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REHABILITATION SERVICES ADMINISTRATION STRUCTURE

To better meet the needs of all individuals with disabilities, the U.S. Department of Education is closing its regional offices as part of an office-wide reorganization.  We believe this reorganization will help RSA better administer and support its comprehensive array of grant programs and projects that serve and assist individuals with disabilities. Using 21st century technology, RSA will continue to provide the same important programs and services for individuals with disabilities across the nation.  The new structure will improve RSA’s assistance and its level of service to states so that they may be more responsive to the individuals with disabilities they serve. 

The new RSA organizational structure will result in improvements in the administration of RSA programs through greater program efficiencies, consistent program and policy implementation, and integrated program planning.  The consolidation of the functions will strengthen and streamline monitoring, technical assistance, fiscal management, and program implementation.  It will provide for focused accountability over functions, including management of certain direct grants and fiscal management of state agency formula grant programs.  

The new structure enhances RSA’s ability to provide high-quality, consistent and timely policy guidance and technical assistance to our state partners, while maintaining the integrity and value of the individual programs administered by RSA.  The quality of RSA’s support to state agencies will be improved because the new organizational structure promotes collaboration between RSA’s monitoring staff and its discretionary grant specialists.  The monitoring staff will identify the improvements that need to be made in a state’s VR system and share this information with the discretionary grants specialists.  Based on this information, the discretionary grant specialists will develop priorities to focus RSA’s discretionary grants on initiatives that help state agencies realize those improvements.

Centralizing RSA’s monitoring functions will ensure uniform on-site review procedures and facilitate RSA’s timely issuance and distribution of monitoring reports to state agencies and consumers.  The new organizational structure integrates RSA’s data collection with monitoring activities so that the process of review and improvement is continuous and eliminates time lags between assessing performance and conducting review activities.

The range of expert guidance that RSA provides to state agencies will be increased because a team of at least five program staff will be assigned to work closely with each state.  Each team will consist of program staff with expertise in one of the following five areas:  VR program services, fiscal management, data collection and analysis, independent living, and technical assistance. 

The new organization includes a unit that promotes meaningful communication between RSA and consumer organizations.  This new unit will work with State Rehabilitation Councils, State Independent Living Councils, and disability advocacy organizations to assist persons with disabilities to become informed consumers of VR services.  

Finally, RSA, VR state agencies, VR consumers, and their advocates share the common goal of improving employment outcomes for persons with disabilities.  The new RSA structure facilitates our working together to achieve that goal.

Under the new organizational structure, RSA has two divisions:  the State Monitoring and Program Improvement Division (SMPID) and the Training and Service Programs Division (TSPD).  

The State Monitoring and Program Improvement Division carries out major activities related to the following programs: 


Basic Vocational Rehabilitation (VR) State Grants


Supported Employment State Grants


Independent Living State Grants


Centers for Independent Living Discretionary Program


Independent Living Services for Older Individuals Who Are Blind 


Client Assistance Program  (CAP)


Protection and Advocacy of Individual Rights (PAIR) 


Protection and Advocacy for Assistive Technology Program (PAAT)


Program Improvement


Evaluation

The SMPID is organized around Functional Units and State Teams.  Each person in the division participates in both of these groups.  

Functional Units

There are five functional units reflecting the following areas of focus:

1) Data Collection and Analysis

2) Fiscal 

3) VR Program 

4) Independent Living (IL)

5) Technical Assistance (TA) 

The activities of the five Functional Units enable the State Teams to monitor and assist states in improving their programs.  Each SMPID staff member is assigned to one of the five Functional Units.  

In addition to supporting State Teams, each Functional Unit will be responsible for administrative activities involving one or more of the Division’s programs (e.g., the Independent Living Unit will have primary administrative responsibility for the Independent Living State Grants Program, the Independent Living Discretionary Program, and the Independent Living Services for Older Individuals Who Are Blind Program).

A detailed description of the responsibilities of the five Functional Units is included in Attachment A.

The State Teams

Each State Team is made up of one or more persons from each of the five Functional Units.

A State Team will be assigned to every state and is responsible for all of the SMPID’s formula and Centers for Independent Living Discretionary Program grantees that operate in that state.  

State Liaison:  A designated State Team member (the State Liaison) chairs the work of the State Team.  Each person in the division is assigned responsibility as the State Liaison for one or more states.  The State Liaison leads and organizes the activities of the State Team. The State Liaison is the single point of contact with the state agencies, but will bring in expertise from other functional units and Department personnel, as needed.

A State Teams Coordinator works with all the State Teams to assist them in carrying out all of their activities in a timely and effective manner.  

State Teams will work collaboratively with VR consumers, disability advocates, community partners, state agencies, state rehabilitation councils, Consumer Control Commission Boards, and other interested parties.

The State Teams will carry out the following activities:

1) implement a continuous process of performance-based program and fiscal monitoring to identify areas of improvement as well as areas of noncompliance that require corrective action by the grantee;

2) develop and issue annual reports, carry out periodic on-site reviews and other monitoring activities required by statute;

3) provide technical assistance to all grantees to assist them to make the improvements and take corrective actions identified in the monitoring process;

4) review and approve VR and IL state plans including preparing state plan approval letters and providing appropriate technical assistance to states to ensure consistency with federal requirements and a timely release of federal funds; 

5) provide policy guidance to grantees; 

6) review and approve CAP, PAIR, and PAAT state assurances; and

7) carry out audit resolution activities including single audits, inspector general audits, grantbacks, and primary and collateral determinations. 

Monitoring Redesign Initiative
In order to facilitate program improvement while increasing accountability, RSA is redesigning its system for monitoring state vocational rehabilitation agencies.  The monitoring system is used to determine whether state VR agencies are complying with their state plans and to evaluate their performance using the standards and indicators in Section 106 of the Rehabilitation Act.  RSA refers to the redesign process as the Monitoring Redesign Initiative (MRI).  The goal of the MRI is to create a new RSA monitoring system that provides effective technical assistance in addition to required oversight.  The MRI will be a collaborative effort between RSA and its stakeholders. As part of the MRI, RSA has begun to plan for a monitoring conference in Washington, D.C., this coming August.

Training and Service Programs Division (TSPD)

The second division in RSA’s new organizational structure is the Training and Service Programs Division, which administers the following programs and comprises the Training Programs Unit and the Service Programs Unit.  

The two units are responsible for programs as follows: 

Training Programs Unit 

Rehabilitation Training 

Demonstration and Training

Service Programs Unit 

Migrant and Seasonal Farm Workers 

Projects With Industry  

American Indian Vocational Rehabilitation Services 

Recreation Program 

Helen Keller National Center 

Randolph-Sheppard Vending Facilities Program


Alternative Financing Program /Telework


AT National Activities Technical Assistance Program 


AT State Grant Program  

The TSPD Units will carry out the following activities: 

1. monitor grants, including required on-site reviews of grants under the Projects With Industry program, and provide technical assistance;

2. conduct discretionary grant competitions and make grant awards; 

3. review and analyze data;

4. prepare reports, including the annual summary of the vendors and vending facilities; 

5. work with grantees to develop program performance measures, which are used to evaluate and monitor grantees; 

6. review and approve AT State Plans and State Agency Licensing Agreements; and 

7. coordinate arbitrations for the Randolph-Sheppard program.

Program Support Staff

In addition to the two divisions, RSA’s new organizational structure includes Program Support Staff who work with both divisions and carry out the following activities:

1. coordinate the development of and execution of the RSA program and S&E budgets, including the commitment of funds and preparation of formula grant awards;

2. provide technical and programming assistance to support RSA's comprehensive management information system, as well as process and analyze data for all RSA statistical reporting systems;

3. support RSA‑wide program planning, analysis and evaluation, including the development of the Annual Report to Congress;

4. provide and coordinate RSA‑wide administrative management activities; and

5. monitor formula grant matching requirements, compute maintenance of effort, and support the audit resolution process for RSA-administered grants.

Cross-cutting Workgroups

RSA leadership has identified three topical priorities to advance through collaborative workgroups – employment, transition, and independent living.  Periodically, staff from the two divisions will work collaboratively on cross‑cutting workgroups on these topics.  The workgroup will promote coordination of activities, priority development, and consistency with OSERS’ and the Department’s strategic plans and priorities.  The goal of the workgroups is to ensure that our investment with discretionary funds reflects our priorities and is strategically aligned with program improvement efforts.

Summary

Under the new structure, RSA’s monitoring and program improvement efforts will be delivered more effectively and tailored to individual state agency needs. Not only will the State Teams bring their expertise to bear in supporting vocational rehabilitation agencies and independent living centers, but also people with disabilities and community organizations will be given genuine opportunities to collaborate with RSA in its program improvement efforts.  

This organizational structure will integrate discretionary and formula grant functions to make RSA a more responsive organization to the states and to its stakeholders. 

We are confident that these efforts will improve our program performance and services for all individuals with disabilities. 

Attachment A

The purposes of the Functional Units are the following:

The Data Collection and Analysis Unit:

1. reviews and improves RSA’s various databases and works with state agencies to maintain RSA’s various databases on all state grantees enabling the VR program unit to develop individual profiles of each state grantee;

2. supports the VR program and IL units in the development of the program performance profiles; 

3. develops and implements the annual Evaluation Plan; and 

4. provides support to State Teams in their data analysis activities.

The Fiscal Unit:

1. develops and maintains a fiscal performance data profile of each state grantee and Centers for Independent Living Discretionary Program grantee;

2. improves and maintains a fiscal monitoring process that State Teams will use to determine if state grantees and Centers for Independent Living Discretionary Program grantees are meeting their fiscal obligations under their respective statutes;

3. oversees the resolution of audit findings (single audits, Inspector General audits, Government Accountability Office reports) including grantbacks, and primary and collateral determinations; and 

4. supports the fiscal monitoring reviews and audit resolution activities carried out by the State Teams.

The VR Program Unit:
1. develops and maintains a program performance profile on each VR state grantee that includes an organizational description of how each agency operates;

2. develops and implements systems for the review of state plan submissions, for coordinating with other offices as necessary;

3. improves and maintains the VR state grant monitoring process used by State Teams to identify improvements that VR state grantees should make in order to improve their performance and meet their program obligations;

4. supports the State Teams in their state plan approval, monitoring processes and program improvement efforts; 

5. in coordination with the Office of the Assistant Secretary Policy Team participates in the development and dissemination of policy guidance, regulations, and program guidance in all areas of responsibility;  

6. coordinates with the Department in implementation of the Department's integrated monitoring activities; 

7. develops program performance measures, which are used to evaluate and monitor grantees;

8. provides technical assistance to the state grant programs in the Division of Training and Service Programs; and

9. has primary responsibility for administrative activities involving the Basic VR State Grants and the Supported Employment State Grants. 

The Independent Living Unit:

1. develops and maintains a program performance profile on each state’s IL grantees that includes an organizational description of how each agency operates;

2. develops and implements systems for the review of IL state plan submissions and Independent Living Services for Older Individuals Who Are Blind Program applications, for coordinating with other offices as necessary;

3. improves and maintains the IL grant monitoring process used by State Teams to identify improvements that IL state grantees should make in order to improve their performance and meet their program obligations;

4. manages the discretionary award process for the CIL program, including development of priorities, review, evaluation, and documentation of all applications for funding;

5. coordinates with the Department in implementation of the Department's integrated monitoring activities; 

6. participates in the development and dissemination of policy guidance, regulations and program guidance in all areas of responsibility; 

7. supports the State Teams in their IL state plan approval, monitoring processes, and program improvement efforts; 

8. develops program performance measures that are used to evaluate and monitor grantees; and

9. has primary responsibility for administrative activities involving the Independent Living State Grants Program, the Independent Living Discretionary Program, and the Independent Living Services for Older Individuals Who Are Blind Program.

The Technical Assistance Unit:
1. develops and maintains a database of TA resources;

2. develops networks of partners in each state made up of consumers, providers, state agency representatives, State Rehabilitation Councils, Statewide Independent Living Councils, federal agencies and any other interested parties that wish to participate in the State Teams monitoring and program improvement activities;

3. assists state network partners to understand the legal and program requirements of the statutes;

4. collaborates with the Division of Training and Service Programs’ units to identify resources that will assist grantees in their program improvement efforts;

5. provides support to State Teams in their efforts to achieve identified improvements in each state;

6. provides technical assistance to the state grant programs in the Division of Training and Service Programs;

7. administers funds authorized under Sec. 12 of the Rehabilitation Act to provide technical assistance and support services to programs funded under the Rehabilitation Act; and 

8. has primary responsibility for administrative activities involving the Client Assistance Program, the Protection and Advocacy of Individual Rights, and Protection and Advocacy for Assistive Technology Program.

RSA Monitoring Redesign

Introduction
RSA has been planning the development of a new monitoring process since early April.  RSA will hold a conference in August when individuals with disabilities, advocates, state directors, and State Rehabilitation Council members will convene to provide their input to RSA on a new monitoring process.  RSA refers to the redesign process as the Monitoring Redesign Initiative (MRI).  The MRI is a genuinely collaborative effort between RSA and its stakeholders.  Its goal is to create a new RSA monitoring system that builds on the most effective aspects of the current system.  Immediately after the conference, RSA will begin the early stages of implementing the new monitoring process by sending its state liaisons on visits to every state to follow up on previous monitoring findings, meet with state directors and stakeholders, and learn about state-specific program and policy issues.  RSA will issue annual reports on every state agency, addressing compliance and performance issues.  RSA also will provide technical assistance through its new technical assistance unit while undertaking a needs assessment for the development of new technical assistance resources.

The New Monitoring Process 

RSA is holding a monitoring conference in Washington, D.C. this coming August.  At the conference, after receiving appropriate background information, stakeholders will be given the opportunity to identify the outcomes that they would like to see achieved through RSA’s monitoring activities.  This input will assist RSA to develop its new monitoring process.

The new monitoring process will be a collaborative effort among consumers, community partners, State Rehabilitation Councils, and state agencies.  It will be performance-based and tailored to the needs of individual state agencies.  Under the new system, RSA's monitoring reports will be issued in a timely manner and its review procedures will be implemented consistently across the country.  RSA's data collection and monitoring activities will be integrated so that the process of review and improvement will be continuous.  Time lags between assessing performance and conducting review activities will be eliminated.  The monitoring system's operation will be transparent and the results will be widely disseminated to all stakeholders. 

The new organizational structure is tailored to provide the new monitoring process with the human and technical resources required to effectively conduct compliance and performance reviews, and provide technical assistance to all state agencies and independent living centers.  As described in the new organizational structure, there will be a team of individuals assigned to each state with one or more representatives from each of the five functional units: VR program, fiscal, data collection and analysis, independent living (IL), and technical assistance.  The state teams will be led by a state liaison who will be the single point of contact for the state agency and IL centers in the state.  The state liaison will involve RSA and Department experts as necessary to respond expeditiously and effectively to agency technical assistance needs.

Monitoring and Technical Assistance Plans for 2006 and After

After the blueprint has been developed at the conference in late August, RSA will begin its implementation phase.  This will involve several steps: (1) following up on the monitoring findings from the current monitoring system; (2) establishing personal relationships between state liaisons and state agency personnel and other stakeholders; (3) developing the program compliance, fiscal, performance, and policy profiles of each state agency and the protocols that the state teams will use during their reviews; and (4) carrying out annual reviews of state agencies.

It will take RSA the better part of the year to fully implement the new monitoring process.  At the same time, RSA will fulfill its statutory obligations under section 107 of the Rehabilitation Act to carry out monitoring activities.  RSA will visit each state agency and review the following:  state policies and procedures; guidance materials issued by the state agency; decisions resulting from hearings conducted in accordance with due process; state goals established under section 101(a)(15) and the extent to which the state has achieved such goals; plans and reports prepared under section 106(b); consumer satisfaction reviews and analyses described in section 105(c)(4); information provided by the State Rehabilitation Council established under section 105; reports; and budget and financial management data.

Visits to State Agencies

One of the first activities that RSA has planned is for each state liaison to travel to his or her assigned state to share information about the new monitoring process and establish a personal relationship with the state director and other state agency personnel, members of the SRCs, IL centers, disability advocates, people with disabilities, and other stakeholders.  During the visit the state liaison will follow up on the findings of the current monitoring system to ensure that corrective actions have been taken and that required steps to improve performance are under way.  

Annual Reports

Section 107 of the Rehabilitation Act requires that RSA issue an annual report of its review activities.  Consistent with this obligation, in 2006 RSA will issue a report on each state agency that addresses the eligibility process, the provision of services, including the order of selection, if applicable, and other areas that may be identified by the public or through meetings with the State Rehabilitation Council.  In addition, the reports will detail the state agency’s performance on the evaluation standards and performance indicators established under section 106 of the Rehabilitation Act.  

Technical Assistance

The new organizational structure establishes a technical assistance unit that provides support to state teams in their efforts to achieve identified improvements in each state.  The technical assistance unit will develop and maintain a database of TA resources and develop networks of partners in each state made up of people with disabilities, providers, state agency representatives, State Rehabilitation Councils, Statewide Independent Living Councils, federal agencies and other interested parties.

In addition, RSA is funding a technical assistance needs assessment project that will include an analysis of existing data and a survey of our stakeholders to assist RSA in identifying areas most in need of technical assistance.  RSA plans on establishing a number of technical assistance resources that will provide state agencies, IL centers, and other grantees guidance on improving performance and meeting statutory obligations. 

Conclusion

RSA has been working to develop a new monitoring process for some time.  When it is implemented through the new organizational structure, the redesigned monitoring will result in greater accountability on the part of state agencies.  RSA will continue to collaborate with state directors and other stakeholders in the implementation of the new monitoring process to ensure that individuals with disabilities achieve high quality employment outcomes.


