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1.0 Executive Summary
Anybody who wants to work can work!  That was the mantra of the three year multi-agency, inter-county collaborative partnership called the Cross County Collaboration (C3) project. The C3 project was initiated in an effort to implement the full intention of Washington State’s Employment First policy, called the Working Age Adult Policy.  This policy mandated that day program funding for people with developmental disabilities would be allocated for employment services, regardless of the complexity of one’s disability.  The C3 project was an intensive employment agency collaboration united by partnerships with the King and Snohomish County Developmental Disabilities Divisions that are funded by the Washington State Division of Developmental Disabilities (DDD).  The Washington State Division of Vocational Rehabilitation (DVR) also provided funding in partnership with the counties.  The C3 project included three supported employment vendors: Highline Community College, PROVAIL, and Service Alternatives, who share a commitment to serving individuals with the most complex support needs to obtain paid employment.
      
The C3 project’s mission was to develop and implement innovative strategies to support people with multiple and significant disabilities to obtain and retain paid community employment.  The objectives included securing paid employment for fifteen individuals who wanted to work but were unable to gain employment through traditional supported employment approaches.  In addition, the C3 project set out to develop effective means of collaboration among the three agencies to maximize efficiency, resources and efficacy of employment services. The tertiary goal was to involve employers in innovative ways and to use their expertise and connections in developing customized employment opportunities.  

Customized Employment contrasts the traditional supported employment by focusing on the project participant’s unique interests and abilities as well as identifying specific marketable tasks the person can perform for an employer. The progression through Discovery, planning, Job Preparation and Job Development allowed for individualized employment goals for the project participants to be developed, which led to the creation of unique jobs that addressed real business needs.  Data was collected to reveal the average and range of time spent within each of these elements of the process.   The participants within the C3 project spent an average of seven months to complete the intake process, discovery and job preparation.  Marketing and job development required an average of over seven months or about ninety hours to secure an employment offer for the participants.  As a whole, the process from intake to job placement took an average of nearly fifteen months.  All C3 participants required additional training and support on the job.  One on one support ranged from one to six months to reach stabilization.  Although many participants demonstrated a decreased need for support over time, some continue to require one on one support.  In total, C3 staff spent an average of 265 hours for each individual from intake through job stabilization. The C3 project resulted in employment for fourteen of the fifteen project participants.  As would be expected, the data reflects each individual’s unique path to employment and varies accordingly.
2.0 C3 Project Information and Objectives

2.1 Supported Employment History in Washington State

Washington State has a history of commitment and excellence in supporting the inclusion of individuals with developmental disabilities to participate in meaningful work in their communities.  The Department of Social and Health Services of Washington State allocated funding to local counties in an effort to provide services that enable people with developmental disabilities to access and maintain employment.   In 1992, the Washington State Division of Developmental Disabilities (DDD) published the “County Guidelines” in an effort to provide the vision for the delivery of county employment services.  The goal was the promotion of inclusive employment that recognized the value and contribution that people with disabilities provided to the community. It also established the initial “framework for partnerships between citizens with disabilities and their families, the State, Counties, and local communities” (Washington State Department of Social and Health Services 1992, 12).  The employment community embraced a core set of benefits for individuals with developmental disabilities that included power and choice, relationships, status/contribution, integration and competence. 

     
With the funding and vision in place, the concept of supported employment developed in Washington State.  The supported employment service model provided job placement and training assistance to individuals with developmental disabilities.  The expectation was for the paid employment support to decrease as the individual developed their skills and natural supports were established.  Washington State invested heavily in this supported employment service model, which aided in the creation of thousands of jobs for individuals with developmental disabilities. This enhanced our local economy, expanded the tax base and decreased the reliance upon government provided cash and medical benefits.  The supported employment service model has been a success for many individuals, but this model has failed to be effective for all individuals with developmental disabilities.  

The need to find solutions to this challenge paved the way for more progressive policy changes in Washington State and led to the implementation of the Working Age Adult Policy (RCW 71A.10.015) in 2006.  This policy put into action a long held belief that individuals with developmental disabilities should have the support required to fully exercise their capacities through participation in the competitive workforce.  Day Program/Employment funding prioritized employment services for all individuals with developmental disabilities between the ages of 21 and 61.  This policy change forged the way for an old categorization called Community Access, which promoted recreation and leisure activities, to be discarded and new categorizations were developed.  These new categorization were called Pathway to Individual Employment (PIE or Pathways), and Career Path services.  These new categorizations affected many individuals with complex support needs, little or no work history and, in some cases, a history of living under Washington State’s institutional care in congregated and segregated settings isolated from community living.  Due to the challenges presented by the implementation of this policy, employment agencies were challenged to seek out new strategies for the individuals excluded by the traditional supported employment model.  Initial outcomes demonstrated an increase in the inclusion of individuals with significant disabilities that were participating in their community but showed only a nominal increase in paid employment outcomes.  This historical backdrop was the impetus for the creation of the C3 pilot project.   

2.2 Employment Agency Partnership Development

    
In the spring of 2006, representatives from PROVAIL, Highline Community College and Services Alternatives attended Alderbrook, a statewide conference that convened as a forum to address the new challenges that the Working Age Adult Policy.  During this conference, a formal partnership between these three employment agencies was established to address the systematic barriers that were precluding some individuals from fully participating in the workforce.   Each of these agencies had a strong commitment in supporting individuals with intensive support needs within employment settings and had a long history of providing community-based services.   An additional binding factor to this partnership was that all three employment agencies served large numbers of individuals with significant disabilities that were transitioning from Community Access to the Pathways type model.  
2.3 Project Timeline

      
The official timeline for the C3 project was October 2006 through September 2009. However, much discussion occurred between project employment agencies, county and state officials and other stakeholders prior to the official implementation of the project.  The structure development and accountability measures evolved over the three years, but the foundation was organized by the project staff in the first few months of implementing the C3 project.  

2.4 C3 Project Objectives

      
The C3 project objectives were established by the employment agencies as well as the counties, DVR and DDD. The primary objective was to develop paid employment and appropriate supports for fifteen individuals with significant disabilities.  The secondary objective was to develop new strategies that would provide tools to assist employment agencies to better serve individuals with significant disabilities.  In addition, the agencies wanted to develop new methods in gaining and sharing resources with the other partner agencies and with business partners.  Finally, the funders hoped to replicate successful approaches.  
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2.5 C3 Project Participants


The C3 project participants were selected to reflect the diverse population that challenged employment agencies to development new strategies. In the initial implementation stages of the C3 project strict criteria were developed to select fifteen project participants. The [image: image6.png]Service Alternatives
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requirements for participation included: having a significant disability or disabilities, barriers to employment, a desire to work (openness to the discovery process), a family/residential support system and no or little work history.  Five individuals from each agency were chosen based [image: image7.png]—
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upon these criteria. 

Project agencies faced some challenges identifying some of the project participants.  Four of the chosen candidates were eventually determined to be unsuitable because medical or mental health barriers prohibited a job search at that time.  Additional barriers to retain project participants included the lack of support from guardians/care providers, transportation barriers, and personal assistance requirements.   

  
These criteria defined the selection process of the project participants that were retained for the entire C3 project. The participants, of whom all with developmental disabilities, have a broad range of additional diagnoses included: Prader-Willi, autism, seizure disorders, visual and hearing impairments as well as physical disabilities.  The pie charts on the right shows the proportion of project participants’ primary and secondary disabilities.  Some of the project participants have additional disabilities that are not reflected in this data.  The final pie chart indicates that many individuals are also diagnosed with mental health disorders.  This illustrates that a representative sample was chosen that truly reflects the individuals that have been excluded from employment opportunities.
2.6 C3 Project Participant Introduction Timeline

In October of 2006, three individuals from each agency were identified and introduced to the project staff.  New project participants were introduced gradually as job placements occurred.  By January of 2009, the final two project participants from each agency were identified and began actively participating in the project. ( 
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3.0 Project Implementation

3.1 Dynamic Agency Partnership

    
The collaboration between PROVAIL, Highline Community College and Service Alternatives employment agencies formed the foundation for the C3 project.  This alliance brought with it strength and passion to the mission but it also presented challenges.  

Developing a communication structure between and within agencies that was both flexible and responsive took a considerable amount of time.  Project staff roles required defining.  Project staff developed two groups to ensure adequate communication and accountability.  The two groups were called the core and implementation teams.  Each group shared in the partnership and contributed in different ways.  
The core group of project staff provided strategic guidance.  The core group worked to ensure that adequate and appropriate information was available for the counties at quarterly C3 project meetings.  This group also discussed development strategies during the creation of a business advisory board.  This group planned innovative job development techniques and received C3 project updates on the general direction and progress.  Project leads from each agency served as the main contacts with funding stakeholders.  The core group initially conducted monthly conference calls that were facilitated through technical assistance provided by the Counties.  Once a general strategy was established this group met less frequently as the implementation of the project got underway.
The second group was identified as the implementation team.  It included project staff from each agency that worked directly with the project participants, including the project leads.  The role of the implementation team was to implement operational strategies.  The implementation team required established monthly two hour meetings that continued throughout the duration of the C3 project. Meetings were structured via a formal agenda and included timelines and monthly goals that were revisited at each meeting.  At these meetings timelines for moving participants through the Customized Employment model were established.  This created accountability for project staff and provided a support network to develop new ideas through brainstorming.  

     
The success of the C3 project was due in part to the commitment of these groups.  Their development fostered the team culture that transcended agency lines and formed a strong unification of the C3 project staff.  The trust and respect established within the teams surpassed the traditional competitive relationship between employment agencies.  This allowed for new jobs to be viewed as a C3 project success and not just an agency success.  
3.2 Increased Partnering with Local and State Agencies

      
King and Snohomish County Developmental Disabilities Divisions were crucial partners in the implementation of the C3 project.  From its inception, the counties invested financial resources as well as provided technical assistance.  The counties committed to the three year project by providing additional money to each agency.  While the project was a partnership between the two counties, each one utilized different funding mechanisms. 
King County funded the project via a new exhibit within each agency’s employment contract.  This provided additional resources that were billed monthly.  This additional money was to be used to designate a lead person from each agency to coordinate and implement the project.  This person, or persons, was the equivalent of a full time employee and was responsible for coordinating communication with stakeholders, developing agency capacity and supervising job development efforts.  Each agency lead person(s) worked collaboratively to maximize capacity development efforts and ensure the best employment outcome for each participant. Although the King County employment agencies had flexibility within the implementation stage, guidelines were established and outlined in the exhibit.  Some of the expectations included meeting with appropriate county staff and stakeholders quarterly, establishing timelines and implementation strategies, develop an employer advisory group and ensure each participant has a detailed employment plan.  These expectations existed for the duration of the three year project. Both counties also provided funding for training, technical assistance and facilitation of the project.  An overarching theme was the Counties willingness to be creative, with freedom to try new things.
Snohomish County worked differently with its provider, in that there was not a formal contract. Special project funds were used, paid on an hourly basis, and similar to King County allowed the individuals to keep their regular activities while this project was being piloted. This ensured that project participants and families / caregivers did not experience a decline in service while project staff was job developing. Snohomish County project staff participated in the same meetings and general structure of parts of the King contract for consistency; however Snohomish did not require specific designated lead staff. 
DVR joined the project in the second year, as an agreement for blended funding was reached.  Due to the extended timeframe to obtain employment and the intensity of supports, the counties provided ongoing resources to the employment agencies , and  DVR provided payment to the counties upon 90 days past stabilization.  The counties were then able to recoup some of their costs and a portion of the payment was returned to the project agencies in the form of an outcome payment.  The arrangement helped minimize the agency risk of opening a DVR Service Delivery Outcome Plan and not receiving any payment until a job is obtained.  The traditional DVR funding structure in Washington State does not provide adequate funding or all the necessary type of contracted services to best support people with significant disabilities.   Their participation in the project provided an important opportunity to develop alternative means for DVR participation in employment outcomes.  
DVR identified a single Vocational Rehabilitation Counselor for all project participants, which is viewed as a best practice. DVR also provided additional support by assessing project participants and their job sites and providing assistive technology and augmentative communication when necessary.  A major challenge with implementing the Working Age Adult Policy is the insufficient funding to provide the breadth of services needed to develop and maintain jobs for individuals.  Support provided by the counties and DVR helped to bridge that gap.  It helped cover the employment agency costs of additional investment of time and resources necessary for the project participants to obtain paid employment.  The process was very collaborative with DVR, Counties and agencies.   
3.3 Utilize Local Expertise & Collaboration with Business

Utilizing business differently was another cornerstone of the C3 project.  The success of supported employment yielded productive relationships with local businesses, but had yet to provide widespread employment for people with multiple and significant barriers.  Enlisting business was identified as a key objective of the C3 project and additional funding was allocated to invest specifically in a business advisory board.

In effort to create a business advisory board, project staff from identified a group of business representatives who had championed supported employment in their business in the past and had demonstrated a commitment to the broader community.  An “open house” event was organized to enlist a greater number of business representatives.  This event included a broader group of current, and prospective supported employment business representatives.  Project staff provided a short program introducing the C3 project mission and offered the opportunity to participate in an advisory board.  

 
Project staff worked with a facilitator to host quarterly board meetings.  These meetings provided opportunity for board members to comment on marketing materials to improve job development and marketing approaches by project staff.  These open forums also allowed for detailed discussions about project participants and potential job opportunities.  These events often included presentations by other business leaders about the value added by employees in customized jobs. 
The creation of the board was a strategic effort to improve our engagement with the business sector, and required approximately 300 hours of staff time maintain and develop.  The Business Advisory Board acted as on-going consultants regarding business and industry expectations, knowledge and trends as well as provided an insight into an industry needs that may open up opportunities for project participants to gain employment.  Over the three year period of the C3 project, the membership of the Business Advisory Board increased because the board members invited some of their personal and professional business connections to the quarterly meetings.   

3.4 External Barriers 

The challenges identified by the project agencies can broadly be categorized into system barriers, labor market barriers, and inter-agency communication barriers.  System barriers loosely describe the human services structure and funding mechanisms that negatively impact employment services.  This includes the current payment structure that rewards agencies for the speed of service delivery, undermining incentives to support individuals who require intensive discovery or job preparation. This encourages a “risk management” model that creates incentives to agencies to provide services to individuals who can reach employment outcomes more quickly and have fewer support needs.  

      
Other challenges were the downturn of the economy and the inherent fluctuations and demands within the labor market.  The continual knowledge of industry trends and changes are difficult to maintain. This was the main purpose for developing the Business Advisory Board.  Business representatives could aid in market trend information and in task identification.  The knowledge gap between business representatives and the project staff decreased over the project as many business representatives assisted in developing positions for project participants and provided an excellent educational tool for the community. 

3.5 Inter-Agency Communication Barriers

Although employment agencies support the same overall mission of assisting people to gain access to employment, the nature of agency relationships has not typically been collaborative.  Employment agencies are often competing for the same contacts and positions with local businesses, which is complicated further when agencies create exclusive relationships around a particular business.   These core feelings of competition made it difficult to develop a trusting relationship in the beginning stages of the C3 project.  Most of the competitive nature that existed prior to the C3 project dissolved, as project staff committed strongly to the mission and project participants were placed through a collaborative effort. 

Role clarification was a challenge, which was compounded by culture and structure differences of each agency.  Organizational representatives played different roles within the agencies, adding a depth of perspective that was valuable but also made it difficult to identify common ground in order to move forward.  Additionally, staff came to the project with differing knowledge of Customized Employment strategies. Formal training and technical assistance was provided and staff supported each other to learn the tools and strategies, which was vital to the success of the project. 
4.0 Project Results

4.1 Customized Employment
The strategies of Customized Employment focused on the project participants’ unique interests and abilities as well as identifying specific marketable tasks the person can perform. The process utilizes the following elements: Discovery, Job Preparation and Exploration, Job Development and Marketing, Intensive Job Training and, eventually, Maintaining Employment.  The use of these elements allowed for individualized employment goals and timelines for the project participants to be developed.  This led to creation of unique jobs that addressed a real business need.
Over the course of the C3 project, data was collected that examines the timeline between Intake to Stabilization as well as the average hours spent in each stage.  Overall, the average length of time was 14.5 months between Intake to Job Placement, but because the process was individualized the range varies considerably. 
	Timeline from Intake to Stabilization

	Process Stages
	Average (months)
	Range (months)

	Intake to Discovery/Job Preparation 
	7
	3 to 14

	Marketing/Job Development to Job Placement
	7.5
	2 to 24

	Total Time from Intake to Job Placement
	14.5
	6 to 30

	Placement to Stabilization
	3.5
	1 to 6



A snap shot into the average hours spent within each category reflects that the participants generally required exponentially more hours in each stage. The two tables below detail the amount of time project staff spent with project participants in each element.  The first table outlines the average amount of time while the second details the average and the range of hours spent with each participant.
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A closer look at this data is reflected in the table below. 
	Time Spent in Customize Employment Process

	Process Stage
	Average (hours)
	Range (hours)

	Intake
	3
	0 to 12

	Discovery
	32
	6 to 102

	Job Preparation
	60
	9 to 134

	Combination of Discovery/Job Preparation
	92
	21 to 197

	Marketing/Job Development
	90
	37 to 230

	Job Coaching to Stabilization
	86
	22 to 165

	Total Hours Spent
	265
	151 to 489


The range in Discovery and Job Preparation varies considerably.  The low end of the range is due in part to project staff having pre-existing knowledge of the project participants. The participants in the project had varying degrees of rapport with the project staff.  Therefore the more information project staff had about the participant prior to entrance into the C3 project the fewer number of hours was needed to complete the Discovery and Job Preparation elements. The highest number of hours represents the amount of time required to develop a clear plan and tasks.  During Job Development and Marketing, the low end reflects a situation where there was an existing relationship with a business and the position was, in part, facilitated by the manager of a different store.  The higher range reflects a situation where considerable time was devoted to the creation of a customized position that eventually didn’t come to fruition, which required additional job development. This information also reflects not only typical marketing and job development activities but also includes the retooling of individualized marketing tools such as resumes, portfolios, and job proposals.   It should be noted the economic recession made it increasingly difficult for project staff to obtain positions due to hiring freezes or lack of hours to hire an individual.    This process generated a 92 % rehabilitation rate and a 100% job retention rate.  
4.2 Discovery

     
The discovery process was a critical element for the success of the C3 project. This process was defined as the time prior to job exploration and job development for individuals for whom creating a vocational goal requires intensive, individualized efforts to identify a task or tasks the individual could perform in a work setting. The discovery process began with a planning meeting to highlight areas of interests of the project participant as well as any previous experiences that may identify transferable skills.  A plan was developed that identified a variety of activities and experiences to assess the interest level and skill of the project participant.   The plan included observations of the participant in different settings, with changes in environment, support, time, place and people.

This process generally took 2-3 months and resulted in an employment profile that identifies an employment goal, list of specific tasks the individual can perform competitively. Once specific tasks were identified then those tasks were matched to current industry or business needs.  The specific tasks, industry brainstorming and the profiles assisted the project staff in developing a clear direction for the next stage of the job search.


 In some cases, it became necessary to return to the discovery phase because new information was obtained during Job Exploration requiring another intense examination of the project participant’s skills.
4.3 Job Preparation and Exploration

     
 The job preparation and exploration offers an opportunity for further investigation and the practicing of the skills learned from discovery.  Once marketable tasks were identified and an employment goal was created, it was sometimes necessary to spend time in a real or simulated work setting to practice the task.  This provided an opportunity to investigate additional tasks, develop additional skills, improve existing skills as well as assess a specific work environment. Trial work experiences were often utilized to give the project participant a limited experience in a job to test out project participant preferences, skills, and support needs. The project staff worked together to share contacts for potential employment sites and supported each other in performing group development work to establish trial work experiences.   

In addition to practicing and refining skills, the project staff also assisted the project participant to prepare for the job application process.  Project staff facilitated mock interviews as well as developed methods to assist with reliability, motivation, professional appearance and attitudes for work.  Project staff worked in identifying pre-requisite training or certification for industries that were going to be targeted during job development.  This included assistance such as facilitating project participants to obtain food handlers permit or first aid training.  
   4.4 Job Development and Marketing

The job development and marketing element of the Customized Employment process is comprised of two main components: marketing and gaining labor market information.  The individualized marketing tools were all based on information that had been gathered during the previous elements of the process.   
Proposals and portfolios are two tools this project used during the job development process.  Specific customized job proposals were used to clearly identify the added benefits of a customized job for each business. These were presented to potential employers as a tool to begin the negotiation process for a customized position.  Portfolios were used as an individualized visual resume for each project participant. It provided important information about the participant’s skills, interests and tasks that could benefit the business.  It also contained pictures of the participant performing the described tasks.  Ideally, portfolios were used by the project participant as a tool to best represent his/her skills and interests during an interview.  The project participants required a varying degree of support to use this tool.  
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Project staff spent a considerable amount of time learning about local business needs and current industry trends. One of the strategies project staff utilized was business tours.  Project staff would brainstorm various local businesses and coordinate group or individual tours in an effort to learn more about local business.  Project staff also arranged a variety of informational meetings and informational interviews for both project staff and project participants.  This served as a starting point to identify potential unmet needs within a business and negotiate a customized job. 
This method of job development proved to be very successful and generated placements for 14 of the 15 project participants in the C3 project.  To the right, the pie chart demonstrates the industries that are represented and the table below reflects the names of the business that employ project participants. Fewer than half of the project participants were employed in the food service industry.  Retail and professional positions were the industries that employed the second largest number of project participants.  The positions obtained for project participants were very individualized and included employment in health care, education and arts and recreation.   Some of the placements occurred due to a prior connection with an employment agency but most of the placements were newly developed.  The project participant’s wages averaged $8.91 dollars per hour with a range of two to twenty-five hours worked per week as is indicated by the table on the below.
	Business Employing Project Participants:
	Project Participant Earning Information

	· Auntie Anne’s Pretzels (multiple locations)
	Hours and Wages
	Average
	Range

	· Canyon Creek Cabinets
	Hours worked per week
	5.5 hours
	2 to 25 hours

	· University Presbyterian Church
	Wages earned per hour
	$8.91
	$8.55 to $10.34

	· Walgreen’s

	· Third Place Books Commons

	·  Northshore Family Center

	· Ogden Murphy Wallace

	· Robinhood Lanes

	· The Rock Wood Fire Pizza

	· Evergreen Hospital

	· Haley’s Bakery

	· Silver Cup Coffee
· Home Depot


4.5 Intensive Job Training

      
All project participants required Intensive Job Training once they obtained employment.  Project staff ensured the employer provided appropriate training and orientation regarding business policy, procedures and norms that would directly affect each employee.  Additional systematic training was provided by project staff.  This effort ensured that the participant performed the functions of the job to his or her fullest potential.  It also provided opportunity for the tasks to be re-negotiated based upon the needs of the employer, the participants skills and the work environment.  In addition, it provided opportunity for project staff to facilitate natural supports in with workplace.  
Intensive Job Training was complete when each participant reached stabilization.  Stabilization occurred when the individual was fully trained in his/her position and able to perform the duties required by the employer to their full capacity.  Assessments by the project staff in collaboration with the employer were conducted regularly to determine the necessity of job task alterations or job accommodations.  The Division of Vocational Rehabilitation also performed assessments to determine if additional assistive technology or other services could improve efficiency or increase hours worked by the individual.  The Vocational Rehabilitation Counselor observed each project participant on the job before declaring stabilization. 
4.6 Maintaining Employment
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Many of the project participants continued to receive intensive one-on-one job support after stabilization.  The ongoing support is individualized according to the needs of the participant and the employer.  Once stabilization was reached some project participants started to develop more independence.  This data is reflected in the pie chart to the right.  One on one supports are still necessary for the majority of project participants, which presents challenges to employment agencies in regards to their ability to serve project participants for long term success.  The scope of long term supports includes: at least monthly check-ins with manager/employees, additional job training or retraining, facilitate problem recognition and solving, communication barriers, advocate for higher wages / hours / advanced career opportunities, modify and add tasks to current position, develop employer evaluations for feedback for program improvements, and assessing the use of Work Incentives like PASS/IRWE. Maintaining employment is a very important stage of the process because it allows project staff to continue to advocate for the project participant and continue to present new ideas to the employers.  It also aids in job retention of the project participants which currently is at 100%.
5.0 Dissemination and Transfer of Experience  

Reflections from C3 Project Participants

The feedback gained from the project participants, their families and guardians, suggests that most project participants have demonstrated increased confidence in themselves and are move involved in activities outside of work since their participation in the C3 project.  In general, project participants also show more enthusiasm and love being able to share information with others about where they work. One project participant was totally transformed by the experience of work and started to help more around his own house when he is home.  

 When the project participants were asked if they liked their jobs, responses such as “I love my job and my co workers” were common and unanimous.  Project participants who were unable to speak for themselves were described by their parents/guardians as having their face light up when going to work or being so excited that they waited in the driveway to go to work.  

Interestingly, the project participant/parent/guardian was asked if they felt they were working at capacity, they all said they would like to add additional hours (two a week) or one more day (with a couple of hours) in the future.  This was interesting because it was indicative of a change in their perception of their child’s ability to work since the beginning of the project.  Several people stated that they liked that the work hours started out low and increased gradually.  The slow building of stamina and skills allowed all the parties involved to open their minds to the possibility of more.

The majority of the project participants were extremely happy with the project.  Project participants and families felt that the relationship established with project staff was very important and that the discovery process really seemed to yield results. Some project participants indicated that communication with project staff about their job search is essential. 
Reflections from Employers

Overall Employers had very positive feedback about working with project staff and project participants within the C3 project.  The trust established between the project staff and the employer was an important detail of customized employment.  This relationship was vital in helping the employer feel comfortable in moving through the issues instead of seeing them as barriers.  All of the employers were very satisfied in how the project staff addressed whatever issue arose.

Employers expressed that hiring project participants created “more diversity in the workplace.”  Some employers stated that “their staff are able to focus on more customer based service while the project participant helps out with other tasks.”  Other benefits indicated by the employers suggested that there was increased staff cooperation and teamwork as a result of hiring project participants.

All employers felt that the project participant would fit into their company in the future and were very satisfied with the work that the project participants were currently doing.  The vast majority were committed to helping the project participants increase their skills and grow in their companies, but felt that the support from project staff would be key in retraining and visualizing this path for the project participants.  One employer replied that this has shown him that he needs to hire more people with disabilities in effort to better reflect the demographics of his customers  Overall the employers have been very happy with their experiences with the C3 Pilot Project.  One employer summed it up with “we couldn’t have asked for a better fit.”

Reflections from C3 Project Staff

Project Staff said the greatest strength of the C3 project was collaboration with other agencies and project staff.   Project staff felt supported in their job searches from project staff from other agencies and demonstrated great teamwork in group job development.  Brainstorming new ideas for job development, focusing on tasks, sharing resources between agencies and receiving technical assistance support from Abby Cooper were also very important to the success of the project.  A new job for a project participant was celebrated by everyone in the team and really created community for project staff in a position that is very isolated.

Project staff also felt that the Discovery phase was very effective.  Project staff improved their skills in the customized employment process during the project.  This resulted in quicker job placements as the project moved forward.    The majority of project staff believe that their involvement in the C3 project has increased their ability to find employment for project participants and will use 70% of strategies learned.  Overall, project staff felt positive about their experience working with project staff from other agencies and felt that C3 was a great success!

5.2 Community Education

      
C-3 staff had many occasions to share their findings and techniques with other supported employment professionals.  They were asked to present at the Highline Employment Professional Certificate Program at Highline Community College during the fall quarter class in 2007, 2008 and 2009.  The project staff and a project participant shared their success with the Customized Employment model, the Business Advisory Board, and other successes and challenges that occurred up to that point in the project.  In August of 2008, staff from all 3 agencies presented at Washington’s annual Supported Employment Conference in Ellensburg.  The conference presentation was well attended with representation from all over the state.  In December 2008, at a tri-county training, a project staff and participant presented information on the employment path of the participant and the strategies used that helped him gain competitive employment.  In July 2009, representatives from the 3 agencies presented at the national APSE conference in Milwaukee, Wisconsin.  The presentation focused on how to duplicate the C-3 project and project structure.  Also during the three year project various project staff presented project information to stakeholder groups and local committees.  

5.3 Recommendations for Replication

Develop a Common Purpose with Shared Objectives

It is imperative that all agencies and staff commit to the mission of the project and all participants within the project.  Behaving conceptually or practically as competitors undermines the synergy of the project, alienates staff and jeopardizes outcomes for the participants.  Adopting a common purpose and clear objectives creates a foundation for clarity in action and communication. 
Communication is Key 

Adapting to varying personal norms, vocabulary and standards as well as unique organizational cultures is a challenge that can only be overcome through honest, constructive and consistent communication.  Developing a communication structure that is flexible and responsive is critical.  Project staff spends a lot of time working independently in the community and this can be challenging when successful employment outcomes are far and few between.  Regularly scheduled meetings with the project staff are a vital part in keeping job development momentum high. It is also important to ensure that stakeholders involved in the project are kept apprised and up to date.  

Staff Training and Technical Assistance
As the C3 pilot project started, the project staff from all three companies was given the opportunity to attend the same trainings.  The Customized Employment training series included Discovery, Profiles, Planning, Representational Portfolios, and Job Development.  A solid understanding of job site analysis was also critical to job development and negotiating customized jobs.  A common language and understanding of strategies provides the project staff with a basic foundation to build on.  Technical assistance or mentoring will be a crucial element to increase supported employment agencies’ capacity to improve employment outcomes for all individuals with developmental disabilities.  It is also recommended that resource training be provided to project staff so everyone has similar information in regards to what is available for other supports outside of each agency. 

Facilitation
Facilitation, consultation and support of an objective consultant were helpful to the project.  The consultant ensured that dialogue during the initial meetings was focused and outcome driven.  The consultant skillfully facilitated planning meetings for the project staff to ensure the process was collaborative with clear action steps and timelines adopted by all parties.    
Accountability

Accountability within a diverse group who is responsible to different supervisors within different agencies is a challenge.  Developing a system of communication that includes roles, a hierarchy and contact information as well as accountability strategies that project staff understand and accept is vital.  Also, sharing a common vision and set of goals can provide the framework for success. 

Funding

The limitations of long term employment funding impacts one’s employment opportunities, specifically the amount of hours one can work.  Individualized rates are helpful, but systems issues regarding the waiver lids challenge a provider’s ability to meet the needs for ongoing support.  It is recommended that DVR continue to fund individuals with the most significant disabilities in creative ways.  The current payment structure does not pay for the full cost of job development, so increased rates need to be considered.  Also, blended funding between a County and DVR could serve to minimize risk on both ends, increase funding options, create access to other DVR resources and increase flexibility with timelines.  It is recommended that DVR fund the Discovery process with the outcome being a Profile that documents the information gathered including strengths, interests, contributions, potential employers, and task identification.  Marc Gold & Associates is currently training an estimate of 16-24 hours as a timeframe for the Discovery process (this does not include job sampling or work experience).  A $2000-3000 outcome fee for Discovery would be a worthwhile investment to targeted job development resulting in customized employment that meets the needs of both the employer and the employee.
Enlist Support from Business Community

A customized employment approach requires a new engagement with the business community.  Local business leaders have expertise that agencies can use to find the most appropriate job match.  They can act as consultants and assist in identifying ways that tasks may provide additional benefits to business.  

Seeing is Believing

It is imperative that project staff at all levels believes that everybody has a rightful place in the workforce.  Everyone within the C3 project started with the belief that anyone who wants to work can work.  What was unclear, in the beginning, was how to convey that belief and expectation to employers. As the project progressed, our perception of the project participants transformed due to the process that the team developed and the successes.  

Finding the Individual Match

Finding the right job and the right environment for a person can be a difficult task.  Utilizing Customized Employment strategies and focusing on task identification and getting to know project participants in a variety of environments are central to finding the right fit.  Within the project, job development was more specialized and purposeful.  The places that were chosen were based on the specific skills, abilities and interests of the project participant.  

Marketing Tools

Set up tours of local companies as well as informational interviews to increase the knowledge base of the business community and various sectors.  Develop portfolios for project participants that lay out the tasks and work conditions that the project participant desires painting a clear picture for the perspective employers.  Accompany the portfolios with a job proposal that is a one page document outlining the highlights from the portfolio including: days and hours desired, tasks as well as the services that the agency provides to the business.  Including the participant in the interview and presentation of the portfolio showcases the skills and independence of the participant.  

Brainstorming

It is important to include flexibility for multiple brainstorming sessions for each project participant.  Brainstorming played a key part in the project.  Project staff brainstormed project goals, task ideas, job ideas, solutions to problems and topics for the Business Advisory Board.  Through this process, many ideas were generated that came from many levels of expertise, experience and creativity.  These sessions improved the dynamic within the team, renewed enthusiasm and motivation, and strengthened teamwork.  It eliminated stress knowing that the project staff was going to work together to job develop and resolve issues that came up.   

Assistive Technology

It is imperative for some participants that the process of trying out assistive technology be included within the job exploration stage.  Providing the project participants the opportunity to experience performing tasks and communicating in a new way will open doors to possibilities within a variety of professions.  It is difficult to develop more technical jobs when the agencies are not sure what the actual skill level of the participant will be once they have the equipment requested.  It is recommended that DVR utilize assistive technology assessments, potentially trying out equipment, to assist employment agencies, project participants and families to be more creative with career opportunities. 
6.0 Conclusions
In conclusion, we feel this project was a tremendous success, and that the desired outcomes have been met. There are some important key principles learned through the project that if applied by employment agencies, as well as county and state government, should result in more people with developmental disabilities acquiring jobs.  While there is still much to learn in effort to ensure meaningful employment for individuals with significant barriers, some important strategies were tested during this project.  The Customized Employment approach was identified as the most effective means to achieve employment outcomes.  
Implementing the elements of Discovery and Job Preparation were essential, and are not traditional components within the current supported employment model.  Job Placement and Marketing strategies needed to be individualized as well as the marketing tools used during this element.  These new tools highlight an individual’s interests and attributes and also focus specifically on tasks that an individual could contribute to meet a need in a business.  A key difference within the project was that staff had the flexibility to have extra time to apply new strategies, such as group business tours and partnership brainstorms to focus on the outcomes.  Project staff also had a forum to work together to apply the customized employment strategies and greatly improved their confidence in the work they do everyday as well as increase the job placement rates for individuals that have significant disabilities.

 We recommend the state and county Developmental Disabilities Divisions continue to support the innovations that yield employment for those that traditional supported employment model has been inadequate.  In addition, we encourage the Division of Vocational Rehabilitation to include Discovery as a Community Rehabilitation Program (CRP) contracted service.  The addition of this contracted service will remove barriers that prevent people with significant and multiple disabilities from accessing paid employment.  Finally, the proof is in the results. We achieved a rehabilitation rate of 93%, which far surpasses the rehabilitation rate for the population generally served by DVR statewide. 
7.0  References:
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* Due to contract arrangements and the complications with blending funding sources, in January 2009, an additional project participant was added to the C3 project making the total number of project participants sixteen.
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