Alaska Division of Vocational Rehabilitation
 Program Evaluation /Quality Assurance System
_____________________________________________________________________________________
DVR’s Mission Statement
The mission of the Division of Vocational Rehabilitation is to assist individuals with disabilities to obtain and maintain employment.
DVR’s Guiding Principles

· The empowering value of employment in an individual’s life.

· Honoring and respecting each individual’s strengths, skills, choices, abilities and cultural identity.

· Developing strong partnerships with Tribal Vocational Rehabilitation programs, schools, job-centers and centers for independent living.

· Delivering high quality vocational rehabilitation services.

· Employing and developing highly qualified and skilled rehabilitation staff.

· The principles of stewardship in the use of public resources.

Introduction
The Alaska Division of Vocational Rehabilitation (DVR) long term commitment to continuous improvement in the delivery of vocational rehabilitation (VR) services and performance and to accountability forms the basis for DVR’s comprehensive program evaluation and quality assurance system.  All of the components of the system support the above mission statement and the guiding principles of DVR. The variety of activities that comprise the program evaluation/quality assurance system complement each other, are inter-related and ultimately are used in the development of the state plan.
DVR has established over the years several measurement strategies and tools in the attempt to measure performance routinely against the goals and objectives of the program. The developmental process has occurred over a long period of time and has never been documented as a consistent written strategy. The process while fluid and under continuous evaluation itself, will be formalized with this document which identifies and explains the various components of the system. DVR’s commitment to program evaluation and quality assurance is further demonstrated by the recent formation of the Policy, Planning and Programming Evaluation Unit.

Why? 

All organizations have purpose: a reason for being, a set of goals to pursue. Deterioration or even chaos can set in when the organization looses sight of its goals, or when the goals change to the degree that the organization no longer clearly understands its purpose. To be effective, an organization must establish the mechanisms necessary to measure its performance against its goal set, in a regular attempt to answer the question: “How are we doing?” Only by periodically asking that question can the organization obtain the information needed to make the course corrections necessary to maintain the proper pursuit of it goals.
What?
Program evaluation is a systematic method for collecting, analyzing, and using information to aid management, staffing patterns, program planning, service delivery, staff training and public accountability. Program evaluation activities make possible reasonable judgments about the efforts effectiveness, adequacy, efficiency and comparative value of program options. It is the opportunity to review DVR’s operations to ensure they are proper, correct and appropriately focused. DVR’s system is based on compliance with federal and state requirements and thus incorporates qualitative and quantitative measures.
Quality assurance refers to the systematic monitoring and evaluation of the various aspects of a project or service to ensure that standards of quality are being met. Standards are critical indicators for the achievement of excellence in VR practice and can be used as a benchmark against which to evaluate their practice and performance. For the purpose of this document and from a practical perspective, DVR considers the two merged into one comprehensive system.
Program evaluation may be conducted to meet the requirements of both external stakeholders and DVR. External stakeholders may require program evaluation for compliance, justification or accountability. Evaluation used by DVR internally focus on service delivery, quality standards set by DVR and program operations. For example, federal standards and indicators may be considered an external quality measure while an internal measure would be wages at closure or timely services.  DVR uses programmatic and fiscal information obtained from case reviews and other sources to drive changes in business practices and policies. 

When?

Timing is a critical factor when using the information derived from a system of program evaluation for management activities. The data must retain enough currency to be useful in deliberations; it must be timely and routine.

Program evaluation is an integral part of the culture of DVR from the bi-annual case review to the daily use of a multitude of reports using real-time data from the web-based case management system. For example, all staff have access to production reports which show expectations as well as results and fiscal information as it relates their area of responsibility.  Additional reports are regularly produced for the Field Service Management Council which demonstrates production trends. DVR believes that if counselors and VR managers are to be held accountable for production or performance, they should have the data to assist them in managing those areas of responsibility. Data is used annually in the strategic planning process and in the summary of DVR’s accomplishments and activities.

How?

Principles of DVR’s program evaluation system include:

· Identify measures that directly relate to the core mission of the division.

· Identify measures that are easily understood and meaningful to the field staff and that can be institutionalized into the culture of the division.

· Identify measures that are reasonable, but require effort to meet.

· Develop a variety of both statistical and fiscal reports that are available to all staff on demand and delineate the progress towards meeting the goals.

· Frequent communication with all staff from management conveying our progress and their successes.

· Integration of state and federal measures.

· A reliable, yet dynamic management information system that can be modified to meet changing requirements.

· Alignment of the division’s case review system with the basic principles of vocational rehabilitation as well as the accountability of public resources.

· Utilize the division’s strategic plan to maintain the agency’s focus and to relate our long term strategies with our short-term actions or goals.

· Benefit cost analysis to assess value of program.

· Consumer satisfaction survey and analysis and review of community rehabilitation program grantees. 

Components of the Program Evaluation/Quality Assurance System 
The primary components of the DVR program evaluation/quality assurance system are listed below followed by more detailed information about the components. 
1. Standards, Measurements and Analysis
2. Case Management System (AWARE)

3. Staff training, Education and Development

4. Case Review System (CRS)
5. Strategic plan
6. Policy and Procedures Manual

7. Comprehensive Statewide Needs Assessment (CSNA)
8. External Stakeholder Measures
9. Consumer Satisfaction Surveys

10. Fiscal Controls

11. Cost Benefit Analysis or Return on Investment
1. Standards, Measurements and Analysis
Determining the meaningful data elements and the quality standard or measure for those data elements is an integral piece of a program evaluation system.  Questions about what does success looks like and what does improvement actually mean to the program and to the individuals receiving VR services need to be asked.  This is especially critical with the plethora of information available to us in this day and age, it is easy to get overwhelmed and side tracked with reports and data that are not useful.

Steps that can be employed in the development of standards and measures include:

1. Identify users and their specific needs;
2. Develop methodology for obtaining the needed information;

3. Collect and analyze data;

4. Disseminate results of the evaluation to appropriate staff; 

5. Provide technical assistance to users to facilitate the actual use of the information in program decision making and operations; and

6. Work with users to implement decision.

Elements DVR currently analyzes on a regular basis:
· Adequate service delivery statewide

· Rehabilitation rate

· Cost-effectiveness (cost of services, cost of plans)

· Gainful activity: competitive employment and wages

· Timeliness of services

· Production: applicants, eligibility decisions, IPEs and successful closures

· CRP services purchased

· Types and number of in-house evaluation services

· Production trends for both state and regions

· Federal standards and indicators

· A variety of AWARE data for outliers and inconsistencies

Items to be determined:

·  Order of selection triggers
· CRP services as they relate to outcomes
2. Case Management System (AWARE)

AWARE is DVR’s comprehensive web-based case management and management information system that is mission critical to the success of the division.  AWARE is used by the VR field staff to record all milestones on a VR case including case notes, procurement documents and correspondence. It provides real-time data at statewide, regional and counselor level on all aspects of the VR service delivery system including information regarding budgets as well as production, thus helping to identify successful practices as well as areas of vulnerability. 

AWARE has built in edits to help insure data accuracy. Even so, DVR staff are trained on an on-going basis not to rely totally on the edit capabilities, but to remember think for themselves. Staff have the ability to create custom activity-due reminders as well as using agency standards for case movement.

AWARE also provides reports at all levels of the organization to assist in managing performance and production.  AWARE also generates the RSA-113, the RSA-911 and a portion of the RSA-2.
AWARE is a customizable-off-the-shelf product which has allowed DVR staff the ability to manage user and business practice parameters in-house. Thus, DVR is able to respond to management needs immediately without the potential delay of depending on outside resources. DVR has a maintenance contract with the vendor for AWARE, Alliance Enterprises, getting four upgrades to the system annually including user requested enhancements as well any changes to required federal reports.

DVR has leveraged AWARE’s capabilities to respond timely to legislative requests for information, garnering a reputation within the Department of Labor and Workforce Development as having a sound management structure and system. DVR has further expanded the AWARE capabilities in 2010 by licensing a value added product from Alliance. The software known as VIS is a visual presentation software which greatly expands the division’s capabilities to monitor the data as well as adding the ability to generate dashboard and other types of graphics.
3. Staff training, Education and Development

In recognition of the complexity of assuring quality service while responding to the demands of a changing environment, DVR employs a continuous improvement approach to organizational development.  Founded upon a strategy of building organizational capacity through the realization of individual potential, the key components of the model include: continuous learning, developing capacity through personal and professional development; and the belief that when employees are trained with the skills and abilities to make decisions about the management of their work, the result is greater organizational effectiveness.  Within this context, DVR has created a comprehensive system of personnel development, assuring the maintenance of a team of qualified professionals and paraprofessionals appropriate to the service needs of Alaskans with disabilities.  

DVR believes that quality VR services are delivered by well trained counselors educated in the principles of rehabilitation counseling and is thus committed to staff training and development as evidenced by the comprehensive system of personnel development (CSPD) section of the State Plan. DVR has made and continues to make a strong commitment to assist VR counselors financially to obtain the graduate courses to meet the CSDP requirements. This is especially necessary in Alaska as there are no universities offering rehabilitation coursework leading to a master’s degree. On-going VR training opportunities are available to counselors to maintain their CSPD required credentials, to hone their current skills and learn new advances in VR.

From a quality assurance perspective, it is also essential to have a consistent statewide service delivery system based on federal regulations and the division’s polices and business practices. DVR believes that training and reinforcing policies and the requirement for standards is an on-going process. Most of this training on policies and business practices is done by VR managers in their respective weekly regional staff meetings.  Statewide staff meetings also afford the opportunity for training. The case review system (see item 4 below) serves as the basis for determining the consistent application of policy.
DVR offers leadership development opportunities through programs such as Emerging Leaders through Center for Continuing Education in Rehabilitation (CCER) at the University of Washington and through VR counselors participating in the case review process. DVR is also currently involved in a succession planning effort.
Areas that DVR is working on include:

· The more consistent education of staff on standards – their requirement and performance expectation and

· The dissemination of information to counseling staff on consumer complaints that rise to the level of an admin review or a fair hearing.
4. Case Review System (CRS)
The CRS is a critical component of the program evaluation system ensuring compliance with federal and state laws and regulations, providing technical assistance to VR managers and counselors, and identifying training issues and business practices requiring change. Since 1986, DVR has used a modified version of the San Diego Case Review Schedule (CRS) as its internal case review document. The review document as been modified many times over the years to keep pace with changes in federal regulation and DVR’s needs. 

The CRS generates programmatic and fiscal data that may drive changes in DVR’s policy or business practices and may be viewed as an internal compliance audit. It is conducted on a two-year cycle wherein the entire state is reviewed. The focus of the review is on open and closed cases where services have been delivered under an IPE. Approximately 18% of those cases are reviewed during a review cycle.

Strengths of the CRS include:

· an inter-rater reliability study,

· a review of the delivery of vocational rehabilitation client services,

· a review of fiscal procedures for the procurement of client services,
·  a senior VR counselor on the review team,

· a guide for the reviewers, and

· interviews with counselors and community rehabilitation providers (CRPs).

The CRS results are used to:

· provide technical assistance to counseling staff and managers;

· provide direction and guidance for the rehabilitation manager that will have a positive effect on the delivery of vocational rehabilitation services;

· identify systemic problems and/or practices that are producing positive results;

· identify needs within the region such as medical consultants or a lack of service providers;

· Identify training issues;

· reinforce consistency across state;

· ensure that services are provided within the scope of the legal parameters provided by the federal funding source; and

· ensure the division is in compliance with Rehabilitation Act of 1973 and the applicable amendments and regulations.

The CRS is the mechanism by which ADVR assures we are in compliance with both federal and state regulations and division policy.  The focus is on core vocational rehabilitation principles such as eligibility decisions, plan development and service delivery.  These components of the rehabilitation process cannot be adequately reviewed other than by reading individual participant’s case files.  As part of the division’s commitment to continuous improvement, ADVR is continually evaluating the CRS process and information collected to ensure the division’s changing needs are being addressed.  The review cycle is bi-annual resulting in all counselor caseloads being reviewed within the two year period.

Inter-Rater Reliability Study

To insure consistency among the CRS review team, an inter-rater reliability study (IRS) is done at the beginning of each bi-annual review cycle.  All members of the review team read and score the same four cases using the case review guide as a reference.  The cases reviewed are closures from the Individualized Plan for Employment and are randomly selected from around the state and will not be included in an actual review. 

The goal of the IRS is to have all reviewers score the case records identically.  Therefore, the goal on the IRS is a score of 100%, indicating that all reviewers are interpreting the intent of the CRS questions and the information in the case file identically. ADVR is satisfied if a question is scored in the ninety percentile.  The review team discusses any question below 90%, researching the issue until a consensus is reached.

Review Team

Individuals with disabilities demand a high level of professionalism from ADVR.  They also have extraordinarily complex lives as a result of their disabilities.  To this end, the division personnel standards for a qualified rehabilitation counselor are based on the “highest requirements in the State” as defined in the federal regulations.  The division has adopted the Commission on Rehabilitation Counselor Certification (CRCC) academic requirements as the qualifying standard for vocational rehabilitation counselors.  CRCC mandates a Masters degree in rehabilitation counseling or related field and successful completion of the national certification exam.  

Because of the complexity of the vocational rehabilitation process, the division has deemed that only vocational rehabilitation professionals knowledgeable in the eligibility and disability related aspects of the VR program are qualified to conduct the review of the participant’s case records.   The review team is led by either the chief or the assistant chief of rehabilitation services.  The chief and the assistant chief of rehabilitation services, rehabilitation managers and a senior counselor comprise the team. 

All member of the review team are knowledgeable of the statutory and regulatory requirements as well as ADVR’s policies and procedures included in the review.  The review team is selected from the fiscal officer, the administrative manager, the training specialist, or the AWARE project assistant or project coordinator. Often a vocational rehabilitation assistant from the region is included for training purposes.  

Each member of the team is provided a copy of the CRS Fiscal Review Guide prior to the review.  Prior to the review, the team meets to discuss the areas to be reviewed and the guidelines.  An inter-rate reliability study is not required for the fiscal review.  The team participates in an exit conference with the VR manager and other staff to provide immediate feedback on the review results.  Technical assistance is provided to the Manager and staff as needed.  The completed review forms are filed in the case files.

Fiscal Review

The admin manager and fiscal officer rotate in conducting the fiscal review.  ADVR has delegated purchasing authority to the counselor level in order to expedite the procurement of services in support of an individual’s IPE.  This delegation of authority is taken very seriously by ADVR.  During the bill paying and certification process accounting technicians verify authorized expenditures are within an employee’s delegated procurement authority, ensure the same person does not authorize the service and the payment, and adequate backup is included.

The focus of the fiscal component of the CRS is to review areas of procurement that are outside the procurement practices that can be verified at certification and thus have the potential for putting the counselor’s delegated procurement authority at risk.  These items such as field warrants and grants to individuals can be thoroughly reviewed only in the context of reading case files.  The review also confirms that State procurement and ADVR’s policies and procedures are followed.   

Case Files Reviewed
A minimum of a 15% sample is used for each of the counselors in the review.  Each reviewer is expected to review two open cases and one closed case per counselor.  Sometimes a larger sample is drawn as our desire is to review as many cases as time allows in order to give staff the best technical assistance possible and to maximize the teams’ exposure to the work being done.  Since the primary purpose is to verify compliance and provide technical assistance, the bulk of the sample is drawn from open cases.  While lessons can be learned from closed case, the information is not as valuable to the counselors as is help with open cases.

Fiscal

All cases with field warrants and grants to individuals are included in the sample.  

Review Results

The following is the scale used by ADVR to evaluate the CRS results.  


100%


Outstanding


  95 – 99%

High Acceptable


  90 – 94%

Acceptable


  85 – 89%

Mid-acceptable


  80 – 84%

Low- acceptable


  Below 80%

Unacceptable






Questions below the acceptable level will be evaluated to determine if any corrective action such as training or a change of policy is required.  All questions scored below acceptable will be assumed to require some type of corrective action.

Items that must be at 100% to be considered acceptable are questions related to eligibility and severity of disability.
Reports

 Reports from the CRS are generated at a counselor, regional and statewide level. They are used by the VR manager to provide technical assistance to the counselors and by the state auditors in their compliance review of the DVR program.
5. Strategic Plan

The Strategic Plan for the implementation of the Rehabilitation Act of 1973, as amended and the associated regulations, 34 CFR Part 361 was developed jointly by the Division of Vocational Rehabilitation (DVR) and the State Rehabilitation Council (SRC).  DVR is not required by any outside entity to produce a strategic plan. DVR has found that the strategic planning process has helped the division focus on the relationship between long term strategies and short-term actions, our core business functions, and how information is conveyed to and used by the field staff.
As stated earlier in this document, DVR is committed to the challenge of continuously improving both the organization systems and the delivery of services to those individuals receiving VR services. DVR utilizes the strategic planning process and the resulting plan to put into action this concept of continuous improvement. Consequently, DVR has implemented an on-going three-year strategic planning process coinciding with the federally required triennial Comprehensive Statewide Needs Assessment (CSNA). A new strategic plan is written every three years and is informed by the CSNA. In years two and three of the strategic planning cycle, the planning team convenes to review progress, amend the objectives and strategies as required and develop a detailed work plan for the upcoming year. 

The strategic planning team is composed of the DVR management team and members of the SRC including the chair and representatives from the Client Assistance Program, the Tribal Voc Rehab (TVR) programs and the State Independent Living Council (SILC). The team works to keep the plan manageable. For example of the in the most recent planning cycle (2010 – 2012), the team identified four focus areas with specific priorities which are listed below and  will serve as the foundation for the goals, priorities and strategies in the writing of the State Plan. 

· In the area of the delivery of high quality vocational rehabilitation services:

· Transition services
· Rural services
· In-house evaluation services delivery system

· CRP services including consumer satisfaction with, outcomes of, and payment structure.
· In the area of staff development:

· Succession planning
· Leadership development
· Provide on-going training opportunities
· In the area of organizational efficiencies:

· Social security reimbursement system

· Timeliness of service delivery

· AWARE accounting interface

· Tools/reports for easy access to statistical information 

· Evaluation of administrative processes

· In the area of the role of DVR in the workforce system:

· Behavioral health services
Strategic Plan and the State Plan
DVR sees a very strong relationship between the work that goes into the Strategic Plan and several of the required attachments for the State Plan. The goals or focus areas of the Strategic Plan feed into Attachment 4.11(c)(1) – Goals and Priorities;  strategies directly related to Attachment 4.11(d) – Strategies;  and the information for Attachment 4.11(e)(2) – Progress comes from the review of the Strategic Plan.
Monitoring
Over the years, DVR has tried several methods of monitoring progress on the Strategic Plan and reporting that progress back to the planning team including the SRC. This has proved to be a challenge and has not been as successful as the leadership team would like. Within this planning cycle, DVR will have the lead on the Strategic Plan gather the information quarterly from the individuals identified on the work plan as being the lead on the activity or strategy, track the information in the work plan, and report to the SRC at their quarterly meeting.

6. Policy and Procedures Manual 
DVR has put into place a system of policy and business practices development including the dissemination to VR staff and interested stake holders. DVR believes that clearly written and understandable polices are required in order to provide consistent, quality VR services statewide.
Approval/ Review Process: Policy and Procedures Manual 

1. Policy revisions are currently written by the DVR staff person responsible for program evaluation. Policies are based on federal regulations governing the public rehabilitation program. Research is conducted on current literature and work done by other state vocational rehabilitation programs.

2. Discussed first with Chief of Rehabilitation Services and Director for overall guidance and agency direction. As policy is written, on-going dialog with Chief and Director. Once written, policy is approved by Chief and Director.
3. VR Managers review for direct field service application and consistency. Appropriate changes made. If significant, Director’s input is solicited.
4. Once approved internally within DVR, policy is sent to the director of the Client Assistance Program (CAP). Usually the Chief, the CAP director and the author of the policy meet face-to-face to review. Appropriate changes are made; if significant, the Director is informed.  

5. The policy is sent back to the VR mangers for comment, to the Directors of the TVR 121 Programs, and to the appropriate members of the SRC.
6. The policy is posted on DVR’s public website as a draft; solicitation of public comment posted on State’s public notices website.
7. Input taken from the SRC at both their quarterly meeting or through their sub-committee teleconferences. Public comment is also taken at the SRC meeting on policy changes.
8. Comments reviewed for policy changes. Director makes final policy decisions.

9. Policy signed by director, disseminated to staff and posted on DVR’s internet and intranet sites.

7. Comprehensive Statewide Needs Assessment (CSNA)
· Provides data to develop goals and strategies for the Sate and Strategic Plans

· Comprehensive data collection effort 

· Utilized surveys extensively

· Very useful to answer internal and external programmatic questions

The Alaska Division of Vocational Rehabilitation (DVR) as part of the Department of Labor and Workforce Development is responsible for the administration and operation of Alaska’s public vocational rehabilitation program. 

The Rehabilitation Act, as amended, Public Law 99-506, Section 101(a) requires each state vocational rehabilitation agency to conduct a comprehensive statewide needs assessment (CSNA)  jointly with the State Rehabilitation Council (SRC) every three years. In Alaska, the Governor’s Committee on the Employment and Rehabilitation of People with Disabilities functions as the SRC. 

In federal fiscal years 2008 – 2009, DVR and the SRC designed and completed the CSNA using The VR Needs Assessment Guide developed by InfoUse for the Rehabilitation Services Administration. DVR staff was responsible for the data gathering and analysis and the writing of the CSNA report. The results of the CSNA will be used to develop goals, priorities, strategies and actions for both DVR’s Strategic and State Plans.

Methodology: Key Research Questions

In accordance with federal regulations 34 CFR § 361.29, the focus of the data collection for the CSNA was on:

· What are the rehabilitation needs of individuals with disabilities, particularly the vocational rehabilitation services needs of individuals with most significant disabilities, including their need for supported employment services?

· What are the vocational rehabilitation services needs of individuals with disabilities who are minorities or in unserved or underserved populations?

· What are the vocational rehabilitation services needs of individuals with disabilities who are served through other components of the statewide workforce investment system?

· What is the need to establish, develop, or improve community rehabilitation programs (CRPs) within the state?

Data Collection Methods

Multiple data sources were used to inform the CSNA, including on-line and direct mailed surveys; studies conducted by a variety of providers and advocacy groups focusing on services and barriers to employment; U.S. Census Bureau data; DVR participant data; and the SRC’s community forums and public testimony. In an attempt to identify trends, five years worth of DVR participant information from FFY2004 – FFY2009 was used in the analysis.

Six separate survey instruments were used in the CSNA. When combined, the individuals surveyed collectively serve as an invaluable source of information and insight regarding the needs and challenges of Alaskans with disabilities. 

The individuals surveyed included:

· DVR consumers with open cases (mailed June 2009);

· Consumer satisfaction of individuals closed after receiving services under an Individualized Plan of Employment (mailed monthly during FFY2008);

· Stakeholders/Public (on-line Survey Monkey June 2009);

· DVR staff: counselors and managers (on-line Survey Monkey August 2009);

· Community Rehabilitation Programs (CRPs) (on-line Survey Monkey August 2009);

· Workforce Investment Act (WIA) Job Center staff (on-line Survey Monkey August 2009). 

Final Report

The results of the surveys and the data research were shared with the SRC. As a result, DVR and the SRC jointly developed goals and strategies related to the key research questions. These goals and strategies were incorporated in the Strategic Plan and the State Plan. The final report is available on the DVR internet 
Use and Development of the CSNA

The CSNA as developed by DVR was data driven from many sources including surveys. Obviously, the information was used in developing goals and strategies for the State and Strategic Plans, but DVR has also found the information to be very useful in answering internal and external questions as well as dispelling myths about the program. 
While producing the CSNA in-house was a challenge for DVR, we actually found it to be a very useful process and intend to continue to produce the report ourselves rather than contracting for it to be done. We are a minimally allotment state and would rather utilize the VR dollars in direct service provision than paying a contractor to conduct the CSNA. To facilitate production of the next CSNA, templates for extracting the DVR data have been created using the visual information presentation software available as an add-on to the AWARE case management system.
8. External Measures

DVR has performance measures at both the federal and state levels. The federal Standards & Indicators (S&I) are in regulation while the state’s Missions & Measures (M&Ms) are developed jointly by DVR and the Office of Management & Budget (OMB). Even though DVR was involved in developing the M&Ms, there are several layers of permission required to make any modifications to any portion of the M&Ms. The M&Ms have many similarities to the S&Is such as tracking production, looking at wages and the rehabilitation rate. Both sets of measures have consequences if they are not met. With the S&Is, DVR might end up with a plan of improvement and with the M&Ms, a significant drop in performance could result in serious budget scrutiny. The M&Ms are updated quarterly and incorporated into the division’s annual budget. The S&Is are generated annually from the RSA-911 data.
Federal Standards and Indicators (S&Is)
Evaluation standards and performance indicators for the VR program are established in regulation. Currently, there are two evaluation standards, employment outcomes and equal access to services, and seven performance indicators associated with the standards.  The indicators establish the areas in which the efficacy of DVR’s performance in serving individuals with disabilities is measured.

Indicators associated with Standard 1 focus on production, efficiency and quality of outcomes.   These indicators assist the agency in answering questions such as:  “are individuals with disabilities being placed in good jobs with wages and working conditions comparable to the general population?” or “are we doing a good job of career planning and job matching in the planning process?”  The indicator for Standard 2 focuses on access by minorities to the VR service delivery system.  This is especially relevant in Alaska with the significant number of Alaska Natives and with the large number of Tribal Vocational Rehabilitation programs.

Evaluation Standard 1 – Employment Outcomes

A state agency must assist any eligible individual, including an individual with a significant disability, to obtain, maintain, or regain high-quality employment. 

To achieve successful performance on standard 1, DVR must meet or exceed the performance levels for four of the six performance indicators; including meeting or exceeding the performance levels for two of the three primary indicators (1.3, 1.4 and 1.5). 

Performance Indicator 1.1 The number of individuals exiting the VR program who achieved an employment outcome during the performance period compared to the number of individuals exiting the VR program who achieved an employment outcome during the previous performance period. 

Performance Indicator 1.2 Of all the individuals who exit the VR program after developing an Individualized Plan for Employment, the percentage who achieved an employment outcome. Standard: 55.8%
Performance Indicator 1.3  Of all individuals who achieved an employment outcome, the percentage who exit the VR program in competitive, self-, or business enterprise program (BEP) employment with earnings equivalent to or above the minimum wage.  This is a primary indicator. Standard: 72.6%
Performance Indicator 1.4 Of all individuals who exit the VR program in competitive, self-, or BEP employment with earnings equivalent to at least the minimum wage, the percentage who are individuals with significant disabilities.  This is a primary indicator.

Standard: 62.4%
Performance Indicator 1.5 The average hourly earnings of all individuals who exit the VR program in competitive, self-, or BEP employment with earnings equivalent to at least the minimum wage as a ratio to the state’s average hourly earnings for individuals in the state who are employed (as derived from the Bureau of Labor Statistics report “State Average Annual Pay” for the most recent available year).  This is a primary indicator.

Standard: .52 (ratio)
Performance Indicator 1.6 Of all individuals who exit the VR program in competitive, self-, or BEP employment with earnings equivalent to at least the minimum wage, the difference between the percentage who report their own income as the largest single source of economic support at the time they exit the VR program and the percentage who report their own income as the largest single source of support at the time they apply for VR services. Standard: 53.0 (difference)
Evaluation standard 2 – Equal Access to Services

State agencies must ensure that individuals from minority backgrounds have equal access to VR services. Standard 2 has 1 performance indicator. 

Performance Indicator 2.1 The service rate for all individuals with disabilities from minority backgrounds as a ratio to the service rate for non-minority individuals with disabilities. 

Standard: .80 (ratio)
State of Alaska Missions and Measures (M&Ms)
The State of Alaska has implemented a performance based system that is being incorporated into the budget process. Quoting from the Office of Management and Budget “Performance is the tool the Administration uses to set goals, measure progress, and be accountable to Alaskans for getting results that matter.”
The State's Performance Framework includes:

· Mission statement.

· Core Services or functions in place to accomplish missions. 

· End results which are planned goals or achievements. 

· Strategies which are actions to achieve the end results. 

· Targets for both end results and strategies, against which to measure success. 

· Status statements of our current level of success in meeting targets. 

· Analysis of results and challenges to achieving success including data.

When developing the results, targets and strategies, DVR incorporated:

· Production (End result, target 1): the quantity of successful closures

· Quality of closure (End result, target 2): we all value good wages and quality of life associated with such

· Timely services (Strategy 1): timely service is good rehabilitation and good customer service

· Efficiency (Strategy 2): there is a great deal of time and energy on the part of both the VR counselor and the VR consumer in developing an Individualized Plans for Employment (IPE); the higher the percentage of IPEs successfully completed is a potential measure of the counselor and the consumer using their time well in planning and researching the appropriate employment outcome and services required to reach the employment goal.
DVR current information in the M&Ms system:

· Mission Statement: The mission of the Division of Vocational Rehabilitation is to assist individuals with disabilities to obtain and maintain employment.
· Core Services: Provide individualized services to enable people with disabilities to secure employment.

· End results: Alaskans with disabilities enter employment and become more economically self-sufficient.

· Target 1: Equal prior year's number of employed individuals exiting the vocational rehabilitation program. 
· Target 2: The average wage of employed individuals exiting the program is 65% of the State's average wage.

· Strategy 1: Provide timely services. 
· Target 1: 95% of eligibility determinations made within 60 days.

· Target 2: 90% of IPEs developed within 180 days.

· Strategy 2: Exceed the federal standard for successfully completed Individual Plans for Employment

· Target 1: 56% or more of Individual Plans for Employments are successfully completed with individuals exiting the vocational rehabilitation program employed.
9. Consumer Satisfaction Surveys
34 CFR § 361.17 (h)(4) charges the State Rehabilitation Council (SRC) to review and analyze consumer satisfaction with DVR.  In an effort to measure the level of satisfaction and examine the general attitudes of DVR consumers, the SRC and DVR jointly implemented an on-going consumer satisfaction survey process in July 2007. The survey is a series of statements designed to measure the consumer’s attitudes and satisfaction level in the broad categories of:

· Program Satisfaction: overall satisfaction with the program with a focus on employment.

· Program Information: are we conveying our mission and providing adequate information about the VR program.

· Consumer Involvement: this area focuses on client choice in both VR services and the vocational goal.

· Consumer and Staff Interaction: this area focuses on the counselor/client relationship and overall interaction with all VR staff.

The survey results become part of the SRC’s annual report and are used in DVR’s strategic planning process, the comprehensive needs assessment and throughout the year by DVR in an on-going attempt to improve VR services.

Methodology

· Surveys are mailed monthly by DVR central office staff under the SRC’s letterhead to all consumers whose cases were closed in the previous month after receiving services on an IPE. Timely surveying helps to maximize the response rate. This group of consumers was initially targeted as they have been through the entire VR process and DVR does not want to continually resurvey consumers with open cases. The GCERPD and DVR are currently designing a means of surveying open cases without over-burdening the consumer.

· The survey utilizes a Likert Scale format with a comment section.

· The survey is sent from the GCREPD and includes a postage paid return envelope.

· Follow-up surveys are not sent to non-respondents due to the staff time required for this activity.

·  Descriptive statistics are used to summarize the results. The survey data will be kept and used for longitudinal comparisons and trend analysis.

10. Fiscal Controls

A basic premise of accountability and the stewardship of public funds is sound fiscal management. DVR uses both the Alaska State Accounting System (AKSAS) and the AWARE system to monitor and track unpaid obligations and expenditures. Expenditures can be tracked by the type of service provided, the vendor providing the service, the time period of the purchase and/or the counselor authorizing the purchase. For all purchased services, DVR staff are trained on and follow the state’s procurement procedures. The only exception is if the consumer wishes to use an alternate method of procurement based upon informed choice.

DVR business practices call for two individuals to be involved with issuing an authorization for the procurement of a service and the paying of the bill for the service. The counselor within their individual procurement authority and through a signature on the procurement document, authorizes all case service purchases. The VR assistant then authorizes the payment of the actual bill. A final audit of the authorization and the bill is done by accounting technicians in DVR’s central office prior to submitting the request for payment to AKSAS.
All the case service budgets are entered into the AWARE system and are visible to individuals based upon their staff security settings. The system is very transparent and monitored by managers at all levels of the division. State of Alaska auditors also conduct periodic compliance and fiscal reviews of DVR.

11. Cost Benefit Analysis or Return on Investment

Background

Beginning in FFY2003, DVR was interested in knowing if there was a cost benefit to the public dollars spent on the VR program in Alaska. DVR secondary purpose was to use a model that that staff would be able to use from year-to-year in order to measure any changes in the program’s effectiveness. Given the complexities of developing these models, DVR choose to use the model developed by the West Virginia Research and Training Center. The information below explains the process and decisions DVR made in using this model. Detailed information on the computations, tables and references is available from DVR.
Summary

The value of the Vocational Rehabilitation (VR) program can be broadly categorized as either intangible, the psycho-social benefit or tangible, the economic benefit.  While the psycho-social aspect of rehabilitation is intrinsic to the process and its success, it is very subjective, cannot be readily quantified and is thus beyond the scope of this analysis.  The economic benefit of VR can be shown for both society and the individual as a return on the investment through a benefit-cost analysis. 

Benefit-cost analysis is a systematic quantitative approach of assessing the long term value of public programs or policy.  Alaska VR is utilizing a very simple benefit-cost analysis to demonstrate the benefit of the VR program by calculating benefit-cost ratios for the client’s income, for the reduction in public assistance and for the client’s payback as well as the overall benefit to the client.  Traditionally, VR nationwide has shown a positive benefit-cost ratio. Recent anecdotal information indicates that with the implementation of an order of selection in many states, the benefit-cost ratio for the VR programs in those states is much lower than in the past and the use of benefit-cost analysis is not widespread. 
Assumptions

Estimates of benefits and costs are typically uncertain because of imprecision in both underlying data and modeling assumptions.  Certain assumptions have to be made though as all factors potentially affecting the outcomes cannot be known or are very complex to model.  All assumptions create ‘risks’ to the validity of the model, but risks are inherent with any projection of the future.  Assumptions made as part of this model include:

· The difference in client income at application and at successful closure can be attributed to VR.  This difference will remain constant for the remaining work life of the VR client, as the income before VR would have grown at the same rate as the income after VR is expected to grow.

· The discount rate for all benefits will be at 7%.  Discount rates are discussed in the following section.

· Only costs incurred by Vocational Rehabilitation are included.

· Client earnings that might have occurred during the VR process are negligible and are not included (earnings foregone).

· Tax payback is calculated at 20%.

· Public assistance reductions include all types of public support, i.e. SSI, SSDI, Medicaid, Medicare, TANF, etc.

· Issues relating to using earnings at application balance each other: 

· Earnings at application greatly overstate the potential productivity of clients who seek special services in order to prevent job loss.

· Earnings at application are understated as many applicants are unemployed.

· Issues relating to using the earnings at closure cancel each other:

· Not all clients will work continuously until projected retirement.

· Some client will work until projected retirement with increased wages as a result of promotions, etc.

Discount Rate

A discount rate is an empirical definition, not just economic theory and reflects the time value of money.  It is used to show that the value of money today will not have the same value in the future. Choosing the discount rate is often a political decision as the lower rate the more optimistic the long-term projections are.  Lower rates, i.e. 5%, are typically a reflection of a sluggish economy and the future is deemed more important that the present.  Conversely, higher discount rates, i.e. 10%, reflect a booming economy and place more value on the present than the future.

OMB Circular A-94 recommends using a discount rate of 7%.  They state that this rate approximates the marginal pretax rate of return on investment in the private sector in recent years.  Alaska VR also believes that 7% represents a moderate economy and reflects a conservative approach to benefit-cost modeling.  See Attachment 2 for an explanation of the calculation of discount rates as used in this model.

Data Used in Model 

Expenditures: Each year VR serves more clients than it rehabilitates, and every year there are client in the ‘pipeline’ who are future closures.  Clients closed this year were served in previous years.  It is impractical, if not impossible, to pro-rate closure costs over time for a specific client.  Not all closures become successfully employed, but it is the successful closures that are used in determining benefit.  Therefore, the cost of a successful closure is determined by dividing the number of successful closures into the total amount of federal and state monies spent.  The source of this data is the RSA-2.

Age: In order to predict benefits over time, it is necessary to know what time is involved.  In our model, this is considered as time to retirement at age 65.  In order to see what time exists between current client age and age 65, we calculated the average age at application and amount of time spent in VR and add them together to determine their age at closure.  This average age is then subtracted from the age 65 to determine how many working years remain.  The number of years plus the discount rate is used in Attachment 2 to determine the long term discount rate.  The source of data is client data reported at application and reported on the RSA-911.

Income of Successful Closures: Self-reported income at application and income at closure are averaged; the difference between the two is calculated to end up with an annual income increase as a result of VR.  This includes all successful closures, even those without earnings such as homemakers or unpaid family workers.  The number of homemakers and unpaid workers are few and do not have a significant effect on the final benefit calculations.  In order to have an analysis of the benefit of the total VR program cost, these closures should be included.  The source of this data is the RSA-911.

Public Support: Public support includes SSI, SSDI, TANF, Medicaid, Medicare, etc. as reported on the RSA-911 at both application and closure.  The averages for public support are calculated using the same methodology as for the income. 

Tax Payback: Includes all the different types of taxes a client might pay back.  The 20% figure was established by a Manpower Training study.

Summary
Many of the system components described in this paper have more information that sits behind them that was not included in the document, even as appendices, due to the volume of information.  Most of the complete reports are on the DVR website at http://www.labor.alaska.gov/dvr. 
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