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EXECUTIVE SUMMARY

The Projects With Industry (PWI) progrgm was authorized in 196
provide funding opportunities to organizations for the purpose of istihg .
severely disabled persons in obtaining competitive employment. lAs adminis-
tered by the Rehabilitation Services Administration {RSA) of the U. S. .
Department of Education (ED), the program has provided support to projects
that involve private sector representatives im the design’vf placement,
training, and other services for disabled individuals. The projects are
required to coordinate their activities with those of the state rehabilita-
‘tion agencies. PWI program funding in FY 1983 is $8 million {plus a one-
time supplement of $5 million provided-under Public)Law 98-8, the "1983
Jobs Bill"). At present 65 PWI projects are under way, including 15 new
projects and 50 projects that have been operating for more than a year¢

This study was undertaken to address two questions:

° What are the characteristics of current PWI_ projgcts, such as
funding levels, services provided, types of clients served,
and effectiveness in meeting program goals?
Which project.types are most effective in achieving PWI program
goals, .and, in particular, what are the relative effectiveness
and replicability of projects operated by national trade
associa;iéns? 4§
. ¢
The first question was addressed by collecting extensive information on
the projects currently supported by the PWI program. An answer 'to the
second question required analysis of four issues associated with the
effectiveness of PWI projects. )
‘ , . ) ( . )

The sources of information for the study included interviews with
persons familiar with the operation of the PWI program, a‘review of program
docuhents maintained by RSA\ ‘and visits to seven PWI project sites around
the dountry. Interview respondents. in the Washington, D.C., area included
staff of RSA and of other ED offices, staff of several congressional com-—
mittees concerned with rehabilitation, and staff of several national organ-
izations concerned yith services to the handicapped. Interview respondents
at the project sites included project directors, placement and training

— specialists, advisory council members, employers, PWL cMents, and repre~
sentative3~o£lstate rehabilitation agencies. .

e

’

[ . T e
— ——— .
——

|
Chafacteristics of Current PWI Projects

4 « ’ T e o

—

! PWI projects are operated by many types of organizatibns, including
rehabilitation facilities and associations of such facilisies, private
corporations, educational institutiond, trade associatioans, civic and
profeesional associations, and labor unions. Nearly two-thirds of 'the
current projects ar® operated by rehabilitation associations or facilities.

; . ‘ &
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Recipients of PWI awards are located in 27 states and the District of
Columbia. The actual number of states in which services are delivered is
substantially larger, however, because some PWI recipients deliver services
in two or more project sites. Fifty-four percent of all PWI projects have
received PWI funds for at least five years.

The average PWI award in 1952 was $123,028. The size of awards to
recipient organizations ranged from $27,337 to. $544 020._ All projects
received funding from sources other than PWI, due in part to a statutory

requirement that the national PWI program reimburse no more than 80 percent

of total .project costs. ;_ '

All but fiye of the 65 PWIL proje%ts report that they provide job
placement'services to hdndicapped clients; three of the projects that are
not designed to provide such services are new projects and two are prOJects
that have been operating for more than a year (known as “"continuation”
projects). Projects vary considerably in the mix of sérvices that they
offer to clients, but most provide traiging in occupatipnal skills. .

Clients served by PWI prOJects tend to be handicapped persons whose
disabilities are severe. According to information derived from a review -
of project files and from site visit interviews, a growing proportion of
PWI clients is severely disabled.” No general patterp was seen in the
types of disability ofnthe clients served'By current projects. ’

Projects report extensive linkages with the private sector, especial-
ly with potential employers of their clients. The most important mechanism
for creating these linkages is the PWI project advisory councils, whose
memberships include local business representatives (corporate executives,
personnel managers, and line supervisors) as well as representatives from
the rehabilitation community. The councils perform a variety of functions,

luding oversight of project operations, design of training activities,
assistance in the placement of PWI clients, and doriation of supplies and
* equipment. Projects.also make. efforts to build relationships with employers
by providing them with services, particularly the referral of prescreened
job applicants and assistance in working with handicapped employees.

~
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Analysis of Issues Associated with Effectiveness

Several issues agsociated with the effectiveness of PWI projects were
the focus of special.analyses in the study. The first such issue concerns
A he utility ‘of various measures of PWI project performance. Four measures
are ‘in common. use at present:

o Number of placements is the most commonly used measure. Tt
is useful as a means of assessing change in project performance
over time but.is less useful in comparing one project to another,
" Because. of diversities in project size; client population, and
“local. economic conditions. For the 46 continuatiom projects rex
porting this information, 5,700 placements were achieved in 1982.

S .
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Because of the variation in measures used by projegts, the study team found
that the adoption’ by, the program of a limited, but standard, set of perform~
ance indicators wouﬂé permit a more comprehensive picture to be drawn of

PWI operdations and performance both at the project level and nationwide.

A second issue addressed in the analysis concerned those factors
likely to be most important in shaping project performance. Six factors .

“iiir .
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Retention rate measures the percentage of employed clients who
remain on the job for at least 60 days. ' When used with other
information, this measure can be a useful means of comparing one
project withsanother and can also be helpful for internal moni-

toring purposes. For the 20 continuation projects reporting f’f)

retention data, the retention rate ranged-from 44 to 100 percent

and averaged 80 percent. ‘ . '
‘m .

Average wage at- closure (i.e., the point at which a client's file
is closed through job placement or other disposition) is a measure
of the salary level of the jobs in which PWI clients are placed.
Because of the varying skill levels of clients served by PWI pro-
jects, this measure is not a useful means of comparing projects.
Nor is it a useful measure for monitoring project performance - s
over time, because many projects experience shifts in the types
of clients referred for services. The average wage at closure
for the 30 continuation projects reporting this information
ranged.from $3.50 to $13.85 an hour.

Cost per placemedt is typically computed by dividing a project's’ [,
total PWI dollar® award by the number of clients placed. This

measure is frequently used by RSA fo assess individual projects™

and to report on program performance overall. The measure fails, "
however, to take into account the effect of other funding received

by a PWI project and other services received by,PWI clients. For

the 23 continuation projects reporting this information, cost // -
per placement ranged from $403 to $3,571 and averaged $973. The

median cost per platement for the 23 projects was $806.

were found to be particularly relevant.

[ )

The single most important factor ‘is ‘thes quality of the project S
private sector linkages. Good relationships with employers’a!g
typically reflected in (and shaped by) a project advisory council .
that is actively involved in all phases of project implementation.

The employﬁent performance of clients shapes project perfdrﬁance .
by its effect on employer expectations concerning the occupational
ab{lities and motivation of clients served by the project.

-

ThHe quality of linkages with state rehabilitation agencies is

+important in ensuring that the clientsireferred to the project

are those most likely to benefit from its services. ’

;7 : .
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) Alt&ough no special configuration o% staff background and experi-
ence was determined to be essential, the overall abilities and
performance of the project staff gre a major determinant of the .
effectiveness of the project in building produscizg relationships
with, employers and with state agency personnel. h

° The reputation of the recipient organization is very ‘important -in
the ability of the project to develop effective relationships with

the business community. .

° Projects are most likely to be able to communicate their‘project
goals to employers when they adopt a business orientation to
project operatiogns. .

| 4

In general, PWI proﬁegt success 1s closely related to cﬁe extent to which
project staff create a climate that encourages the attive participation
of all constituencies (i.e., the business community, state rehaBilitation
agencies, rehabilitation facil tieq, and disabl persons) in placing
disabled persons in competitive employment. . %;

N
’ .

A third issue addressed {n the analysis was whether state rehabilitation
agencies could operate (PWI projects. Although‘&onsideréBle~st§te support
exists for the PWI training and -placement approach, expanded state involve-
ment in implementing that approach appears unlikely. The major abstacle to
expansion is the difficulty that states typically experience in developing
stable relationships with employers and in attracting financial contribufions
from the private sector. * . '

»

The fourth issue addressed in the affalysis concerned the special features
of the various types of organizations that operate PWI projects. According
to interview data, the current wide range of organizational types results
from an,intentional strategy to ifivolve many sectors of the employment
and rehdbilita;ion communities in achieving PWI goals. No single project
type was found to be consistently superior to other types. ‘\

-

As the PWI approach has evolved, a number of projects have developed
national or regional networks of project sites. One type of network ‘has
been 4hat operated by the Equgronic Industries Foundation, a non-profit
corpQration affiliated with a national trade aséogiation representing
electronics firms. This project has experienced success in involving its
trade association members in the training and hiring of handicapped persons. o
\Due to bartiers that are inherent in the mission’of a trade association,
however} there does not seem to be significant interest among other such . -
associations in initiating projects for the training and employment of o
handicapped persons. 5 . . .

5 ’

Recommendations from Respondents on PWI Pfogram Improvement

Interview re&pondents in this study.made recommendations for improve-
mert in three areas of federal administration of the program. First, in
connection with project selection procedures, concern was expressed that

-~
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the, competitjive selection procedures used in the program are deterring
organizations such as private corporations and trade associations from
appdying for federal support. The PWI selection criteria were specifical-‘
ly criticized for inaﬁequate focus on factors most relevant to projec 5
success. Respondents recommended cayeful review,of these problems by RSA.
Second, local PWI%project personnel recommended t RSA providg technical
assistance to projects and assist in informatio haring acrosgsbrojects.
Third, project per§onnel asked for greater assurance of stable federal
support for project operations. . C

Recommendations were also offered for the improvement of local project
operations. First and most important, respondents urged RSA to ensure thée ( y
involvement of local advisory councils in the direction and operation of
all PWI projects. Second, respondents representilg state rehabilitation
agencies recommended that RSA create, mechanisms to encourage greater com-—
muniKation between PWI -projects and state rehabilitation agencies.  Third,
,respondents suggested that PWI projects be encouraged to participate
actively in the implementation of the Job Training Partnership Act of 1982,
in order that the training needs of disabled individuals be addressed in

the implementation of that Act. -
. " . »
Conclusions ) Jg " . RS

Based on the information collected and analyzed in the study,:Ewo major
conclusions emerged from the studyﬂ First, 'PWI projects appear generally
successful in meeting the program's goal of developing private sector:
linkages to assist disabled persons in achieving competitive efployment,
although quantitative information to verify the performance of spegific
progects is limited. Second, no single type of organization was found to
be more successful than others in accomplishing PWI gpals. Rather,,-the
diversity of organizations, operating PWIs and the flexibii1ty projects
exhibited in providing services appear to be important factors in the PWI
program's overall effectiveness.
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- CHAPTER ONE -

[

‘INTRODUCTION Co ) -

Since 1968, the Rehabilitation Services Administration (RsA) has provided
funding opportunities to organizations for the‘purpose of assisting:handicapped

' persens to obtain competitive employment. Under authority of the Projects With

>Industry (PW1) program, these organizations have prqyided placement, training,

and other services that are intended to ,complement those delivered by the-state .’
rehabilitation agencies. For FY 1983 the program was initially funded at $8_

million; with'enactment of Public Law 98-8 (the "1983 Jobs Bill"), the program
received.a one-time supplemental appropriation 0f $5 million. Higher funding

levels'have been suggested for the future. This report presents the findings

‘of a brief study designed to assess the PWI program.
This chapter consists of two parts. The first part provides an overview

. of the program 's purposes and hiStory. The second par; presents the questions

that prompted the study and the methodology used to address these questions.

- e ,: ' ¢ _l

Overview of the Characteristics -and o .

Evolution of | the PWI Program

This sectiopn is intended to provide a general background for the more

descriptive and evaluative information on the PWI program presented in
;

Chapters Two and Three. <

‘

Program Purpose and Characteristics U y o _

-+ Since its beginning, the primary purpose of the PWI program has been to
éncourage the formation of partnerships between the rehabilitation community

, and the business community in order to improve the employment oﬁportunities

of disabled persons. To achieve this purpose:'PWI proﬁects have generally \\L - ' )
focused their efforts on job plaCement and have provided other services neces A“
sary to support that function. These supplementary services have included
occupational skill training, job readipess training, training in job-seeking ’
skills, .and job followup services. In addition, some PWI projects help clients




L

. che state agencies. At a minimum, PWI clien(:$:ust be . certified as eligt—

~°

_ jointly financed projects"” (Sec. 621(a)(1) of the‘Rehabilitation Act, .as

& . - )
to.obtain assistive devices necessary for the disabled person's success

in the workplace. Projects have also helped employers modify specific jobs
to accommodate the special needs of persoas with particular disabilities.
Because the national network of state rehabilitation agencdies bears
primary governmental responsibility for delivery of rehabilitiation ser—
vices, PWI projects have been expected to coordinate theéir activities with

ble ‘for the receipt of services by the approptigte state rehabilitation
agency. Practically speaking, this requirement means that each PWI client
must have a disability that qualifies him or her for rehabilitation services,
and yet at the same time there nmust be a re onable expectation that the
.+ client can be rehabilitated to the point of being able to obtaf% and hold
a pr. The types of services’ PWI pr03ects provide must be coordinated with '
thdse offered by state agencies, in order to prevent redundancy in the -
provision of specialized’\ETV1ces to particular disability groups.

From the first _years of the program, an important feature of local PWI
projects has‘been the qperation of local project advisory councils.- These ~
groups are/intended to assist local PWI projects in establishing relation-
sh1ps with area employers, labor unions, and other relevant organizatioaﬁ§
Accordingly, the membership of the councils is expected to include repre-=
sentation from each of these groups as appropriate. In addition to its -
role in establishing project linkages, each local advisory council is also
expected to share in policy and decisionmaking functionswb(as stated in
the selection criteria included in the PWI program regulations at 34 CFR
Part 379). . Y v

The notion of the public/private‘partnership_embodied in the PWI program
is also reflected in the funding vehicle mandated in the PWI authorization.

As stated in the authorizing statute, the Commissioner of RSA is expected

to "enter into agreements" with PWI sponsoring organiiations "to, establish
amended) The term agreement" is used thfoughout the brief authorization,
and such agreements are intended to "be jointly developed by the Commissioner,

the “prospective employer, and, to the extent practicable, the appr0priate

.
’ . . .
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designated State unit and the handicapped individuals involved.” The col--
-laborative nature of the PWI projects is. also reflected in the $tatutory
requirement that federal funds pay for no more than 80 percent of the costs
" of any given project. '
The precise meaning of the term "agreement” is leuded in the program
_regulations. In particular, the, decision, as teflected .in the regulations,.
. «to make the Education Department General Administrative Regulations (EDGAR)
appficable;to the PWI program is.somewhat surpriging. The specific parts
of EDGAR that are cited as applicable to-PWI include thos€ pertaining ‘b
"direct grant prdgrams” (34 CFR Part 75). This designation is significant
for two reasens. First, because EDGAR states that only grantmaking programs
. are to be included under its purview, PWI is thus designated to be treated-as,
a ggints program. This grantmaking status seem§ to®be at variance with the
‘references to "agreements” in the program statute. Second, as’ a grants
program, PWI becomes subject to the competitjve selection process outlined .
in EDGAR, a process that may be incompatible in certain respects with the
notion of a jointly developed and jointly~fin nced “"agreement” between RSA
and the local PWI project. ' S ]

A more detailed description of how these program features have affected
the operations and development of the PWI program and its projects is ptesented
in subsequent chapters of this erort.. i T~
Arogram Evolution ' ) .
pi1 aubhorizgtion. Statutory authority for PWI projects was first

inc ded in tﬁe kehabilitation Act as a result of the 1968 amendments to the

Act. e authority was included in the 1973 amendments in a single senterce

at Section 304(d), which*aufhorized "projects designed Eﬁrprepare handicapped

indiviﬁuals for gainful amd suitable employment in the competitive labor mar-
ket under which handicapped individuals are provided training and employment’
in a realistic work setting and such other services... [prescribed in regula-

tions] as may be necessary for 3uch/individuals to continue to engage in

¥

mmhemwﬁwmnm" ' .o f

In the 1978 amendments to the Act, the PWI authorization was made Some-

what more explicit by the inclusionm of provisions (1) detailing the contents

3 4




of a PWI agreement, (i) governing the administration of PWI projects operated

directly by employers, and (3) providing that payments made under’PWI may
not exceed 80 percent of project costs. Because the authorization of the
Rehabilitation Act expires 4t the end of the current fiscal year, revisions.
to the PWI authority are currently being considered in Congregs along with
revisions to other portiohs of the Act. ‘ . S

Program funding. Projects under PWI were funded for the first time in
EY 1970 for $900,000. Following a $2 million funding level in FY 1971, g
program funding was set at $1 @illion a year for fiscal years 1972 through

1976. 1In FY 1977, project funding began to increase, reaching §7.5 million
‘in FY 1982, In FY 1983, $13 million are expected to be spent on the program.
According to the terms of the FY 1983 Continuing Resolution under which

RSA programs are currently operating, RSA is not permitted to begin any
new PWI projects in FY 1983. ’

Program administration. PWI is one of a number/of small discretionary

programs that are administered several levels below the RSA Conmissioner.
At present, one project officer is responsible for all PWI administrative
activities within RSA. Because PWI is of particular interest to the current

RSA Commissioner, however, two additional RSA staff members ‘have been as-

" signed to the program to carry out special tasks related to the operation

"have been made to develop PWI agreements with a

of the PWI program. Since RSA's transfer to the U.S. Department of Educa-
tion (ED) in May 1980, ED personnel in the Office of Planning, Budget and
Evaluation and in the Assistance Management and Procurement Service have also

provided administrative services to the program.
The administration of the program has reflected two important strate-—

i

gies. According to federal employees involved with ‘the program, one such

strategy has been to promote diversity in the types of organizations re-

ceiving PWI funds. As stated in yerbal reports tp the study team, efforts
ide range of organizations,

in order to provide coverage of varying employfient and training opportunities
of fered by different types of organizatiogs and/to extend program benefits

to a broad rangelof disability groups.

k)

~
.




- A seccnd importent'e%ninietrative straregy has, been te{offer flexibil-
ity to PWI rojects in the*design and~operation 6f their acédvities. Ac—
cording to federal officials interviewed for tnis study, the main rationale
- for this flexibility has been the partnership character of the prwjects.
Because of the sizable contributions to PWI projeoﬁﬁ by their parent organ-
izations, it hqs been believed in Washington that projects would be more
likely to fulfill PWI prpéram goals if they were givea a relatively high
\}evel'of autonomy in the design agg delivery of services. A;cther factor
encouraging project flexdbility has undoubtedly,been the limited federal
regources available ﬁor'PWi program administratibn ann RSA's resulting
«~1inability to éiercige clogse 'direction and monitoring of projects.
The effects of these administrative strategies on program operations'
are discuseed in the second and third chapjers of this report. s a

i -

"vPurposes and Design of the Study /

'»k N - = -
- v [ B O AT

This study was initiated, in November 1982 in response to a request made

by the directcr’qf;ghe ED Budget Service to the director of the ED Planning
and Evaluation Serviﬂe. fn response to the request of the Budget Service,

officials of thehPlanning and Evaluation Service selected 3 re§earch‘organ-
ization‘to‘conducﬁ the study and made arrangements. to initiate the assess-

ment. 'Becayse of’tbeainmediacy of the information needs of the Budget

Service, the study was completed within five months. A 5o

Study Questions o ﬁ

In response to the request from the ED Budéet SeE)ice, the study was

designed -to addrese two primary questions:

e What are the chdracteristics of current PWI projects, such as
funding levelg, services provided, types of clients served, and

effectiveness in meeting program goals? - ) <{__/
. -,

' e Which project types are most effective in achieving PWI program
' goals, and, in particular, what are the relative effectiveness
and replicability of projects dperated by national trade
associations7
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Because of the short time period available for the study, certain

evaluative approaches thak would«otherwise'be desirable could not be qti-
lized. Por exagp&e, it w%s not possible to survey all‘cpkrent PWI projects
in order to coll uni¥Qrm data on each of them. Nor was it possible to
visit a large sample of current. projects. Nevertheless, the five-month

study period did permit spec Jc research tasks to be undertaken, in order

to'address the two quest#ons' .

/ : N

Methodologz ’ ,
The study began with a series of interviews in the Washtﬂgton, D. C.,'
'area with individuals owledgeable about the PW ram. These persons

"included staff of RSA and other ED offices, congressional staff-concerned

with legislative issues in rehabilitation, and staff of several national
organizations preViously or currently involved in the program. Several
information needs guided the selection of interview respondents and the
formulation of interview questions; These needs included (1) identifica—
tion of the primary goals and methods of PWI prOJects, as typically-
operatea\aiii speCification of appropriate measures of project performance;

and (3) 1 ification of project characteristies. most often associated

with project success. : : : ‘

Concurrently, relevant program documente were reviewed to develop a
comprehensive overview of all current PWI projects. The principal documents
that were examined were the proJect applications_for FY 1983 PWI projects.
In most instances, the project applications for FY 1983 funding contain a
progress report covering the- prior year's activities and performance. These

progress reports constituted the major data source for the document review.

'Applications were supplemented with RSA regional office reviews of a number

of specific PWI projects. In addition, the study team also reviewed previous
reports on the PWI program and on the Rehabilitation Act and RSA programs

other than PWI.
Additional'information-was collected in site visits to seven PWI pro-

jects. (Ihis count does not incluge two PWI projects whose headquarters
Y A

L)
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offices in Washington, D.C., were visited but for whom no service delivery{
activities were observed.) The sites, which are briefly described in the
appendix to this report, were selected to'reflect‘aAtange of organizational
types, service delivery mixes, and geographical locations. At each gite
interviews were conducted with the PWI project director, placement and
training special;;ts, advisory council members, employers, PWI clients,
and representatives of the state rehabilitation agency. The study team was
afforded a high degree of coopegation by all the PWI projects Selected for
visits, making it possible to collect extensive information on each. All
respondents were given assurande that they would not be identified'by nase -

-

in any reports emanating from the study. -
L 4 ‘ .

- Orglinization of the Report
Chapter Two of this report presents an overview of current PWI projects,

drawing maigly from project applications, project reviews conducted by the
RSA regional offices, and other RSA docustents. This information is supple-
mented where appropriate, with observations from the site visits. Chapter
Three presents an analysis of project characterigtics, including, in partic-
ular, assessments of the relative effectiveness of various types of PWI
projects., Special attention is given in this chapter to a review of'the :
advant ages and disadvantages of projects operated by national trade associar
tions. The fourth chapter reports the major recommeandations for PWI erogran’
improvement that were offered by respondents to this study. The final chapter
presents the study's findings ahd/conclusions as'well as a listing of program-

matic issues that emerged duripg the course ‘of the study.

L




‘variation is apparently the regplt of a lack of uniform informationl

] -8-
CHAPTER TWO ) . - )
OVERVIEW OF CURRENT PWI PROJECTS ) .

This chapter presents a descriptive proffle of the PWI projects :.
currently supported through RSA funding. The Crimary data sources fromy
which the profile was developed were the 1983 PWI project applications and
other program documents maintaine€d by RSA. For each of the 50 continuation
projects (i.e., those that have received PWI funding continuously for two

or more years), RSA maintaing a file containing the most recent project
application and such supporting documents as newsletters, brochures, progress

reports covering the previous year's activities, and internal evaluatiords or

research reports. or each of the 15 projects newly funded in 1982, the RSA

file contains the [project application describing the types of activieies
planned. Supplementary materialgton PWI projects were also reviewed. These
materials included the 1982 cumulative funding report, project reviews
conducted for some of the PWI projects .by RSA regional oﬁfice staff, and,
several reports on the status of PWI projects,: d%ere appropftiate in this
chapter, documentary information from these RSA sources 1s supplemented

with illustrative data drawn from the study team s visits to project sites.
v ' Readers of this chapter should ep several cavedts in mind. First,
the level of detail‘provided in projé/i documents varies widely. This
requirements on the part of RSA and also the substantial variation in
conditione at: the'local project level. For example, projects operated by
organizations having aptomated management informatiom systems tended to
include in their applications ‘detailed reports on such variables as disabling
conditions of clients and other client characteristics, while organizations .
without such cdpacity often :provided far less detailed information.

Second projects can he‘counted in several different ways, a dif-

. ference that is reflected in the tables in this chapter. In 1982, 'RSA made

awards to 50 PWI continuation projects and 15 new projects, for-a total of

65 PWI projects. However, because some recipient organizations received -

24
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more than gqne PWI award, the total number of discrete PWI recipients is46l.‘

For example, in 1982 the Electronic Industries Foundation (EIF), which al-

ready was operating a PWI project with a number of sites around the country,‘~

received an additional award to encourage PWI participation by other national
trade associations. Consequently, EIF has more than one BWT project award
but is, for purposes of such analyses as geographic location of projects,
viewed as one recipient. _ - . g -
Finally, although PWI is currently funding 65 projects and 61 recipi-
ents, the number’ of PWI project sites,around the nation is actually much
larger than these numbers suggest. While some of the recipients are gperating
a single project at a single location (e.g., Baltimore Goodwill Industries)z .
many of the recipients are operating multiple;site'projectc. IBM, for example,
shas used its PWI fupding to establish over 20 projects. While many of the -
older IBM projects no longerAreceive any direct federal'snpport through tpe
PWI program, they nonetheless should be congidered in any accounting of the

) ’ -
PWI effort. . NI

The PWI’profile presented in the remainder of this chapter' is” organized

around the following topics: project characteristics, client charactéristics,

and project linkages. ¢ ' . . ]
) ’ Ve
C PWI Project Characteristics . N
: - }/ K . .

v

Information.was available' to develop a profile of PWI project charac="’
teristics along the following dimensions: types of organizations operat-
ing projects, project location, years of support, funding, and services to
\v4 ’ -

+ A ~

clients.‘

Organization Type ' ,
Organizations currdntly opesﬁting PWI projects range from private

corporations (e.g., IBM anmd Control Data Corporation) to local governmental

agencies (eig., City of Los Angeles). As shown in Tables 2.1 and 2.2, the

majority of projgct operator§ are rehabilitation facilities (50 percen& of
X -




TABLE 2.1

4 »

DISTRIBUTION OF PWI CONTINUATION PROJECTS
BY ORGANIZATIONAL TYPE

PROJECT YEAR 1982

~

-

»

t

~ NUMBER OF
_ ORGANIZATIONAL TYPE PROJECTS"

v

N
\n

Rehabilitation facility
Rehabilitation association

[ d
Educational institution

’

Private, corporation
Labor union

Trade association
Other asspc%\aﬁon
Social service agency

- .
_ = NN W N

Governmental agency

L4

\
TOTAL
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' TABLE 2.2
. ‘ . / DISTRIBUTION OF NEW PWI PROJECTS ™
W : ' . BY ORGANIZATIONAL TYPE
. *PROJECT YEAR 1982 -
g - . . ) T ) : . N,
I ~ . .NUMBER OF '
: ORGANIZATIONAL TYPE PROJECTS PERCENT .
~ - N :/— —/
¢ (
g « Rehabilitation facility ° ~ "8 53 P
Educational institution 4 27 o
Trade association ' 2 13 '
Labor union J \ T ’ 7
' <
TOTAL * >‘ ] 15 T - 100 N
. - : S - 3 - ‘ ¢
o ) -
x
L} . / ‘.




the continuation projects and 53 percent of the new projects). " Other
organizations reeeiving PWI support include rehabilitation associations,

educational institutions, trade associations, other professional or civic,,

S
associations, and labor unfons. Rehabilitation facilities or associations

constitute nearly. two-thirds of the organizations operating continuation

projects:.

In some instances organizations do not operate prOJects directly but

have set up foundatioms or nonprofit corporations for that purpose. Two

examples of this practice are the Electronic Industries Association s EIF
and ‘the AFL-CIO's Human Resourges Develgpment Institute.' As indicated in
discussipns with EIF's national director, this arrangemeﬁt permits EIF to
use the resources of the parent association (e.g., Contacts with high-level

\‘electronics,executives) while pursuing a public .interest focus that is’

"distinct from the objectives of the association.

\

k4

Project Location I o

' ‘Recipients of PWI funds are located in 27 stateShand the District of

Columbia (Table 2.3).. Forty-seven percent of the orga izations that receive
PWI funds are located in three states and.the District‘of Columbia:” New York
(13 percent), Washington (12 percent), District of Cplhmbia (12 percentj, and
California (10 percent). The number of states in which services are actually
delivered, however? is substantially larger than 27 beécause a'number of pro-

jects, especiallp those based in the Distrfct of Columbia or its suburbs, tend

to be national in scope with multiple sites across the country. For example,
the Goodwill Industries of’America project, administered from the organiza-
tion's offices in Bethesda, Maryland, has project sites in Ohio, New Jersey,
.Michigan, Texas, Florida, California, and qﬁssachusetts. -
Other prOJects serve elkher one 1ocalyty (e.g., Chicago Jewish Vocational
Service) or a discsete geographic region. Examples of the latter are seen in
the San Francisco Bay area, which is served by six projects, located from
Berkeley to San Jose, all except one of which have developed linkages with the

high technology industries in the region. In some instances, project service

areas include an entire\:ﬁgion (e.g., New England Association of Business,

<
4
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TABLE 2.3

PROJECT YEAR 1982

DISTRIBUTION OF PWI RECIPIENT
ORGANIZATIONS BY STATE

'STATE- ‘ \

NUMBER OF RECIPIENT
ORGANIZATIONS

Alabama

Arkansas

Arizona

California

C\oloradov -
Connecticut

District of Columbia’
Florida

Georgia

- Illinois

Indiana
Kansas
Maryland
Massachusetts
Michigan
Minnesota
Missouri
Nevada

| New Je‘rsey

New York
Ohio ,

Pennsylvania

+ Texas
* Utah

Virginia
Vermont
Washington

Wisconsin

) o

TOTAL

61
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Industry, 4nd Rehabilitation, Inc.,Lchatgd in Connecticut and dérving ) '

Connecticut, New Hampshire, and Maine). .

Years of Support //”'\\ \

Other than the 15 projects that received an initial award in projec;v/,r‘

year 1982,}/ all the projects currently receiving PWI funds are in at least
the third year of funding (Table 2.4). (Further, four of the new awards were
to orgahizations that had previously received PWI funds.) Fifteen projects .
(30'percth) are in their sixth year of funding, and six (12 percent) are in
at least the tenth year. Seventy percent have received funding for o leaét
five years. When all current projects (both new and continuation) gre con- .
sidered, 54 perceat of Ehe current PWI pr%jeéts are in at least thefr fifth
year of funding. According to PWI program staff, only eight‘projects have
beeg terminated since the program}s inception. .
As these data indicate, the profile of PWI projects is fairly stable
in terms,of continued support, with small numbers of projects aqfed to the
set of funded projects in most of the years since the program's inception.
Expansion in numbers of projécts has been much larger in recent than inl
) éarliér years, a fact influenced both by program funding levels and by
| ~ ..T""isteadily increasing inte;est in the PWI concept as an .approach to assisting .
disabled persons to enter competitive employment.
The tendenéy of the PWI program to provide relatively long-term support
to projects 3ugéests that the program is noF, in the str?ct sense, a "seed

money” effort under which projects dre expected to become self-sustaining after

a period of federal support. Neverthgless, mos# of the persons 'interviewed at

both national and local levels do view the program as sg;ving a "seed money"
function. PWI funds, generally allocated in fairly small amounts (44 percent

‘of the projects receive less th;n $100,000 per year), are intended to help .
generate fundé aﬁd other types of support from non-PWI sources, ranging from

other federal programs to contributions from .private industry. At one of.the

s,

.
B

}/Hiétorically projeﬁts'have followed different funding cycles and
thus cannot be categorized on either a fiscal year basis or on a uniform

PWI program cycle. |, y




.- ' o - TABLE 2.4

DISTRIBUTION OF PWI CONTINUATION PROJECTS
BY YEARS OF SUPPORT

7
¢ M a

R ' ‘ .~ CUMULATIVE

NUMBER OF YEARS NUMBER OF - NUMBER OF CUMULATIVE :
OF 'SUPPORT PROJECTS. PERCENT, PROJECTS =~ PERCENT
12 1 2 i *2 .
L e 2 4 3 6
3 6 6 12

¢ 14
7 14 14 ) 28

9
8
7
1 6 : 15 30 © 29 58
' , 5 6 ﬁ “
. : .
3

3
—
o
1
1
AN
~ I

12 35 70
80




sites visited by the study team, for example, PWI funds represented less
than one-third of the PWI project's total budget, and all‘tﬁp sites that

were visited:rreported continy#ng efforts to develop other unding ‘sources

to support pfoject acti es. « -
. ——
. Funding . -
~ Data presented in Table 2.5 indicate the range in PWI funding levels

for the 61 recipient organizations in project year 1982+ Ninety percent of
the current recipients are funded at less than $200,000 for. the current year;
72 percent at less than $151,000; 44 percent at less than $100, 000, and 13
percent at less than $51,000. Only one recipient, EIF, received over
E?%o,ooo in oroject year 1982. Total funds allocated to-PWI recipients in
1982 amounted to $7,504,702. The average award was $123,028, and the range
in amount of funds awarded to recipients wa® $27,337 to $544,020 (the latter
representing funding for two separate PWI awards to EIF). )

As discussed in the previous section, most of \Pe PWI continuation
projects have received RSA support for several years, with 70 percent in at

- least the fifth year of funding.” Data reported din Table 2.6 show ranges in
the total PWI support received by the 50 continuation projects since program
inception. Over half (54 percent) of the projects have received less than
$400,000, and only 14 percent have received funds totaling more than $1
million. These data are not adjusted for years of'support, and while to some
extent the older projectsffall into the higher range of cumulative funding .
levels, there ‘is not a precise correlation. The oldest project, for example,’
has averaged around $104,000 per year ($148,000 in 1982) and has teceived a

. total of $1.25 million, while some of the neyer projects‘are funded at higher
annual levels that result in larger cumulative amountS. -

In addition to PWIL program support, nearly all projects report other
sources of support for their PWI activities. Forty-four (88 percent) of the
continuation and eight (53 percent) of the new projects indicated -on their
PWI applications an intended contribution to the PWI effort frod the applicant
organization. These contributions include donation of staff time, waiver of

overhead expenses, payment of facility costs, and transfer of fundslfrom‘the

!

£




TABLE 2.5

DISTRIBUTION OF PWI RECIPIENT
ORGANIZATIONS BY FUNDING LEVEL 5

PROJECT YEAR 1982

CUMULATIVE -

- FUNDING NUMBER OF NUMBER OF
LEVEL RECIPIENT . RECIPIENT CUMULATIVE

. (INDOLLARS) ORGANIZATIONS PERCENT ORGANIZATIONS PERCENT
& 50,999 8 13 g 13
51,000 - 99,999 19 31 27 T uy
100,000 - 150,999 17 28 b, 72

. 151,000 - 199,999 1 18 55 9%
200,000 - 250,999 1 2 . 92
251,000 - 299,999 2 3 58 95
300,000 - 350,999 2 3 60 98
351,000 - 399,999 - : - - -
400,000 - 450,999 - - - -
451,000 -'499,999 - .- - -
500,000 - 550,999 1 2 61 100

JOTAL 61 \ 100

« Source:

Department of Education Grant and Procurement ‘Report 006: Grant
Awards by CFDA, State and ApplicantName,10/09/82. .. i

~




TABLE 2.6

DISTRIBUTION OF PWI CONTINUATION PROJECTS
BY TOTAL FUNDS RECEIVED SINCE PROJECT INCEPTION

CUMULATIVE

FUNDING LEVEL NUMBER OF NUMBER OF CUMULATIVE
(IN DOLLARS) PROJECTS PERCENT PROJECTS PERCENT

100,000 - 199,999 13 26 13 26
200,000 - 299,999 12 19 38
300,000~ 399,999 16 : 27 54
400,000 - 499,999 29 58
500,000 - 599,999 32 6l
600,000 - 699,999 33 66
700,000 - 799,999 35 70
800,000 - 899,999 38, 26
900,000 - 999,999 43 86
1,000,000 - 1,099,999 - -
1,100,000 - 1,199,999 45 90
1,200,000 - 1,299,999 46 .92
1,300,000 - 1,399,999 47 94
1,400,000 - 1,499,999 .49 98
1,500,000 - 1,599,999
1,600,000 - 1,699,999

50

—,N._—-.—Na\num—umooox

TOTAL 50 100

Source: Department of Education Grant and Precurement Report 006: Grant
. Awards by CFDS, State and Applicant Name, 10/09/82.




v -

organization's own résources. Additionally, many of the projects receive
funding from other federal sourcés(iprimarily the Comprehensive Employment
and Training Act [CETA}), from the state rehabilitation agency, or from local

sources (e.g., United Way). Finally, private sector contributions constitute
another resource for local PWI projects. These contributions often take theu
form of equipment dometions, but some projects receive direct financial sup-
port from private corporations. While the available data were not sufficient
to permit analysis of the mix or extent of other funding sources, one of the
projects visited provides an example of the multiple funding sources for PWI
activities. The PWI budget for that prgsect contains the following mix:

32 percent from the PWI program, 37 percent from the state rehabilitation
‘agency, 13 percent from a.private corporation, and 18 percent from the parent

organization dperating the PWI.

Serviceg to Clients ﬁ
J/Ebe PWI program files contain informdtion concerning the services PWI |

projects deliver to clients. This information is, however, incomplete for
several reasons. First, it is not»elways_géssible to distinguish those

services provided specifically to PWI,clients with PWI fundingzjfem those (
services generally provided by the organization both to PWI clients and to
other clients served by'ﬁhe organization. In some organizations the PWI is

clearly a distinct entity either because the organization does not serve non-

-7
.

PWI clients or because the PWI project is kept fully separate from other
activities; in other organizations, the PWI project appears to be relegively
integratea into the broader service .design, and identificatidn of a set of

services as "PWI" is difficult.‘ Second, there is no standard set of .terms
for defining PWI services, a situatiop that complicates the aggregation of

information across projects, particularly in files that vary. widely in level
of specificity. Third as suggested earlier, the lack of complete information
in some project files precluded development of a clear picture of what some PWI
projects actually do. For example, while a PWI project may list occupational
'skill training as a service, the service may be paid for by the state rehabili-

_tation agency, the Veterans Administration, or sbme other agency 'on a fee~for-

’

3
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service basis. The extent to which individual PWI projecﬁs counted such
training as a PWI activity varied across projects. Further, some files
were essentially progfess reports and failed to specify what services were
provided. Nonetheless, sufficient data were available to brovid; an over-—
view, though a somewhat incomplete one, of what the PWI projects do for
clients. ’ <

Types of services offered. In general, the types of services provided

by PWI projects include client assessment; occupational training; employment
orientatidn; job development, placement, and followup; and supportive gervices.

Services in each of these categories include the following:
f

e Client Assessment .

-— Vocational assessment/work gvaluation
-- Personal/medical assessment ,

e Occupational training

-~ Classroon training .
-- On-the-job training

s Employment orientation

-- Work adjustments transitional employment

—- Employability development

-- Career counseling

--'Training in job-seeking skills v

e Job Development/Placemeng/Followup

-- Job identification and development
-- Placement

-= Job modification .

-- Counseling/followup with clients -
-- Counseling/followup with employers

e Supportive Sﬁrvicés

-- Péychological counseling
-- Transportation .

-- Medical/dental aid .

-- Education (primarily remedial) ) - i
-- Provision of assistive devices




i - g . é ~ e
Table 2.7 displays the numbers and.percentages of continuation projects

|
that reported provision of services in each of these categories, although, ___iq
again, failure to report service provision does not necessafily mean that a
project does not make a particular service available to PWI clients. Observa~
tions made during the site visits suggest that projects tend to provide a

larger number of services than they report in their project applications. As

‘might be expected gonsidering the goals of PWI, job development, placegmeént, ’

and followup, taken together, are the most frequently reported services.
Eighty-six percent (43 projects) of tne continuation, projects reported that
they place clients in competitive employment. Five continuation projects did
not specify services in this category, although information collected in
interviews indicates that these projects do provide placement services. There

are. two continuation projects that do not serve clients directly and therefore

" do not provide placement services. Twenty—eight projects (56 percent) report-

ed that they provide followup services to clients at least through six months - |
of employment, and 16 projects (32 percent) indicated that contacts with
employere were inclnded in the followup activities. The information collected

. £ .
in interviews sugggsts that these services may be underreported in project

applications. ,
Three-folrths of She projects reported providing some form of employment

orientation, including, for example, work adjustment training, training in

job-seekdng skills, or career counseling. Additionally, at least 11 of the

projects nave established Job €lubs, an apprvach to job placement that has

become increasingly popular in recent years in the rehabilitation community

and in other employment and training programs. (Job Clubs are structures
through which unemployed persons receive instruction in job-seeking skills and
receive peer support in their efforts to obtain employment.)

Over two-thirds (68 percent) of the 50 continuation projects provide

"skill training, while slightly over half (53 percent) of the 15 new projects

provide }killitraining to PWI clientsn(see Tables 2.8 and 2.9). Training is
available in the following occypations:

e Computer.programmer

‘e Electronics assembler or technician
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. TABLE 2.7 '

+- SERVICES PROVIDED BY PWI
'CONTINUATION PROJECTS

PROJECT YEAR 1982

. NUMBER OF o .
. PROJELTS REPORTING : .
! - SERVICE? PERCENT s
- Client assessment ' K 25 ' 50
Occupational training ) ) 34 ‘ ' 68
Employment orientation ’ 38 : 76
Job development/placement/ b ) X g
followup 43 86 \
Suppdrtive services o 29 i 58 '

aRepresents a duplicated eount.

bvae projects failed to specify services m this category, while two projects do not
perform placement. N

-




TABLE 2.8

DISTRIBUTION OF PWI CONTINUATION
PROJECTS BY AVAILABILITY OF TRAINING SERVICES

PROJECT YEAR 1982

NUMBER OF
PROJECTS PERCENT

Provide skill training® 68’
Do not provide skill training _ " 32

TOTAL ' 50 100

>

3ncludes classroom and on-the-job training but not work experience, work adjustment,
or job readiness training. L




TABLE 2.9

DISTRIBUTION OF NEW PWI PROJECTS
BY AVAILABILITY OF TRAINING SERVICES

PROJECT YEAR 1982

NUMBER OF
PROJECTS PERCENT
Provide skill training® 8 53
a L]
Do not provide skill training 7 47
TOTAL - 15 100

Ay

alIncludes classroom and. on-the-job training but not work experience, work adjustment,
or job readiness training.




provision of assistive devices, were reported to be available on an as-needed
basis by 29 of the projects (58 percent), and 25 of the projects (50 percent)

reported performing client assessment,

Supportive serviees, particularly individual or group counseling and the

Food service worker

Janitor or housekeeper ' -
Machine operator . *
Machinist ¢
/ﬁurse's'assistant '
" Printer
Salesperson
Secretary or word processor
Bank teller
Accountant -
Agricultural laborer
Paper products .worker

Packager or handler

suggest that this service may also be underreported.

jects in the mix of services provided to clients. ¢ Projects tend to fall along
a continuum on number of services, depending in part on what the organization

did prior to receipt of its award or does in addition to PWI.

offerdd was also noted, depending to some extent on perception of client need.

Two of t

}
other services br referrals as necessary (e.g., work adJustment of skill train-

ing).

M

ix of services offeréd. Substantial variability was found ameng pro-

o}

‘ job placement and followup.
returned to the referring agent (usually the state rehabilitation agancy) for

f services than do other PWI projects. A continuum of level -of services'

On the/o her hand, several projects that were visited provide a broad

'nénge of services to clients, including: 3

-

Comprehensive intake screening, including vocational evalua-
tion, career aptitude and interest testing, motivational’
asse37ment, and intelligence testing;

)

although our site visit observations

In general PWL

- projegts operated by~Q\}vate rehabilitation facilities tend to offer a wider

pr? jects visited during the site visits generally limit services to

Clients who are found not to be job ready are

“




Work adjustment training as indicated;

Skill training (in some skill areas up to 46 week8) and
internships in industry;

Job readiness and joo search training;-

Job development, placement, and followup; and
. B
" Support services ‘'such as personal counseling; assistance
with housing search, legal services, and attendant care;
interpreter services' for deaf clients; job modification
and assistive devices; and transportation. . N
Several projects have made changes in their mix of services to accom-~
modate the needs of their clients, One project, for example, has added a
training component to its job dedelopment and placement activities. Another
project that provides a vocational training‘and placement program has

implemented a separate placement-only service for clients with transferable
8 o

skills.
Finally, there are a few YWI projects. that do not provide services

to clients but instead perform a variéty of functions designed to encourage
other organizations to become involved in achieving the PWI goéal of compe-
titive placement for handicapped persons.. One of thgse-projects, operated )
by EIF and described more fully in Chapter Three,,has as iss goal the
incredsed participation of national trade associationﬂéin the PWI program.
second project, operated by the National Restaurant Asgociation and also
described in Chapter Three, encourages its state aff#iTiates, to develop
linkages with rehabilitation facilities and state rehabilitation agencies,

" with the objective of hiring disabled persons. A third project has as its
goal the identification of resources that can berutilized to encourage place-
cement of disabled professionals in scientific fields. A fourth project
provides training to vocational education teachers to improve, their instruc-
tional effectiveness with disabled students; this project also trains em-
ployers and placement personnel to work with disabled persons. Similatly, a

fifth project is attempting to achieve PWI goals throd@p establishment of

'regional councils that will develop on-the-job training and employment models

using a ¢urriculum developed under the project. These projects, the last three

of which were initiated in 1982, are addressing the PWI. competitive placement

2
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goal at a level that is removed from services to clients. That, is, they are

not providing placement\or related services to clients but instead are attempt-
ing to build capacity and commi tment among their various constituent groups to

accomplish that goal.
Availability of training services. The single dimension on which projects

appear to vary most substantially is whether they provide occupational skill
training. Some PWI projects focus their services almost exclutively on client
placement and followup. Directors of.these projects believe that disabled
clients often lack access to the job market. and that businesses are often
unwilling to hire them without the assistance to both emplo&ee and employer,.
that the PWI staff can provide. These projects are premised on the existence
of an adequate pool of job-ready, disabled perésns who can succeed in cbmpeti-
tive employment. As a result, project staff are particularly careful in
specifying and clarifying client selection criteria; if the “clients who are
referred are not job ready, placements are likely to be unsuccessful, clients
become discouraged, and the project's. success is reduced. 1In several projects
visited by the study team, prOJect directors indicated that a.fairly high
Proportion of clients referred to PWI for placement had to be classified as
inappropriate referrals and sent eleewhere for other preemployment services.
On the other hand, some projects had developéed excellent communication with
referring agents concerning job readiness and thus were not experiencing a
problem with inappropriate referrals. )

Most projects do, however, provide some type of occupational training,
and many of the persons interviewed for this study believe that occupational
training'is_essential to successful long-term competitive‘employment. They |
expressed several reasons for this view. First, a wubstantial proportion of
disabled persons lack occupational skills and émployment historiee; training
programs, often combined with a period of internship ar work experience prior
to fulltime comnetitive placement, provide a marketable skill as well as an
important origntation to the realities of the workplace. Second, the training
period provides an opportunity for placement staff to become familiar with the
client both personally and occnpationelly and thus substantially increases the

likelihood of a successful match between client and job. Third, because PWIs
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have established relationships with area employers, these employers can provide
assistance in developing trainirg CUfriCUla that specifically meet the needs °
of the loc%l'labor mariet. In this way, the PWI projects can ensure that the
skills tayght to élients'are, in fact, marketable. Fourth, provision of .
training improves the credibility of the client and the PWI project with
employers; the employer is assured, and théﬁgﬂl_ocﬁﬁés its continued place-
ment success on this assurande, that the employee has the skills for which he
or she is hired. )

The experience of one project visited by the study team Is instruc-
tive in this regard. This project provides training in several electronics-

related fields, and each training program has a'separate adgisory council

ams have a high

made up of supervisors in that occupational area. The

degree of credibility among area employers, and numbers offplacements are

consistently high. Many employers contact the project whendthey need to hire
electronic technicians or assemblers. In a change from previous policy, 1
however, the project recently established‘a direct placement program for job-
ready persons with transferable skills; the results have been disappointing
(38 percent placement for direct-placement clients versus 90 percent placement
for training completers). The direct-placement clients, though referred. to
the project as job ready with occupational skills, are often not job ready in
“terms of work behaQiors and often lack necessary skills, accordihg to the
project's director. As a result, the project has expanded the services avail-
able to those clients to include job readiness tFaining and, ffequently,

referral to skills training.

Additional Activities of PWI Recipients
PWI projects exist within the context of the organizgtions that operate

them; Although in many instances the PWI project is maintained as a distinct
entity, in many organizations it is integrated inEo-the overall activities of
the organization. 1In one site visited by the study team, for example, where
the PWI funding constitutes a small part of the budget for a large, well-
established vocational training facility, the PWI concept (i.i,, %xtensive

involvement of business and industry in order to ensure responsiveness to labor

[




°only 20 included client profile Lnformation.z/ Conpsequently, this description

market needs) is the governing principle for 3}1 of the services offered by the
cE commented, vocational training

organization._ As the director of this proje
for the disabled, if done properly, is PWI. 1In this organization non-PWI
activities include. operation of a sheltered wprkshop, conduct of contracted
training programs for local school districts and other organizations, and =
ndustrial services contracting | ° LT

For 23 of the 50 continuation projectsyand nine of the lS new'projects,_,
project documentation specified the other activities of the parent organization
that are not supported by PWI. Most frequently specified activities were ,
general vocational rehabilitation (11 projects), followed@by skill training (six

projects), and education, either general or vocatignal (five projects) Several

of the organizations provide services to disadvantaged or'disabléd persons
using CETA support. Such services include work experience, job placement, and

employability training. The rehabilitation or training focus of most of the '

activities reflects the distribution of organizational types among PWL projects;. -

as fndichted earlier, armajorlty of PWI projects are operated by rehabilitatiod
facilitfgs or associations, and many are operated by educational institutions.
Because fewer than haif of the projects provided information on their non—PWI

activitles,.howevq;*‘these data cannot be considered representativil

e : b i
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" Client Characteristits ' . i .

o

Information about the clienﬁs served by PWI was qbtained from prOJect
files and site interviews. Theé completeness of this information varied sub-
stantially across proJects. + For example fewen than hdlf “of the continuation-

L

applications included information, on severity of handicapping condition and

»
.

of PWL clients is incomplet 2, , although it:does present a rough oﬂ%rv1ew of
the types of clients served by the PWI projects. . Included in this descriptlon

are sections on client selection, demdgraphic characteristics, severity of

‘disability, and disabling conditions\of clients served. - -

4
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2/F'iles for the new projects, which ‘have been’ operating less' than a-
year, provided information only on cIients intended 'to be served. Data from
the new projects are, therefore, omjtted from this adalysis. L,
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Client Selection
Eighteen of the 19 projects providing information on the seléction of |

clients listed the state rehabilitation agency as the main. client, referral e
e0urce. Some projects accept clients not referred by the state rehabilita-
tion agency.but require state agency certification prior ' to entry. Other
referral sources listed include Veterans Administration, local school sys-
tens, private rehabilitation facilities, and private insurance companies.
Some projects require that clienté‘meet certain criteria: including, for
example, job readiness, severe disability, adequate motivation, or minimum ’
educational achievement or aptitude. Data reported in Table 2. 10 provide

4
information on the number of projects reporting specific Selection criteria.

~——-~

Demographic Characteristics

Project files were extremely "sketchy in the area of client demo-
graphics; only 20 of the 50 continuation ptojects includ’d information in any
demoérapadg;category other than client disability. In 11 of the 13 projects
Specifying age of clients, the majority of .clients are between 20 and 40 -
years of age. Of the 15 reporting gender, all serve a substantial majority
s%of males. Of 12 reporting ethnicity, nine serve a primanily white popula-
tion, two, primarily black; and one, primarily Pacific Asian. Of ,the 10
reporting educational level, six serve a majority of clients with a high
school diploma or, less, and four serve a majority of clients with at least

some postsecondary education. ° . \

Severity of Disability
Twenty-one of the 50 continuation projects ‘provided documentary infor- , :

mation on, the pr0portion of clients served who are severely disabxed.3/ As
shown in Table 2.11, 29 percent of those reporting this information served
.only clients classified as severely disabled. Almost half (48 percent) ) 4;%

reported that 70 percent or more of thelr clients are severely disabled, A

. i
. .
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, . . } .
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. 3/Criteria for classification as severely disabled were not. provided
by the | projects. R
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SR o CLIENT SELECTION CRITERIA UTILIZED

’?‘"f“ 1]
f

v ' BY PWI CONTINUATION PROJECTS?

. .
- . R h 1 . I
R " — . ‘ . " AV
: ¢ M
+ N ! \
. s |
-, . ‘
.
H

PROJECT YEAR 1982

3
c

Ay NUMBER OF , | .
a ] 'SELE..CTION CRITERIA i ' PROJECTS ’ \\j
e f‘f . . Lo . ,\ .
! % ‘ ‘ . - - \-\\. ;
' .Required to be job ready . .07 N
Required to demonstrate sufficient motivation 5 . ! A
Y
Required to be severely disabled 3 '
Requ}red to be disabled union member 1
Minimum age level . 2
, Minimum education level 1
' Not applicgbleb or not specified T _ -~ 31
L —
3Nineteen projects reporting. ‘ .

,bProjects that do not provide direct services.
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ol ,TABLE 2.11

. PROJECT YEAR 1982

LIRS

N
DISTRIBUTION OF PWI CONTINUATION PROJECTS
SERVING A SEVERELY DISABLED POPULATION

PERCENT SEVERELY <NUMBER OF

{

CUMULATIVE
NUMBER OF CUMULATIVE

DISABLED PROJECTS PERCENT PROJECTS PERCENT
. 100 6 29 6 29
90-99 1 5 C 7 33
30-89 1 5 3 38
70-79 2 10 10 43
60-69 2 . 10 12 57
50-59 1 5 13 62
40-49 2 10 15 71
30-39 ] 4 19 19 90
20-29* 2 10 21 100
. SUBTOTAL 21 1032 .
. b )
Not applicable ' .2 ,
‘Not specified 27 : .
TOTAL ' 50

3Does not add to 100 due to roundiné.

bProjects that do not provide direct services.
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qna nearly two-thirds (62 percent) of the reporting projects indicated.... .

that'at least half of their clients are severely disabled. ]
All the project directors interviewed indicated that the severity
of a client's disability is not the single’most important factor in client

placement and retention. Other importan; factors include éork history,

educational level, socioeconomic Backgrbun&, occupational s

personal motivation and stability. For instance, one of the

dystrophy. Neverthgless, he holds a master's degree in 6peratio s research 1
and worked for several years at one of the nakion's major technplogy
research laboratories. When_interviewed, this client was preparing %or
three employment interviews and had every expectation of oBtaining dork
soon. Conversely, a nonseverely disabled client with a hearing impairment
who had never held a job and had emotional problems was placed in a

' position in the warehouse of a microcqmputer manufactgring ‘tirm. This
client was'gxperiencing comﬁunicéfion problems with his’supervisor and
required extensive support from PWI staff in order to retain his job.

In bogh project files and site interviews, indications were <that

the proportion of severely disabled clients served By PWI projects has
increased in the past several years. Some projéct directors commented
that state agency counselors tend to r;fé;*fheir most difficult-to-place
clients, who are usually se&erely disabled, to PWI; at lgaét one project
appl@cationyattribUQed a decline from the previous year'éiﬁ}acement rates
‘to an increase in this practice. On the other hand, one project director
commented that he was happy to receive such referrals because he believes
that his broj@ct cén do a better job with such clients, owing primarily
to the nepdtation of his préject with emplo}ers.

R

Disabling Conditions of Clients Served )
s Thirty-five of the 50 continuation projects provided information in

their continuation applications’on disébiing conﬁitions‘of clients served

A

during the prior year, as shown in Table 2.12. ,Of the fifteen not report-

ing this information, two do not serve clients directly. Therefore,
| Y \

|

»




TABLE 2.12 - S

, DISTRIBUTION OF PWI CONTINUATION PROJECTS - T
g BY DISABLING CONDITIONS OF CLIENTS SERVED ’
\ PROJECT YEAR 1982
" NUMBER PERCENT OF  PERCENT OF o
- TYPE OF DISABILITY OF ALL . PROJECTS RS
e ‘ _ PROJECTS PROJECTS REPORTING
All disabilities 27 54 77
Primarily mental illness/ ) ) 2
mental retardation 4 8 11
Primarily vision impaired 2 g 6
——"\' .
Primarily hearing impaired | 2 ’ 3 ' -
Neurological disorders 1 ‘ 2 3 '
Not applic:ablea . _ s 2 . " -
Not specified 13 . 26 - -
4
TOTAL 50 100 100

4

- aProjects that do not provide direct services.

—




1
‘information was avaiiable on 73 percent of EEE‘B}ojéccE"EBQE"ﬁiBGfae direct
client services. of theee 77 percent reported serving clients representing a ]
full range of disabilities. Eleven percent (four projects) serve clients whose
disabilities are primarily mental illness or mental retardation (e.g., Fountain
House in New York City); six percent (two projects) serve primarily visually
impaired clients (e.g., Arkansas Enterprises for the Blind in Little Rock). )
- One project serves primarily hearing-impaired clients, and one project serves )
clients whose disabilities are primarily. neurological disorders. <y

These project by-project variations in client disability reflect several
factors. Some PWIs operated by rehabilitation facilities (e.g., Arkansas
Enterprises for the Blind and Fountain HouSe) have focused their PWI services
“on the clients traditionally served by the parent organization. Other projects,
such as those operated by IBM, have made eXplicit decisions to shape their PWI
projects to serve clients with certain specific digabilities. Still other
projects, such as the Sister Kenny Institute in Minneapolis, intentionally
serve clients with any type of disabling condition. ‘ ) ] ’ - i

2

- Project Linkages ) N .

The approach used by PWI projects to achieve the goal of competitive:

. empiofment of disabled persons is the development of strong linkages'with
business and industry. An important component in the development of these’

linkages is the services that PWI projects provide to employers. In this

L4 . -

section information is presenfed on project advisory councils, as the central

vehicle through which rela on;hips are developed. Descriptive information
’ . ®

is also provided on other linkages with the business community and on services

to employers.

Advisory Councils

The size, compositi n, activities, and even number of PWI counci}s vary

.greatly across projects. Depending in part on ﬁunction, councils may, range in

size from as few as five to over 100 members. Based on site visit observations,

t
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councils with large memberships are-characterized by a small core of active
members. Council membership generally reflects both the industries “targeted”
by the PWI project and the functions of the operating organization. For
instance, a project ‘that places clients in high technology firms will generally
encouragé local businesses of this type to participate on its council, while a
project that progides training in" food service will tend to recruit representaf
tives from local food service businesses. Some project directors seek, out
senior business executives in order to obtain corporate support for the project
while others prefer to work directly with personnel directors and the line super-
visors ﬁho exeroise more immediate control over hiring. As a general rule,
c0uncils also include representation from state rehabilitation agencies, private
rehab&litation facilities, and human services organizations as well as from
busine s and industry, although the latter are almost always im the majority.
Sometinmes- staff from other PWI projects serve on a council.

Council activities tend to vary also according to the nature of the, PWI
project and organization, the commitment and interests of council members, and
the moti ational skills of PWI staff. Nearly all councils provide advice on
PWI proj ctivities (e.g.,'development of new training programs), and cohncil
members are consistently encouraged to consider PWI clients for positions
available in the companies they represent. Other council activitiesainclude

R "

but are not limited to the following:.

. @ Forecasting of labor market trends ™ _ ] . _ (::

! o Identification of job openings - . ‘ . R
e Donation of equipment or supplies .
e Provision of informational tours of.facilities

o Assistance in recruiting businesses for council member-
ship or into the project employer pool

{

e Design of training programs, including curriculum, set
up of labs, and specification of required skills -

e Development of training materials (software, videotapes, .
manuals) - _ .

eo. Service as instructors in training programs
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,® Evaluation of clients, particularly in training programs

e Participation in mock employment interviews with clients

Even the number of councils varies across projects. The:EIF project
sites, for example, typically have an Executive .Advisory Board made up of
industry and rehabilitation executives who oversee program progress, an
Employment Committee of hiring and placement'personnel, and a Training
Committee, composed of executives of participating corporations, whose
charge is to develop or improve training programs for clients. Another'
project visited by “the study tedh had an Empldyment.Committee, which
gerved as the PWI advisory,council, and an Industrial Advisory Committee
for each of its six training programs. Membership on the former was
primarily personnel managers and corporate executives, and the latter
included line supervisors working in the skill areas in which clients were '
beirg trained (e.g., electronic technician and electromechanical drafter).

All PWI projects are required to have advisory councils. Interviews
conducted during the study suggest a generally high level of activity on
the part of ‘the councils. Council members represent many of the nation's = .
large corporations (e.g., IBM, Lockheed, Del Monte, Hewlett-Packard, DuPont,
Sears, beneral Electric, and ARA, Inc. ) as well as numerous wmedium-sized and
small corporatLons. Corporations generally provide release time and other
encouragements for participation by their employees in the advisory council
activities. Even when direct encouragement is’not provided, the number of
people willing to becomenapvolved appears high. At one site the council
chairperson recruits for the codncil and acts as an advocate for the project
in making presentations at civic groups and elsewhere. . At another site, a
district supervisor of the state rehabilitation agency who works w1th the PWI
project indicated that recruitment of members is no longer necessary, at most
of the companies with memberswon the corncil/(thfs project had eight subcom-
mittees) there is a waiting list for membership. /As this respondent commented,-
business people enjoy community service? and they are willing to commit, time to
projects in which they are given a decisionmaking role and can develop a stake

-~
in the prodject’s success.. :
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— ~~Other Private Sector Linkages -

Other business linkages in which PWI projects.are involved include
communications with employers who hire clients and contacts with employers
in attempts to develop job openings or encdurage council membership. Data -
reported in Table 2.13 summarize information from continuation project files
for these two activities. It should be noted, however, that information on
these linkages Qas provided inr the applications for fewer than half of the
50 projects. Six projects reported that fewer than 20 different employers
had hired clients in the previous year, while two reported .more -than 100
Five

+ projects reported contacts (telephone, letter, or personal) with 25 to 50

different employers (these were the large, multiple-site projects).

o

employers, while four reborted'Qver 1,000 such contacts. ./

.
5

Services to Employers

The chief service that PWI projects offer employers is the provision

of candidates for ®mployment. In this capacity PWI projects perform wany

functions (e.g., applicant prescreening) that employers would otherqise have
to perform themselves or pdrchasg from an employment agency. In addition to
this major service, PWI projects typically perform 4 variefy of other services
foé employers. While‘data were not sufficiently complete to tabulate such

services, the fol}qw g list illustrates the variety of services offered:
1 : v .

e Analysis and assistance in job modification
e Assistance with the development and implementation of
affirmative action plans

° Advice and assistance with Targeted Jobs Tax Credits
and disability insurance claims ,

-

° Training ‘for line supervisors in managing disabled
" persons in work situations

° Publishing of newsletters directed te employers -

S
e Provision of seminars, workshOps: tnaining courses, and
other forms of technical assistance for executives and - T

personnel managers.

e Interpyetive services for deaf employees




TABLE 2.13 T :
DISTRIBUTION OF PWLCONTINUATION PROJECTS - R
BY NUMBER OF EMPLOYERS HIRING PWI CLIENTS '
AND NUMBER OF EMPLOYERS CONTACTED .
PROJECT YEAR-1982 . -
0l
|
NUMBER OF - NUMBER OF . . .
EMPLOYERS NUMBER OF EMPLOYERS . NUMBER OF
HIRING PROJECTS CONTACTED “+ PROJECTS
o £20 - 6 . 25250 g 5 .
g 21-30 - 3 " 51-100 SRS
: 31-40 3 101-150 1 _
41-50° "6 3 " 151-200 - - S U -
51-60 2 ~ . 201-300 ; 1 _
' 61-70 R 301-400 . -
e " 71-80 , 1 - 401-500 ST
. 81-90 2 " 501-600 .2 -
g E
91-99 = e - -
] 2 100 2 1,000 4 L
'SUBTOTAL © 25 . 21 o !
. 5 s Not speciﬁéd 23 . Not specified ) 28
, i Not applicable? 2 . Not applicable® R O
TOTAL .50 . TOTAL 27 50
. aPr:éjects that do.not provide direct services.
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- ‘0 Comprehensive followup and crisis intervention T T
! gservices for employers experiencing problems with s

handicapped employees
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Conclusions -

2 Perhap% the single.most;ﬁlrﬁking characteristic of PWI pfojects is

I3

ftheir diversity. As described throughout this chapter, PWI projects are

operated by\a aumber of different types of organizations,‘including rehabili~

tation facilities and associations, “labor unions, private corporations,
educatiohal institutions, and national trade associations. While most pro-
_.jects serve clients’'with’a wide variety of disabilities, some target services
2 ' to individuals with particular types of disability. The computer programmer'
Y ' training projects started by IBM, for example, serve severely physically
disahled persons who have sufficient educational achievement and aptitude
levels to succeed in training. The Fountain House project serves primarily
clients who are mentally retarded or emotionally 111 while the PWI project v
operated by the Arkansas Enterprises ﬁzfythe Blind serves only .visually )
impaired persons. Variations in the types of clients served through PWI nay
result from an- organization s larger mission (as with Fountain House or
_Arkansas Enterprises) or from a decision to establish a specific type of PWI
project focuding on a particular type of client (as with IBM).

Projects ,vary also in the types of services provided to clients. Some
projects limit their services to job development, placement, and followup. )
Of .necessity, such projects acdept only job-ready clients)gi.eu, those with a
l .marketable skill and’appropriate work behaviors) into the,project. Other
projects offer a comprehensive range of services,_including client assessment, . s
occupational training, employability development, joh_development, job place~
mént, job, fol owup, anﬂ supportive services. Such projectS_are usually, though -

* ' not always, operated by rehabilitation facilities. Some of the projects that
at the outset 'limited their client services to JOb development, placement, anﬁ

followup have found that the addition of other services has been necessary to

S meet the needs of their clients. By.contrast, one of the PWI projects that
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offers comprehensive sérvices hds recently implementéd a p1acement—oniy

component. These examples emphasize the diVefsity of PWI projects and
perhaps more important, their flexibility in making changes to increase their
.effectiveness. . . )

. ~ An important observation that emerges from this overvidw of-PWI.projects“
concerns the availability of information on project characteristics and perform-.

ance. Most projects maintain a substantial amount’ of information concerning

tion reporting procedﬁnes, however, much of this information is not transmitted
el £’=Q'J~'te~RSA il ‘a way that permits aggregation of information across projects.
It would be useful to the projects, to RSA, and to others interested in the:
development and effectiveness of the PWI concept if standardized reporting
procedures were established. Information on PWI operations and outcomes would
be particularly useful for groups or organizations attempting to replicate

R PWI strategies for assisting disabled persons to obtain competitive employment.

~ -

their operations, clienté, and outcomes. Because there are no uniform informa- i

ERIC
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ANALYSIS OF SELECTED ISSUES

- . .

LY :

During the course of interviews conductea hith'persons knowledgeable
about the PWI program and site visits to seven PWI projects, information
was collected to investigate several specific issues. In this chapter

analyses of this.information are presented as answers to four questions:

e What :types of performance measures are most useful to apply
to PWI projects? - -

e What factors are most important in shaping PWI project
' performance7' : .

&

e Could state rehabilitation agencies operate PWI projegts?:
e What types of organizations operate local PWI projects and
networks of PWIs, and what are the special features of

projects operated by trade associations? .

Responses to these questions are presented in the sections that follow. -

~ -

- l What Types. of Performance Measures Are

-Most Useful to Apply to PWI Projects?
Thig section assesses the advantages and disadvantages of each of four
measures of project success frequently used in connection_with PWI: number
of' placements, retention rate, average wage at closure, and cost per place-

ment. 1In addition to tiese four measures, several projects have developed

their own performance indicators, two of which are also discussed in this

' . . )

section. - ;

, : ) )
Performance measures can be used for a number . of different purposes

‘under the PWI program. They can be used,. for example, to make comparisons

among PWI projects. When aggregated across projects, they'can permit the
development of reports on the performance of the national PWI program as‘

a whole. In addition, measures of performance are often used in a single

\
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project as an internal managem‘ﬁt device to ‘a‘ssess changes in performance

IO

£

over time. A,single measure of performance rarely can be used for‘all '
three purposes, however. A measure that is useful in charting the progress

.

of a single project over time sfor example, may be of no value in comparing

7:7\__\ one project to andther. . .

) PWI project applications typically report prior, year performance using o
7 one or more of these measures. In reviewing the 50 continuation applications,
an attempt was made to aggregate the available performance data. ,However,
the definitions of the measures, as well as the methods used to‘compute
them, varied from project to project. Moreover, the performance data could
not be independently verified. Therefore, although performance'data are
reported in this section, the§ should be viewed with caution in assessing
project performance. . <

The following review of "the four performance measures addresses three

questions. How is each measure defined and computed? For what -purposes is
it most useful? What is known*about current PWI performance in terms of

each measure?

Number of Placements

All of the PWI projects that were visited maintain records of the |
number of clients who obtain oompetitive employment, and, in these projects
at least, a common definition of "placements"” is in use. A placement is

. counted-only after the client actually begins work . Tempprary placements
in on-the-job training or transitional employment are not counted as place-'
ments in any of the projects visited, even though the temporary placement )
may last as long as six months.

On the other hand, if a client finds ~his or her own job, it is often
considered a PWI placement as long as the client received some services
from the proJect. The directors of several proJects visited by the study
team classify these types of.placcments as "job assists"” in their internal
management reports. In this way ghey aré/able to monitor the number of
placements made by their own staff, as contrasted with the number of job
assists. In their reports to RSA, no differentiation is made between the

two types of placement. In other projects, a principal service provided by

1
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the PWI is the training of clients to find their own jobs, and clients are
required to make their own employer contacts. In these projects, directors °
do not use the jgb-assist classification. .
Most project: directd&s interviewed in the site visits believe that the
number of placemehts isth1inappropriate basis for comparing.one PWI project
to another, even though monitoring the gumber of placements .over time is a
necessary and useful tagk for internal project management. Projects are
sufficiently different in size type of clientele, and local economic con-
ditions that a simple comparison of projects on the basis of number of \
placements, provides little information about the relative success of indi-
vidual projects. The number of placemente for the 46 projects reporting
this information in the continuation applications ranged from 14 to 502
per project year, for a total of approximately 5,700 plecements.ﬁ/

Retention Rate oL . . '
3 ]

The job retention rate measures the percentage_of clients placed in_.

competitive employment who remain on the job for some specified length of
t ime--usually 60 da?s. Sixty days of continuous eﬁ%loyment is the reten-
tion standard employed by the state rehabilitation agencies, and in each of
"the PWI projects visited this standar® has beeh adoptec. It is not pnu8ual <
for PWI projects to report 60-day retention rates of 80 to 90 percent. In ’
the 20 continuation.project applications‘that reported retention data, the
retention rate ranged from 44 to 100 perceat and averaged 80:%ercent. Most
project directors attribute the high retention rates to their efforts in
matching clients with positions for which they are.qualified and to’ the
provision of followup servicee.ffj @ 1 '. ’ " A
‘On thekother hand, projects do not typically report the number ot times
Ha cllent must. be placed before a retention is achieved. At one of the sitee'
. visited during.the study, the PWI placefhent 'specialist indicated that some ‘
of his clients had to be placed several times befo:e a successful placement
occurred. ,Consequently, the retention rate may not fully iqdicate the

. '
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f/Adjusted”fcr projects reporting,ﬂata for less than a full year.
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amount of effort expended by PWI staff to place their clients in permaneat

employmént. -
State rehabilitation agencies customarily close a client s case after

60 days of continuous employment. Most of the PWI projectstthat were .

vigsited keep their client cases open beyond,60 days, however, sometimes as

.iong as a'year or”mqre after placement. In fact, the policy of one of the

projects visited is to keep a case open permanently. A client of this PWI,
who is deaf and who has been employed for two and a half years, reported to
a member of the study .team that a PWI counselor has attended each of her
six-month performance reviews in order to provide interpreter services.
Both she and her supervisor agreed that the continuation of PWI services
has been very imp&rtant to her continued employment. The importance of
followup services to job retention was corroborated by project staff in a
number of different PWIs. ’

Most project directors agree that retention rate is useful as one
measure of the success of a project. It 1is used consistently by directors
to monitor their own projects, and most believe that, if used with caution
and in conjunction with other performance measures, it can be valuable in
comparing one project &ith another.

Average Wage at Closure

Average wage at closure is a measure of the salary level of the

positions in which PWI clients are.placed. Projects typically collect and

report this information in their project applications to RSA. Thirty of
the 50 continuation projects reported this information in their 1983 ap-
plications. The average wage at closure ranged from $3.50 per hour to

$13.85 per hour across the 30 projects. Wage levels for individual clients

ranged from $1.35 (plus tips) to $20.48. Twenty of the 30 projects reported

minimum wage as the lower end of the wage range, which suggests that at least

some proportion of clients are being placed in entry-level jobs.
The study team found that few 'project directors attach much importance
to average wage at closure as a project performance measure, either as a

means of monitoring the progress of a project over time or as a basis for

¢




‘severely disabléd Individuals with IQs above 120-and trains them to be

computer programmers. It 1S not unusual for a graduate of this program to

46—

compar%ng projects. The principal reason given for this assessment is that

the average wage dépends heavily on the client population that is being i .

served. For instance, one of the projects that was visited serves only

earn $20,000 a year when placed. This project's high awerage wage at

closure is relevant in compiling a descgiption of the project but has no

real use as a comparative indicator of the project's success., A project ..
that places‘mentally rétarded clients in mﬁnimum wage jobs‘could not be o

said to be }ess successful than the project placing high-IQ clients 'in much )

’

higher-paying positions.

Cost Per Placement

Cost per placement is the performance measure that has been used most
frequently in the RSA program office, both to assess individual projects
and to report on the national program as a whole. Cost per placement is
generally calculated by dividing the dollar amoidnt of the RSA award to a
project by the project's total number of placements during the project
year. The goal set by RSA for individual projects and for the program as
a whole is $1,000 per placement. ’ '
Because the meA program staff'want'to.encourage local creativity in
attracting additional funds, they consider only the cost to RSA for each
placement in computing cost pér placement. PFor instance, a project that
requests $100,000 to place 100 individuals would be viewed favorably, even
though the project might actually spend an additiopal $50,000 from other
séurces in placing those 100 clients. Another factor that may inflate
actual placemént costs is the fact that the PWI client ma& H;ve received o0
extensive services from the state rehabilitation agehcy prior to referral
to PWI. In‘ad¢ition,‘soﬁe PWIs accept only job-ready élients from the

state agency, so training costs have typically been paid from state agency . =~

[

funds. . . . g
On the other hand, RSA personnel report that projects that‘require

more than $1,000 per placement are not necessarily denied funaiqg: New

"
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. projécts with heavy start-up costs and projects that serve particuylarly

hartho-place clients may justifiably require more than $1,000 per place-~

ment, according to reports given to the study team.

RSA respondents reported that they try to keep the average RSA cost’
per placement across all projééts below the $1,000 standard. Acgording tos
one program official, the staff takes prides in reporting to Congress that,
for évery $l,000 it approves for the program, at least one severely disabled
individudl is placed in competitive employment. Data repo:ted in the FY 1983
appiications substantiate the $1,000 figures 1In all, 23 of the 50 continua-
tion projects reported cost per placement. Cost per placement based on RSA
funds ranged from $40§ to $3,571. The average cost was $973, which is very
close to the RSA standard of $1,000. The median cost per placement (based
on the project as the unit of analysis) was $806. It should be noted,
though, that fewer than half of the projects reported cost-per-placement,
so the average or median across all brojects could not be calculated.

Project directors often use the cost per placement figure for internal
project monitoring purposes. The cost per placement‘éah, and dqes,'flbcéuate
when local labor market conditions change, when the types of clients referred
to the project change, or when the number of referrals increases or decreases
. dramatically. In one bfdjecf located in a central city in the Midwest, for
example, the cost per placememt figure has been going up over the last year
due to the national economic downturn. In thé second quérter of 1982 the
cost per placement was $1,224. In the third quarter, it had risen to $1,456.
The project director reported that hé monitors these shifts carefullypeach
quarter and takes whatever remedial action is feasible (e.g., locating new
eqployers) to lower his placement gosts.

The cost per placement figure is not particularly useful for comparing
one project to another for several reasons. The first is the significant
variation in the client population served from project to projeét;'.Piaéiﬁg
a mentally retarded client who haskneve§_w9rked in a competitiveljob can be
expected to cost more than placing a college graduaté who workegrfor several
years before becoming disabled. Second, the figure is often computed dif- '
ferently from project to project, thus feducing the comparability of tﬁe ‘

:
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figures. For instance, in one project that receives ¥unds from the state °

rehabilitation agency and from a private corporation, the total funds ex-
pended are divided by the total number of placemen%s, despite RSA'S policy
of comnsidering only RSA funds. Third, cost per placement can vary signifi-
cantly depending on the size of the project. One project, for example,
whose PWI funding from sources other than RSA has grown rapidly oVer the
last several years, recorted a“drop in its cost per placement during the
last year from $900 to $564. The project director eiplained this decrease,
‘in part, in terms of the efficiencies of scale.made possible by project
expansion. To the extent that this explanation is correct, it would not be
surprising for a project working with a $50,000 budget to have a higher
cost per placement than a project with a budget of $250,000. -

Other Performance Measures in Current Use

The study team found that two other measures of performance are used
in some projects: placement rates and cost/benefit estimates. The place-
ment rate is usually defined as the proportion of project participants, or
training graduates, achieving competitive employment. This measure 1s used
in.many, though not all, projects with a .training component because it
permits the director of the project to monitor haw many of the clients who
comBlete a program of some predetermined length are successfully placed.
The placement rate is rarely, however, used in projects that do not have a
traraing component. These projects typically maintain an active caseload
that is quite large so that, when the companies iinked to the project‘have
an opening, the staff will be able to refer a client with appropriate qual-
ifications. Because these projects generally do not expect to be able to,
place all the clients they accept the placement rate 1is -not considered a’
useful measure of performance for them. : .

Cost/benefit estimates are also calculated in several projects.
Benefits are computed by add1ng the annual taxes that .will be paid on the
average wage at 'closure to the average savings to the government of the
support payments that can be discontinued when the client is employed.

The cost per placement is computed by adding the net cost of .training per

-
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+ placed graduate to the amount ‘of furids received from RSA and the parent
organization for each placed client. Based on 1981-82 data, one project,

for example, estimated benefits after one year of employment at $12,750

& per placed individual, while the cost per placement of the services equaled

$13,925. On this basis, the cost of training was estimated to be reimbursed

after 57 weeks.of continuous employment.

\
b

Assessment of PWI Performance Measures ,
N T

Information to compute number of placements, rétention rate, average
wage at closure,~and cost per placement is systematically collected by most
of the projects that were vdsited. Projects vary, however, in their defini-'
tions of the measures and in the way they are computed. The measures are
pnincipally used to report to RSA and to menitor the progress of each pro-
jectv//Using data from the annual PWI continuation applications and else-
where, RSA\uses project performance data to'report ‘to Congress and others '

"t

on the progress "of the national PWI program. H‘ : ’ © o

! .

A\

Because prOJeCtS ate so diverse and face such different conditions, the
identified performance .measures, either individually or cdllectively, do not
permit useful comparisons to be made among proJects. If projects are to be
compared, measures mugt be develope that take into account the diversity

across projects in such areas as client characteristics, prOJect service mix,

labor market conditions in the localities that projects serve, and other

factors. N T' L

The project directOrs who were interviewed agreed that one of the -
reasons the PWI progrgm ‘has been so successful is that it has emphasi7ed
outcomes (i.e., placement in competitive employment) rather than process.
It is clear that this focus should Be maintaiged and that accountability
for successful outcomes is important. For this reason, the development and
implementation of a uniform program aluatlon,system would facilitate the
ongoing assessment of the performance of local projects and of the program\
as a whole. o \ o ‘ o ‘ ) 'fi_
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What Factors Are Most, Important

in Shaping PWI Project Performancé?

v

All of the project directors, as well as many of the employers, clients,
and state agency representatives interviewed by the study team, were asked

to identify fagtors they believe to be important in shaping pfoject perform~-
" ance. That is, what activities and strategies at the project level are most
important in accomplishing the overall goal of assisting disabled persons

to obtain competitive employment? The following six Q?ctors were mentioned

repeatedly as important to project performance:

-

e Private sector linkages

Employment performance of clients

;Linkages with the state rehabiiitation agency

e Abilities and perfor;ance of the project director and sgaff
e Reputation of the ftecipient organization
e Business orientatién of the\ﬁFoject

These six factors are discussed individually in this sectionm.

Private Sector Linkages . . )

The siﬁgle most important élement in the SUCceés of a PWI project,
according to many of the persons interviewed, is the relationship between
the project/and the business community. The PWI approach to placement is
based on the assumption that the’émployer and the client can both benefit
significantly from a successful job placement. ' The employer can gain a
competent and highly motivated employee, and the client can gain independ-
ence and self-esteem through full participation in the labor market.

Projects that‘appear to be most successful in plaéing disabled clientg
are those that have most thoroughly adopted and communicated this pﬁiloéo—
.phy. A significant expressiopn (and vehicle) for this linkage is the PWIL

adVisory council. The role played by the advisory council varies from

7 ’ .
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project to project but typically includes some combination of the

following: designing and supporting training programs; interviewing
and hiring PWI clients; forecasting labor trends; identifying companies

~ that might be hiring; and helping cIients leafn job-seeking skills.

Many employers emphasized that the ncipal reason they participate

receive from bynéhe PWI staff

in the PWI project is that the services the
are a% consistently high quality and are super r to the services they have
received from other placement.proérams. In one pf the projetts visited,

employers pay an annual fee of $1,000 to $2,500 iy order to purchase PWI
'services. These services include the provision o qualified j9b>applicants,
followup services for disabled employees ‘and the

and modification, human relations traiﬁingezzziﬂhrs for line supervisors,

and consultation on tax and legalvissues related to employment of the

supervisors,. job analysis

handicapped.
»
Several project directors stressed that what differentiates a PWI pro-

ject from a state rehabilitation agency is that a state agency's purpose 1is

to serve its clients. The purpose of a PWI is to serve both clients and
employers. In return for the hig{ quality services they'rqceive from the
PWI project, employers offer their expertise, and o6ften their job openings,
to it. This relationship appears to the study team to be the key to the
success of a project. Not surprisingly, the absence of such a relationship
or the poor quality of the private sector linkage has a highly damaging
effect on a PWI project. .

Employment Performance of Clients

According to persons interviewed 5qring the %tudy, a PWI project's
success reflects, in part, its continuiﬁg ability to provide employerg with
well-trained, highly motivated employees. As several PWI project directors
commented, a project's future effectiveness is on the line each time a dis-
abied person is placed in competitive employment. Most of the employers
interviewed duridg the site‘vigits concurred with this view. While af-
firmaéive action, the Targeted Jobs Tax Credit, or other factors may play
a part in the employment of disabled persons, the responsibility of super;

visors to meet production goals in order for corporations to make profits

T — \/'
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clients. .

1§ the major factor in hiring decisions. Thus, it is essential that PWI

PR

projects be able to ensure the skills and job readiness of clients and °
demonstrate to employers the economic benefits of hiring disabled perseons.
The contrasting experiences of two projects demonstrate the impdrtance:
of the employment performance of élients. A recent study 'by one employer
(a large chemical manufacturing corporation) showed that the performance of
its disabled employees in such'afeas as punctuality, attendance, and produc- T '
tivity had equaled or exceeded that of the'corporation's‘generdi employee i L
population, and thé corporation was enthusiatic about hiring additional .
disabled persons from the PWI project. By contrast, énother larée corpora- '
tion, in opposition to the strong advice of PWI projgct'staff, had retained
an ineffectual disabied employee Qntil the sgtuation had become "disastrous”
(according to the PWI project. director). T:$§ firm, while continuiﬁg some
involvement with thg PWI project, is no longer willing to hi;ehproject

Linkages With the State Rehabilitation Agency.
PWI projects.are dependent on the state rehabilitation agency for

client referrals, client data, and often the provisi&n of important services ,

to clients. Productive relationships with the state agency are, therefore,

very important to project success. Members of the study team interviewed

state agency representatives, including one state commissioner, a district

manager, and a nun. of placerﬁ'eag'specialists, supérv}.sors, and counselors,

in five states. Txpically, thé state agency employees who were interviewed

work;& closely with thei; local PWI projects, and several of them were

memberg of PWI advisory counciis. . o
"A number of d%fferent types of state agency linkages'were observed. In '

one state, for example,; the PWI project is partially supported through a

contract w&th the state rehabilitation agency. 1In another state, the PWI

project receives a graﬁ; from the state agency that is larger than the pro-

ject's RSA award. In this4state, two PWI-funded projects OpeFate,in the

state, both receive state funds, and togethé? they have oéened PWI offices

in 11 locations throughout the state. In most of these sites, thg P&I

?




placement specialist works out of the offices of’ the state rehabilitation,
agency. Additionally, the state rehabilitation commissioner has appointed a
fqll-time PWI liaison, who reports directly to the commissioner. The liaison
ahas formed a statewide tdsk foTce made up, of state agencyvsupervisors and
"épunselors, as well as FWI project directors and placement Specialists. That
body meets once every three months to resolve conflicts, standardize report-
ing proéédures and definitions, and agree on referral criteria. Although
‘this state represents a particularly high level of state agency coordination
with PWI, other: states have mechanisms in place similar to one or more “of

these coordinating features.

y .

RespOndents in several states agreed that the maJor cotrflicts between
the state agency and ‘the PWI are generally the result of misunderstandings
about referral criteria. PWI staff indicated that state counselors some-.
times refer clients who are not job ready, are not qualified for the PWI
training program, or-do not’ have completed files. These clients are
often sent back to the state agency, an action that frequently is trouble-
some'to the clients' counselors. The chief of placement for one state
'rehabilitation agency acknowledged this problemr and noted that it was
his job to train the counselors in how and yhen-to refer clients to PWI.

He stated that some counselors do not use Pwl services because they think
it is too time-consnming‘or .expensive to get. the client job ready.. In
addition, he noted that the counselors can close a client's case without
ever placing the client in. competitive employment 5/ Other counselors, he
emphasized, use PWI og.a regular basis and are pleased with the results.

Many of the project directors described formal mechanisms, such as PWI
seminars for state counselors, and informal mechanisms, such as frequent
telephone discussione, that have been put into place in order to maintain
healthy working relationships.f All agreed that this aspect of PWI adminis-

tration requires their close attention. ,

[
A

'

E/For example, a case can be closed if a client is placed in sheltered
employment or 1f the client has been rehabilitated to the point that he or

she can be a "homemaker."”




~54=

Abilities and Performance of the Project Staff

1

Several individuals stated that an essential element in a project's '

"success 1s the quality of the prdject staff, especially the project director.

In one project that has been in operation for about six years, for exampl
a director of the recipient.organization_attributed the success of the pr¢-
ject to the soundness of the PWI concept and to the core'ot energetfc,
talented people who staff.the project within his organization. He|percgives
his own problem to be one of institutionalizing the project so that ITs

success is not dependent on a few individuals. In another project notable

for the high level of involvement by senior corporate executives, severai ’

of these executives attribited the project's success to the performance of
//the prbject-director.

It is somewhat surprising, given the important role of the project
directors and’ their staff, that these individuals reflect widely varying
backgrounds and areas of professional‘expertise. For instance, in one
project the director and all the placement specialists are certified
rehabilitation counselors. In another project, very few members of the

v

staff have backgrounds in rehabilitation. In both cases, however, the

directors consciously seek out staff members who they believe will be
able to relate well both to members of the rehabilitatlon community and
to corporate representatives. . ,

\j .

a

Reputation of the Recipient Organization / .

v

The reputation of the organization that sponsors$ a PWI project is often

very important to the dbility of the project to develop relationships with
employers, especially when a project is in the early stages of development.

The parent organizatlon s standing in the communlty can 1nfluence the -success

'~ Py

of efforts to enlist employer support, whether the proJect is concentrating

on small, locally owned companies™or on large, natronal oﬁ international
’ y p g 3 , A
r

.

For example, one employer whe had hired five'ow clients inia seven—

. corporations. s -

month period commented that she refused”to see the PWI placement specialis

for a number of months, because she had been sent so many poorly qualified

.
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applicants by other placement programs. . When asked why she finally agreed

to meet with the PWI representative, stie responded that, when she realized

; what organization wag operating the program, she decided their placement

- services might be better than the others she had encountered.

In another project established by a large corpofation with fundé con-

tributed by both the PWI program and the corporation, ‘the project advisory

council is unusually active, and, according to ome respondent, locai

.

businesses have waiting lists of persons who wish to become member /of its \

various subcommittees. An important factor ln generating the commitment of

the business community to the project has been the reputation and/prestige of

the corporation that established the project. Further, the participation of

a well-respected rehabilitation facility has been important in the project's
(:::zis\ability to develop the relationships necessary for project implementation.

-

Anecdotes such as these were heard repeatedly by the study team during

’

the course of the project visits. These stories underscore the importance .,

of the reputatioh of the parent organization in ensuring PWI project success.

.

.

Business Orientation of the Project
Central to the principles on which the PWI program is based is the

notion that the rehabilitation process must be infused with a business

orientation. Thus, in talking to members of a PWI staff, it is not unusual

to hear statements such as, "Our product is the client, and if we want to

sell that individual, we must first understand the person's abilities, then

actively market the individual, help him or her when needed, and remain

.accountable for the quality of his or her job performance.” It is not

.*unusual to hear an employer argue that what differentiates PWI from other

- placement services is its business orientation, or as one employer put .

it, "They don't act like social workers; these people deliver what they

promise.” | -
‘ In varying degrees, the study team observed this businesslike ap-

proach to rehabilitation in each of the projects it visited. In one

site, for example, the facility's executive director, a former ‘corporate

" executive, rescued the facility from bankruptcy by imposition of stringent’




business manaéement and accounting practices on all phases.of-operations.

The facility has since flourished, in part because of the business com-
L 4 - .

munity's recognition of its.sound management and the quality of its product

(i.e., trained, motivated employees). .

The business orientation observed in the projects can be attributed

'iu part to the functioning advisory councils and to the program's focus on

P

outcomes.

- Assessment of the Factors Shaping Project Performance

As the precedingﬂdiscussion suggests; PWI project success appears to
be contingent on the extent to which project staff create a climate that °
encourages the active participation of all constituencies (i.e., the ‘
business community, state rehabilitation agencies and rehabilitation
facilities, and the population of disabled persons) in accomplishing the’
goal of placing diSabled persons in competitive employment. Project staff
capabilities and the, reputation of the PWI project's parent organization
are central to the process, the former because projects are unlikely to
succeed without staff capability to forge necessary linkages and the latter
because it often provides the initial credibility that enables the PWI
project to get underway. What apparently distinguishes efforts of PWI
projects from the efforts of other organizations attempting to accomplish
similar goals is the extent to which they recognize and adopt the outcome
orientation and goals of the private sector as well as the extent to which

i

they communicate this orientation go the business community:

1

-

Could State Rehabilitation Agencies

Operate 4PWI Projects?
LS
In interviews cbnducﬁed for this study, several individuals familiar
with the history of the PWIL program stated that the program was originally
intended to provide support for the demonstration of public-private partner-

ships as a means to improve job training and placement for the handicapped.

. .
B dee -
. / _ .
. P -
. .
§ R - . , ~

-y

]




These demonstrations were intended to provide prototypes for eventual’
adoption and implementation by state rehabilitation agenciesf According to ’
interview respondents, however, that view of the purpose of the PWI prokram"
is no longer held’eitner in Washington o in" the field: Instead the PWI

: fsely small but important service

-

program has come to be viewed as a relat

delivery program that supplements the job training and placement efforts of

the state rehabilitation agencies.6/

-

In explaining this "shift in program purpose, federal officials ex—

plained that it has become clear that state agencies simply are not

appropriate organigations to operate puolic-private partnerships such as

those envisioned and implemented under the PWI program.. Several factors

have contributed to this realization: Some respondents noted, for example,

that a PWI project operated by a state agency would not be able to attract .,

funds from private sources in the same way that many PWI projects now do.

Another factor is that the service areas of some of the PWTI prOJects extend

beyond the boundaries of a single state and therefore require cqordination

by a governmental unit larger than a state agency. One respondent at the

federal level suggested that several state agencies have historically

viewed the PWI program as®an intrusion into their sphere of responsibility

and that, in general, they still do not greet PWIs with great receptivity, .

for this reason some states would be unlikely to adopt PWI approaches to )

job training and placement. ‘ i v
One purpose of the interviews with state agency personnel in this study

was to investigate the validity of these assertions by assessing current

state involvement in PWI-funded projects and state interest in implementing

" public-private partnerships on a PWI model. In each of these interviews

the respondent was asked his or her perceptions of the objectives and

effectiveness of the PWI program and also whether a state rehabilrtation 4

’
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.

°

v
4
LIREN

E/This view is the consensus of the study respondents. However, at
least one state rehabilitation ageney has in recent years implemented the
PWI approach to placemmnt. An investigation of this.,effort was beyond the
scope of this study, although an assessment of this state's experience
would be useful in further considerations of this.question.
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agency could oper&fg—; PWI. The “individuals interviewed do not constitute
a representative sample of state agency personnel, but their perspectives
on the PWI program help to clarify sowme of thé/issues concerning relatiohs
between PWI projects and state rehabilitation agencies.

. w1npouc exception, the individuals wﬁo were interviewed were very
khowledgeable about the strategies used by their local PWI project to train
‘ and place severely disabled individuals in‘jobs, and all of them supported
the PWI approach to placement as gmplemented locally. Repeatedly, the
study team was told by thége state agéncy officials that the kéy to PWI'S'
.success 1s that the PWI staff meet, listen to, and develop long-term rela-'
tionships with employers. No state official interviewed by.the study team
suggested that there is a befter strategy for placement of disabled pexsons
than that developed by the PWI program.- Beyond endorsement of the local
PWI project,,hpweber, the responses of state agency personnel became more

+

varied and complex.

-

Current State Involvement in PWI Projects .

' In the states that were visited, the'%ﬁate‘agencies are involvéd in
their local PWI projects in a number of ways. State agenéy personnel serve
on local PWI advisory c0unbils, and most of the clients served by PWI are

\refégred by sfégﬁ agency counselors. PWI staff often conduct seminars or '’
workshops for counselors téuinérohuce them to the concepts and services of
the local PWI project. Thus; interchanges among the staffé of thé state
agency and the PWI are frequent and, according to repd;ts received by the
study team, productive.

In many states, the involvement of the spaté agency in the/PWI project .
runs deeper. For instance, in one of the statds visited, the state agency
had collaborated for several years with é PWI projec; in an activity designed
to provide PWI-type services in small cémmﬁnities throughout the state.

The 2WI staff provided extensive technical assistance to these new projects,
and the séate'grovfded two grants to initiate the' projects. fn a second
‘state, a PWI pfoject that was started with)PeHeralrfunds’is_now supported
through a $250;OOQ contract with the state égency. JIn a:ﬁhird state,‘in




addition to a federal PWI award, the PWI project receives a $348,000

grant from the state agency to prov;de piacement services, transitional
employment opportunitiés,‘and industrial e;éldations to state agency
clients. Mofeover, as noted previously, many of the PWI placement special-
ists in that state are locatgd in state agency offices scattered throughout

the state, and the state compissioner has appointed a full-time PWI' 1iaison

 for the state. In several stites, state support fér PWI projects operated

by rehabilitation facilities has been throughﬁlong-term rela;ibnships based,

in part, on state agency purchase of training services om a fee-for-service

.basis. In many instances, these relationships predate the PWI project

.itselfo . ‘ v »

It is ciear, then, that state agencies can and do support PWI brojécts
in a variety of ways. However, the study team was told repeatedly how
limited state rehabilitation funds are. Iq the state that provides a
$348,000 grant to the PWI\project, a placement specialist emphasized that
it was not clear how long those funds will be available. Similar financial
probleﬁs were described in other states. According to mqsc.reSpondents,
to éxpé;t state agencies to expand qurrént funding for PWI projects.ls,
therefore, unrealistic. ‘

Y

Feasibility of State—Based Strategies for the National PWI

One high-level state rehabilitation official was .asked by the study
team what would happen if the federal government allocated PWI funds to the ,
states and let the state rehabilitation agencies distribute the funds to
orgénizations of their choice. He replied that, in general, states would
tend either to give all of the funds to rehabilitation facilities or to
keep the money within the state agency to use for other purposgs.‘ This
respondent expressed his belief that the best PWI projeqts are tﬂose operat-—
ed by industry groups and that RSA should maké an effort to chanﬁeﬁ a large
proportion of PWI funds to projects operated by guch groups. ‘ '

Many respondents described the inherent conflicts in state operation

of PWI projects. Several state officials noted, for example, the hesitancy

of private employers to become directly involved in a state-operated pfbgramt

>
1
[}




~ -

This perception was cor;oborated in interviews with employers, many of whom
indicated that their superiors would discourage~barticipation in a project
administered by a governmént age&cy. B&th state Bfficials and employers
pointed out that a PWI projecﬁ oﬁerated by a state agency would be unlikely
to attract fudding from private sources, such as foundatiqn funding or
charitable contributions by corporations and inéividqals..'One PWf project
that was visited.ﬁuprently receives funds from both the state agency and a

private éorporati&n as well as'the national Pwi program. RESpondénié sug-

gested that the corporate contributor would not have provided those funds

* directly to a state agency, even if it were operating a project on a PWI

model. *

A second problem in the state operation ¢f PWI projects is that state
rehabilitation agenéies typically have few established linkages with the

private sector. Several respondents commented to the étuQx team that, even ,

when caseloads are small, counselors often hesitate to make.contacts with
employérs. ’Few counselors, for'examplé, have been trained in-conducting
employment-related outreach. 1In résponse to this problem, in at least
one state seﬁinars are now being conducted to teach counselors some °€
the placement skills developed by PWI. .

A third prob}em in state operation of PWI projects is that, even ig
those states whére placement has been madg a priority ;nd where placement
specialists have been.appointed to improve the agency's linkages with
employers, problems have surfaced. In two different states, the'study team
was told that counselors, unaware of the needs of emplo&ers, often "dump®d” '
clients who were not job réady on the placement specialist. The plaEement
specialigg; understanding that future placepent success depends on the
employer's satisfaction with past placemgntsvfthen often sent back those
clients not considered job feady,‘which would antagonize tﬁe refefring
counselor. 1In these two states, the end result reported to the stu&y teanr
was severe intraorganizational conflicts between the placemenﬁ staff and

the counseling staff. To the ?xtent that these ptoblgms are widespread,
.state operation of PWI projects would appear likely to increase the inci@ence

- of "dumping” difficult clients.

]




. Disagreements over which clients are ready for placement services are
also common in relations between PWI projects and state agencies, but -
apparently the organizational and gepgraphical separation of a PWI from a
state rehabilitation agency may helprinnstimulatiﬁg'tﬁe establishment of -
formal settings in Vhich these problems can be addressed. For instance,
aecording to the directors of several PWI projects that were visited, when °
disagreements and misunderstandings arise over client referral criteria, '
meetings with counselors are held to clarify PWI requirements for acceptance

of clients into the program. In the state where PWI placement specialists

are co-located with state counselors, however, the study team was told

that the conflicts more frequently degenerate into unprodyctive squabbles
between individuals, even though meetings to discuss referral criteria are

held regularly.

Assessitent of the General Replicability of PWI by State Agencies -

To summarize, the. study.team found considerable support for the

principles and techniques of the PWI training and placement approach among
the state agency officials interviewed for this study. In several states,
the rehabilitation agency has provided substantial support, both financially
. and otherwise, to the pwi projects in the state. Placement shecialists in
some states have also adopted PWI techniques in their efforts to place
severely disabled individuals. )
LT On the other hand, the potential for expanded 1nvolvement in PWI by
the state agency is limited for a number of reasons. One reason is that
state agency funds are increasingly scarce, thus precluding most new program
initiatives. In additiop, most respondents believe a.state-operated PWI -
would havekdifficulty mobilizieg employer involvement in the project and
i attracting private sector financial contributions. Moreover, most state
. agency employees are primarily concerned with the disabling conditions of
- their clients and have not been trained in employer outreach skills. As

one respondent put it, even if the state had unlimited funds, 1t would take

many years to instituti%nalize in a state agéncy the PWI approach to place-

¥
ment, which requires frequent and consistent employer contacts.

-
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What Types of Organizations Operate Local PWI

Projects and Networks of PHIs, and

What Are the Special Features of Projects

’ Operated by Trade Associations?

As described in Chapter Two, a number of different types of organizations
currently operate PWI projects. These organizations include private rehabil- )
itation facilities, labor unions, educational institutions, trade associations,m
and private for-profit corporations. According to federal officials inter-’
viewed for this study, an early objective of the program was to encourage
applications for PWI funding from a broad range of organizations. A primary
reason for this objective was to stimulate employment commitments from
as many types of employers as possible. ‘This commitment was considered .
essential because of the broad aiversity in the skills and backgrounds of
handicapped people. .

L

Use of PWI Awards t¢ Stimulate Networks of PWI Projects ' o

The two types of organizations participating in the PWI program in
its earliest days were private for-profit corporations and rehabilitation
facilities. RSA staff found that there were clear-cut advantages and A
disadvantages associated with PWI projects operated by each type of organ% -
ization. The rehabilitation facilities understood\tHe special needs of
handicapped individuals, and they had experience in delivering occupa-
tional training and other‘employment—related services to this population.
In addition, most already had'establisheé relationships with state rehabil-
itation agencies. _Another advantage of a rehabilitation facility as a PWI -
service provider was that it could recrwuit employers from any occubational
area in which client placement potential existed. On the other hand, a
limitation of rehabilitation facilities 'was that they were generally in-
experienced in gaining access to the business community.‘ Most had not
previously involved private sector representatives in the design of
training and placement sevices, as was required under PWI.

A different set of opportunities and constraints was observed in the

effort to attract private corporations as direct sponsors of PWI projects.

.
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To some extent, these opportunities and constraints were seen in the first
corporation-based PWI project, which was operated by IBM. As originally \
established and as currently oﬂerated IBM uses PWI project funds and its
own resources to establish computer training programs ‘for qu severely )
physically disabled. 1IBM typically identifies a local rehabilitation
*facility or other institution to operate the project in the selected area,
and then an IBM technical assistance team assists the cility in designing '
the total program, including the recruitment, selection, and training of N
handicapped persons and the placement of graduates in competitive employment ,
as computer programmers. More than 20 such projects have been established x
in local communities around the country.' One advantage of this model is | '
that RSA can be certain that the local project is responsive to the needs of
the private sector, because it is a private corporation that directs the
project's establishment. Another advantage is that with one PWI award to a
corporation such as IBM, with locations all over ‘the country, RSA can initiate )
many ldcal prOJects. IBM takes responsibility for selecting the location '
and facility, developing the necessary relationships with the state rehabil-
itation agency, directing the establishment-of the project, mobilizing the )
necessary comunity resources, .and providing technical assistance. A third
advantage is that IBM's reputation consistently facilitates access to the
local business community. As a resilt, the development of active and well-
functioning prOJect advisory couricils has been exped1ted. ’
There are, hewever, seve:al disadvantages to the IBM model. ‘The most

significant disadvantage is the apparent scarcity of corporations willing

to follow IBM'S lead. Locating corporations willingrto devote, ‘the necessary,
time, energy, and commitment to the goals of the PWI program_has. been no

easy task. Moreover, the study team was told repeatedly, b proth £ ral
officials and corporate executives, that for-profit corporations g neralIy 1
are neluctant to accept federal funds, especially if the\funding mechanism
is a co@petitive grant. 1In addition to the\difflculty of 1dent1fying
companies with a serious interest in severely disabled ind1v1duals, most ‘
companies employ no one with an understanding of how to identify a hiyh- '
quality rehabilitation facility, how to establish relationships with state

’ “
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rehabilitation agencies, or how to ‘lotate and\work with severely disabled
individuals. RSA staff, for eéample, had to work closel} with IBM in the
early years of their association in order to help them develop good

rel onships in the rehabilitation community.

Another disadvantage to corporate Sponsorship of PWI projects is that,
although each award to a corporation might generate multiple local projects)
all'pf those local projects woufdfprobably‘serve the same type of clients
in a single skill area. °IBM, for exampie, serves only severely physically
disabled individials with high IQs and high-level mathematics skills. In
addition,'it provides training only ih:computer programming and similar
computer-related flelds. - . N \

' An important lesson that RSA learned from its experience with IBM was
that one recipient organization can be used to establish and manage many * | _..
local projects. Through the establishment 'of project networks under a

single PWI award, the federal-level/PWI staff, which has never been larger

t .
d the recipient organization account-

than one or two individuals, ca

able for productivity, cost ciency, an qualitf without haviamg to

monitor each local project ‘dividually. At the local level, proJects have

apparently appreciated the opportunitx to experimenu wlth _new and innovative
approaches to training and placement without direct federal supervision-or

k:r .
intervention. Moreover, after a year or two of experience, the recipienC‘

F4
organization generally becomes more skilled at establishing local prOJects,

so that subsequent projects can benefit from that expérience. Projects
established by a common sponsor, such as IBM, also benefit from contacts
‘with each other, contacts that can be facilitated by the parent organiza-
tion. —(For the IBM projects, for example, contacts among projects have been
formalized through the establishment in 1979 of theé Association of Rehabil- ’
itation Programs 1n Da’a-?rocessxng, which promotes,communication among the

projects through annual conferences, newsletters, and assistance in the

1 - s -
.

development ¢of new projects.) _ ' .

1 " w . ( .
Factors Affecting the Current Mix of Organizationa;\}xPes
From the earliest days of the program; then, RSA has funded organiza4‘ .

tions:that propose to establish multiple sites under a gingle PWI award. .
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employment, it is the unions that cohtrol jobs., Becauge of their responsi-

In IBM's case, the organization was a corporation, but other types of

. organizations with national networks have been supported as well, including

labor unions, assoéiations of rehabilitation facilities, and trade associa-
tions. One such group has been Goodwill Industries of America. From its
headquarters office in Bethesda, Md., Goodwill establishes, manages, and
provides continuing assistance to local Goodwill affiliates that want to
operate PWI projects. Using funds received under its PWI award and its own
‘resources, Goodwill selects local Goodwill organizations to operate the
projects, assists them in establishing their projects, and provides con;
tinuing support after projects are operating. Once a project is_fnlly

under way, Goodwill of America sometimes suggests that it apply &irectly to -

RSA for PWI funding. The National Association of Rehabilitation Facilities

. s another network of rehabilitation facilities that uses its PWI award to

establish and operate -local projeets. -

According to program officials, the mix of PWI award récipients re-
flects an intentional effort to- reach a large number of private companies,
labor unions, and rehabilitation facilities in order to maximize the em-
ployment oportunities for people with severe disabilities of all types.

The study team found that‘%ach organizational model is currently in a
somewhat ‘'different stage of development from the others, and that each

-

organizational type represented in the PWI program has. particular

' advantages and disadvantages associated with it. According to a number of

reSpondents, for example, the potential value of a PWI network of labor
union-based projects has not been fully realized. Labor unions appear to .

offer two -potential strengths to the PWI program. First, in many areas of

bilities to their.members, unions have often posed barriers to employment
of handicapped .individuals who are not union members. By encouraging their
participation in the national PWI program, officials of the national PWI
program have sought to generate greater union interest in and‘sensitivity

to the employment needs of handicapped persons. Second, if labor unions

_understand the utility of a PWI type of approach to the retraining and

placement of workers disabled on the job, the unions will be more likely to

-




press for the inclusion of PWI services in labor-management contracts.

Union officials interviewed in this study stated that both of these points
were 1mportant ones and that participation in the PWI program has been
valuable to their unions in both regards. As yet, however, union parti-
cipation .in the PWI program has been reiatively limited.

© ) K

-

Special Features of Projects Qperated by Trade -Associations

=

As noted in Chapter One, this study was intended to have as a Special
.focus the examination of the relative effectiveness of projects operated by
trade associations. In particular, it was possible in the study to identify
the advantages and disadvantages offered by the trade association approach
to PYI service delivery. It was 4lso possible to draw some conclusions

about the desirability of expanding the utilization of trade associations

within PWI. )
RSA currently funds three organizations that can be classified as trade
associations: the Electronic Industries Foundation (EIF), the-National
Restaurant Association, and the National .Council for Therapy and Rehabil-
:itation Through Horticulture, Inc. The latter two organizations will not
be considered here in detail, however. Because the horticulture council is
currently in its first year of PWI funding, insufficient data are available
for analysis of their project. The National Restaurant Association's
project may not be a fair test of the potential ability of trade associa-
tions to place severely disabled individuals in competitive employment.
The National Restaurant Association does not establish local PWI projects,
but instead uses its PWI resources to encourage relationships between the

rehabilitation community and the assocfation's state affiliate organizations.

The national association does not dire tly engage in either job training or
placement.

EIF is not itself-a trade association. It is a nonprofit corporation.
established by the Electronic Industries . Association to perform a variefy
of research and publlC educacion funcc1ons. The Electronic Industries N
Association is ‘a_trade assoc1ation with a membership(of approximately. 300 h -
eiectronics companies nationwide. Unlike the National Restaurant Association,

‘.# NN . . : . __"
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EIF uses ifs PWI funds to.establish and manage local PWI projects.’ In this’
regard, many of the advantages and disadvantages of the EIF projects afke the
same \;»tﬁose ‘associated with other projects that support national PWI net-
works, such as IBM or Goodwill Industries of America. i ’

Based on extensive interviewing and observations, the study team ten-
tatively 1dentified a number of advantages and disad&antages of the trade
association model: The tentative nature of these assessments is due to the
small number of trade association projects available for examination. The
principal advantage of projects operated by a trade association is the
access to a large number of employers that a trade association can provide.
' When EIF establishes a local project, top-level executives of Electronic
Industries Association member organizations located<in the community can be
easily and immediately contacted for participation in the prOJ:ZE advisor
council or for other involvement. A second inantage is that a trade
association brings many of the same strengths to PWI that a very large
corporation can prov}de, including an uﬁderstanding of the needs of one '

sector of the business community and the ability to establish and manage a

“number of projects in different locations.

on the other hand, there are certain disadvantages inherent in PWI

proiects operated b§ trade associations. As one federal official observed,
a trade association is established to represent, promote, and protect a
specific industry. These purposes are not necessarily consistent with tﬁe
purpose of the PWI program, which 1s to find competitive employment for -
'severely disabled individuals. An anecoote told by a PWI project director
bears on this issue; This project director had approached a friend of his °
who was executive d1rector of a national trade assoc1ation. The PWI
project directer belleved that his project might benefit from a linkage
with the trade association and also saw a possible independent role for
tﬂis trade association in-PWL,'.perhaps similar to that played by EIF. -The
trade association director became interested in the notion and gltimately .
presented a preliminary proposal to his board of directors.p Under the pro-
posed plan, the trade association would have established a PVI project to

train and place disabled persons in jobs in the industry represented by

-
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" the trade assoeiation. The board of directors, howeqer,’disapproved the
plan because it was inconsistent with the association's charter, which was
to represent the interests of its member corporations. Because of competing‘.
priorities more directly linked to the association s central migsion, the

board of directors decided that it was not willing to, amend iGS‘charter tb

permit creation of a nonprofit affiliate that ‘could administer a PWI prOJect.,““u

This decision is not meant to represent the likely actions of all, or
‘even most, trade associations. It ddes, however, indicate two important
barriers to reliance on trade associations as PWI project Sponsors. These
barriers are, first, the lack of consistency between PWI program goals and
the, mission_pf mos€~trade,associations and, second, the need either to amend
the trade association;s charter or to establish a nohprofit«affiliaterin
order for the trade association to operate a PWI project. .

" There are, in addition, other disadvantages to the trade association

model. As with the single corporation model, trade association projects
tend to be ‘directed to 2 single type of disability or.a single type of
industry. For 1nstance, National Restaurant Association,spokesmen 1n§orm
their members about the advantages of hiring handicapped.individuara in
entry-levél food service positions; historically, most of "these placements
have been mentally retarded or emotionally disturbed individuals. Another
disadvantage is that the staff of a trade assoc1ation cannqt be expected to
be ﬁamiliar with the rehabilitation process or. with methods of locating
potential clients and rehabilitation facilities.‘ This limitation generally _
requires the association to h1re project staff with backgrounds 1n rghabifi-
tation. This requirement mayvbe likely to deter many trade associations
" from initiating .PWI projects. o . « N

These.disadvantages do not, however, necessarily outweigh the important
potential strengths of trade associations in the PWI prggram. In instances
ih which strong commitment-to PWI goals can be generated at the highest
" Ievels of a trade assoc1ation effective PW projects may be achieved. The‘
EIF projects are good examgles of such a result but their success- is pro- ;

bably as much 2 product of their staff-level understanding of ‘rehabilitation

issues as of their trade association contacts. These results are not easy ,




to obtain, however, primarily because of the inconsistency of PWI goals

with the traditional goals of trade associations. L
RSA is currently exploring the feasibility of increased involvement -of
trade associations in the PWI program. Under an RSA grant, EIF is examining

_ the extent"to which other trade associatidns might be willing to establish
PWI1 projects. Thus\far, despite considerable effort on the part of EIF, only
limited interest in PWIYparticipation has been elicited from other trade
asociations. R C

On the basis of EIF's work and other information-gathered in this
study, it. is not yet possible to estimate how many trade associations can

‘,eventually be brought into the fWI program., Assuming that several more

can be encouraged to seek funding, it is likely that the developmental

process will 1ast‘at least several years for each .trade association. This
probability suggests that the increased involvement of trade associations
may be a useful long-term goal for the PWI program but not an achievable

goal in the short term.

Assessment of theAIypes of Organizatipns Operating PWI Projects

As seen in this section and in Chapter Two, a number of different
types of organizations currently operate PWI projects. The wide range of '
organizational types has been the result of an intentional stratégy fo cast

a broad ‘net across various sectors of the employment and rehabilitation

N

communities.

A number of PWI funds recipienés have developed networks of local a
projects. This arrangement has permitted multiple projects to be operated
under a single PWI award. An importdnt bernefit of thése network artange-—
ments is that the linkages among projects in a single network have provided
avenues for information sharing and technical assistance, as well as the
sharing of resources 1o some instances.

Because of their ready-made linkages to employers, considerable ia-
terest has been exoressed in PWI projects operated by national trade ' <:__,-

associations. At present, one trade association is operating a network of

1

local PWI projects. This project has experienced success in involving its
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trade association memhﬁrs in the training and hiring of handicapped indivi-

duals. Because of certain barriers inherent in their mission, it is not
clear, however, how many additional trade associations can be brought into
the PWI program. On the basis of curreqt information there does not seem

to be significant interest among trade associations in initiating projects-

>
. B

for the training and employmcnt of handicapped persons.

’
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CHAPTER FOUR ' P .
RECOMMENDATIONS FROM RESPONDENTS
ON PWL_PROGRAM IMPROVEMENT

) Well over a hundred people were interviewed duriné this study of the
PWI program. Each of these individuals had had ekperiencé in one aspect or
gnoiher of PWI program opergtions. 1In each interview, the members of the
study team asked the respondent (or small group of'fesbondents) for recom—
mendations for the improvement of the PWI program.v Respondentsiwere asked
to frame ;hef; recommendations in terms of changes that éould usefulIy be
made froﬁ ?ashington,*:ither‘in thé)federal administration of the program'

or in the federal-level directions giVven for Fhe local operation of PWI

.

projects. . ‘ ‘ -
Virtually all of the recommendations offered by respondents clustered

around a few topics. 1In this qhapter these recommendations are presented

in summary fashion. Wheré'Specific recommendations seemed to reflect the

" unique CirCume;;CGS of the recommender, that relationship has been noted.

PR

Recommendations Offered for tﬁ%,lmpéovemént of

the Federal Administration of PWI

* >

<

Individuals interviewed in this study made recommendations pertaining ,
mainly to three areas of federal. program administratién: project selection

. R roo .
procedures, technical assistance-.and information sharing, and stability of

~ ——federal support. < . ‘ s

Project Selection ,Procedures

", A number of respondents commented on their concerns that current PWI

s ;application procedures conflict with the principle of "agreements” between

v

RSA and privaie oréqgizations, as descrife in the program's statutory o

authorization. The study tedm was told that PWI's current grant_application

-
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requirements, based on EDGAR, tend to attract applicants that‘tréditionélly
rely'on.g9yernmen§al funding for support (e.g., educational imstidutions,
brivate rehabilitation and training facilities).. Indeeg, these are the

organizations that watch the Federal Register for the announcement of grant

opportunities. Other types of organizations, especially those that do not
rely on governmepnal fudding (e.g., trade associat'ions and ptivaté corpora-
tions), were described as likely to be discouraged by EDGAR grants applica-
tion_procedures.} These organizations wg;e“said to be less likely to apply
for Pwl funds because of the detailed EDGAR requirements, 1nc1;ding, in
barticular, requirements fo;.comprehensive budgetary information and for
ﬂétailed dgécriptions of personnel and management plans.

Criticisms were also offered of the selection criteria used to de-
termine which applicants would receive‘PWI funding. The broadest such
bgiticism was that 3gf’project selection criteria favored applicants who
.employed experienced proposal writers, irrespective of their ability to
place disabled_indiv;duals in jobs. As eyiaence in support of that argu-
ment, it was noted taat only 35 of the possible.IOO'points in the applica-
tion rating,criteria,afe awarded for "achievement of competitive employment
objectives.” This rating category, which %irectly addresses the purposes
of the PWI program, includes the fallowing standards (at §37%,.30(f)(2). of

the regulations): : -

(i) The project has the .capacity for placing a 5ubstan€iél‘number.'
of handicapped individuals in competitive employment on a cost-
€ffective basis; .

(11Y Haﬁdicapged'iﬁdividuals wiillbe trained in occupations for which
* there is a riélfétic demand in the competitive labor market and,

‘where"appropriéte, adequate consideration is given to.labotr‘union
requirements in the development of training programs; and
~ ‘ .
. . . o
(iti) The project has the capacity for creating jobs which-offer career
. ) development\ and advancement opportunities for handicapped
e 3 ’ i ,

A

) ' %ﬂ§$,' . ‘ S "
These standards ’i?w,iba e a succinct and comprehensive summary of the capa-

e 5
P

"bilities needed by 4 ) projeét. Several respéndqnts noted théﬁrlpuzzlement

that these éritegia acéo@nt'for less than h;if‘of the points awarded in the

selection of new projects.
S
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Another criticism of the selection procéss was that it has not prevented
the concentration of PWI projects in certain geographic areas. Although these
clusters of PWI projects have sometimgs collaborated successfully in the
delivery of PWI services, directors of projects in some of these areas
ekpressed concerns that their placement specialis¥s were virtually'tripping
over one another ig their visitg‘to prospectivé employers. é%gcause of the

. frequent difficulty (for all pro&ects) in find{ng job opportunities for
L’1:>Rhnd1cabped clients, PWI directors preferred to have less competition among”
themselves in‘idencifying,openings. Thi: ~roblém does Aoc refieqt a de-
.ficiency in the PWI r;gulations, however, nce §369.32(af,spec}fically

authorizes the consideration of geographical distribution in the selection

’
-

of projects. - . . N

L4 -
.

Technical Assistance and Information.Sharing

Many respondents noted the desirébility of information exchange, which *

-1s seen as potentially operating in three ways: between RSA and the PWI

projects, among PWI projects, and between RSA and the nation's major

corporate employers. Réspondents working in PWI projects that are not

“

»

part of a larger'neCwork_werd most likely tqQ express an interest in informa-
tion exchange; projecc§ éhap are part of a formal or informal PWI nthérk,
howevér, ofcen participate in some type of information sharing as a
result of cheir affiliation with the network. ‘ /' {
The firsc type of information exchange--between RSA and the PWI pro-
" ‘jects--was mentioned by respondents mainly in connection with local needs
‘ for’hecﬁnical assistance for/projecc improvement. Specific areas of as-
) ‘sistance needs include (1) approaches to the identification, of potencial
PWI employers and (2) techniques, for eﬁc;uraglng the active parCicipacion l ‘
of employers in PWI projects. Needs were also expressed for ideas and as-
sistance in establishing and utiliz@hg project advisgry codncils. Because
of tight PWI budgets, project difeccors were not optimistic about their
R . ébikicy to aCCeqd technical assistance,;seminars in Washingvbn,' They i .

stated, however, chaﬁ'a series 'of "how-to” guidebooks would be very useful

especfa}ly if the guides were focused on a limited number of high priority

.

4




M??’ ) topics (such as “how to increase placements™) and if.they contained examples

of successful approaches: actually utilized in PWI prOJects. - !
- The second type of information exchange--among PWI projects—-was
described as a need that could be met through a regular PWI newsletter. -

Respondents also expressed interest in resumption of annual meetings of PWI {
project directors, although participation in such meetings would undoubtedly o
present a problem to some projects on particularly tight budgets.

One respondent suggested that a national association of PWI prOJects
with representation from both local prOJect staffs and project advisory
councils would be a particularly effective meanhs of communication among
projects: He viewed such an association as serving a number of functions.
For instance, the association could provide technical assistance to lotal
projects on a fee-for-service basis. In addition, projects could share
information on businesses that have been particulariy supportive of their
prOJects. The association could also possibly design standardized reporting
procedures for all local PWI projects. 3

The third type o%finformation_exchange, consisting of RSA outreach to

-

major corporations, was seen primarily as a Washington-based public rela-
tions effort. A number of respondents expressed their belief that major !
+ corporations would be much more receptive to approach by local PWI project

personnel if the1r headquarters offices were knowledgeable about PWI and,
T

about the opportunities it offered to them.
[N ‘ N ‘ . , r\'/ N

[}
’ Y

Stability of Federal Support

A number of interview respondents .stressed the importance of maintain- 'Iﬁ

'ing stable funding levels for local PWIL projects. Their two major concerns

. in this regard were -their proJects ability to retain their trained staff .
and their ability to plan effectively for program development‘ Progect
directors suggested that the fear of reduced federal support increases the
likelihood that talented staff will seek other, more secure, P°$1t10"5~ -
Wany also expressed a belief that the assurance of a continuing fEderal

s commitment to projects was important to their ability to plan for neceSsary
improvements and inngvations in the_services offered to their clients. In

® : e .

-
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several instances, they also suggested that a multiyear funding cycle

would improve their ability to remain responsive to changing ¢lient needs.

- . ’ ﬂ
Linkages with State Rehabilitation Agencies,.

-

‘

-

Recommendations Offered for the Improvement of

Local Project Operacions

In discussing the problems and.opportunities experienced by local
PWI projects, project directors, staff, and other respondents offered a
number of suggestions for ways that RSA could encourage improvement in
local project operations. These suggestions were concerned primarily
with the utilization of project advisory councils, local PWI linkages
with the state rehabilitation agencies, and local PWI linkages with the
Private Industry Councils required by the Job Training Partnership Act
(iTPA) of 1982. . t ‘

Utilization of Project Advisory Councils

Virtually every local praject official interviewed for this study

. stressed the central role played by the advisory council in his or her

project. As described in the preceding chapters of this report, the
specific functfons carried out. by the advisory council vary from project

to project. <In general, howeper, project directors who. expressed the
greatest satisfaction with their advisory councils were those whose '
councils play particularly prominent roles in the operation of the PWI
"project. These directors claimed that greater delegation of leadership
responsibility to the advisory council, in terms of decisions on servicegx‘

of fered by the project and even on project staffing, has led to greater

4 i .
_effectiveness of ‘their local cduncils. For this reasqngthey urged RSA to

ensure major iavolvemeat by local councils in the diraction and operation

of all PWI,projeccs.'

State rehabilitation personnel interviewed for this étudy noted the

importance to them of frequent communication with PWI project persoynel.“
. . \

{ e




: role of the PWI advisory councils and .the PICs required under JTPA. Both

. dents suggested that RSA encourage PWI advisory councll members to seek

Such communication was described as serving many purposes, including nhe

following:

o It helps state agency personnel know the {ypes of clients most
likely to benefit from the project, thus enabling them to, refer '

™

such clients to the prOJect. co
ol . 9 *

e It permits PWI project personnel to henefit fully from client
data available within the state agency.

e It allows state agency personnél to learn new techniques of but-
reach to employers. v

e It prevents rumors and mIsconceptions on both sides.

State agency respondents as well as PWI project pet¥sonnel recommended
thyat RSA create mechanisme that would encourage increased communications .

.

between PWI projects and state rehabilitation agencies.

~

Linkages with Private Industry Councils (PICs).

Several respondents, including a senior official of a state department

of. economic development, noted the similarities between 'the structure and

groups are made up primarily of ' members from business; industry,'and labor;

both groups are charged with identifying employment ‘and training needs '
w1th1n their geographic area; and both groups bear responsibility for the
oversight of certain types of public Spending for training and job place-

ment. The.PWI adGisory councils are concerned with jobs for handicapped !

clients only, however, while the PIC$ must be toncerned with unemployed
(and underemployed) persons in* general. Because some reatrictions have . .
been placed on the automatic eligibility of handicapped persons for JTPA

services (in contrast with the law's predecessor, CETA) ‘severa3 respon-

membership on their local PICs in order to represent thc employment and L

-

training interests of handicapped persons in"the implementation of the new ‘,I

lab‘ teo. .



Summary of the Recommendations ‘ ) R

e v » \.

- - .t

'As the preceding discussion Suggests most of the persons interviewed
during the study.commented- on the important role of the national EWI'pro-

. ‘ gram in shaping the:performance'of local projects.” The general view was R
: that stable federal~funding,'prouided in a context in vhich the national ‘
program is available to assist projects (through technical assistance ) ~
‘infOrmation sharing, and other means) without imposing restrictive or inap-
- propriate project seIection and performance standards, ié central to the
success of PWI both locally and nationally.- The general implication of the
individual recommendations was that the: PWI-program within the parameters .
bf its current goals and funding level should continue to maiqsain its | |
historical flexibility and responsiveness toward the projects it supports.g )

-~ [y -
- -
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" CHAPTER FIVE

' . FINDINGS AND CONCLUSIONS =~ = - . .

D
r [}
4

As stated in Chapter One, .this study was designed to address two

primary questions: . - | : ..
@ What are the characteristics of current PWIhpéojects,u

. v in terms of factors such as funding' levels, services

provided, types 'of clients served, ang* effectiveness

in meeting program -goals? - . ;
Which project types are 'most effective:in achieving PWI
program goals, and, in particular, what are the relative

- effectiveness and replicability of proJects operated by

national trade associations?

3 - * . .
¢ t

In this chapter information and analyses presented in preceding chapters .

[t
S

are synthesized .to form. answers to these questions. In addition, a list

v of\prpgrammatic,issueslis presented, these—issues\will be important to

address in‘any congideration of PWI program change‘or expansion.

A o

¢

What Are the Chéra{teristics of Current.PWI Projects? . b
. '8 ‘ N
<L T, P : .

v ' <t . d ’ ' ’ .
o .

¥ With few exceptions, eurrent PWI prdJects bave as their central goal
the placement of handicapped persons in competitive employment. This is
the program purpose that is highlighted in PWI's authorizing legislationﬂ
Projects provide varying types of services to clients in order to imple- :
ment’ this goal with decisions on types of servlces based on asseSSments :
of client needs and on the partidular seryice expErthe of the PWI . .
: recipient organlzatlon. Most projects prov1de some type of occupatLonal ‘ |
L skill tralning to clients. .1In most proJects, job placements are, achieved .
' with the actiVe participation of the local PWT. advisory council. PrOJects
' generally make efforts to’ coordinate PWI services with those prov1ded by

¢ ..

‘s N . " )

the state rehabil%tation agenqy. o f. C . N
A
ProJect funding levels under PWI average approximately $11"DOO :
- Clients served by PWI projects, teyd to be handicapped pers0ns whose (-

.
-
. . \“ . ;
| ' . . .
. ’ . N . , ‘
' . . oo ' ' v ' . [
B v “ ‘ . . o,
. ' . . .
v . 0 ¢ .
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disabilities are severe. No pattern is apparent in'the types of disabil-
ities of clients receiving PWI services. Based on a review of program
documents and visits to project sites, the overriding impression conveyed
to ‘the study team was tbat of serious and focused efforts to place handi-
capped persons in competitive jobs. .
_As guggested by the information presented in this report, the study
team concludes thatlthe PWI program has been generally effective in ad-
dressing;statutory'purposes.. Six factors were found to be most important

in shaping the performance of local projects, as describ&d in Chapter

" Three. These factors are:

AN 4
e ' The existence of strong, active relationships with the
?local.business'community;

»

) The successful performance of clients in the jobs in
which they are placed (thus encouraging employers to
hire additional employees through the PWI project);

3

. Careful coordination with the state rehabilitation
\ agency, . i

) The dedication and skill of the proJect staff in
working with proJect clients and local employers;

e The good reputation of the PWI rec1p1ent organiga<
tion; and ) \

“

. The presence of a bus1ness orientation within the
project.

‘.These factors appear'to be consistently associated_with project success
in meeting program goals. - } oo .
One of the. persistent problems encountered by the study team was the
relatj'e paucity «of 1nformation available to document project acti&xties
and verify the extent of prOJect success. While the sites v}sited dur1ng

the stu iy were generally able to provide documentation aoncern1ng such -

" . perfo ance 1nd1cators as numbers of piacements and Gcosts, such data were

not ¢ nSLstently found in the RSA . program files thag'were reviewed for '
‘ all of the projects durﬁng the study Thus, while an overall 1mpre551on
of local project succeSs in meeting the program's goals was obtained from
the study, this 1mpression needs to be more fully substantiated>through“’
the systematic collection by RSA ‘of quantitative infermation on’ local
project implementatjon and result;. T ‘ ' .

= " \'~ ,
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Which broject Types Are Most Effective in ’ : \

Achieving Program Goals?

-

A special focus of the.study was the determination of whether certain
types of projects are more effective than othe¥s in meeting program goals.
For purposes of this analysis, project type was tonsidered mainly in terms
of 8 organization that was the recipieﬁt of the pw; award. Th? study
team was charged, in particular, with determining the effectiveness and
replicability of projects operated by national trade associatioﬁs.

The general finding of the study in this regard was that no single
organizatibnal type demonstrated consistently greater effectiveness than
did ‘any other. Organizational type did not eggufe, for example, in the
idehtification of performange success factors 1isted in the preceding
section. It is likely that projects operated by‘paréicular types of organi-
zations may find it easier to implement  certain of the six factors than do
other types of projects (e.g., private corporations may find it easier to
establish relationships in the business community, while priyate rehabilita-
tion facilities may find it easief to forge linkaéés with state rehabilitation
agencies). These comparative advantages, howeber, are relatively slight and
may well counterbalance one another. . '

Related to the issue of organizational type as a predictor of project
success 1s the question .of whether ﬁroéicts that are members of national net-

works demonstrate greatér effectivenes than do projects that are not members

of such networks. As discussed in Chapter Three, the study found that net-

'

works assist in informaa}on sharing and problem solving across pfojécts.
gause these functions were seen as,important by, virtuaily all study re-

Be
spondents, the PWI networks may be #aid to provide important benefits to

their member projects.’ On the other'hand,4effective'§rojecﬁs were identi- )
fied khat were not part of any nglgprk. Another relevant factor is that
maintenance of the networks' required the use of PWI resources that would - '~
otherwise have provided direct services to clients. Hence, this study can
provide only a qualified endorsement of PWI networks.. '

' PWI projects oﬁerated by trade associations‘we:e a pa;ticulaf interest.

of the study:because of .the opportunity they offer to increase private sector
- .
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participation in the PWI program. 'Observations'of projects operated by

’

EIF, a subsidiary of one such trade association, had indicated to RSA the

potential value of more extensive involvemeént in PWI by other trade as-

sociations. While the study found the EIF projects to be successful in
many réspects, little indication was fodhd to suggest that the EIF approach
could ne&essérily be replicated by other trade associations. As described
more fully in Chapter Three, the main féctors impeding repiication are

\
the inconsistency of PWI goals with the purposes of most trade associations

" and the need at the project level for eiperqise'in'tehabilitation sefvices.

Though'replication will be difficult, however, it -is not impossible, and
RSA may want to consider the encouragement of PWI participation by trade
associﬁa}ons as a long-term administrative objective..

On the basis of current evidence, it appears that the diversity and
flexibility that havq.charactgrized the PWI program and its projects have
been mééﬁr factofs in the success of PWI. These characteristics have re-

sulted ¥

support for a broad range of sérvices to clients with varyfng“.
types of disabilities and occuphtional/heeds. Further, PWI projects as’ i)

a whole have assisted disabled persong to obtain employment in positions
ranging from.entry-level'good servicé/occupati;ns.to,computer programming
and opepafions research. Future pgognamﬁatic changes would need to be
weighed carefully agéinst the ben %its that have resulted from the pro-
gram's emphagis on orgaqization? Jiverity and individ?ar préjegf -

flexibility.

3 -

Programmatic Issues - ’

During the study a,/number of programmatic issues emerged that may

require RSA attentii;/ Several alten%ative courses of action are avail-
¢
th

able ih connection w, each issue. 1In this section the most infportang

of these issues ar noteds information bearing on the issues is provided

in the preceding tchapters of this report. °

L4 .
. “ e '

l. Expa.sion'af the PWI program. Under Public Law 98—é, a one-time

supplement é $5 million has been granted to the PWI program, increasing &

<
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the FY 1983 funding level .to $13 million. Increases in future funding --

levels have been discussed. Funding increases at any level,will neces- ) . ;.-

sitate decisions on the allocation of additional funds.' These decisions

will reflect actions taken with respect to targeting and project selec- _ -

tion, as dischssed below. Two alternatives are available for the use of

any added funds. These are (1) increases in the number of awards or (2)

increases in the amount of current awards. .Under either of these alterna-

tives, it would be possible to establish funding setasides for activities - = ...

of particular importance to the program.

.
.

4
-~ 4 v

‘ 2, Targeting of funds. The advisability of targeting PWI funds L : B

to certain types of organizations was one of the issues addressed-by -

the study. RSA might consider targeting funds on projecfs that establish

PWI networks (as discussed on pages 62 through 64 of the report) or one

prOJects established by part1cular types of organizations, such as trade

aésociations (pages 66 througp B9y, In méking such a decision,»it would

be necessary to determine whether the’ benefits gained by targeting out-

weighed the potent1al loss in program diversity and flexibility.
"

‘

, ¢
£4 A o

3. ?roject selection procedures. Two related issues currently exist

wigh respéct to project selection. The first issue is the appropriate-

i

ness of “the EDGAR grantmaking prdcedures as used in'fhe PWI program, in

light of the statutory requirement that RSA "enter into agreements” with
PWI sponsoring organizations "to establish jointly financed projgets”

(pages 2 through 3 and 71 through 72). " The second issue’ﬁs the possible.

desirability of returning to earlier owwprocedures.wheghby RSA personnel'

sought out organizations likely to, establish successful PWI projects

and worked with the organization until agreement was reached for the '

. 1 N [ .
establishment and implementation of the projett (pages §2 through 66).

» . b 2 .
These twd issues reflect two altarnatives available to RSA in connection(.

with project selection procedures——to cogzinue current competitive pro-

cedures or to return to earlier selection procedures ba%ed on federal

outreach and negotiation. The latter may serve to attract more pro;ects -

. < . .
‘»‘ ! + . . P

. Ty . ’ ’ .
from the private sector, while the former provides a higher degree of
) R y
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. coordination between the state agencies and PWI projects, {2) RSA provision ’

-83-" '

d .

impartiality in the award of project funds. - -
. ' ' o

4. Relations between PWI projects and state rehabilitation‘agencies,

Although relations between PWI projects and state aggucies are generally .
good! RSA pighg_consider ways of improving the coordination between PWI
' projects and state agency programs (pages 52 through 53, 56 through 71,
.and’73 through 76). In addition, it might also explore ways of improving
State utilization of PWI concepts. and methods, of placement. Alternatives

in this regard .include (1) imposition of more'specific requirements for

of information on alternative approaches to PWI/state agency coordination,

and {3) extension of incentives for state agency adoption of.certain PWIL

features (e.g., strong linkages with the private sector).

£
- ~ - L - b

.

S. Information sharing and technical assistance: As discussed-in -

Chapter Four,’considerable interest was expressed by stud& respondents,

R in the implementation by RSA of a major information sharing/technical

assistancé effort (pages 73 through 74). Alternatives to be considered

t -~

_in this _regard include a national newsletter,'an annual proJect directors

meeting, an information clearinghouse, the development of operatioﬂS’ :

manuals or gu1des in particuiar subJect areas, support for a national as~-

’ sociatlon of PWI projects, and direct_ provislon of techn1cal a331stance.‘

6. ProJect reporting requ1rements. 0ne of rZe d1fficulties en- - ‘

Countered*during the study was the pauc1ty of un1form informatlon on

local proJect activities and\accompllshments (pages 41 anthz through 4%), ’
Two steps would be required to remedy this problem. The first step is

the design of specific reportlng standards for projects, 1ncludrng re-"
quirements for submissxon of 1mp1ementacion data (e g, descriptrons-of
cllents served and services provided) and rcqurrements fpr submissioen of !
performance data (e -4 numbers of placements and retention rate), = Any

new reportlng requirements would have to be carefully developed and test-

ed in order to minimize the reporting ‘burden 1mposed on local projects.

The second step is provision of any needed\ass1stance to projects in

v/ 3 . / . - Ve
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implementing new reporting requirements, s

Consideration of these issues requires seﬁsiti&ity to .the needs

of handicapped persons to obtain competitive employment. The primary

-

objectiVe in these desisions must be to identify strategies that will
- . >

permit RSA to build on current program strengths.

©
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APPENDIX * -« - -

" DESCRIPTIONS OF THE PWI PROJECTS VISITED IN THIS STUDY,

The seven projects that were visited were selected to providesvaria-
tion on three factors: type of organization operating the project, mix of
services provided to clients, and'geographical location. The projects are
not necessarily representative of all\projects that receive PWI‘adards. '
All seven of the projects have been in operation for at least five years.
In the following paragraphs, information is provided about each prOject s

sponsoring organization, level of funding, service offerings, advisory

e

" council, and client population.~ - ) .

-

Project.l. Located in a large Midwestern cityj this PWI prdijdct is
operated .by a nonprofit, sociaf'service agency. The agency provide ‘a
! N\

variety of vocational services to disabled and nondisabled individuals. \

-

The PWI proJect has been operating since 1971, and this year received
Yo
approﬁimat¢iy $165,000 in PWI funding In 1980, the advisory council of

this project formed a nonprofit assoc1ation of business, rehabilitation,:

and industry members thaf provides PWI services to member employers.
Employers are charged a fee for membership, and these fees brought an
additjional $l5 000 to the PWI prOJect in 1982.

The project is distinguished by its almost exclusive concentration
on job placement and followup functions. All of the clients served oy the
project are'severely diSabled,_as defined by the sta;elrehabilitatfon ,
agency. The "project serves large number of clients who are either hearing
1mpaired or~emotionaily‘diSturbed. One hundred elients wer&.piacéd during
the first nine nonths of 1982, the most recent period for which data were o
available. Employers are offered a variety of segv1pes by the progect
;ncloding'cr1s1s intervention (on a seven-day- a-week 24- hour -a-day basis),

' 'joB analxsis, job modification, applicant screening, interpreter services
for deaflemployees, human relations‘training seminars for line supérvisors,
and consuiéation‘on fax-and legal;issoes Telated to the employment of the |

-

digabled. - ' ‘ _ : T
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Project 2. Tgis BQI project is operated by a nonprofit psycniatric
center‘fpr treatment, research, professional education, and prevention.
Located in the Midwest, the PWI project was established in 1977 with a PWI
award of §100,000. In project year 2, the project received funds from
four separate sources: a $300,000 award from PWI, a $348,000 award from the
stateé rehdbilitation agency, a $126, ODO award from a private corporation
and supplementAry funds from the parent organization. -

The PWI pr03ect delivers a variety of services to its clients, includ-
ing client assessment, job search groups, individual vocational counseling,
industrial evaluation, transitaonal emploxment "job placement, and clieqt
followup services. Placement services are currently provided at four loca-~
tions throughout the state; theltransitional\employment program operates in
six business locations and one state agency. Each of the placement sites
has an advisory council that is divided into committees, the most important
oi which is the placement committee. 'The project serves clients with all
types of disabilities, although about 38 percent of the clients are psy-
chiatrically disabled. Sixty to 65 percent are severely handicapped. During

the most recent project year for which data were available the project,

placed 256 clients.

”~ [ N B -
- ProJecti3. _-This PWI, located in a large Western metropolitan area, is

.operated by a nonprofit rehabilitation facility that provides comprehensive
yocational assessment, training, and other employment-related services to

both disabled and economically disadvantaged persons. ‘The facil§ty served
over 1,000 persons in 1982. The PWI prOJect has, been operating for six years
and this year received $60,000 in PWI funds. 2 »
in e1ectron1cs f(plds.' Because of the Eacility's reputation most employers
1nterv1ewed were willing to hire graduates of the project when they were
unwilling to h1re the graduates from other atea tra1n1ng programs, and
placement rates were consistently over 90 percent, with approximately 120
competitive placements per year. The project's success in training and

placement was dttributed by respondents to the high level bf involvement by

v
4 \
)

J s

The central compongnt of the project is occupational .training, primarily

-




project advisory council and to the {ndustrial advisory committees that
are actively involved in the design, operation, and momitoring of eath of

the facility's training prograns. e

" Project, 4. This PWI project, located in a WesStern metropolitan area,
is one of a number of local project sites operated by a nonprofit affiliate
of a national trade association. The local pro;ect site has been 0perating
since 1978. PWI funding for the current year was $35,000, with additionaf
resources provided by the parent organization. The project serves a client
population representing the full range of disabilities.

The project's major services are job development, placement, and fol~-
lowup, although some client assessment and assistance in Job-seeking ekills
_.are provided. Project staff spend substantial time on employér contacts to-
identify potential jobs for clients and to recruit advisory council members;
Supportive services (e.g., lnterpreter services for deaf ¢lients) are pro;
.vided-to clients as needed,. and followhp visits to clients and eMployérs are
routinely made. Other services include presentations to the state’rehabirli-
. tation agencies, the private sector, and others concerning PWI's approach to

employment of the disabled. Additionally, the project works closelx with
other PWI projects in thedregion to achieve.the PWL placement goals. lhe
project reported 279 placements from 1%78 through 1981. Number ?f placements ///

for\l982 were not dvailable but were projected to be 85. !

!

The project has two advisory councils. The executive couhcil composed\
of executives from local corporations and representatives from the rehabili-

tation community, provides policy direction and planning assistance. The

employment committee, composed primarily of midlevel manager% in corporate

personnel offices, is concerned with the development of plaQement .

i .
!

opportunities. . /

n ) Project 5. This project, located in a Western metrqpobitan area, provides

computer programmer training to seve{Ely physically disabied'pérsons. Initiated
! {

by a major electronics corporatiod} the ptoject was operated from 1974 to 1982

by a prehabilitation facility and has recently.been incorporated as a separate

EA ]
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nonprofit organization. No PWI fundg are currently used for operation of
the project, although the project gsometimes receives PWI -funded servicés
from the electronics corporation.. The state rehabiiitation agency provides

approximately $25b,000.per year in project support. - . -

Project gservices include the provision of occupational training, refer-
ral to needed support services, job placement, and client followup. While
‘data on numbers of placements were not available, the project reported an
annual placement rate (i.e., percentage of clients placed in jobs) of 85
percent until recently. Since the economic downturn, ‘the rate has declined
to, 75 percent. Eight project advisory subcommittees provide private sector
linkages, with employers playing an active role in project operations,
including lectures to classes, periodic evaluation of students, donation of
computer time, equipment donations, and other services.

Project 6. Lgcated in a large Eastern metropolitan area, this PWI -
project is one of a number of local project sites established by a non-
profit aﬁfiliate of a national trade association. It is operated under
the auspices of a small consulting firm specializing in the developnent
of affirmative action plans for the handicapped. The prOJeCt has been in
existence since 1977. Total PWI funding for the current year is $75,000;
the project also received about $28,000 in CETA funds for the current,year.

The project's major service is operation of a placement, clearinghouse
that matches job openings from area employers (60 percent of which are in
electronics) with qua11f1ed clients. Because of the nature of the, service,
clients, generally referred from the state rehabilitation agency or’ self-

- referred, must be job ready. In recent years the project has also expanded .
its services to include sponsorship of skill training for electronics—
related occupations, clerical workers, and machinists. Placements for the._
current project year were prOJected to be 105; data on total number of
placements since the project's 1nception Wwere not available.

The project has an execytive advisory board,, made up of senior-level

executives of area corporations and the commissioners of the two state

rehabilitatkon agencies. Additionally, employment and training committeges

g-provide project- guidance in their respective areas. A,




Project 7. This PWI project, located in.a large Eastern city, is
operated by a rehabilitation facility. Established in 1977, the facility
N

received PWI funding fof its first three years of operation from the
national organization of which it is an affiliate. Three years ago, the
facility began submitting its PWI project proposals® directly to RSA. In
project year 1982, the PWI award to the facility was approximately $56,000.
Thevrehabilitation facility offers a,éide range of vocational serVices3

with PWI payihg for a portion of the skill training programs and for place-
ment services. Training i$ offered in clerical skills, word processing,
. custodial services, electronic assembly, and' food seevices. The'advisbry
council is divided into separate subcommittees for each training program.
The 'subcommittees oversee training activities and help iéentify-potential'
on-the-job training sites for participants. A large proportion of the
clients served (67 percent) are either mentally retarded, emotionally dis-
turbed, or have-othee severe behavioral probledg, such as alcoholism or
dr&g addition. The project reports that 36 percent of the clients are’
severely handicapped. ‘

I During the gbst recent period for which data were available (July
1981 through April 1982), 71-clients achieved competitive employment:, for
' cfa prOJected annual number of about 85. The prOJect reported ai79 percent

retention rate for clients placed during the period.




