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LyndalL each, Facilitator: Itismy pleasuretointroduce Rich Luecking whoistheauthor of anew
book, Working Relationships: Creating Career Opportunitiesfor Job Seekerswith Disabilities
through Employer Partner shipswith Ellen Fabian and George Tilson. Richiswith TransCen, in
Rockville, MD. Also presenting with Rich will beKeith Clark who comesfrom Chesterfield
Employment Services, Richmond, VA. Today wearevery happy to have both of them onto talk about
working with employersto create good rel ationships. With that | am going to let you get started Rich.

Rich Luecking: ThanksLynda. Hello everybody. Itismy pleasureto bewithyou. | have mid-western
rootseven though my organizationisbased in Rockville, MD. | spent acons derableamount of my
youthinIllinoisand acons derableamount of my adulthood in Wisconsin so | am happy tojoinfolks
from RegionV. Lyndadidn’t haveto twist my arm too hard to do thissession. Thanksfor inviting me,
Lynda. Also | want to thank Keith Clark for joining meinthis presentation today. Hewill be providing
perspectivesof aCRP that hasworked with usin thisbus ness partnership process. Oncel go through
my initid presentation | will have Keith give someof hisperspectives.

Let megiveyou alittlebit of background of my organization so you know how we decided to pursue
thiskind of activity. My organization, TransCen, isbased in Maryland, but we also havean operationin
Cdlifornia. Inboth stateswe are acertified community rehabilitation program by the state vocationa
rehabilitation agency. So we havevendor contractswith vocational rehabilitation in both states, and we
have vendor contractswith developmenta disability fundersaswell. These contractsstipul atethat we
areto help people become employed. We have taken that serioudly enough that since 1989 over 6500
individua s served by my organization have become employed.

We operate our organization with two central beliefswhich youwill hear merepesat at varioustimes
throughout today’s presentation. Thefirst belief isone of themaost important onesfor al of usinthisfield
to embrace: regardlessof disability, regardless of economic circumstances, regardlessof anindividual’s
educationlevel, etc., we believethat thereisajob for everybody who wantsone. In other words,
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regardlessof the degree of accommodationsaperson might require, the disability [abel they might have,
or anything elseintheir lives, thereisajob for everyonewho wantsit. That isthe starting place.

The second belief we have, and thetopic of today’ s presentation, isthat we canonly dothisif weaso
regard employersasimportant customersof CRPs. Today’s presentationwill reflect my organization’s
experienceand that of CRPslike K eith’ sthat we have hel ped around the country toimprovetheir
relationshipswithemployers.

A littlebit about me. | told you that | have somelllinoisroots. Infact, my very first job out of collegeas
anundergraduatewaswith I1linoisVocationa Rehabilitation. | liketotell thisstory becauseit iskind of
important to wherewearetoday. | startedinthisfield quitealongtimeago and just to giveyou anidea
of how long ago that was | wasavocational rehabilitation counselor beforethe Americanswith
DisabilitiesAct whichwaspassedin 1990. | wasarehabilitation counsel or before the Education for all
Handicapped Children Act was passed in 1975 and | actually wasarehabilitation counselor beforethe
Rehabilitation Act of 1973 was passed. Doesthat date me or what?Anyway, | wasinthefieldwhen
literally it waslegal for employersto discriminate against peoplewith disabilitiesand say, “Wewon't hire
you becauseyou haveadisability.”

It wasalsolegal for school systemsto say to studentswho had disabilities, “We don't haveto educate
you becauseyou aretoo disabled.” Fortunately, asall of you know thingshave changed considerably
sncethen. Theinteresting thingis| wasworkinginrural southernllinois. For peoplewho arefamiliar
withthat part of Illinoistheeconomy isprimarily coal mining and farming. When | wasthereduringthe
early 1970 stherewasahugerecession in the areaand the unemployment rate was 17%.

Theeconomy wasbad and so finding jobsfor peoplewho were represented by vocationa rehabilitation
wasn't theeasiest thing. Infact, moreironicthanthat is, isthat the vocational rehabilitation officewhere

| started working assigned meto be ajob devel oper to help thefolks on the various caseloadsto get
jobs. Thereasonthey gaveit to meisbecause | wasthe newest person there and nobody liked job
development. They apparently thought that they might aswell givethisrespons bility to somebody who
wasgreen and didn’t know thedifference.

In retrospect, looking back at it 30 plusyearslater, it isinteresting that | would have been considered to
beassignedto ajob that wasvery low ontheleve of importance on people’ sminds. Actualy | have
cometo believe now that job devel opment and talking to employersis probably the most important part
of our job. Infact, if our job isto help people get jobs, then we should betalking to those peoplewho
providethejobs—theemployers.

Thingshave changed alot, but | havetotell youthisquick story. | wasn’t sowisewhen| started. They
asked meto do job development and herel wasworking in acommunity with ahigh unemployment
rate. It wasbeforealot of theselegidative protectionsagainst discrimination and wedidn’t have
serviceslike supported employment and assi stive technol ogy and so on and so forth. So you might be
wondering how did | do my job under those circumstances?1f you arelooking at thefirst dideyou will
seemy techniquewas“beg, placeand pray.” | kind of joke about that, but in the old dayswewould
beg employers, “Would you please consider hiring peoplewith disabilities?’ Actudly, inthosedayswe
used different language. We called the people we represented the “ handicapped.” Fortunately, those
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terminol ogieshave changed. If theemployer was benevol ent enough to consider hiring the personwe
represented we then would place them and then pray that the placement would last up to 90 dayssowe
could get arehabilitation closure out of it. Now it is60 days- thingshaveimproved.

Anyway, | wasn't very successful at that technique. | think one of thethingsthat wasclear with that kind
of approach - and what istill often clear today inalot of approaches| seeinthefield of peopletrying
torelateto employers- isthat we still tend to beg employers. Wetry hard to convince employersto hire
peoplewith disabilities. We have found however that thisisreally not the best approach. Infact, thereis
no employer in business, or very few employersin businessanyway, whosejobit isto hire peoplewith
disabilities

It behoovesuswho areinthiswork to figure out better waysto connect with employers. Thenext dide
| haveillustrateshow we should bethinking about this. 1t'san old marketing maxim that says“itismore
effectiveto find out what customers need and want and match it to what you haveto offer thanitisto
get themto buy what you areselling.” In other words, by applying that maxim to our work, itismore
effectiveto go out to employersand find out what it isthey do and how they doit and what kinds of
human resource needsthey havethanitisto go out there and try to convince themto hire peoplewith
disabilities. That isnot what they want.

Wearegoing to takethat ideaand we are going to look at thingsthrough the eyes of employersthis
afternoon and talk about thingsthat organizations, asoperationa entities, can do to make themselves
more appedaling to employers so that employerswill want to partner with them.

| havefour purposesfor today’s presentation. Thefirstis| want you to gauge your level of business
friendliness. How to do that iswith the other document that Lyndareferred to at the beginning called
How BusinessFriendly are You?You don't havetofill that out now. You don’t havetofill itout at all if
you don’t want to. But | strongly encourageyou, if you haven’t aready, to go through that checklist and
find out how your organi zation stacks up asabusiness-friendly entity and you asaprofessiona inthis
field stack up asabusiness-friendly professional. My belief isthat if thereisany item onthat list that you
can’t check then you can use somere-tooling on how to better approach employersand businesses.
That isthefirst purposeof thissession. Itissomething that you can pursue separate fromthisphonecall
because we only have ashort period of timetoday.

Thesecond purposeisto review important employer perspectives. My organization and my colleagues
and | have donealot of research and focus groupsthrough contact with employers. | think wehavea
pretty good handle on how they see usand how they seethings. | am going to sharethat with you and
show how that relatesto presenting ourselvesto employers.

Thethird purposeisto examine how organizations pursuetheir work. In other words, in the context of
CRPs, how CRPS can be organized in waysthat might makethem more attractiveto business. | will be
more specificwhen | get to that part of the presentation.

Andfinaly, andthisiskind of the crux of the presentation, | am going to review aprocessthat we have
used at my organi zation and we have used with organizationslike Keith Clark’sin Richmond, VA. In
your Region, if any of you arefamiliar with Sheboygan Rehabilitation Center in Sheboygan they have
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been through this process. Those of you who know Craig McFadden there you might ask him about his
organization’sexperience with thisprocess. Anyway, | am going to review aprocessthat these

organi zations have used to restructure how they approach employersand how they organizethemselves
to bemoreeffectivein helping people get jobs. If that iswhat you are hereto listen to and that matches
what you areinterested in today, then you have tuned into theright presentation and again | am happy
tobehere. | againthank Lyndaand the University of Illinoisfor inviting me. Let’sjumpinto thiswhole

thing.

| think thereisalot of good newssincel started inthefield 30 plusyearsago and most of that good
newsisassociated with the fact that we have an expanding array of strategiesand workplace supports
to help people get jobs. In fact peoplewho | would have closed on my casel oad 30 yearsago are now
thriving and doing good work because we haverealized that disabilities should not be an impediment for
employment if we approach it theright way. The bad news, however, and the reason why we have
gotteninto thiswork isthat employment ratesremain unacceptably low.

It bothersmethat after all theseyearsevery personwhoisreferred to vocationa rehabilitation, and
referred from vocationa rehabilitation agenciesto one of their vendors, isnot getting ajob. Thereisno
reasonwhy that can’'t happenif wewerebetter at this. | asked myself and you might ask yourself, “Is
thereason for thislow unemployment because peoplewith disabilitiesare unprepared for workplaces?’
| think many peoplewould arguethat peoplewith disabilitiesneed to devel op their work-seeking skills,
need to havetechnical skillsthat might be marketableto an employer. That might beareasoninsome
cases, but | think many of ushave experiencesthat tell usthat the experienceand skill levelsaren’t
necessarily animpediment towork.

Or, arethereasonsfor low unemployment because workplacesaren’t ready for peoplewith disabilities?
In other words, isit because employersdon’t have avery positive attitude about hiring peoplewith
disabilities, or they don’t understand how to accommodate peoplewith disabilities, or workplacesjust
aren’t access bleto certain peoplewith disabilities? That may betruein many casesandit probably isin
more casesthan wewould like. But | till think that that isnot necessarily the primary reasonwhy
peoplewith disabilitiesaren’t getting thejobs.

Soyou might ask yoursdlf, “Isthereason for low unemployment because rehabilitation processesand
protocolsare unfriendly to employersin theworkplace?” We might ask ourselves, “Iswhat we do, how
we approach employers, how werelateto them, ishow we operate our work in rehabilitation so foreign
to employersthat it may redlly impede our ability to establish good rel ationshipswith employers?’ |
would postulate, and my experience bearsthisout, that we are not sophisticated yet asawholefieldin
partnering with employers, in spite of thefact that there are pockets of excellenceall around the country,
includinginplaceslikeKeth's.

We have designed waysof interacting with employersthat are very friendly to them, whereemployers
want towork with us, and employersactually cometo usand say, “ Do you have peopletofill thejobs
that we have?’ Asopposed to our going to employersand saying, “Would you please consider hiringa
personwith adisability?’ To beeffective partnerswith businessisnot sufficient for community
rehabilitation programsto “do good,” that is, help peoplewith disabilitiesfind jobsbecauseitisanoble
thingto do. Toreally makethework that we do successful, CRPsand their staff must “ begood.” They
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must be professiona. They must provide quality serviceand intheeyesof employer customers. They
haveto be seen as professional and competent and ableto providequality service.

Otherwise, it isnothing morethan acharity kind of relationship. If that iswhat wewant we can go back
tothe*hirethehandicap” campaign of 30 yearsago and that isasfar aswearegoingto get. Wereally
haveto moveourselvesin thedirectionthat inthe employer’ smind we have operationa procedures, we
have staff, we haveways of interacting with businessthat cause employersto seeusashelping and
benefiting their enterprises.

Herearethethreebasi c thingsthat we seethat employerswant. 1. They might have aparticular work
force need of the company. In other words, they might haveaposition or atask intheir organization that
needsto befilled and competently performed. 2. They might want to addressaneed that isindustry
wide. In other words, they might want to work with organi zationsthat will hel p them prepare peopleto
beableto dowork inaparticular industry, such asretail, health care, etc. Or, 3. they might want to
work with programsthat they perceive are meeting acommunity- wide need and that makesthe
community agood placeto do business. Therearestill afew employerswho aremotivated by hiring
peoplewith disabilities becausethey seeit asacommunity need because they don’t want to see people
unemployed and they want to see peoplein their communitiesproductive. If they doit for that reason,
thereisnothingwrong with that. They still seethemselves asgetting something out of it.

Here' swhat employerssay they want:

e Quality servicefromworkforceprogramsor CRPs. Right now they get various degrees of
quality from CRPsaround the country. Someof you may befamiliar with organizationsinyour
areathat have moreand lessquality in the servicethey provide. But employerswant consi stent
quaity service.

e They need convenient access. They don’'t want it to be hard for them to do businesswith
rehabilitation organizations. They don’t want to be burdened with al kinds of processesand
rulesand regulationsand jargonsthat are unfamiliar to them or that areinconvenient.

e They also need productsand servicesthat support employeesintheworkplace. In other words,
organizationsthat can hel p them identify waysto make their employees productive. Inour case,
for the employeesthey hirewho we represent, how to hel p them be productive by virtue of
accommodationsan support.

Theproblemisthat what employersoften get is programsthat are defined by ajob seeker category
coming totalk to them. In other words, it might be an organization that represents a certain segment of
thedisability population, for example, peoplewith developmenta disabilities, or mentd illness, or
mobility impairments, or sensory impairments. Employersare often approached by organizationswho
definethemselves by the disability of the peoplethey serve. Thismight make sensefrom our end, but it
doesn’t make sensefromabusinessend. Employersoften don’t know what these disabilitiesareand
what they mean. It doesn’t make senseto them.

They also get programsthat are defined by geography that only serve acertain geographic areaand that
could beaproblem for employerswho operate on aregional basis. They also often on the one hand get
programsthat will follow through and provide excellent services, and on the other hand, and somewho
will smply dump ajob seeker intheir lapsand hopeit worksout. In the end many employerswho we
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havetaked to and deal with have been very confused and frustrated by our field. That isnot sucha
good thing if our work isto devel op partnershipswith them.

Much of our work over therecent years has been to help job devel opers, employment specidists, and
rehabilitation counsel orsbecome better at working with employers. Thisiswhat our book isall about.
How canwe help CRP organizations become organized in abetter fashion so that employersseethe
organi zationsand the professional swho are employed by those organi zations as credible business
partners?What | am going to do walk you through aprocessthat we have used with organizationslike
Keith'sto help these organi zations move from being ahuman-service organi zation that does charitable
thingsto organi zationsthat become viewed by bus nesses as organi zationsthat can help businessget
their work done.

Wemodeled our retooling processfrom “ organizational development” field. Thedefinition of
organizational devel opment isprovided inthedides. | am not going to spend alot of timetalking about
that definition but in order to hel p organizationsretool themsalvesthey haveto go through aseriesof
planned activities by which organi zationslook at how they managetheindividua swhowork there, how
theseindividuasare deployed in their work, and how their work can be strengthened and reinforcedin
such away that the whol e organization becomes better at what it does.

We have applied thisconcept, which isvery prominent in the businessworld, to the operation of
community rehabilitation programs. You can see onthe didethat the end result should be output of
quality services. Thatis, thequdity that employersarelooking for, and outcomesfor which the CRPs
should belooking to achieve. So, thefirst question that you might ask is: If your organizationsarebeing
paid by vocational rehabilitation or by developmental disability servicesto help peoplefind jobs, areyou
getting them jobsor not?

Thenwhat you might ask ishow these outcomesareinfluenced by what wecall interna quality areasof
the organization. Doesthe organization have clear job descriptionsfor the peoplewho work there?In
other words, for employment specialists, job devel opers, vocational rehabilitation counselorsetc., are
their jobsdesigned in such away that they actually meet the needs of both job seekersand businessesin
their community?Are staff sel ected and supervised in such away that they can go about their business
working with employersand do it well ? Theseareall internal quality areasthat an organization hasto
look at beforeit canredlly restructureitself and meet the needsof employers. Arethere staff role
clarificationsthat make senseand work for employers?

Thisisborn out in organizationsinlotsof different ways. Some CRPs have peoplewho are designated
asjob developersand that isthe only thing they do. They go out and talk to employersand then come
back totheir other colleagues and share what they havelearned through contactswith employersand
hopefully make somekind of match. Some organi zations have employeeswho do job devel opment and
job support and job counseling or amix of al of those. Theimportant questionto answer is. Isit clear to
peoplewhat their roles are so that everyone knows exactly what they haveto do in order to address
employer’sneedsand therefore hel p peoplewith disabilitiesfind jobs?

Findly, arethereways supervisory peoplewithin the organization can communi cate and manageand
reinforcetheactivitiesof the staff so that they are pursuing customer serviceactivitieswith employers?
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Look again at thedidefor what we call the“Linksin the Service Outcome Chain.” The outcomesthat
an organization achievesaredirectly based onthe chain of eventsthat start withtheinternal service
quality of anorganization. If dl of theseinterna servicequality activitiesareaddressed well inan
organi zation then employeesare going to be happy with their jobsand they aregoing to stay intheir
jobsalot longer.

Now | don’t think it isany newsto any of you folksthat one of the thingsthat plague CRPsaround the
country isstaff turnover. Oneof thethingswehavefoundisthat if al of theseinterna quality aspectsare
addressed employees are much happier and they stick around alot longer. Theresult isthat the
customerswho they are serving, and in our case we are seeing employersas customers, are getting the
resultsthat they want. In other words, they are hiring peoplewho are going to help their enterprise. This
leadsto customer satisfaction and loydty. It leadsto employerswho are going to want to continueto do
bus nesswith the organization, who are going to providetestimony to other employersabout how good
your organizationis. Mostimportantly, itisgoing to lead to more and morejobs, that is, better
outcomesfor the peopleyou serve. In many cases, | have seen organi zations become so much better at
getting outcomesfor their job seekersand employer customersby addressing internal organization
quality. They aregetting moreand morereferralsfrom vocationd rehabilitation and thereisagrowthin
their funding base asaresult. Those arethe optimal outcomes.

Factorsthat affect internal quality and need to be addressed include not only staff turnover, but aso
regulation compliance. Someof you are probably CARF accredited or have some sort of accreditation
or certification processthat you haveto go through in order to get funding from vocational rehabilitation.
You have variousreporting requirementsand you have service hoursthat might not match employer’s
needs. Staff trainingisoften anissuewithin organizations becausethey don't havethe capability or the
time or theresourcesto thoroughly and properly train employeeswho are going to go out and interact
withemployers.

We have devel oped asix-step processto retool how CRPsgo about improving relationshipswith
employers. | will gothroughit quickly and then| will ask Keith to expand. | want to reserve about 15
minutesfor questionsand answers. Hopefully, you areal with mesofar. | can't seeany of youso|l am
assuming that you areall nodding your heads. If you have questions please hang on to them becausel
will be happy to addressthem when wefinish getting through this. | want to make surethat in thisshort
period we haveachanceto cover al theinformation.

Thesix stepsaredescribed in our book in considerable detail. Thefirst stepisbasicaly finding out how
well you aredoing. Itisperformanceanaysis. How arewe doing? Arewe getting peoplejobsisthe
basic question. Do we havelots of employerswho want to work with us? Do employersin our
community know who weare?f theanswersto any of thoseare“no” then you have somework to do.
If theanswerstothoseare“afew,” you till have somework to do. Unlessyou are ableto say every
employer in our community knowswho you are, and unlessjob seekerswho arereferred to our

organi zation always get jobsthat they want or appreciate, thenthereisawaysroom for improvement.
First, you say, “How weare doing and what arewedoing?’ | am hoping that some of you arethinking,
“Geg, let’ssee, over thelast month, how many peopledid we hel p get jobs? Arewe struggling with that
ornot?’ If youaresaying“yes,” and | suspect most of you areto some degree or another, thenyou are
taking thefirst epin doing the performanceanadysis.
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Thenext step isto ask why isthishappening, why arewe getting peoplejobs, or why aren’t we, why
areemployerswanting to work with usor not? Maybethereis someway of identifying whereweneed
to do somework. For example, in one organization one of thefirst thingsthey pointed out wasthe
reason why they weren't getting peopl ejobswas because nobody in the organization had ever been
trained in quality job devel opment techniques. People had just been hired to doit. Another problem that
organizationsoften haveidentified isstaff turnover. They don't get trained fast enough to be ableto be
effectivewith the peoplethey areassigned. Thereareall kindsof other reasons. Thisstepisto decide
why isit that we are not getting the outcomeswe want.

Thethird step then isto develop anintervention. What can we do about it? Thisiswherean action plan
isdeveloped. OrganizationslikeKeth’sand othershave actually devel oped specific strategiesthat
guidethemtoimprovetheir outcomes. We have avery specific processfor identifying goa sfor the
organization, specific activitiesthat they are going to undertaketo pursuethosegoals, individua swho
areassigned to takethelead in those particul ar activities, and deadlines by which they those activities
areto becompleted. Thisisessentially aroadmap of what organizationsare going to do to be better at
interacting with employers. In our book there areacouple of sample action plansthat organi zations
have devel opedinthis processthat you can refer to. Without some sort of roadmap you are not going
to achievetheintended outcomes.

Thefourth stepisto actualy implement the action plan - to begin performing the activitiesthat the
organization prescribed for itself. Again taking the specific stepsto get to where you want to go. Keith
will tell you some of those specific activitiesthat hisorganization has pursued asaresult of their action

plan.

Oncetheaction planisrolling then you need to continually review it and seewhere support isneeded to
completethese activities. Many timeswhen an organi zation undergoesachangein theway they do
thingsthereisalot of support that isneeded to makeit happen. For exampl e, organizationsmay not
haveavery good staff training process or have accessto good staff training. They need toidentify
whereto go to get that support to helpin staff training. Another support might beto identify marketing
resourcesthat look professional and that make senseto employers.

Thesixth stepisevauating and measuring how you have done. What changed and what do our
customersthink? One of the thingswe encourage organi zationsto do regardless of whether they go
through thisprocessor not isask their employer customerswhat it isthey like about the servicesyou
areddivering tothem and what it isthat could beimproved. Itisavery ssmple concept. Businessesdo
ital thetime. Every Marriott Hotel, for example, askstheir customersfor feedback on their services.
Thisisaway to evaluate and then tweak thewaysin which servicesare provided to make the customer
happy. Thiseva uation can beabasisfor changein theaction plan and improving services.

Beforel getintothefina guiding questionsthat | want to concludewith I’ dliketoincludeKeith Clark in
thisdiscussion. Keithisthe Services Supervisor for Chesterfield Employment Services, Richmond, VA.
Keithif youwould please givealittle background of how your organization got involvedin thischange
process.
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Keth Clark: Weinitialy gotinvolved with Business Partnershipsingtitute actually beforeweeven
called you Rich. We had actualy began acultural changewithin our organization about ayear prior
wherewewereredly trying to wrestlewith thisproblem of getting rel ationshi ps built with the businesses
that we currently had and then devel oping new businesspartners. That waswhereit started. We
recognized that wedidn’t do so well with that. We knew that we needed to make some changes, but
weweren't exactly surewhere. One of thereasonswhy | washired for my position was becausewe
felt asan organi zation that we needed peoplewith businessbackgrounds. | had abackground working
asaplant manager for ten years. That being said we got involved with the Business Partnerships

I nstitute about three years ago. What we asked from them was, “What can we do to improve our
businessrelationships?’ That ishow weredlly got started.

Rich Luecking: Asaresult of being involved in thisprocesswhat wasthe focus? What were some of
themain elementsof your action plan?

Keith Clark: Wedidn't get toofar intoit beforewerealized that to accomplish our goalsit meant that
we had tolook our organization’s operation from top to bottom. Wereally took the microscopeand
looked internally at our organization to determineour problems. Welooked at anumber of different
issues. How areweallocating our staff resources? What are our staff doing withtheir time?l1sit the best
thing for consumers?lsit really too focused on trying to train peopl€? Do we have enough resources
and marketing?What about rolesand responsibilities? What isit that they aredoing?Wehad a
marketing position, but what wasthat person supposed to do? Welooked at thingslikethat. We
looked at trendsasthey related to new referralsto our program. Welooked at our budget to seewhere
wewere spending money. Wasthat an appropriate way to spend our money?\Welooked at awhole
host of thingsinternally. We spent sometimelooking at the policiesthat surround our organization?
What | mean by that iswe are agovernment organi zation. We are part of alocal government sowe
have some specia rulesthat we haveto follow that non-profitsmay not. You mentioned that programs
defined by job seeker category and programs defined by geography are sometimesanissue. Asa
government organization we are mandated to be that exact way so that isan obviouslimitation. Weaso
wanted to see how could we get around these limitations. What are our options? How can webemore
busi nessfriendly based on some of thoselimitations?\We noticed that once we started looking into this
wehad alot of flexibility. Whether you are agovernment agency or whether you are private or non-
profit, thereality isthat therearealot of thingsthat you can do internally to position your organizationto
build these partnerships. These arejust some of thethingsthat werethefocusof our plan.

Rich Luecking: Actudly, Keithif | might add to that, your organization cameup with afairly detailed
action plan. Hereyou arethreeyearsout and it seemsto methat you are still referring to it fromtimeto
time

Keth Clark: Well, wechangeit. Infact, weinitialy called it our Business Partnership Institute Plan.
We changed it two yearsago to our “ strategic plan” becausethat isin effect what it was. We update it
every August. That updateisbased on an ongoing reanaysisof our organization. Every duly | put
together aprogram analysisthat |looksat our entire program datain order toinform the strategic plan.
Havethings changed? Based upon thisanaysisthe plan changes. In the past threeyearsit haschanged
twice. There have beeninstanceswhereit has changed in mid-year based on different conditions. | think
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that one of the pointsthat you madeisthat whilethere are six stepsyou tend to go back to thefirst one
again. Youtendtodothat alot.

Rich Luecking: Thatisagreat point Keith. | can't reiterate thisenough. Changeisconstant. No
matter how good you think thingsare getting or how much thingsareimproving thereisalwaysreason
to readjust how you are approaching these things based on changing conditionsin the community and
within the organization. Keith, what kinds of specific thingsdidyou do that you weren't doing before
and what kind of resultsdid that yield?

Keth Clark: Well, it wasinteresting. | mentioned earlier we had amarketing coordinator. Wekind of
jokedwhenweinitialy created the plan because we ended up loading some of theresponsibilitieson
thismarketing coordinator position that wasvacant at thetime. We did end up hiring for that position.
What isimportant hereisnot that we had the position, but really thefocuswetook in hiring for the
position. The person who we hired had absol utely no experiencein vocational rehabilitation, but sales
management. Werevised that entirejob description and that entireroleinto someonewho isnot so
interested in actually closing aspecific sdleper se, but rather in coordinating the marketing effortsof an
entire organi zation. Weredi stributed some of the primary salesfunctionsto all of our frontline staff. All
of our frontline staff arejob developers. What thisdid for usiswe ended up getting peoplejobsmuch
faster. Wewent from an average of about ten monthsto find ajob to aslittleasthreeto four weekson
anindividual placement basis. That changein and of itself wasphenomena . Just fromlooking at our staff
timeandredizingthat if wespentit alittledifferently wewould befulfilling our mission of findingjobs.
Wea so looked at some other things. We got abus ness advisory counsel formed. That just started here
this past spring. We wanted to try to get that done sooner but we had to delay it to get better
membership. That hasbeen formed andisvery active. Actually they arealittlebit more activethanwe
were expecting themto be. We al so tightened our business management. What | mean by that isasl
mentioned earlier wedo aprogramreview every year now. Wedid that beforebut it didn’t tell uswhy
thingshappened. It didn’t give usany recommendationsasto what we should do. It didn’t evenlook at
al thedifferent datathat may have beenimportant. Thekey objectiveto our original planwasto come
up withaway to track cost of servicescontinuoudly. After ayear wefigured out away to track our cost
of servicescontinuoudly. That wasavery obviouschange. Shifting the organization’sentiremindset
away fromthejob seeker asthe only person we serveto our business partnersasimportant customers
wassignificant. Wereally refocused on how welooked at businessesin general. | think that was one of
thebiggest thingsthat cameout of it. Theorganizationisvastly different fromfour yearsago.

Rich Luecking: My jaw isstill dropping, Keith, over the ten-month to three-week placement change.
That soundsto melikeavery, very significant outcome asaresult of the changesthat you put in place.

Keth Clark: That wasavery interesting thing. We had a so donealot of staff training onjob
development aswell. Wereally changed our focus on that too. We had separation rates of about two or
threeamonth and now it isone about every two to three months. People stay injobsalot longer. We
don’t have asmany peoplefalling out of employment. Our averagerate of length of timeinany
employment isabout Six or sevenyears.

Rich Luecking: Keith | appreciate your perspectives. Wereally can’t go about thework that we are
charged to dowithout including avery strong focuson employers. We can't put that focuson employers
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asmuch asit needsto beif we continueto do thingsthe sameway we have dways done them. Hence,
the organization change processthat we developed. We have had alittletimeto giveyou abrief
overview of how thishappensand why it should happen. Keith gave an excellent overview of how his
organi zation went about changing itsrelationshipswith businesses. We il have about 15 minutes. |
would liketo openit up now for some questions before | make some concluding comments.

Caller: Couldthey giveussome specificthingsthat they did? Specific thingsthat they didintheir
action plan or isthat coveredin the book?

Rich Luecking: Itisinthebook. I will say acoupleof thingsand then| will have Keith elaborate.
Specificthingsthat | know of that Keith did right off the bat wasto reorganize how their staff was
trained. They had moretraining for their staff about job devel opment. They started abusinessadvisory
counsel that iscomprised of business peoplewho advisethe organi zation on how businesses seethings.
AsKeith mentioned, they revised marketing materia sto make them more professond. They havea so
created acircumstancewhereal of thefront-line staff do job development and aretrained on how to
dothat. More people have contact with more employers and therefore the universe of perspective
employersto hire peoplerepresented by Keith’sorgani zation has expanded considerably.

Keith Clark: Just to add to that we had had one position that did that. | think now we have
approximately 30 peoplewho areinvolved with that in someway, shape or form on an ongoing and
day-to-day basiswith asubstantial amount of their time devoted to marketing.

Rich Luecking: Oneof thethings! didn’t mention before which may answer your question. To start
the process of devel oping the action plan we asked the organization to convene severa key peopleto
bepart of aplanning group. That included the agency’sdirector, the person whoisin charge of the
employment program, any marketing peoplethat might beon their saff, front-line staff who havea
particularly important perspective, aconsumer of the organization’sservicesand if possiblean employer.
We al so asked them to have representativesfrom vocational rehabilitation and any other funding
organizations so that they too are part of the planning process. Thisgroup worked together to help them
develop the action plan that we hel ped them facilitate.

LyndaL each, Facilitator: Arethereany other questionsfor Rich or Keith? We have sometimeleft
Rich.

Rich Luecking: If anybody hasany questionsjust jumpright in. You also havethe ability to get more
information from either theWeb sitesat the University of 1llinoiswhich Lyndagave you or fromour
book. Thelast two dideshave contact information both for the publisher and for mysdlf if any of you
want to e-mail mewith more questions. You arewelcometo do so. For those of youwho don’t have
that e-mail addressit isrluecking@transcen.org.

L et meend with acouplethings. Some of thethingsthat you might ask yoursalf about your organization
arethese:
e Doestheorganization’smission and va ue statement reflect commitment to external customers?
Istherereally an obviousmission to serveexternal customersouts detheorganization?
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e Doestheorganization’sprocedureshelp or hinder employeerdationships?| will giveyoua
horror story onthat really quickly. Oneemployer called meup onetimeand said, “ Canyou help
me?Wehave anindividua whoisnot performing. Hewas placed by adisability employment
organization.” | said, “Well, if that person was placed by another organization, why aren’'t you
calingthem?’ Theperson said, “Well, they areinthemiddle of a CARF accreditation process
and they said they couldn’t get herefor threemoreweeks.” That’san example of organization’s
proceduresthat hinder employeerelationships.

e Another questionis. arestaff rewarded for serviceto external customers? At our organization
wehavewhat wecall a“Wall of Fame” whereletters of satisfaction that arewritten by
employersto our organization are actudly framed and posted on thewall asoneway of
rewarding staff and making it aclear agency priority that customer serviceissomething that we
vaue.

e Dothejobdescriptionsreflect attentionto externa customers? AsKeth mentionedintheir
organization they actualy changed someof thejob descriptions of theindividua sso they would
bemorefocused onther externa employer customers.

e Dojobdevelopment activitiesfeature externa customer service strategies? One of thethings
that we have done and soundslike K eith hasdoneisactualy have staff go through customer
servicetraining that isnot al that different than what Nordstrom’sor Marriott might havetheir
employeesgo through so that they understand how to better servetheir customers. Itisredly
amazing at what differencethat makesin employer relationshipswhen they aretreated inahigh-
quality customer servicefashion.

If you can answer “yes’ to any of these questionsthenyou arerealy getting thejob done. If theanswer
is“no” then maybe you might want to consider retooling how you go about your work. Do employers
come back for more?1n other words, arethey repeat customers? Do they hire morethan one
individual from your organization? Do they go to other organi zationsand brag about your organization's
service? That' sthekind of outcomeyou would liketo see.

Isyour organization recelving morereferral sbecause vocationd rehabilitation or whoever e seismaking
referralstoyour organizationredly likesthe outcomesyou are getting for your money?Andfinally, and
most importantly, arejob seekersgetting jobsthey want? And if they are, then the primary objective of
our work isbeing achieved.

Withthat | would encourageyouto again visit the University of I1linois sWeb sitethat hasthe Business
Friendly Checklist and the PowerPoint presentationsfromtoday. If you are soinclined please check
out the Brookes Publishing Web site. Thereisatable of contentsand summary of the book. By the
way, what wetal ked about today constitutes only one of 16 chaptersinthebook. Moreinformation
about employer customer service and job devel opment strategiesareincluded that might be of useto
you. | encourageyou to check that out. That'sit frommy end. Any final comments?

LyndaL each, Facilitator: Arethereany other questionsfor Rich or Keith?1 haveaquestion Rich. |
don’t know if thisisnaive or not but can peoplewho are on theline and other people around the
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country accessthe Business Partnerships| nstitute services?

Rich Luecking: Wedo thisthrough the RSA Region |11 RCEPthat servesthe mid-Atlantic states. We
have doneit in the mid-west under the auspicesof the Nationa Supported Employment Consortium,
but wewould consider hel ping organizationswith it on akind of contractual basisif they areinterested.
They can contact meif they want to get moreinformation.

LyndaL each, Facilitator : Rich and Keithwereally appreciate your timetoday. It wasan excel lent
presentation and lots of information.

Caller: Could weget arepeat of the name of the book and the Web site please?
Rich Luecking: Yes, thebook iscalled Working Relationships. Creating Career Opportunitiesfor

Job Seekerswith Disabilities Through Employer Partnerships. TheWeb siteis
www.brookespublishing.com. My e-mail addressis: rluecking@transcen.org.

LyndaL each, Facilitator: ThanksKeith and Rich and thanks everyonefor participating.
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