other companies.

Dereck picks up the baked goods and delivers them to stores in Grafton. Initially, he worked an hour per day, and received $6.00 per hour for his efforts. The deliveries broadened the bakery’s customer base and caused a significant increase in sales. Two years after beginning this effort, Dereck delivers anything from special orders to regular drop-offs five days per week.

An extra benefit is Dereck’s interaction with the business people as he delivers the product. In addition to solving an individual’s employment problem through an already existing transportation network, this situation has helped an area business expand, a very important asset for a rural enterprise.  

LESSONS LEARNED ABOUT ORGANIZATIONAL CHANGE 

The experiences of the 15 technical assistance sites were synthesized into a model for effective organizational practice and change that is described in detail in the Mentor Manual. Organizations receiving technical assistance through T-TAP that were successful in implementing change and expanding employment opportunities took a holistic approach incorporating strategies in six areas. Listed in the following Table, these six areas provide a framework for assessing an organization and planning for change. This process begins with understanding how an organization sets and manages goals. Expectations refers to the success of an organization in communicating expectations and priorities to stakeholders at all levels, including customers, staff, funders, and the community at large. 

Lessons For Organizational Change

Lesson 1: Establish clear and uncompromising goals.

Lesson 2: Communicate expectations to everyone, often.

Lesson 3: Reallocate and restructure resources.

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

Lesson 5: Develop partnerships.

Lesson 6: Consider the whole person.

Implementing change requires investing resources directly in activities that support the priorities set by the individuals 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 opportunity 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. 

In addition to this overarching model, work with the technical assistance sites and mentors and analysis of TA site data informed the following lessons.

Facilitating organizational change can occur one person at a time: One important finding of the T-TAP project is that successful organizational change can be facilitated one consumer at a time.  It should be noted that between the Time 2 and Time 3 data collection periods there was a strategic change in the type of training and technical assistance provided to Group 1 Providers.  Prior to time 3 training, technical assistance focused on supporting organizational change.  However, noting that this was not a short-term goal of the majority of providers the training and technical assistance team altered their approach. 

Training and technical assistance staff worked with Group 1 Providers to place one consumer at a time in an individualized job.  The hope was that by providing guided support to providers as they worked through several individualized job placements, the providers would develop sufficient experience to replicate this type of placement for other consumers.   By adopting a “Just Do It” attitude providers were able to apply skills they had developed for planning for change at the individual level to change at the organizational level.  Over time, providers were able to move from focusing solely on one consumer at a time to simultaneously planning for consumer and organizational change.  The practice of facilitating organizational change one person at a time was used with Group 2 Providers from the beginning of their participation in T-TAP.  By Time 3, all Group 2 Providers had obtained at least one individual employment placement and 3 of the 4 remaining providers had job placements rates of 20% or more.  

Allocating resources to provide training and technical assistance focused on individual job seekers is one method for policymakers to increase individualized employment placements:  This form of technical assistance gives providers the opportunity to focus on making small changes in their service delivery systems that lead to larger organization wide changes to support individual employment. T-TAP provided participating providers with real world models for organizational change. Each of the T-TAP providers was paired with a mentor agency that had undergone a documented organizational change.  Mentor agencies were able to share real life examples of how focusing on organizational change one consumer at a time lead to larger organizational changes. Enacting programs that link established individual employment providers with inexperienced providers should be another strategy that policymakers use to increase individual employment outcomes.

Support for Change from Organizational Leadership: A secondary finding demonstrates the importance of leadership from management staff for organizational change initiatives.  At Time 4 two Year 1 sites had minimal change in their consumers’ outcomes. After Time 2 data collection, one Year 2 site ended their participation in T-TAP having obtained no individual job placements.  The Year 2 agency’s management was not interested in pursuing further individual employment placements. Staff members at these three providers believed that the main reason for the lack of consumer outcomes was lack of commitment from agency leadership. Leaders at these providers had other service priorities and were unwilling to allocate resources to support the growth of individual employment, and did not establish agency wide-support for the idea that people with significant disabilities can obtain individual jobs.  

To the contrary, the Year 1 agency that has produced the greatest number of individual employment placements was noted for support from its upper level management and board of directors to increase individual employment placements.  The leadership of this Year 1 site bolstered agency support for change by refining its name and mission statement to focus on individualized employment placements, providing resources for new staff, creating new community connections for job development staff, and celebrating progress towards the providers goals.    

Targeted training and technical assistance to develop emerging leaders that support individual employment placements is critical. Developing federal, state, and provider benchmarks for growth in individualized employment placements is another way for policymakers to increase the importance that organizational leaders place on making organizational changes to support long term growth in individual employment placements.  Further, regular collection of data on progress towards these benchmarks can help to spur commitment to expansion of individual employment services.     

Change Takes Time: Implications for the intensity of support and the length of time needed for true organizational change are crucial findings of T-TAP.   Despite the organizational changes made by providers during the project, not all identified consumers obtained individual employment.  Long established agency beliefs, bureaucracies, and traditional models of support hampered staff members at these providers. The initial assumption that one-year of intensive training and technical assistance would produce large-scale changes in providers’ organizational cultures and structures did not account for the depth of agency commitment to their traditional methods of providing employment support.  Therefore, providers who wish to engage in organizational change need to identify both long term and short-term agency goals. Implementing a series of benchmark changes focused around the long term goal of developing the organization’s capacity to support all consumers in individual employment will allow providers to meet the daily needs of consumers while increasing capacity for long-term change.

Several of the year 1 and year 2 organizations demonstrated the impact of change following completion of intensive technical assistance. Particularly dramatic examples of this change include AtWork!, MVRS and HCAR. All of these organizations had posted limited outcomes by the end of the TA period. Currently, though, AtWork! has closed 2 of 3 workshops and is on track to close the third. MVRS has dramatically expanded investment in job development and community job support. HCAR submitted a proposal to its primary funder to close its workshop, and is currently beginning implementation of that plan.

Policymakers focused on individual employment placements should focus on sending a clear and consistent message to all stakeholders that individual employment is the preferred outcome. The development and maintenance of long-term individual employment initiatives is an important part of long-term systems change. Targeted initiatives focused on re-establishing individual employment as the priority for adults with significant disabilities through: individual and organizational training and technical assistance, the establishment of measurable employment goals, the collection of employment outcomes, and specific funding for career planning, job exploration, and job development processes for all adults, are an important component of this process.   

Importance of Redefining Staff Roles: Across all Group 1 and Group 2 Providers, there were limited changes in staff allocation to job development; however, some providers were more challenged then others. At the start of T-TAP, management and frontline staff’s inability to develop and accept new staff roles was a stumbling block faced by some of the providers in developing new jobs. Other providers placed an early emphasis on developing staff support for the goal of increasing individual employment placements and identifying specific staff to conduct job development.  Providers who placed an early emphasis on developing staff support for changes in job responsibilities had significantly more individual employment placements then providers who did not redefine staff roles.  

Providers who wish to increase their individual employment placements should create new community employment positions, and identify specific staff to develop Person Centered Plans, engage in job carving and creation, and to help consumers maintain long term job placements.  Additionally, providers should formalize the changes in staff responsibility by rewriting job descriptions and responsibilities to match these tasks. Provider staff that participated in targeted T-TAP trainings reported that the education they received was a factor in their willingness to accept changes in their job responsibilities.

One strategy for policymakers who wish to increase individual employment placements is to develop and maintain training and technical assistance programs for providers.  Programs should focus on increasing staff capacity to support individual employment placements, through training on person centered planning, job carving and creation, natural workplace supports, social security work incentives. Also training on the values and history of community employment and positive community employment outcomes should be offered to increase the comfort level of staff who are reluctant to move away from their previous sheltered employment responsibilities.  

Resources to Address Competing Support Responsibilities: CRPs can struggle with the requirement to provide facility-based employment and other day supports while moving resources to community employment.  Continued commitment to funding and staffing resources to support additional day and employment services can make it difficult for agencies to shift their limited resources.  For example, staff time devoted to consumer transportation was one reason providers felt unable to reallocate staff resources to job development and on-the-job worker training or support in an individual.  Specifically, one provider had significant staff resources allocated to travel with the consumer (e.g. transportation to work or interviews) and one of the lowest percentages of staff time devoted to job development and on-the-job worker training or support in an individual job.    Other providers were hindered by their commitment to providing sheltered workshop or group employment support.  

T-TAP providers were assisted to find new methods of supporting additional day and employment services through real world models for organizational change. Seeking mentor relationships with established individual employment providers is one way for CRPs to overcome the challenge of competing support responsibilities.  CRPs need assistance providing opportunities for community exploration and wrap-around-community-based day services, as well as transportation for these activities. Providing specific funds to subsidize taxi services, co-workers, or other natural support systems to provide regular transportation to employment placements would help to alleviate the transportation barrier.  Policymakers may also want to link established individual employment providers with inexperienced providers to provide concrete examples of how CRPs can restructure their limited resources.   

Staff Education: Overall providers’ staff had low levels of educational attainment.  Only 38% had post-secondary degrees, including associates degrees.  Szymanski and Danek (1992) found that counselors that had obtained master’s degrees in rehabilitation counseling had higher rates of competitive case closures for people with severe disabilities and were more cost efficient then counselors without these credentials. Increasing the number of staff with advanced employment counseling skills is an important component of providing more individualized employment placements. 

Staff need increased opportunities to acquire the skills that are developed in rehabilitation counseling programs.  This can be accomplished through increased access to college course work and professional development trainings.   Training for staff is an important tool to augment post-secondary education.  Hager, Noll, & Enein-Donovan (2002), identified a series of core competencies rooted in the real-life tasks of providing job development and job support that can be addressed to develop staff competency in: the employment process, interactions with stakeholders, and general knowledge of employment counseling, can increase the quality of employment services. 

The Need for New Leadership in the Field of Vocational Rehabilitation: Nearly 20% of staff surveyed have been in the field for more then 20 years. These staff will be nearing retirement age over the next decade, leaving the field of vocational rehabilitation with a deficit of experienced leaders. Young staff that are dedicated to the principles of individual employment must be identified and nurtured to become leaders in the field. 

Clarity of Employment Outcomes Goals:  Providers must clearly articulate organizational goals for employment outcomes including the gradual reduction of sheltered workshop placements and organizational expectations for individual employment placements if they hope to increase staff support for organizational changes.  The importance that provider staff place on increasing community employment outcomes and decreasing the number of people in sheltered employment could be impacted by federal, state, and provider benchmarks for employment outcomes.  The collection and dissemination of provider specific data on progress towards these benchmarks would increase the level of urgency staff feels about the need to expand individual employment to individuals with the most significant disabilities. 

Education on the Limitations of Employment Readiness Models: Strong support for a continuum of employment models continues to be expressed by provider staff. This continuum model appears counterintuitive to the values that support that everyone is “ready” for community employment -however this factor analysis demonstrates that at the onset of organizational change efforts, many staff that support increasing individual employment also believe the way to do so is through employment readiness. Staff need more and better education about the limitations of the employment continuum model if they are going to fulfill the expectation that people with significant disabilities obtain individual employment placements.

Measuring Staff Attitudes Towards Change: The preliminary comparison of scale scores from the staff survey suggests that when measuring changes in staff attitude a variety of factors must be taken into account when evaluating the results.  These include the influences of training activities, personal experiences of staff, and staff turnover on individual attitudes.  Overall, the results indicate that staff of high placement organizations began the project with a clearer commitment to customized employment, and that this clarity of commitment was maintained over the course of engagement with T-TAP. Organizational culture and the clarity of organizational communication about goals establish a strong base for change and expanding customized employment outcomes. 

IV.  SUSTAINABILITY

The work that was completed by the T-TAP project and the body of knowledge that emerged will long impact the training and technical assistance provided by both VCU and ICI. Lessons learned will be integrated into the ongoing technical assistance work of VCU and ICI. Both VCU and ICI have CRP-RCEP grants funded through the U.S. Department of Education, Rehabilitation Services Administration.  VCU manages the Region III CRP-RCEP, and ICI manages the New England Rehabilitation Continuing Education Program.  All the knowledge and materials that have been developed by T-TAP will be integrated into that work. The networks that were developed by this project really have proven to be invaluable. VCU and ICI will continue to use the mentors to provide training and technical assistance through the CRP-RCEP projects.  As an example, Don Lavin has already committed to assisting VCU in developing training and technical assistance in the area of organizational change and staff development in 2008 for the Region III CRP-RCEP.

While there were few products available on customized employment in 2001, the work completed by the T-TAP mentors, intensive TA sites, and project staff have contributed substantially to the body of knowledge available to the field.  Please note that all of the products developed through T-TAP are now available through the RRTC on Workplace Supports and Job Retention in addition to the CRP-RCEPs housed at both ICI and VCU. The T-TAP website will remain online at VCU through 2008 to ensure that agencies that have used the materials can continue to access them.  During this time period, a message will be posted online re-directing users to the RRTC's www.worksupport.com for obtaining the resources developed through T-TAP. 

T-TAP staff members have established networks of collaboration with NISH training staff as a result of the funding by ODEP.  This relationship was facilitated initially by ODEP with participation by T-TAP staff and project mentors in the NISH regional trainings.  Information was presented earlier in this report regarding the regional training participation.  As a result, Dr. Inge has been in negotiations with Brian DeAtley to provide access to the online courses supported through the T-TAP project.  CRPs associated with NISH will be offered access to the online courses at a reduced rate funded through the NISH training department.  Individuals who successfully complete the course will be awarded a National Certificate in Employment Services, which is recognized by the Association of Community Rehabilitation Educators (ACRE).  The first offering through NISH is scheduled for March of 2008.

In addition, ICI has adapted the initial site assessment and planning process used in T-TAP in Massachusetts and National work with individual CRPs, and as part of statewide work under the Massachusetts Medicaid Infrastructure grant. Finally, lessons learned about state strategy and policy inform the work of the State Employment Leadership Network, ad cooperative roundtable of 14 state MRDD agencies managed by ICI and the National Association of State Directors of Developmental Disability Services.

On an organizational level, many of the T-TAP intensive TA sites have developed long term strategic plans to continue to expand customized employment opportunities. Sites with a specific defined commitment include CCDS, ArcNCR, HCAR, MVRS, Friendship and AtWork.  One implicit goal established by the project was to strengthen the network of organizations that are available to provide support for organizational change and development that expands customized employment. The project mentors are active in providing technical support to other providers and participate in state and national initiatives and organizations including APSE. T-TAP mentors have expressed commitment to continued work in expanding customized employment and the mentor model developed by T-TAP.  As an example, Nancy Brooks-Lane has reported that Cobb and Douglas County have an initiative to provide mentor support to other organizations interested in change. 

V.  PEOPLE AND AGENCIES THAT WERE INVOLVED IN PLANNING AND IMPLEMENTATION OF T-TAP ACTIVITIES.  (Describe the nature of this collaboration in terms of outcomes (e.g., materials developed, training session held, etc.).

T-TAP collaborated with an extensive number of community rehabilitation providers, family members, individuals with disabilities, policy makers, executive directors of national organizations, and many professionals well known for their exemplary service delivery.  These individuals formed the core team that provided technical assistance and training through the project.  These names have appeared elsewhere in this report as well as the service that was provided.  However, they are listed here to demonstrate the extensive networks supported and developed by this project.  VCU and ICI believe that the networks that were built during T-TAP will endure.  Please note that the names of the organizations and collaborating members are listed in alphabetical order for ease of presentation. 

 SEQ CHAPTER \h \r 1
	Name of Organization, Geographic Location, & lead contact
	CRP

Mentor
	Collaborators

	Advocates for Human Potential, Inc. Delmar, New York (Gary Shaheen)
	
	√

	Alabama Department of Rehabilitation Services, (Peggy Anderson) 
	
	√

	Anixter Center, Chicago, Illinois (Carol Woodworth, Allan Bergman, Andrew J. Fernandez)
	
	√

	Allegan County Mental Health - Allegan, Michigan (Beth Durkee)
	√
	

	APSE The Network on Employment, Washington, DC (Celane McWhorter)
	
	√

	Arc of DC, Washington, DC (Mary Lou Meccariello, Monita Short-Ellis, Alonzo Brown)
	
	√

	Arc of Northern Chesapeake, Aberdeen, Maryland (Gail Fricke, Karen Brinegar-Price)
	
	√

	Arc of Stanly County, Inc., Albemarle, North Carolina (Peggy Terhune)
	√
	

	AtWork, Inc. Issaquah, WA (Wendy Randall)
	
	√

	Babcock Center, Columbia, SC (Valerie Laird)
	
	√

	Beach Center at the University of Kansas, Kansas (Michael Wehmeyer)
	
	√

	Career Support Services Systems - Richmond, Virginia (Joanne Ellis, Lance Elwood)
	√
	

	Central Piedmont Community College, Charlotte, North Carolina (Kay Miller) 
	
	√

	Charles River Arc, Needham, MA (John Randall, Liz Deren)
	
	√

	Cincinnati Children's Hospital, Cincinnati, Ohio (Erin Riehle)
	
	√

	Cobb Country Community Services Board, Georgia (Nancy Brooks-Lane, Doug Crandall)
	√
	

	Coastal Center for Developmental Services, Savannah, Georgia (Lauri Dworzak, Wanda Bohnstedt)
	
	√

	Community Involvement Programs, Minneapolis, Minnesota (Bob Niemiec)
	√
	

	Cranston Arc, Cranston, RI (Rory Carmody)
	
	√

	Dale, Donna, and Dusty Dutton, California (Individual w/ Disability & Family)
	
	√

	Dartmouth Medical School, Hanover, New Hampshire (Deborah R. Becker) 
	
	√

	Department of Vocational Rehabilitation, Maryland (Christine Johnson)
	
	√

	Division of Developmental Disabilities, Pennsylvania (Dana Olsen)
	
	√

	Division of Developmental Disabilities, West Virginia (Frank Kirkland)
	
	√

	EmployAbility, Inc., Bartlesville, Oklahoma (Barry Maxwell, Dawn Venne, Tamari Guthrie)
	
	√

	Employment for All, Mississippi (Michael Callahan)
	
	√

	Faces of Noble - Indianapolis, Indiana
	√
	

	Friendship, Inc. Fargo, North Dakota (Dori Leslie, Beth Maesse)
	
	√

	Griffin-Hammis Associates, Florence, Montana (Cary Griffin & Dave Hammis)
	
	√

	Hi-Hope, Lawrenceville, GA (Linda Hughes)
	
	√

	Home Depot (Layne Thome) 
	
	√

	Home of Hope, Inc. Vinita, OK (Julie Grigsba)
	
	√

	Humboldt Community Access & Resource Center, Eureka, CA (Donna Shipley)
	
	√

	Imagine, Blacksburg, Virginia (David Pitonyak)
	
	√


	Integrated Services - Morgantown, Indiana (Connie Ferrell)
	
	√

	Job Accommodation Network Morgantown, West Virginia (Lou Orslene, Mandy Gamble, and Tracie Saab)
	
	√

	Joe and Marilyn Henn (Parents of a daughter with autism)
	
	√

	KFI - Bangor, Maine (Jim Meehan, Jeff Hooke, and Lee Hockridge)
	√
	

	Indiana University - Indianapolis, Indiana (Teresa Grossi and Pat Rogan)
	
	√

	Magic Valley Rehab Services, Twin Falls, Idaho (Merv Sullivan, Sherry Walker)
	
	√

	MetroCare Services - Dallas, Texas (John Luna)
	√
	

	Microsoft Corp., Seattle, Washington (Mylene B. Padolina, Gary Moulton, Ellen Meyer)
	
	√

	Mississippi Mill Creek Community Services (Danny Cowart)
	
	√

	Montgomery Works, Montgomery Co., Maryland (Maggie Leedy & Lisa Cuozzo)
	
	√

	National Brain Injury Association - Alexandria, Virginia (Karen Flippo)
	
	√

	NCWD, Adult / Institute for Community Inclusion, (Sheila Fesko)
	
	√

	NISH, Vienna, VA, (Patti Pappas, Brian DeAtley)
	
	√

	Okalahoma, APSE
	
	√

	Parent Education Adv. Training Center-Springfield, Virginia (Cherie Takemoto)
	
	√

	Project SEARCH, Cincinnati, Ohio (Susie Rutkowski)
	
	√

	Rise Inc., Minneapolis, Minnesota (Don Lavin & Melinda Shamp)
	√
	

	The Arc of the United States, Silver Spring, MD (Steve Eidelman)
	
	√

	The RRTC on Workplace Supports & Job Retention, Richmond, VA (Howard Green, Susan O'Mara, Darlene Unger)
	
	√

	The Romano Group, Washington, DC (Neil Romano)
	
	√

	The Rural Institute at the University of Montana, Missoula, Montana (Roger Shelley)
	
	√

	University of Iowa - (Michael Morris)
	
	√

	TASH, Washington, DC
	
	√

	TransCen, Rockville, MD (Richard Luecking)
	
	√

	VIA of Lehigh Valley Pennsylvania (Corey Smith, Ron Rucker)
	√
	

	Western Washington University - Mountlake Terrace, Washington  (Laurie Ford)
	
	√


VI. DISSEMINATION OF INFORMATION (Describe the types of information that have been actively disseminated, how they were disseminated, who received the information, and how many people received the information.)

The resources and information disseminated by T-TAP have been described in this report under objectives one and three.  The project used aggressive strategies to ensure that community rehabilitation programs that were not selected for technical assistance had access to the resources developed. Please review the details of our dissemination efforts under objective one and three of this report.

As previously noted, T-TAP maintained a database of the agencies and addresses to include the individuals that participated in the online courses and received materials from the project.  An analysis of the database reveals that agencies in 49 of the 50 states participated in the training opportunities or received materials developed by T-TAP (Utah is not represented in the database).  A total 1,426 agencies were involved in the project's activities. While the database indicates that 4,286 individuals received training or resources from T-TAP, the number is not exact, since individuals are counted multiple times if they participated in multiple activities.  

Please note that this does not count those individuals who received our materials indirectly.  This could include individuals who did not register for a live webcast but used the username and password of another registered participant or viewed our CD-ROMs that were purchased by a coworker or agency program manager.  A sample list of organizations that were impacted by our project can be found in Section VI of this report.
VII. RESOURCE ACQUIRED

 (As a result of this grant’s financial support, what additional supports have been leveraged, to the advantage of serving people with disabilities? 

The T-TAP grant proposal emphasized the importance of establishing networks of providers who could serve as support once the cooperative agreement ended. We believe that T-TAP far surpassed its hope and intent for creating networks of support.  Because of the work of T-TAP, people with disabilities now have access nationally to a substantial body of resources and knowledge on organizational development and customized employment.  At the start of the T-TAP project, expertise and organizational examples around reducing or eliminating use of Section 14c certificates were isolated in communities around the country. Nationally, individuals with disabilities did not have access to information and resources on movement away from use of the 14c certificates.

Through the T-TAP project, experienced program administrators came together as a mentor network and supported a number of organizational development demonstrations. A variety of resource materials on organizational development and customized employment were developed and disseminated. The mentorship network is a continuing resource for people with disabilities, as are the growing number of programs that the T-TAP mentors and their peers are supporting through APSE and other networks. 

This report has provided a detailed outline of the materials and resources that were acquired through funding that will ultimately benefit individuals with disabilities.  The capacity of both VCU and ICI has been significantly impacted, and the resources obtained through this cooperative agreement will be invaluable.  As noted in this report, these resources will not sit on a shelf unused.  They will become part of the resources available nationally through the networks that have developed as a result of the T-TAP project.
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