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BASIC COHSIDERATIONS

N =

. . . [
The shelterjd work'shop has béen a part of the American scene for over a -
. * ° v .
century, but until quite recently these facilities provided little more than ~n
. custodial care for persons too severely disabled to compete in the open job

. .

market. The early sixties saw dramatic changes in the workshop copcept.

Increased awareness 5} the needs of the mentally retarded - plus broader
’ funding of state or federal programg - heralded new thrusts toward true

.

14
tgcational rebabilitdtion: meaningful training that would lead to economic

independence and personal dignity for mentally retarded persons.

&

Vocational goals were further expanded‘durlng'the beginning of the s

institutions, and. into the mainstream of society. These effoerts hdve been
enhanced by the development of new financial resources. The shelte d work-
shop 1s now recognized as a valuable community program by referral ggencies,

orivate and public indust¥y, and the general public.

AL \
-
-

A few definitions sgou]d clarlfy\the various aspects of the sheltered work- .’
* shop. A shtltered workshop 1s a work-oriented rehabilitation facility with
() .
a controlled working envi-onment  and individual vocational goals. The

wbrkshop util1zes work experience and related services to help the mentally .,
-

3
retarded person progress toward no-mal living and a productive vocational

————— e~ =

status. The transitional workshop 1s desighed to move the mentally retarded

worker out of the workshop and irto competitive employment in the community .

after a period of evaluation, wor~ adjustment or vocational training. The

-’

)
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role here.

““same faci11ty, and the two" programs may be merged for ease of operation.

g | ‘s\\\\\\ R . _\\ . N .

extended employment workshop provides @ainfﬁl employment to entall} retarded

persons unqple to achieve the transition to competitive employment Rehab-

111tation services - work adjustment and tra1n1ng - usually play q subordinate
The major objective is to achieve successful)employmené‘y1th1n the

workshop itself. .

. P - - ’<7</”’
Transitional_and _extenied émp1oyﬁ5nt workshops may well be located within the
B //?«r » N \\

The
\
status of the client generally determines the difference between transitional '«

A transitional client is engaged in a structured
»

-
program of work adjustment or vocational training in which the workshop

and extended employment.
-

receives a fee from a state vocational rehabilitation agency. A long-term

extended employment client does not generally take part in a structured
program, and the workshop does not receive a fee for services.

.

S
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__ Are any_other facrlities of & similar nature in operation now, or in

AssesSing the Need for a Workshop

&&(;

<3 C 'P
Starting a new workshop is a major undertaking - a public—sp1r3§§d venture
that evolves into a public responsibility. It is important, then, to gain a
clear understanding of community lnteress and support prior to actual planning
and organization. . ’

A
Is there truly a need for a sheltered workshop in the community and

a mentally retarded population sufficient to justify the undertakjng?

LA . >
the planning stages?

. N » -
’

Does the community have the means - and the will - to support a

”
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} wor_lsshop? Wil comuni’ty resources be adequate to expand, as*well as

’

- . .
maintain, the facility?

The Planning Committee e 2 .
2 / ’ ‘

. L ‘ A
Once tne‘!eed for a/‘sheltered wo?kshop has be%n deterrgined, a planning commit-

tee shOu‘]d be established and turn its efforts toward th.e task of determin-

the\wi]]ingﬂess and ability of t{e .persons ainvo]ved, the committee itself

should reflect a broad croSs-secti’;“n of the community. Included should be’

representatives fronfmgg‘ical, health, edu;ationa’], social and vocational oo

rehabiliiation‘agenciek; service *o\r;ganizations,. local government officials,

ARC represent;tives, members of ‘the news-media: business and industry repre-

~ -

sentatives, and groups and individuals that may be helpful.in_the grea of

- . i .
b

financial support. ¢ °

ing specific g‘oa'ls. Ang,' since the success of any effort is dependent upon ,"

»

&
7

¢

.

e

The committee should survey and determine basic Jeonmumty‘d_ata relevant tp the

establishment ofma sheltered woﬁkshop. Help in this effo}*t may be obtained
N - . -
< ‘ : M

o~ o
from local planning couneils, health and v{glfare agencies, etc.
{ - . .
Survey res*ul&s should include data on the availability of qualified profes- ,

B E\
sional and technical personnel to staff the proposed workshop',' and the accessi-

bi]i‘ty of community resources for needed supportive services. Additionally,
1]

' the survéy should determing what type of workshop activity is best suited to

R S

the community, and community’ residents. .

¢ . 4

~
~ -

o

.The commumity survey should explore all financial resource possibilities from

4
both public and private sectors. Resources vary from con'mqnit’é/to community,

R °
depending upon state and local priorities and policies.

v
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. Professmnal asmstance i wor kshop plqnmng and development is avallable =
from a vanety of SOurces. but is typ:cally of short-term duration. The use

of pmfessmnal profit-oriented planners has not generally been suCcessful -

oy
[N N

and, due to the s:ze of the project, is not practical in most cases: The ° .
use of basic pald staff, i.e., the executive, working with public and .

volunteer agencles at\the local and state level, has been moye conmonp‘ace

Lgcal assistance 1s usually available from volunteer planmng and/,oxm;u‘mty N
" service agencies - Umted Fund, Community Chest Red Feathe¥, etc - or from '

the council of social agencies, and the commumity planning council. The

a

Qhamber of, Commerce rs a source of ’davt‘a for industry and ‘commerce.

Stat& agencies that may be helpful include the vocational rehablhtatlon

agency, the State Oevelopnental Disabilities Services Planmng Council, \

D_t7;artment of Mental Health and the Dgpartment of Public Health.

-

/

In addition, consultants are available through the state Vocational Rehab- L4

o«

ilitation Agency for cne’to five days consultati‘on in the comunity. The
-contact for securir, technical assistance is the state fgcilities specialist,
usua]ly located in the state offiee of the state VocatidRal Rehabilitation’
Agency. The cocst of this program is defrayed entirely by thie Rehabiljtation

e

Sarvices Administration. *

e . o

.Organization.and_Administration - - . . S —

+

When planning 1s complete gnd decisions have been made tg /proceed wi th the
development of the sheltered workshop, the next: step s .legal’ mcorporatlon

and orgamzatmm A complete Gulde to Orgamzatlon and Admlmstrahon.

including lncor,pomtfon By -Laws, Constitution, duties of the Board of

“_b\-'.'
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* REGULATIONS AND FINANCIAL ASSISTANCE
R - : . .
. . ~ N
— The goal of the workshop is to providé~rehabilitation services, including
/ \K\ - S
galﬁ?ul employient, to mentally retanded persoﬁs _This goal can best be
. i 3
1+ achieved /in a well-organlzed, eff1c1ently Qpnaged operation,
. / ’ ,
y L) < B A ’
~ e community should be expected to support the rehabilitation program, but

L]

‘.

14
v . to chents instead 9? bging distributed in dividends to indirldualé\iffgif:\~
] S~ . l";) - <

T 14 ¢

o o .
. A .
'\ 3 ) ""-i » -t
w - - \\
. 9 . a
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Q . .
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//,/ . not to subsidize a poorly managed business ‘enterprise. The term "ndn-profit
corporatlon" should 4ot be construed a$ meanlng tiat opérating income should
not meet or‘%&ceed operating expenses, but rather that apy bperating "margln

-generated will be reinvested 1n the-corporation to expand and mpfove services

ho?ders) . . .xz i ~

.I—-:
N i 2 : 2 :
. ® WYorkshops have come under severe, Briticism in recent years because of their

fallure to provide reaSonable wages “and decent worklng condltlons Workshop
managers have uomplalned that they cannoé afford to pay better wages and
provide fringe beneflts. In order to attempt to alleviate thesé problems
mapy state and federal laws control and provide financial assistance to

workshops. .

Federal Con*rolling Laws

The workshop, as a privété non-profit corporation or as a state-operated
program, is subject to control or regulation by & variety of laws. The
" workshop executlve must have a#worring knowledge of these Jaws and the agenc1es

which admlnlster Shem. “These laws were designed to protect the rights of the




%1ndividual and ensure access to benefits without digcrimination.
i . . . * - - ' / .
i y , .

‘/: The Federal Fair Labor Standards Act Amendments of 1974 (Public Law .
¢ © N6. 93-259) and Amendments of 1566 (Pubhic Law No. 89-601) comprise

major federal legislation regulating wage paymeﬁt§ to physically and
mentally handicapped persons. Section 14 of the Fair Labor Standards -
Act (FLS) covers the employment of handicabped persons, and the

. e . . - %

issuance of certifigates to permit wages which are less than the

statutory minimum. - .
R ) >

* . ¢ »
- - < . Al .
.0

. 4
. Two other federal laws, Walsh-Healy Public Contracts Act (PCA) and

the Service Contract Act (SCA) apply to certain work and"ﬁbrkshqgs. . .
. \ v . ‘y
? : . ~ ¢

N A}
The workshop is alsy eligible for cer%ain benefits, financial and otherwise,
s 1 »

- 4 ~
. which are provided under a variety of fiederal and state programs. Knowledge \

résources available to the handicapped.

~

\ R .
. Appendix 2 includes a Directory of Federal Agencies relevant to workshop -
A} "

activities.
' 58 \ -

[Federal Assi$tance . .

e

£y
.

gt - Rehabilitation Act - Amendments of 1973 - This is' the most important

single piece of federal legislation concerning sheltered workgaops.

Under thi’s authority, federal funds, are allocated to states on a formula
baSIS.(popuTat;;n and per capita income) to unde;hrite eighty percent .x" Tat e
{80%) of the costs’of operating a state-wide rehabilitation program. .

The state rehabilitation agency operates a network of professionally

o

' -7- . ¥ » ‘ /
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XUB staffed OfflCeS in whlch rehabilltation services are provided and/or
= arrangedu On 2 national average._the state agency spends twenty-five
/ -
* ' 20 thirty percent (25% 30%) of its case service funds in workshops

oA Y
. "~ . purchdsing dlagnostic. valuation. work adjustment, and vocational .

tralnlng services for ltS handlcapped clients :

s . . .

.
. » - o M
’ . -

) The manner in whigh employee serv1ces dre purchas@d varies throughout

/, . the nation. but systems fall 1nto three genera¥k categoklgs.
. ) \ . - .
\, ' ,

. 1. Payment of a fee for each c}ient on an individual basis.
2. Payment cf fees through an annual agreement or contract under

. ~which the flow of clients and payment, of funds is assured under

spec1f1ed conditions. A '
*

3.'A Lavel of payments system under which the state agency under-

-

wrltes those costs of o eratlng the workshop which are not met
ﬂ\\\\ ¢

 through 1ndustr1a1 income or comnunlty subSIdy

’
> v .
~ .

*

v The Rehabllltatlon Act descrlbes the procedures and pol1c1es for operating
. - sthe state program, including purchaslng services from sheﬂtered whrk-
shops. The Act also authorizes two types of financial ass%stance (grants)

for public or other non-profit agencies, including workshops: the

_Facxllty Establishmeat Grant, and the -Facility Construction Grant.
[ . * ‘.\f A\ . -

’ i) -~
These. two grant programs represent a reallocation of federal funds by .

the state agency. The Facnllty Establlshnent Grant can be obtained for

building acquisition, expanslon. alteratlon and for star’..g and

equipment burohase. The federal share of the project costs is eighty

. percent (80%). s : '
) y -8 - ‘ .
[4 * \
4 . A
» . e ’\\_\\ 19 . \
- . T T
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~— .
Under{the Facility Construction Grgnt, buildings\Can be constructed, v

T

> .

dbqutﬁed gr expanded. Land,'equipment and initial staffing can also

. . ’
be financed under this program. The federal share of the qosts\varies P

. N e !
from state to state and ranges from thirty-three percent (33%) to - - .

’ sj&ty-six percent (66%) in the majority of states.
/ - . .

/ . ‘ -

| .
. The details of these two grant programs are presented.in Title 45,

L]

v Chapter IV, Part 401 of the Federal hégulations. Inquiries should be

)

directed to the designated state agenix_for vocational rehabilitation.
. v 0 :

1] . . v

A L)
A Technical Assistance Program is authorized under Section 304(E) of

the Rehabilitation Act. Under this program, technical consultantd are

-

& provided to facilities in matters concerning professional or business "
. L.

" .practices within the facitlity. Federal funds pay the total costs of

A

the program, which are coordinated through the state agencj. . \;\ .
o ‘7‘

»
»? -

. Other federal projects apthorized under the Rehabilitation Act inclhhg

Tréiniﬂg Services Facilitids, and Projects with Industry, but both . \ .

programs are timited and restricted in funding. . -

Other sections of the Rehabilitation Act award funds directly to work-

S
/

- * ! .
shops rather than through the state rehabilitation agencies. These -

Pl °
direct grant programs for wdrkshops authorized under Sectiop 301(0) of . ‘-

. the Rehabilitation Act include: Project Development Grants, designed
L] .
to assist in planning a facility development or the planning of a

P . R ~ B
special project; Grants for the Construction of Rehabilitation

o

Facilities, identical to the Part 401 Construction Program discussed
— N ¢

. - ~
- » -

- -9 l-‘l
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‘$ on the previous page; and Rehabil}tation Facilities Improvement Grants,

. .which’provides funds to vacilities for the analysxs, improvement and

* expansion of prof¢5510na1 serv1ces to handlcapped 1nd1v1dua]s THis

grant program 15 the only one of the three which has received funding

N\in recent years. Thfgqtrend'is expected to continue.
5

X - 5 .
S;:?:T§§%sgrlty Act - Rénénz,gmendments to the Social Seturity Act -

kP
1967 1972, 198 1n regard to the Welfare/Public Assistance Program,
&

createg two major re
]

rces for serv1ng the handicapped in workshops.

The first resource provi for referral to the state rehabilitation .
t

agency and authorizes funding 0

~ qualifying, Services purchased from workshops under this program

nclude dragnosis, evaluation, work adjustment and training.

<
.

. o't
\ The second resource provides extended servigces to severely handicapped

¢ parsons in workshops "to improve their level,of economic independence."”
This program 1s usually administered Ehrough the state mental ‘retar-
dation, mental health, social services or welfare department.

.

pevelopmental Disabilities Services and Facilities Constri -ion Act

5 . — e < )
- %, (Public Law. No.-92-517)-(D0S) - This Program is designed to erve the

~ severely handicépped who have generally been judged unsuitable for
T \ucatiopal rehabilitation services due to” the severity of their o

. disability. Services authorized under the developmentally disabled.
program are designed to supplement and complement services provided
under other federal procrams. Anvimqortﬁni function of 0DS is that

of state-wide planning .nd evaluation of services to developmentally

.

! - 10 -

. - ~

4
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o

disabled individuals.

]

1
Workshops have been recipients of DDS grants to fund special projects
including transportation, hoysing, recreation, and contract procure-
ment. Inquiries should be made through the state planning council for

developmental disabilities. .

-
.

Small §3§iness Administration Handicapped Assistance Loan Program
N 7/

© " {Public Law No. 93-595) - This financial dssistance program, adminis-
. tered by ;gq Small Business Aéministration. tecamé law-in 1972, but »
was not actually implemented until 1974. The program was designed to

provide loans to workshops to help ;mprove their production of goods °
and services for sale to the government and therprivate sector. Work-
shops caé use the loan proceeds for purchase of machinery, equipment,
supplies or materials; working capital. (except fér training, education,
hous:ng or other rehabilTtative and supportive services for handi~
capped.employees); debt repayment and other obligations includiﬁg
refuﬁci%g of bank loans, solely to epab]e a substantially longer term;
building construction (only if construction grants are not available

from agenqjéE Such as RSA); and purchase or construction of a building

(only if mortgage insurance is not available from RSA). ]

-

- In order—to be e]igiblé for such assistance, workshops must show
capabglitg and successful performance in the préductien and provision

of marketable goods and services. They must certify to the{} nop-profit
status and document that seventy-five percent (75%) of direct labor
hours on contracts are provided by hanﬁicapped workers. In addition,

the workshop must comply with applicable Occupational Safety and Health
< +

- -

- - .
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Act regulatioﬁ% in its operations. Further, the workshop must demon-
strate that sufficient funds are not available for the proposed project
through RSA gran%@ or that private credit is not available from the

workshop's bank and one additional lending institution.

There are three types of loans available for up to fifteen (15) year

tesms through this program: N

Guaranteed Loan - SBA will guarantee ninety percent (90%) of a
r

} » regular loan - a‘statutory ceiling of $350,000 and a maximum .

annual 1nterest of 10% percent has been set by SBA. »

Immediate Participatrvon Loan - SBA may participate along with a
lending institution on a éortion_of the loan. SBA participates
at an annual interest rate of 3 percent and the lending institu-
tion at a maximum annual interest rate of 9 pergg;u: The SBA v

participation share limit if $150,000 and may not exceed seventy-

five percent (75%) of the total loan.

o

-

Oirect Loan - SBA prévides a loan directly at an annual. interest
rate of 3 percent only where gharanteed participation n imnediatg
loans'ls,not available;.there is a statutory ceiliﬁb of $350,000
fop direct loans, but a ceiling of $100,000 has been set adminis-
tratively by SBA.  This administrative ceiling may be extended only
with prior written approval of the SBA Regional Oirector.
Applications should be made directly to SBA district, regional, or -

branch offices servicing the area in which the workshop is located.

-12 -




- A determipation on the loan is usually made within three weeks after
[ d

.SubmiCtaI of a complete application.

k)

Vocational Education Act of 1968 - This Act specifies that ten

percent (10%) of the federal funds allocated to the states must bé

used to provide services to the handicapped.

e
»

» Comprehensive Embloyment and Training Act - This Act provides money

for manpower training programs for the disadvantaged, including the

handicapﬁéd. The funds are allocated by stat:\and local governmental

«

agencies.

State Laws

L4

A1l states have laws pertaining to Workmen's Compensatian to protect the

injured employee. Since sta.e laws vary widely, a review of individual state

law is advised. Stme states have Wage and Hour Laws in addition to Federal

Wage and Hour Laws. Contcct the state Department of Labor for information.

I

Unemployment compensation is required by federal law, but administered by

the state. Horkshop staffs are covered, but clients are exempt. Again, contact

state Department of Labor for information.

i

State legislatiqn in many siates provides funds for supporting services to
the h;ndicapped in workshops. Typically, thi§ legislation is designed to
supplemeni federal support or to implement nationally mandated programs.
Attention.should be given to the taxigg authority diven to counties a;d

municipalities to support services to the severely handicapped. State laws

-13 -
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/ l .

mandating the rights of the handicapped to services, jncluding education,
have opened new funding sources for the school-aged handicapped, especially

- the mentally retarded who are unable to benefit from traditional education.

.
|

\ T

1
| % * 4
Workshop admimistrators should make a continuing effort to keep abreast of

¢ . P
state laws which regulate, as well as those which assist the workshops.

\ .
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. Chapter J11 - .t .
‘ BUDGETING FOR OPERATIONS ' . '

Generally accept%d principles of_workshop administration suggest that
operating funds should be derived’from the‘operagion of the workshop, but

. capital funds should be derived from gifts; grants, or special fund-raising

ggtivities. If operating funds must be usee for capitalizat?on, the workshop

s in for immediate and serious financial trouble. The labors of handicapped

pe}sons cannot be expected to ‘produce funds for magor capital expendfture.
» ,

- Operating funds are derived from either earned income, or subsidy and grant
inFome. Earned income includes all funds derived‘?rom the operation of the
workspop and all of its programs, such as coptract ;;rk, ;anufacturing,
industrial services, and rehabilitation services income.. Subsidy and grant
income refers to all funds contributeé or otherwisg made available to the

»

workshop to supplement fhe operating income, or to support the establishment

and operatign of special prograﬁs. Sources include community subsidies,,(e.d.,
Unitee Fund, private foyndations, corporate gifts, etc.), federal and state
grant; to establ{Eh and/or opeﬁate a specia1 program, local tax millage to -

~ support long-term services to handwcappeg persons, and support of the local

-

ARC througn membership campa1gnsk

{
~ - .

Capital development funds are usually secured by a special cqmpa1gn and rep-

=

. resent the long- nange needs of the workshop in terms of permanent or major '
equipment’ and buildings. The campa1gn should begin with ‘dentification of

needs over a period of five-to ten years.

)

v : -
>

.

Data on sources of capital funds and methods for application are provided in

- 15 -
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the previous chapter. These sourcés usually require long-range planning and
the development of a detailed projectuproposa]. 1t should be remembered,
> A k] .
. however, that competition for capital dollars i$ usually very stiff.

-
] L 4

é

Other sources of capital funds include private foundations and corporations.

A directory of foundations can be found in most public libraries, and a

listing of corporations is available from the local Chamber of Commeice.

N .
. « '

v, '

Capital fund raising methods vary, but a_few basic principfes gengra]]y apply
to all areas of solicitation, both public and private: N .
) »

Describe the current program,-persons bging served, and those waiting .
for serviée. °
- List unmet needs in terms of buildings, equipment and program.
Show how your facility proposes to meet its needs.
’ Prezent a detaileq budget of proposed expenditures. ?
Define methods or criteria to be used in evaluating the success of
the prqgectl including a sample reporting system..
Pr;vude ; proposed time-table for activities.
gefore any detailed proposal is developed aﬁﬁ ?resented, the facility admin-
1strator shéuld contact the key person in the granting agency and request a
preliminary'megting to review objectives and goa]§ of the workshop and
. ident1fy priorities of the funding agency.
~ K
The si1ze of the capital fund raising budget is governed by a number of

variables including: . .

- 16 -
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., Building size - The most commonly used space requlrement for a workshop
is the allocation of 100 square feeb\per work station plus 20% to 30%

of the total square footage for administrative and supportive services.
4

Construction costs vary widely. Consultatiod witﬁ an industrial real
E .

s+ estate salesman and a building contractor is advised.
* kY ? [y

-

Equipment costs are influenced by the complexity and availability of
equipment. Solicitation of competitive bidi is an absolute requirement.

Care should be exercised in the selection to assure that the equipment ,J
[

will be modern enough to provide meaningfuls training for handicapped

clients, but- flexible enough to be used in more than one job.

ot . e . . s

- Size of budget should bg governed by the amount of money absolutely .
- ix - - - ¢ —y

required, adjusted for possible ‘cost increases during the period Qf ?und
- raising., Unrealistically high budgets discourage fundsraisers. s
- ’ . - \ T
Effective fund raising efforts require Board participation and the Adminis-

trator should actively seek their support. He should concentrate on
organizing and coordinating the campaién, and encburage Board members to make
actual contacts, espec1ally with prlvate glvers Board involvement will 7
strengthen the overall operatlon by allowing members to become acquainted
With day-to-day activities. - s
* ]
_ & i

The Director should remember that fund raising may require a state or local |

permit: ! »

-17 - ’
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- Chapter IV

! INDUSTRIAL OPERATIONS ‘ . oo

. P .
+

The industr1a1 operation is the most important aspect of workshop activity.

- 'r.»M-\.

Yt “s~the major vehicle for proV1d1ng rehabilitation SeerCeS to mentally |

St

e retarded persons . In the workshop, *The Product Is Peop]e," and the prime

M.
»,

"'n.

S o:jeétive is to help the handicapped person become as productive as
d sible and enable him to earn a wagg commensurate with his productivity.

InduStrial operations, then, should be designed around the capabilities and

. e

potentlals of the handicapped persons served by the workshop Certainly, p
the se rlty 03 the disability will be-a key. factor -in determining zhe
'J>nature of/the operation. 3

A -

If the workshop is baslcally a transitional employment program in which
" ;]lents are evaluated trained and then-placed ln jobs outside the Workshop, e
work programs should be designed with a wide variety of tasks and opportuni-
tles for advancement from simple to complex job situations. If the facility
is basically an exfended employment operation in which Cllents stay for
indefinite periods, work programs should be designed with less variety and

more opportunities to learn a particular job and earn reasonable wages.

N N

o If the workshop\has financial support torrrehabi]itation and ancillary
. services, the industrial program can be geared™to provide maximum opportuni-
: ties for evaluating and -training clients.’rﬂowever, if the wosthop is . .
rggu{red to support services from indust#ial income, the wWork program must
. necessarj]y be designed for maximum productivity with minimpm avtention to

“\. evaluation and training. The latter system may be particularly scceptable

* - 18 -
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. K N
if clients are paid wages commensurate with their productivity, i.e., wages

equivalent to what they would t;e receiving for similar work outside the

wo?(shop. ! ‘ .

The type of work available in the community and surrodnding area is a signi-

ficant factor in determining the types of jobs performed in a particulag work-

-

shop. In most urban areas, a wide variety of work is available, but clients
needing workshop services frequently live in suburban and rural comiunities
‘ .

’ where transportation §s nof readily accessible. Rural areas offer few

industrialized locations. Even in heavily urban areas, some.communities may U

have only heavy industry, with liti:le or no work available or suitable for

workshops. h : -

In most communities, organized labor is supportive of workshops and helps

steer subcontracts their way. 1In a few comminities, however, organized labor

Al o
.. may discourage manufacturing plants from such subcontracting. It many

instances, this situation can be avoided or overcome through a good program of
’ -

%

~community information, ' . ’ ; R
3
’ N i ) -
Types of Industrial Programs .o
Subcontracts with Industry . el
N . o

Subcontracting can be defined as performing work to the specifications of

the contractor. Workshop contracting is usually done outside the sup-

p?"'ier’é plant, but some workshops do the work within the supplier's facilities.

-~ -

-
)

This is the most popular type of program for workshops. Work is

. -19 - -~
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supplied by private industry on a contract basis. and tasks, usually

“include sub-assembly or packaging operations or providing ser\1ces The
N workshop is paid according to the number of pieces proMuced or proces-

sed, or on an hourly or time and material basis. The preferied method;_
o of payment is the ‘piece system,“ or, payment by the number of units

completed ThlS method permits the workshop.to ‘establish a plece rate,

oo system for paying employees and, includes a percentage for administration .

e \

and overhead.
’ "~ . \-‘.
\f ~ N ™

e, ,»{c

<

- v N
N ¢ -,

* Short- term contracts generally require a.lower investment by the work-

shop. Pricing ogn be more flexible in_long-run jobs, because time permits
& ’
the emploi@és to improve production with practice.

b
\ A ES

_There are special COndlt10ns which Justify reJection of a subcontract,
> : including work that is hazardous, unhealthy or unsu1table for dlsablllties
of the*olients of the workshop and work not suited to the workshop® Sa
training program. Addltlonally, the contractor may be undesirable .

because 6f his credit rating, business ethics, or payment poliéies

‘A) . ¥ k) ‘ -

‘?1

N National reports indicate that a major reason for insufficient job oppor-+
tunities within a workshop is failure to initiate a well-planned, aggress-
tve program for promoting workshop contracts. Many horkshops assign thé
‘task of-contract work procurement to administrative or supervisory staff
having other maJor responslbilities. Successfully operated workshops
have recognized the need to have an orgafized program which will attract®

.

and maintain a steady flow of customers.

EI{IIC . 23 o
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Initial prospects usually come from personal acquaintances and referﬂ-
“als, but thése are SEVUoM enough to keep the workshop continually active.
} A thorough,bsystematic searcﬁ for potential sources should be 1n1ti;ted
' within a 25-50 mile radius of ‘the workshop. Thé basic ;ource for compil-
‘ - ing an adequate prospect 1ist is the latest edition of the state directory
of manufacturers, which can be found in most pyblic libraries or Chambers
of Commerce. The directory is generally revised and published every

year with supplements added quarterly. _These supplements often provide

the best prospects. . T
In additigd td a listing of manufacturers in the wdtkshop's geographical..
market, some d1rector1es give the numbers of employees, size of plant

type of product and gross annual volume.

Additional sources can be consulted to further develop the prospect list.
. Sdme ‘of these are particularly useful to the workshop that needs to expand
in a special category such as office work, printing, book b1nding, and

data card salvaging.

The Dun & Bradstreet Million Dollar D1receory is a national directory of

| .
‘/ Little Market Directory lists firms with net worth between five hundred

thousand and one million  dollars. Both have a geographical section™ ~
list1ng businesses alphabetically by towns and states and are published
by Dun & Bradstreet, 99 Church Streef/ New York, New York.

In addition to directories, many regional trade associations can'§E>f

- Y
",

Yoy, - 2]) B
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‘\“
) excellent sources for identifying companies in specific fields.

. ’ In deyeloping the contract procurement program, promoting the service
- 14

i; an important step. The direct mail approach has been succgssful

in many workshops A standard one-page letter addressed to the chief '
* executive or plant manager can be developed “and mailed With limited “

expense. A printed brochure mailed with the letter or separately should

also be considered, but a personalized approach i§ important. In
_writing copy for the brochure or letter, thesfollowing essentials should
be included: ‘

. . . + -
.
.

Offer specific serwices, (e.g., assembly, packaging, collating or

other specific contract work}). | o ’

.Specify the size of the workshop, (e.g., -number of workers, amount

of floor space in square feEt) ?

;_}r Enphaﬁize supervisory capabilities in terms of fast, dependable .
service,iquality control, inventory control and materials handling
procedures. >

e Ask for an appointment or invite prospects to visjt the workshop

'~ to explore posgibiiities, ideas and interests. )

-

Enclose a return-reply postcard.

¢ : ¥
Make 1t clear that you are not soliciting funds or donations,.but are
representing a well- organized production faciTity which ¢an provide a
specific service that may be of interest from a pure]y buSiness standeint
1f a production or plant manager refers' you to the public relations
department you probably haven't made it clear that you want a ‘chance
to bid on contract work along with other firms..

-2 .
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Once an aprintment is obtaineq\ a;naJor aspect of the visit should be a
tour bf the plant production area\ Sucn a tour will help point out -

specific areas where the workshop cﬁn be helpful. If possible, get a

sample of the potenyial job or jobs. . (A rejected piece or - better -

~——
g

a complete set of disassembled parts, and a sample finished piece.)
e

g N
oY

To "get off the ground”" with a new customer, Suggest starting with one .
simple job, A successfully completeq contract will probabl§ lead to
bigger jobs. Establish the volume of work the new cust?mer expects. Be

realistic in relating production capacity anticipated. Don't over~promise o
ST

‘or over-gstimate your capacity. Warn the prospect at thé outset of any
prob]ems you Yeel may cause mlsunderstandlng (e g’, delivery p01nts, v
services you can or canpnot furnlsh. closing tlme for delivery, quallty

standards expected and allowable tolerances. terms of payment, and

.
insurance coverage l1m1tat10ns). T - .
. .’ v * "‘".
L] .
. .
. .

A thorough understandlng of your ‘own capahjlities is an important step

't
wh"aeveloplng an effective contractor procurement program. Know the

I3

production capacity of the workshop and work .Oward a specific goal
i .
within5§hese limitations. Know the dollar volume needed to keep the

workshop going, plus the.potential for expansion. ¢

Ny
- v *

P> 6 .
- Pricing_the Job

A3
i ~ ~

N

Improper pricing, can have serions repercussion$. Sometimes, work-

>

shops resort td extremely low pricing in order to obtain badly

”

7 ~ ~
needed work. This step merely subsidizes the contractor, and

™~ \\\rves no purpose for the workshop On the other hand, an excess-

~

- ° - 23“—\ Lo
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- ’

- ively high bid may create the impression that the workshop lacks

an understanding of its true cost.
. ..

. BefOre a pr1ce can be quoted, the vorkshop must first know 1ts own

4

production costs. Special attent1on must be given to delivery

r
§chedules, skill requirements, supervisory needs, work Space, equip~

ment and materials required, spegial hand1ling and quality control

& measures.

.

The most preva;gnt workshop pricing method is to compute direct -
labor costs, then add a standard overhead factor. There is no arbi-
trary rule concerning the amount of overhead which a workshop must )
. . add to meet requirenents of the U. S. Department of Labor. Howevér,
-consideration should be given to charges for special handling, .
’téo]ing or equipment.
The direct Jabor and overhead pricing method is most'effective when
v the job can be quoted on a price per unit basis. This penn{ts time
. studie; of actual ;amgles using non-handicapped workers and/or
industrz stgnd;ids.
. . : . R ]
/
7 Prime Manufacturing - 7 o

Prime manufacturing involves the design;,production and marketing of an
’item Ventures inte this area hgye/been attempted by many workshops in
recent years, and genera]ly, h/@e met With limited success. This source
of wosk has been explored ;hen other work could not be secured or whén

the supply of contr;ct work has been sporadic, unreliable or unsuitable.

s -2 -
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The major problem ihherent in prime manufacturing is usually marketing.
Marketing, of course, is the business of gett%ng the goods from producer

to consumer. A marketable item must be saleable, reéﬁistically priced.

-

and intelligently merchandised. . >

It TN .

~ A
- —~~' X
Pricing in private industry is based on costs plus profit, which competi-
tio: tends to hold to a reasonable level. The high-priced item will sell
Af the-dollar value is ihere. The over-priced item will not. Under-
pricipg will not necessarily create a ready sale. Buyers are justifiably
suspicious of “"cut rate" bargains. If a sheltered workshop wants to
“move" 1ts merchandise, 1t must sell at a price charged by commercial ’
4 companf%s making comparable produgts. If costs are considerably out of
line, the producf should probably be abandoned. If price exceeds costs,
- the "prorit” will help reduce the subsidy requiged to fipance the
. —VNErqgggm. . ] . ‘ . )
2

— _ To maintain good relations with industry and labor, it as essential that
- ¢

‘. realistic costs of performing the contract be refiected in the bid. The

co§ts of Qorkshop operations that affect pricing are:
- Raw materials cost (purchase and delivery).
Cost of receiving, handling and storing raw materials, goods-in-
process, and finished goods. .

Direct labor costs.

~

Cost of shipping finished goods.
Overhead, including: cost of supervision, general admimistration, :
building occupancy, utilities, janitorial services, amortization of

other cagltgl investment, and cost of seifing.

« .
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fr0n experienced marketing, sales, engineering and accounting consultants

For practical ma?keting advice, the workshop should rely on the same

-

resources utilized by wndustry. Local persons experienced in merchandising,
state departments of commerce, university departments of comnerce and
editors of trade publica;ions may be approached for advice and consulta- -
tion. If-marketing probléms are presented in a businessfike‘manner, .

experts have proved to be willing.to givé of their time and know-how.

-

In addition to establishing a mz;keting program, the workshop}entering

lntO prime manufacturing must edtablish effective systems and/controls

not requlred under a subgontracting program. The purchase /and warehous1ng

of raw materials, design and procurement of machinery and equipment and

o~

L~4

cost accounting for the entire production of an item becomes the 1ull
responsibi]lty of ‘the workshop. Under a subcoq}ract‘w(ih industry, the
contractor uggally aSSume; these responsibilities. Thg\establiinhent of
systems_and controls and the increased responsibility means increased

overhead and production costs which-must be offset by increased income
ol

S

from sales of the manufac‘ureg product.

s =
- - N ‘
-

Reports on work$hops’ succes§ in prime manufacturing suggests that a
guaranteed markeg'is of primary importance. One form og’guafanteed market”
is the sale to federal and state government under législation which
mandates purchase of designated, approved items from sheltered workshops.

L

<

v

.
The guaranteed market in non-government sales can sometimes be secured
through sales to national or Fzgionil distributors, but the workshop
should carefully explore wariydbglng and transportation requirements. It

is sfrongly recommended that tie workshop secure technical assistance

-

29
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before moving into prime manufacturing.
a /

"

Selling to Federal and State Governments

federal apd state governments purchase thousands of items annually, and work-
shops should carefully explore the possibility of selling to these markets A
on a competitive bid basis, or'preferably. under federai ]egislation (the o
Hagner-o Day Act of 1971h Public Law No. 92-28) and, in some states, under

state legislation thCh mandates purchase of certain approved commodities

and seyvices from sheltered workshops. /

5 Federal Government Procurement - o

.

The Wagner-0'Day Act provides for the purchase, at a fair market price,

of commodities and services produced by qualified workshops employing

mentally retarded persons. The program is regulated by the Committee.

for Purchase from the 8lind angd Qther Severely Handicapped (the -

statutory committee).

o

L3
Workshops for the blind are represented by the National Industries for

“the Blind (HIB), and the worksrops for the other severely handicapped

are represented by Natjonaﬁ Industries for the Severely Handicapped (NISH).

The two national organﬂzatlons were desugnated by the statutory cornmittee

\
/90ct1on hy workshops. They conduct research,

!
product development angﬁengineering, and provide technical assistance
|

N\\\\\ to workshops. /// 2 ‘

/' l'\ - 27 - . - .
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Since most of this manual's readers will be concerned with workshops

AY
serving the severely handicapped other than the blind, the basic

programs of NISH are outlined here. 1 -

<

ldentification of commodities feasible for production by workshops is

a major responsibility of iHISH, but due to the large number of work-
shops seeking to pcrticipate in the Wagner-0'Day Program, the individual
workshop which can assist in this activity through Tocal 'research may

stand a better chance of participation. This is especially true if

the commodity 1s procured regionally or locally, rather than centrally.

-

Y

/r
The most difficult task for the workshop is matching federal government

.requirements for commodities and services with workshop capability. This

preblem s compoundeJ iflyie workshop lacks experience in prime manu-
facturing (as contrasted Q}th subcontracting). NISH technical staff
dll]iié} data on operations -submitted by workshops as an initial screen-
ing device for identifying individual workshop capabilities. On-si‘*e
evaluations are used as a,second screening and}selection technique.

N g .
An 1mtial feasibility study is conducted by HISH technical staff which
reviews procurement history, annual sales, prices and production
specifications. This information is supplied to the workshop along with
e;tlmates of production requirements, capital, space, manpower, equip-~

ment and costs.

The workshop develops specific cost data and submits a price proposal

to NISH, which evaluates it and submits it to the Statutory committee

- 28 ~
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-for an approval of "fair m;;iét\price.h Following price approval, a
formal request is submitted to the statutory conm1ttee to place the ;

item on the “Federal Procurement LlSt " This act1on resérves the

..conmadity or service for production by the designated workshop. ¢
¢

(Note that items listed on the Federal Procurement List represent

"~ approval and directed purchase frm a designated workshop.) The
federal government purchasing offi-es order the seg-aside commodity
or services tnrough RISH. HISH alloc tes the purchase order to the , -
approved workshop. The workshop does rot engage in competitive bidding
fo? the commodity or service. The price is based on "fair market"
costs and there is no annual re~-bidding or renewal activity. The work~-
shop retains its status as sole source indéfﬁnifely subject to satis- “
factory performance.

Information on the technical procedures and requirements for producing

for the federal government under the Wagner-0'Day Program are availabls

from NISH, 4350 East West Highway, Suite 204, Washington, D. C. 200i4.

-

State Government Procurement

Several states have legislation enacted or under development which 1s
patterned after the Wagner-0'Oay Program. The most common model of
state law provides for purchase of certain connndif?es and services
. from workshqps without requiring competi}ive bids. The lowest bid priée
is usually the price allowed for workshops, rather than a fair marke*
price as provided under federal lEgiglation {information oﬁ state

legislation is also available from NISH).

a

Workshops for the severely handicapped should carefully explore this

-29 -
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potential market. It represents a ready outlet for workshop products.

» v
3

Industrial Engineering

, . ¢ .
An effective, efficiently operated workshop is one which utilizes modern

industrial engineering techniques to maximize the productivity of the

menta]1y retarded clients. These principles wi]l‘he]p workshop staff make

full use of materials, space and equlpment and will enable them to establish
and operate systems and controls to assist in effective management of the
operation. Industrial engineering techniques are partICularly lmportant in
areas such as work methods, workshop layout, work standards, production

<

_controls and systems and safety engineering.

Work methods must be engineered to provide the simplest and quickest way
of performing each task. If this is Qo' accomplished, employees will be .

-

deprived of exposure to conditions they'will find in modern industry.'

T

Horkshop layout provides for the minimum amount of material or product
movement between working areas, adequate storage at receiving, in-process
and shipping points and organized Expansion of facflities at a minimum
cos\ The. workshop should be designed for quick, easy job flow. For'
productlon of any sizable volume, a flow chart should be prepared and
utilized to minimize congestion, expedite the movement of materials from
one station to another; and eliminate as much material handling as
possible. . -

Work standards are essential in measuring client productivity and K
determining the best methods of production standards. Work standards

are also wmportant in bidding on contracts and in compensating employees

© -30- .
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«in relation to industry levels of productivity. R

.

i

—

Production controls and systems are vital to effective workshop manage-

ment. Controls are necessary for inventory, prodhction, shipping

systems, receiving, cost accounting and purchasing. N

>

Saféty engineering is of primary importance to the workshop and its

emp]oyeeQ. The 0ccupational~5afety and Health Act of 1971 (OSHA) is
applicable to workshops in a number of areas related to physical plant
and'opérations. However. provisions should.not be limited to those
prescribed by'OSHA. Special cénsideration should be given to the nature

of "the disabiljties of the workshops' employees.

4+
4

’ Manajement isobligated to protect its employees. And, safe}y begins
vith management. If management is not safety-conscious, em;]o}ees will
_lend to ignore safety }ules and regulations.. .Additionally, it should be
noted that Workmen's Compensation Insurance rates for the workshop may

£
be affected by its safety experience.

Building Design and Utilization !

~
'

Poor building design and inadequate space are coﬁmon problems of ‘workshop
administrators. Too often, a workshop begins ope%ation in makeshift quarters
(a storefront or abandoned school building) becau§$ space is available at.low
cost. Such locations usually have numerous partitions which. block movement
of proahction materials. Generally, there is also inadequatebpower wiring
for 1ighting and machinery operations, limited loédlhg facilities, and floors

which were not designed for 1oad-bearing. \

) \ L
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Building selection should be preceded by a thorough study of the industrial
requirements of the workshop, including a five-year proJectlon of antici-

pated needs. “It :s difficult to make a reliable est1ma€e of future spatial
needs without SOund data on the nuiiber of cllents to be served, the type of
work to be done and the level of financial support available. An alter-'
native to planning with spec1fyc resource information is the use of general

space requirement standards. While there are no universally accepted

standards, some general guidelines are available:
/
/

- |

For industrial contract work, work{gop space for each work station

, {i.e.,~for each client) should encémpass 100-150 square feet. Storage
requirements will determine the high or lgw range here, but tﬁe higggr
amount is recommended to allow for production of all types.

- 7

For operations involving salvaging, reprocessing and recycling, 175-200
v \

square feet of spacd should be planned for each work station because
A of extensive warehousing requirements. ' .

.

Space for administrative and business offices will vary according to

s1ze and complexity of the QPeration, but individual office allowances
average 90-100 square feet for general ¢taff and 120-150 square feet
for supervisory and administrative staff, .

|
Space allocations should also be made for restrooms, conference rooms

and eating_areds, witn space determined by the number of persons to be

served. State and local regulations should also be uonSIdered.

~

4 Space allocations for rehabilitation services need special consideration.

- 32 -
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Workshop programs vary widely, and may include counseling offices,

testing and evaluation areas, therapy rooms, vocatioral training class-
rooms, etc. Worksnop planne?s should seek informati)n on similar
. existing programs from state or national organizatifns.

~

The services of an experienced architect and industrial .engineer should be

" e

seéured.early in the planning phase - after decisions have been made regarding
Ry

“clients, work contracts, and financing.
-

The following represent basic considerations in the deSign or selection of
buildings: bid
v
The building should have high ceilings, as few columns as possible, and
a mininum rumber 0¥ nterior walls. This permits maximum flexibility to

accommodate varying kindsxbf industrial work. toveable interior parti-

tions are desirable, and worth the small extra cost.

1

Local zoning laws and building codes should be carefully reviewed to

evaluate remodeling costs and possible restrictions. °

I3
.

Floors in the production and storage areas should be designed to take

heavy loads of equipment and stacked materials.

An eating area should be provided for employees with sanitary food service

Y

accessible from the work area. Food service requirements will vary ’

-

according to the availability of other eating facilities, but the work-
shop should carefully evaluate the operation of a snack bar or cafeteria -
especially the costs and level of demand.
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Restrooms and washrooms shou]d be provided which allow access to all

persuns, espectally those with mobility problems Restroom doors must

be wide enough to accommodate whee]cha1rs, (minfmum of 32 inch width).

ey
. » 'At least one stall in each restroom sh0uld be designed for use by

F9

persons in wheelchairs - including turn around room and grab bars.
o ’ .

I~

Electric power requiremenfi will vary with equipment and machinery used

An electrical contractor should be consulted, but, 220- ,

in pro&uction.

240°volt service is a minimym requirement. Electrical outlets should

be sufficient in number to permit flexibility in Jocation of machines.

<Lighting is essential to good operations. Strip-type fluorescent fix-

" tures are economical to install and operate and provide necessary - ,
. :{ . . .
brilliance. At least fifty foot candles of 1ight should be provided
i
at each'work station. 3

]

Heating and ventifation are important considerations. OSHA standards

\
shou]d be considered the bare minimun for gge workshop. ’

13
. . -

\.
ould include at least one whith is accessible

~ - '

-

Entrances to_buildings sh

to persons in wheelchairs.

r

Major aisles shou]d be at least mix feet wide. If matorized material

handl1ng equipment \s used, a1s]es should be wider,

0

Stairs spould include sturdy hand railings on at least one side. The

more than seven inches and the step

»

nefght of each step should be no

- 34 -
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should have non-slip provisions. N

Elevators should be available for passehgers and freight in muiti-

story buildings. Controls on automatic‘E]evators should be accessible

. . L]
to persons in wheelchairs.

EN rd - {

Exits should open outward, with panic-type hardwaré in all locations |

if practical. Exits must be clearly marked and lighted at all times.

w

©

»
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e v Chapter V

REHABILITATION SERVICES '

-— . /

- ¥l &

Without rehqbilitatiOn services, a sheltered workshop is marely an indus;ria]

.. . plant hiring handicapped workers. Lack of these services denies the true
purpose of helping ‘mentally retarded persons gain the'ﬁ}ide and respect 'that

comes with earning a living, and, where possible taking their place in the .

mainstream of society.

\w

The Success of a workshop is dlrect]y proportional to thé tralnlng skill and

! ability-of the workshop staff, the understanding of the Board of Dinectors

and the workshop budget devoted;to rehabilitation services. .

.
L] -
. Nt

Hormally, there is a direct correlatlon between funding of rehabllltatiOn

services and the level of services provided. The early seventies Saw a SIgni-

ficant increase fin federal funding of workshop serv1ces, but the mid- seventies

began a period f relative decline in this area a operating costs for state

agency program§ increased faster than federal funds. Consequent]y, less money

or purchase of seryices.

was available

Rehabilitatich services programs should be supported through subsidies, fees

and grants, 4nd not from industrial income produced by’the workshop. Supporting

. rehabilitatipn servnces through employee production frequently results in sub-

standard wages, and forces the workshop to select only the hlgher functioning

. i -
handicapped}as workers. . . -

H

The extendéd eniployment workshop is less likely to have a furictioning rehab-
L] ’

I 3
& . v '
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R
ili’t’ation services program than is the tranglti‘onal workshop. The trans1-
tional workshop emphasizes rehab1litat1on services be.duse such se.rvices are
‘used as the vehicle to move clients through the workshop 1nto competitive

employment. Th&e/gre some persons who are so severely handicapped that it -

.

is not feasible f'on them to attempt such employment. For this group, the
extended emplo)ment sheltered workshop is a necessity, but a single workshop
should bej,-‘fﬂe to serve both long-term and transitional clients if programs v

are py(/erly designed and adequately financed. In any .case, the dec1s1on

\-“r‘egarding development of a rehabilitation service program should be based on

NV

the' needs of clients to be served. <

/
Thare are several basic guidelines for estabhshmg &successful rehabilita;

tion services program. The workshop focuses on wvocational training and_ /
- /

M@aﬂes—othe}j\ancﬂlary services needed by clients, directly or through

- . * . .
referral to cooperating agencies. perio-

-

Evaluation of clients is systemati

dic, and multi-disciplinary to pernnt individualized vocational goa‘s and
b Y

work programs for each client. The workshop uses work as a therap/eutm tool

and as @ situational techmque for evaluatmg, improving or susta1mng \‘
employability. Programs are 1nd1v1dual1zed to offer each /ohent a program .
;:iapt{ed to his specific needs. ‘ 7
. ¢ . r / . -
The specific rehabilitation services program desitﬁl depends on several *
factors.';ncluding: . | ) ’
‘ Level of function of the major ﬁopulation group to be~ served 4
Tyse and amount of financigy available . /
/\FervLces available in the comnumty <,
\\\\ \
\} \\‘:»37 -
. ‘\\"
\\\\ i
N T S
¢ T

ERI

Aruitoxt provided by Eic:

Y




{ - -

Lével of activity of referral and/or sponsoring agencies

- Placement potential for rehabilltq;ed c11ents in the community

.

© Type-of work available in the anpar ~fﬁ
Tra1n1ng and experience of the worRShop admlnlstratlon and profe551onal
e L3
2, staff. ”
. Client Eva]uation . ‘ >
. o

v

Intake is the initial service prov1dedfbyf£he workshoﬁ Anis éctivity-inbo]ves

an 1nterv1ew with the employee which is preceded or fol]owedeby the coilectmon
___”'

-

of diagnostic data. The diagnostic data 1nc1ude medlca] and psych016§1ca1 ¢

reports. In some cases, the dlagnostlc work is prov1ded prlnn/to the intake

activity and 1§€;rranged by the referring agency as a prerequlslte to determ1n-

ing the need for workshop services. +

¥

Intake for the workshop 15 aAhighly skilled operation which should be t

respons1b111ty of a trained 1nterv1ewer such as a vocational counsel or case

wor%or. A thorough knowledge of the agency's phllosophy, objectives and

' functions and the cépacity to make realist1q,eva1uat1ons are required.

- -~

If there is a central social service exchange or index in the community,

clearance is recommended as protection for both the applicant and the work-

Jearance may provide information about previous services offered ;ﬁe'

shop.
;////’/ applicant, and will prevent duplication of service for those who may be 2

.

client of another agency.

N

If the client has been referred to the workshop by a cooperating agency, the

intake interviewer will review the evaluation studies received from the

o
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referral source and arrange for whatever supplemental fact-finding is
- necessary. If the client is a self-referral or has been referred by any
agency which has not sesured the necessary diagnostic work, the hqushOp

.

should arrange for this service.

L~ '/‘/« i s .

——=-""Evaluation is the next step for the service'program and covers several areas:

. ’ s

Medical Evaluation - Workshop plans for an individual shog}d not be
developed until full médical information has been obtained and all
possibilities for remedial freatment considered. A complete medical -
examination is essential and a detailed report shoyld be obtained from
the physician on the client's physical capacities, the nature and amount
of physical activity he may engage in and the physical conditions under
which it is safe for him to work. Diagnosis, arogﬁbsis and cautipns "

should be explicit, and fixed #ntervals for re-examination should be

- ~ " .

established.

Psychological Evaluation - The developmeny of a sound rehabilitation plan

also requires evéluation of the client's intelligence, learning ability,
occupational aptitudes and,prefereﬁces, and his social maturity. This
program is especially important for mentally retarded cYients. Care

. "
should be exercised to ensure that professional staff selected for
performing the evaluation are familiar with special tesEing require-
ments of mentally retarded'ciients.

.

&

Thé work sample is best described as a structured work situation in which
actual materials are utilized in simulatitn of a realistic setting. Materials

are selected, job analysis performed, instruction standardized, .method and

-
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/
conditions controlled and performance clodely observed and recorded. Norms

must be developed for comparative purposes when work samples are utilized.
The purposes for using work samples may include gaining extended knowledge
of performance tapacjtTes and skills related to particular jobs for predic-
tion purposes stunufation of mot1vatlon and interest, meeting assessment
needs for a wide range of functional lexgls, and f/éllltatlng adestmenL

and readiness for actual work.

Work sampling is considered to be effective,/but it is also difficult to

develop, because of the need to establish ﬁorms. & growing number of work-

shops use a combination of local job Sampies and standardized work Sambles
developed and marketed nationally. These packaged job sample programs

o k1

include:

TOWER - Testing, Orientation and Work Evaluation in Rehabilitation.

The sysiem was originally designed by the Institute for the Cripg}éh and
Disabled, New York City, to be used with the physically handicapped.
_Recént revisions, however, make the systém useful for mentally

retarded persons. Many wqushops have used this system in modified form,

supplemented with local job samples.

S

JEVS - Jewish Employment and Vocational Services. This system was
de51gned and developed by Jewish Employment and Vocational Services in
Phl]ade]pnla Pennsylvania, wlth special focus on serving the disadvan-

taged Recent revisions to the system involve refifiements to improve

vyludvty in testing mentally retarded persons.

i

\ . .
|

Singer-Graflex - This system was designed originally for schonol-operated

Ve

7 - 40 -

-~

7 -

i

ERIC

Aruitoxt provided by Eic:

Al

w,




programs and is most effective with the higher functioning handicapped.
It is a much more elaborate and expensive system involving a combination
cassette/film strip and individual instruction in a carrel-type booth.

1

Hester - A system developed by Dr. Edward Hester is completely computer-

ized, and tied in with U. S. Department gf Labor statements of job
. 4

~

requirements. -

The Work Sttuational Analysis, also known as the Job Tryout approach, involves

assigning the client to work in the actual production area. This activity
usually follows testing in a vestibule-type setting. It permits e;posure to

a variety of work situations, a large nuTber of co-workers and shop personnel.
The evaluator obtains a realistic view o} the client, and other staff members
may be utilized in determining the client's profile of performance. The client
himself may benefit'from_involvement in actual proguction %ork. These

'Y

situations serve to strengthen motivation, involvement, and effort - which n T

turn assures a more valid evaluation of performance potential.

I’

Evaluation of the client's vocational potential - at the tryout stage and
continuously throughout the training period - should be realistic 1n relation

to known standards and requirements of competitive industry.

-
13

Some workshops expand the job tryout/situational analysis program to selected
Jot sites in the commumity. This is especially important if the workshop is
limited in the variety of its own job tasks.

)

Selection of jobs for tryout 1s critical, since it may lwmit the exposure of

-4 -
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the-client or restrict cnoices of vocational objectives. 1f the client has
no employment history, or if he must Change vocations, the job tryout can

1

.play an important role in his rehabilitation.

Individual Program Planning

s
This plan-is developed by the intake worker in\collaboration with other

professional and technicgl staff, and represents a personalized rehabilita-
“tion éervices prongnLtailored to the client's individual nee@s and capaci-

ties. The proposed plan must be interpreted to the client in terms he can

understand, and accept. If the client cannot comprehend the plan, the

parent or guardian should be included in the discussion session.

Built-in flexibility is an important aspect of individual program planning.
Modifications will be necessary as the client develops, and his problems
change. Progress should be reviewed periodically and adjusted as necessary.
Planning for vocational training requires determination of ¢urriculum, tool
and equipment requirements, instructor/supervisor requiréments, wage payment

provisions, and comnunity job placement opportunities.

-
Vocational training in the workshop ranges from formal training in a class-

room or other non-production setting to on-the-job training. Classroom
‘ training isrusually more expensive, but has greater value because of its

more specific structure. On-the-job training is less expensive but less

structured, and is the more Common of the tuo types. Formal training

programs usually require a minimum size group for instruction, whereas on-the-

job training can be organized for a single employee.

/ - 42 -
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Training ‘ ' .

As the workshop population shifts toward the mare severely handicapped, the

structured, organﬁged vocational training program pecomes less practical

because of the client limitations. Thus, trainfng has moved toward work

adjustment. This service is geared toward general‘;reparation of the client

for the world of work. :
Work adjustment is a service which attempts to correct, reduce or modify
certain vocational liabilities, such as poor work habits, inappropriate
behavior, poor attention span, social inadequacy, dépendency, unrealistic
self-image, low physical tolerance,ﬁlow self-esteem, poor grooming and
physical hygiene.

|
Personal adjustment counseling may take the form of psychiatric,

psychological, vocational or social work case counseliﬁg. If a workshop
is understaffed aﬁd does not have professional personnel qualified to
provide this type of counseling, it must be given - in some measure - by
any and all persons in the organization who come in contact with the
client. Personal or work adjustment-counselfng is the process through

which a disabled person is encouraged to revise his attitudes toward
himself and his relat;onships ta others so that he can move‘succes;fully
into the world\of work. s Its goal %; to have the client abandon his
perceptions of himself as disadvantaged, unworthy, unwanted, Victimized,
and defeated, and to beg1n to build a self-image of a person who is
capable of growth and development and who has something to contr1bute

which society will accept.

- 43 -
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¢ '« Personal aqgustment counseling may include the employee's personal
abpeqrance, social skills, ability to_get along with co-woikers and
supervisors, readiness to develop good working habits, and capacity

" to adjust to the emotioral demahﬁé'of time pressures, dollar incentives,

. noise, the{group siidation, and the day-to-day discipline of training.

Counseling helps the émployee acceépt the concept that handicapped persoqs*“

canand must participate in their own rehabilitation.

Personal adjustmenE service provided by a sheltered workshop is often
. purchased by state vocational rehabilitation agencies for clients who N

need such help before they can be given vocational training or be placed

Client Wages and fringe Benefits |

in compétitive employment.

An effective rehabi[itation servigé program is one which is properly explained
. " to thg chient in terms which can be comprehended. This is usualiy presented

as a client manual. For mentally retarded clients, the'manua1 sﬁbuld use

the simplest possible language and appropriate $Tlustrations. It should

provide general information about the program which the workshop offers, rules

and regulations, and all pertinent information which a client or his relatives

will need to begin to integrate into the setting,'particular]y information on

wages and fringe benefits.

t
!

“Wage Payments - A1l wages earned by a workshop client should be paid
in cash or by check, except when clients of a sheltered workshop live in
facilities furnished by the shop or receive other forms of subsistence

from the shop. In such cases, charges for services paid out of wages .
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earndd should be limited to food, shefter and clothing. Charges
. el . S g ! N
should be made on the basis of actual cost to‘the shop or the cost of
. ~
similar services outside the shop, whichever is lower.
\ .

So far as possible, workshop clients should be combensated on a piece-
work®basis. This method provides max1mum 1ncént1ve and makes rewards

»

~
commensurate with measurable accomplishment.

If fhe workshop is engaged in subcontract work and the factory and
workshop layouts of operations”are similar, piece rates may be obtained )

from the firm letting the contract. If the contractor pays hourly rates,

2

the piece rates can be derived easily by dividing the hourly production
quota for each operation into the hourly pay rate. If the factory and
workshop layouts are different, the differences should be taken into
account in fixing the piece rates. If the contractor does not’p:rfonn )

the *particular operat}on in his plant but such work is done by other
+ concerns, rates may be obtained from them or from union officials if the B
industry is organized. Trade assogiation off1c1als may be of

assistance. N

]

In the absence of the above sources of information, the workshop should..

-

rely on time studies for each operation involved. Subjects should be

e _aual

non-handicapped persons (staff members, for e;ample), and the results

of their performance should be averaged Tﬁe object is to determine how .

many units of prdduction can be completed in a 50-minute period.

*

(!ndustry generally figures on a 50-m1nute rather than a 60-minute hour,

in order to allow for lost time, fatiguq; etc.) The number of units

completed, divided into the prevailing hourly wage rate in the area for

- 45 -
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- y t .
comparable work or work of comparable skill, will supply the appro-
priate piece-work rate for the job. Thus, if the prevalllng hourly
wage for comparable work is §2 and the time Study shows that a non-

‘\. N |

handicappedjworker can be expected to complete 25 units in %0 minutes,

the piece rate will be eight cents per unit.

Clients not engaged in direct production, such as, packers, shippers,

floor workers, etc.. wlll necessarily be paid by the hour. To provide

T N—

the necessary incentive, hourly rates should be adJuSted as & client
shows progress- . Periodic merit ratings prov;de a t061 for adjusting the
wage. Hourly rates should not be uniform but should be related™to -
\ individual earning power. They must be based, however, on prevailing

‘\\ _rates in the area for work of comparable skill, taking into account the

. amount and quality of the client's work.

The requlrement that wages at leasy match the minimum fixed by certifi-

cate for the workshop or the individual puts a pre- -determined floor under

hourly wages. In addition, however, for those whose earnings exced the
5

certificate’hinimum. but are less than the base hourly rate, guaranteed

minimum wages should be individually ;ssigﬁed and periodically adjusted.

In such cases, the pertinent standards recormended below in connection

. - with Wage Supplements should be observed.

Wage Supplements - in addition to supplements necessary to assure the
certificatesrequired minimum and those required when there is a

differential between clients' earrtings and their individual guaranteed

N - 46 -
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minimpms, some sheltered workshops proQide other iupplements. These
are in the form of subsidy for less productive cf:ents whose wages are
not sufficient to meet their minimum needs. This may include beginning
trainéesNand "long-term employment" clients who are not yet able to meet

the production standards of industry which the base hourly rate reflects.

1f a wage sdpplement or subsidy is to be pEid y the workshop, adherence

AL

to the following standards is recommended: I
The subsidy should never be included in the é}ient's pay envelope
with nis earned'ﬁage. ‘He has the right fo know his own earning
capacity.

The earned-wage-plus-subsidy should never exceed what the client
could earn at a similar job in private industry. He must not be
given a false concept of earning power which may lead to later. ' ~
unhappy disillusionment and a reluctance to move.out of the work-
shop situation. e

~./

, The subsidy payment scale should provide for the largest wage supp-
lement for those who, by virtue of their handicaps, have the least
earning power.

Incentive should be supplied by, proving that increased earningsa' )
will be only partially offset by a decrease in the subsidy. For
example, a $.50 increase }n earnings would be ;ffset by only a

$.25 reduction in subsidy.

- 47 -
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Y
Wage supplements should be paid out oflfontributed community funds,

not from operating funds of the workshop.

“
Subsidy payments should be accounted for.sepqrately from wages in
order to retain an ‘accurate record of actual production costs and

3
permit computation'of overtime pay, social security and other taxes

on the basis of actual earnings.

N '

Job_placement is a necessary program component. It'is the respOnsibility of

the workshop staff to engage in active job promptipn, and keep themselves

contlnually lnformed regard\ng placement opportunities jin the communlty This
be accompllshed through staff effort in cooperation with the* state voca- .
tiond] rehabilitation agency and thelﬁtate employment service. These organi-

-

handicapped.

Regular effort to interest employers in hiring qualified nentally retarded

app11cants should, be a part of the contlnulng placement program. Actual jobs

stresses inherent in the job, persgnality traits of the employer and super-

N\

visory staff, and , sduction standards and methods by which they.have been

established. ) 4
L

N w
FollgW-up is also important. Until an employment situation is well estab- ©
lished, the counselor should be in continuous touch with the client in order
to evaluate his progress and to make sure that a satisfactory vocational,

physical and psycho-social adjustment is made. He should see that the client

- - * .
e, ,
\
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== ~" and he himself should provide continuing counseling and guidance and ascertain
that the client is not being exploited. ’ ‘\
% 3 . P T
. o L -
§gpportive ‘Services and.Ancillary Services , H T _.
X .

PSS

N . . . : o ! ’
has any continuing medical supervision and social casework services he needs,

These services, designed to facilitate and s£r7ngthen the benef1c1al effects

of the general rehabilitative program, may be provided by the workshop itself

or arranged through other agencnes
- o

&

Transportation - Because of the severity of disability and the functi-

onal limitations it impuses, many clients are unable fo use publfc ' R
transpartation. In other jnstancegtazgé ]ocq}ion of fhe workshop and/or

the lack of public transportation may precludé the cliient from coming to

the workshop for servicesl An ingreasing num?er of workshops peride . N

their own fleet of buses for tran#portapion. .

financing of transpértation is important. Some workshops secure special

LAY

funds - state, county and/or federal - while others-!ollect fees from

the clients or sponsoring agencies. o )

L
»

Housing ~_The nationéJ movement of returning t¢ the community mentally

s

retarded adults has created an acute need for community-based residential
facilities, including group homes, foster homes,- intermediate care .

facilities, etc. Mentally retarded clients may also live in a Yural
. t

area isolated from the workshop and other services. Housing convenient

to the workshop may be a critical factor to receiving services.

;/’

The workshop should take an active-role in developing and securing

>

T.49 . .
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" housing for the severely handicapped. B
.1 ’ Recreation - Public recreatign is not always accessible to the handi-
- *apped and is generally-ﬂé ther planned nor designed to meet their
special needs. Studies of mentally retarded adults have shown that
the most common cause of job problems i§ not the job itself, but after-

- 4 +

work activities and the lack of recreation facilities.

] N N\

Workshops shoufd not attempt to mix recreation with work, but should

. take an-active role 1n developing recreat1onal activities for the

handicapped who are too severely limited to use public or pr1vate
4 &

recreational facilities.« ,

<y

123
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Iy o ~ Chapter VI
s BUSINESS AND PERSONNEL MANAGEMENT

\

.
- . LN .

A sheltéred workshop which provides meaningful reha@‘litation services and

=~ gainful employment for handicapped perspns is highly dependent on sound
management, The handling of funds, maintenance of records, effectgve A
reporting, and the efficient use of technical and profess1onal persennel are
-3

y  extremely important. ' . o \

. 2N

| * ) v

\ . s, \
Accounting and Record Keeping . \

Y %

Fistal affairs must bé handled dn a Iegal and §ysteméiic1nanner Accounty ng
and record keepin, requurements will be governed by regulations of the major

funding agencues.asﬁt the oard of " Dlrectors has the prlmary responsibility \
\

to fix requirements for the facility. * T g -
l~4l i

r ' "o
D s o

L AT ,

The workshop financial system is indeed urlique. A$ a non-profit'corporation
operating under the provisiops of Section 501(c)(3) of-l‘e u. s. Internal
Revenue Code, the workshop must malhtaln record° of income and expenses

* which clearly refleZ““ts operatlon wlthln IRS,guldellnes The major requlre-

ment is that funds received by the corporation must be expended for the

\

purpsse for which the corporation was formed. Any Zrofit generated by the

operation of the corporjtipn must be reinvested in the cefporation and not

?istributed for the benefit of any"$hareholder or /qdividual.
] : - -
! .

More inportant the workshop as a private or public agency must be account-

hb‘e to the general public and should .submit regular fepdrts on its financial

_/j

Qperations, at least anqually, 1%15 accounting should lnclude operatlng and

"
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writing to the Board of Director§ at their regularly scheduled meetings. An

e preferred by mosi agencies providing substantial support to workshops. The

workshop shoyld consylt a certified public accountant to determine the
A}

capital funds. Financial statements should be prepared and presented in

annual audit should be conducted by a Certified Publi¢ Accountant not later

‘than 90 days after the close ef the accounting year. ™

-

- [ 4 &
An annual operating budget which reflects and anticipates the workshop's

-

resources and needs should be ubmitted to the Board of Directors for approval.
‘Thg.budget should serve as an operating guide. F1nanc1al reports should

/
compare actual expenses and income with budgéted expense and income.

- -~

+

Two types of accoynting systems are available to the workshop: Cash Account-

1ng and Accrual Accounting. The néw, smaller workshops should at least-begin

with the cash system because it is simple and less expensive to operate.” Under
this system, actual cash received is recorded in the cash reEeipts Journal
and cash disbursements are .recorded in a cash disbursements journal. Accounts

receivable and accounts payable Brg’recorded separately and are not consid-

ered as income or expenses until actually received,or pzid.
, -

P

The accrual system is more complex, but d1sc more comprehensive vecause
income is recorded as it is earned and expenses are recordec ~c Lhey are encum-

bered. This system gives a truer picture of the financial operation and is
accrual system is much more expensive to operate and, consequently, the !
practica) desirabilitx of one system over the other.

s .
Any accounting system should include the following:

- "52-
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Separate accounting ‘and cost analysis for industrial operations, rehab-

ilitation services, and ancillary services. yd

e

Separate identification of ‘income attributable to the operation of the
L4 s N

workshop, fees and tuitions, grants, gifts and other subsidy. Capital

ependitures for buildings and major equipment should also be recorded

separately from operating expenditures. :

f

'

Payro]l expenses should separately identify s#laries'paid to staff from

wages paid to clients. Wage supplements paid to clients should be

‘

recorded separately. ,
¥

Good accounting practlces also require an nvenéorz of equipment, raw materials,

\QGOQS in- process and finished goods. |

- — . f
!

Insurance and Liability Coverage

Risk management?is the term applied to insuring the workshop and its employees
against some hazard or disaster which may occur. The extent of insurapce
coverage is usually governed by Fhe direct or indiréct effect of the loss
event in the organization, the cgst of repiacement of the loss, the financial

resources of the workshop, and thghcost of the risk coverage.

.
y

In view of the multiplicity of fedlral, §tate and local regulations, as well
i
as varying insurance coverage and premiums, it ic suggested tHat a professional,

reputable insurance carrier be contaﬁ:ed.

O
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! Purchasing © , )

\

The procurement of raw materla]s supplies, tools and equipment is not

‘ always accorded sufficient ma ?gement emphasis. Purchasing responsibility
should be assigned to a specuf!c staff member. This procurement gfficer should
be aware of sources of supply for items commonly purchased by the wo}kshop,

hest discounts available and terms of purchase.

.

.

Personnel “Jmnistration

staffing needs are determined by types of services to be offered, ndmber of -
9}}ents to be served and funds available for financing. The rehabilitative
value of the workshop depends upon a comQatible relationship between profes-
si1onal, technical and production personnel. All must work effectively and
harmoniously Tn developlng and implementing plans speciiically designed for

each client.”

The Board of Dlrectors has flnal Authority for approval of personnel policies
and practlces and vests its authorlty for the hiring, management, and super-
vision of the staff in the Executive Director. Each staff member should be
‘provide with a copy of mis job description and a handbook setting forth the

organization's personnel policies. Staff performance should be evaluated ' .

annually by the Executive Director fin conjunction with appropriate staff

supervisors.
Ny \
Realistic, appropriate personnel;policies are vital to the morale of the

staff and the stability of the fScility. They should be considered a matter
/

of official record, made avaiI%bie 10 a1] staff, and reviewed periodically.

.,
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Job Specificaf?bns - The Executive Director should develop a job des-~
crjpt

ion for each staff position. The objective use of job specifica-
[kl .

tions will ensure evaluation of candidates in relation to actual job
requirements.

:
x

Salaries - Salaries should be consistept with the responsibility of the

position, and stould be in Vine with prevailing salaries for comparable

[N

assignments elsewhere in the community. Inpdequate salaries are a poor

economy, since they result in continuous, costly turnover,

"

?
.

Assistance in ascertaining prevailing salary ranges for specific positions
can be obtained from the state employment service, council of social

agencies, United Fund and local industry.,

I

A salary range based on years of service should be established for all

poéitions, and periodic raises should be provided until the‘maximum for
the Qalary grade is reached. Salaries should be reviewed periodically,
since the law of supply and demand operates ip a workshop as well as
in“private indu§¥ry, and cost of living changes will affect the market.

Review of the salary schedule should be standard practice whenever there

is an addition, deletion or adjustment in job duties.
The salary of the Executive Director should be reviewed periodically by

the Board of Directors and should reflect theﬁgrowth and development of
the agency.

- : *
Staff Training - Staff development through in-service orientation and

on-the-job training should be provided for the workshop staff. Formal
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orientation sessions will help familiarize new staff with lhe workshop's

hould also be

-objectives, and rehabilitation philosophy. Staff members j
éncod?3§ed to attend profussional confe4£nces, and should continue their
professional education. tlany agencies:underwrite part of the cost of

’

tuition for graduate study, grant time off for this purposel or both.

fach staff member should understand that he has a continuing respoﬁéi-

bility for his own development on the Job.

Recruitment - The number of trainéd personnel in the field of rehabilitation

se of all available -
AN

i is 1nadequate, and the Executive Director should make u

recruitment_resourcesT ~ These include:-

State employment services, which have offices throughout the country,
£

£i11 positions ranging from professional and technical to-unskilled,

and operate a nationwide clearing house to search out persons.with P

) hard-to=find skills.

Professional schools and umversities, many of which have placement

services for their graduates, including social workers, vocational

counselors, etc.

Professional rehabilitation journals which carry help-wanted adver-

tisements.

The employment exchanges of a number of professional associations

such as tne'American Psychological Association, the American

Personnel and Guidance Association, the American Association on

Mental Deficiency, the American Foundation for the Blind and the

N <o
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Jewish Gcoupational Council.

v b

¥
Private fee-chﬁfging professional and technical employment agencies.

Advertising o% publicity through the press, radio and television.
/

/ °

/

Word of mouﬁh by Board members and other interested lay ;r profes-

. 4 11
sional persons.
N

N v

Professicnal Internship - Because of the shortage of professionally

trained personnel, each agency in the rehabilitation field has a respon-
sibility to assist local colleges and universities in tae development of
new talent. Th}s may be accomplished by providing internships for-
interested students. Neither the student nor the agency providing the
internship is paid by the unive;siﬁyf‘ The intern works under the super-
vision o; the Executive Director or a professional staff méhber. Some
formal training may be provided, but on-the-job training ii\more common.,

‘ .

In the case of on-the-job trainﬁng. the intern actually works with a

limited number of clients. The intern may also be involved in Board and -

committee assignments in order to receive as complete‘% background as
possible. His supervisor is usually responsible for evaluating his work
and reporting to his college or university, but the universfty may
assign a represéntative to review the intern's work ppd progress and

examihe his records.

Intern training does pay off for the workshop. Interns frequently
return after gradvation to work with the agency in which they did their

field work.
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Chapter VII o
TECHNICAL ASSISTANCE RESOURCES

The planning, development and operation of a sheltered workshop require

N

effective utilization of .technical assistance resources. Such assistance has

been a key factor in changing workshops from "sweatshop™ status to recognition
as rehabilitation facilities capable of providing jobs and training for
mentally retarded persons. o -
[ M ‘

M [
Rehabilitation Services Administration Technigal Assistance

Prior to’L965, workshops relied largely upqn local agencies and volunteers for
technical assistance. In 1965, the Amendments go the Vocational Rehabilitation.
Act established a federally funded proéram of technical assistance under Section
13 of the Act. The program provided fo%ltechnical assistance gonsultation to
workshops in order to improve and/or expand the operation and delivery of
services to the handicapped. Cohsultation is provided in-a wide variety of .
areas including business managément accounting, industrial operations, work
procurement, rehab11:tatlon services development and building planning. Experts
from these areas are pa1d by the Rehabilitation Services Administration (RSA),
the federal agency responsible. The program js coordinated by the state
vocatlonal rehab1]1tatloq agency. .Requests for technical assi§tan§e should

be submitted to the statg vocational fehabilitation agency.

Other Technical Assistance Resources ’ :

in addition to the RSA program, paid and voluntary technical assistance
services are availablesin most communities. Paid consultants can be secured

through local trade and technical societies. In some instances, technical

P ‘e
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“societies have‘providea free services to the workshop as 3 community projgct.

«“ LN

Two national organizations provide volunteer technical assistance to small
v - >
businesses and, on a limited basis, to workshops: the Service Corps of

Retired Executives (%CORE) and the Active Cor;s of Executives (ACE). Ihesg

two organizations have‘a large- membershfp and operate chapgeq§ ;hrougpout the

- country? COntaci with.SCORE and ACE can be made through regional and local
offices of the Small Business Administration. . )

; \

As noted previously, Hational Industries for the Severely Handicapped and

National Industries for the p]ind provide technicalrassistance to help work-

shops develop comquities and services for production for the federal govern-

. "
ment under the Wagner-0'Day .Program.

Consultant Orientation ' '

Effective use of technical consultants requires basic orientation regarding
the operating pﬁilosophy and unique characteristics of the workshop. Host
consultants are orientéd toward the profit motive rather shan the people-
;ervice goal. The Rehabi]itatjon Services Administration Training Assistance
" program usually includes an orientation for consultants it uses, but voTunéger
‘groups 1ack the workshop orieptation.\ The workshop should fully identify its
.. problems and needs prior to réhuesting technical assistance and should provide

the consultant with this basic information prior to his arrival.

Training Resources

»

A majority of colleges and universities offer some courses which will be

helpful to workshop‘administratjvé. technical and professional staff. Addition-

’
Ll /
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4 N

ally, the Rehabilitation éérvices Administration provides financial support °

o0F -

for a variety of training programs. Most of these programs are university
co-sponsored. Contact your state vocational rehabilitation agency for

information covering these programs.
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, Chapter VIII .

: \ " ' PUBLIC RELATIONS - T

A strong, favorable community image is important to any organization\or,
Businessn but particularly vital to the sheltered workshop. People\;‘ 0 have
never seen a workshop before areg 1ikely to ask a grzat many questions: What's

this new "factory" in town all about? Who’works there and what's wrong with

them? Do they pay them anyxhing. if not, who gets the qbney? A good public
relations rule of thumb is: begin at the top. Educl}te the' community 'from
“within. Develop support by inviting community leaders/to become a part of ,:.
the \Vorkshof:. Invite them to serve as members of the workshop s Board ofj
Directors. Include influential ang respected citizens on working committees.

“ .
Good public relations - apd a well-planned public information program - promote
community understanding, help attract mentally retarded persons‘w;o need the
workshop's services, and aid the enlistment of competen;,:professional staff
members. ¢

f A

I‘f the workshop is tru])f me.éting a need in the cMnity, it has a real story

to tell. Enlist the aid of local newspapers to create feature stories on-the
workshép. Encourage staff members to participate in TV and radio ta]i} shows,g

and to volunteér as speakers before clubs, group; and organizations. A§k your
contractors to do stories in their employee or sales publications on the

[ worksho;f's role in their business. Again, the enlistment of news media rep-
resentatives as Board or committee members is an invaluable headstart toward

creating a favorable cogmunity image. If possib]e, include a member of a .
reliable public relations fjrm or advertising agency on your vo]unteez rolls.

! | . =
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Their know@edge will aid the workshop ]n gaining favorable publicity, and

4
will help immeasurably in creat1ng brochures, pamphlets and newsletters that ¢
‘(
, broject the workshop's goals, prograqs and needs in a professional\panner
A few suggested events and 9ctivfti§s: .
, ¢ T 5

A
* ‘

/ N
Arrange an open house tour, with attendant publicity.
A .

-«
- -

ey

. / \~
Business and Industry Day ~ a special, well-publicized event. Local’
and area business leaders (potential contractors) are invited to see how
t -

the workshop functions. . P \ ,
!

- !

Employer of the Year Aéard - Workshops should actively support khis
promotional program of the National Association for Retarded Citizens,
which annually recognizes employers from both the qulic:and private
sector who have made outstahd;ng contributions toward helping meétally
retarded persons successfully enter the working world, Similar Tlocal

awards programs can help both the warkshop and the business concerned
gain favorable recognition., N
-~ +

~ P

€ ¢ w

Encourage the news media, in cooperation with local government officials,
» ;
to proclaim a "Hire the Handicapped" week, in which workshops and

Hrelated activities receive special recognition and publicity..

] » "
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Chapter Ix o
. * " STANDARDS, 'ACGREDITATION, AND EVALUATION ‘ !

. .. 1
Standards and guidelines are heLpful in developing workshop! goals and
measuring'péogram effectiVenéss However, since' needs vary| from one work-

.shop to ano~ﬁbr, each should be individually evaluatad. There are no “rigid .
absolutes, oé\y generally accepted standards of sound practice. There are

several methods'of administering standards and evaluating services, including

agency certificagion, state licensing, and voluntary accredwtation. The latter

I

procedure usually ‘involves the application of standards by a nationally
recognized accrediting organization. 1

. B
»
. e

Hational Accreditation - Three national accreditation organlzatlons are

) generally recognlzed for sheltered work;hops the Accredltatlon Councll for

\
Facilities for the Mentally Retarded (ACFMR). the Commission|on Atcreditation

of Réhabilitation Facilities (CARF),..and the Natiodal Accreditation Council Cy
(NAC) ACFIR is concerned with facilities serving the mental\ly retarded and
other developmentally disabled, CAKF generally accredits a wlde vq:iety of
l .
rehabilitation facilities “ncluding workshops, and NAC is congerned with
facilities serving the blind aﬁgnpther visually handicapped. %
- . M = \
| “ P
It is recommended that at a minimum, a workshop serving any mentally retarded ,
|

" or develqpmentally disabled client participate with the ACFMR %ccreditation
program. . i

A survey-questionnaire is furnished the facility to enable a self-
assessment of cbmpliaﬂcgyyith standards to be completed’ by workshop staff.

Later, a qualified survey team conducts a physical examination of the
L] i .
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facility, includ{ng plant, equipment, staff,” récords, reports and
systeﬁs.. Most imgortantly, a program audit is conducted to review a
.sample of the workshop clie&ts to determine whether or not applicable
standards are being met for ‘each client. A Jétai]ed written report is

furnished the workshop, outlining deficits, rating and observations.

Accreditation reports enable the administrator to obtain an objective

o appraisal. of his workshop operation, and needs for improvement, The
report also serves as a,guide in long-range planning, and helps the agency
Board of Directors gain insight intd facility operations, This knowledge

aids the Board in considering necesiary changes and improvements.

-
s
)

N
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. Appéndix 1 .
A GUIDE TO ORGANIZATION AND ADMINISTRATION

ke

’ Incorporation
. A‘sheltered workshoplmay apply for incorpor;tion in its own ridht. or it ¢ .
may be organized under the corporate status of a parent organization. In
either case, it will enjoy all the special privileges'and protedeions which .
. the law prov1de§ for co;porate entities. Slnce it is a non-profit social
agency, it should be clearly. so established under law in order to take
- advantage of certain state and federal -tax exemption privileges accorded \
ndh-profit charitable, religious, educational, or philantiropic organiza-

tions. Regulations of the Federal Internal Revenue Service with respect !

»
t "to such organizations should also be taken into account. . v
) Il
Incorporatioh is essential. and gives the agency legal status and added
prestige. It establishes an entity that can sue or be sued. and it absolves ' ®

individual members of the governing group from personal liabllity so long as

they discharge their duties with reaso. able d(]igence.;'Legal advice should

/ !
be obtaingd_igxdréwing up the proposed Certificate of Incorporation.

A Statement of Purpose, which w11l be included in the Certificate of
lncorporatlon, sh2uld be carefully drawn, based upon the findings and recomn-
endations of the planning cormlttee The Statement of Purpose should
1nd1cate as a minimum, thﬁt the corpuration’ s prlnary purpose is to provide

rehabilitation and employmédnt to the mentally retarded. .

.
\\ \

. 4

[} I

1

Articles of Incorporation/should set forth: the name of the corporation,

its period of duration, the name and address of each incorporator, the number .

. : - 65 -
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!
! ‘. pf.person$ on the charter Board of Directors, their names and addresses, the

‘name of the initial registered agent, and the address of the initial

registered office. *

. -~
.

!

The original Articles of Incorporation must be filed with the Secretary of

the state in which the wQrkshop is incorporated (this may not necessarily

»

* be the'statz bf operation of the workshop). A filing fee must cccompany the
t filing. A Certificate of Incorporation or «ther certification of regis-

tration will be issued by the Secretary of Sttate. (

Copies of the Articles of Incorporation and the 8y-Laws must be filed with "
. the qeares;;qfﬁicg of the U. S. [ptern?1 Ré;enue Service, requesting

verification of_ﬁax exempt status as a non-profit brganization under ’

Section 501(c){3} of the Internal Revenue Code.

-

'
4
. By-Laws (Constitution) . .

pursuant tg the incorporation, the Constitution and/or’ By-Laws should be |

drafted and adopted by the governing body. This documents the legal én;ity
Y

through which the agency administers its business, program, and related

services. The Constitution and/or 3y-Laws should:

State the name of the agency and the geographic area it intends to

serve
State the purpose of the organization
Give a concise descriptior of the organization's operatdng philosophy

Provide for the governing body

. - 66 - . .
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Specify procedures for selec7ionL election and tenure of the Board of
. {

i Directors !

State the composition of the Board, i.e., members to'represent parents,
E [N >

| -
employees, industry, medical, management, §ociq§professional, etc.

State methods to alter,. amend orzrepeal *

Sp;cify offipers to be elected, Téthods of election, responsibilities

of each office, and tenu;e of office '

Provide that the Board shall be responsible for formulation ang

}mplementatfon of overall poliéyiand management of the affairs o} the
l corporation, including fiscal opération and physical plant '

State the process of dissolution.and distribution of assets

e~y -

Establish regular meetings, annual meetings, and the method used to call
special meetings; also, establisT the method of meeting notifjcation

Provide for committees - standing, special and/or advisory and denote

responsibilities /

Specify parliamentary proceduresiwhich shall prevail in the!c0nduct of
- i
.meetings f

Delineate method(s) for voting (4.e., in person, via mail,|proxy, etc.)

and, ’
Specify quorum requirements (at !east one-third of the mempership should

)

be required). f i

Board of Directors

[
When an organization has a body of members which elects a Board o Directors,

ultimate authority tay rest with the mémbership (e.g., the Association for
Retarded Citizens; or the membership may vest full authority in the\Board. Full

~

and final respogsibi!ity vests with the Board of Directors of grganizations ~—

. o \ /
SR

| e




£

not hjming a body of membexs. The Board of Directors should provide effec-

ti!gﬁleadership, resourcefulhess, and stability for the agency. It should:
//

[~ ¥ - /’\\ .

“ Assgmezggsponsibllities as set forth in the Constitution and/or

/ —
By-Laws R
Exercise gemeral supervision, and establish policy regarding property,
funds, manigement and operations

Serve withoat pay

Record Bnd maintain minutes of all meetings
’ DeSIgnate an executive committee composed of officers plus one Or two
members at large and establish ltS responsibilities and limitations
Establish short, intermediate and long-range plans to achieve goals and
objectives as stated in the Constitution and/om By-Laws
_Pariodically assess the needs of the target population and cooperate
with related agencies to assure a continuity of service (uritten working
agreements and/or contracts with related agencies should be secured)
Be responsible for annual evaluatior of the program activities (a team
| approach is suggested, the\team being composed of representatlves of
the Board, staff, and clnenéﬁ
Assure that no person shall serve as a voting member on the Board when
possibility of personal gain or membership on the governing Board of
another organization produces a conflict of interest
Employ an Executive Director and delegate to him authority and respon-
- sibility for the management of the affairs of the agency in accordance
with established policies, rules and regulations; and,
Review and app}ove organization goals and objectives developed by the
Executive Directog and his staff, and, annually, the salary structure

of key staff positions.

- 68 -
’ 71
Q
ERIC




The size of the Board of Directors will depend upon a variety of /actors,
« 1

such as the client pepulation, the geographic area to be served,/ and the
i

diversification of services which are to be: undertaken. |

\ \

-

hiS

Membership should be sufficiently broad to enable the Board to carry out
its responsibilities efficiéntly and objectively and to assure that the
workshop will receive community support. Business and organized labor should
tee among tf:e community interests 'represented. O'rgagﬁzed labor will properly
be concerned with the maintenance of fair labor standards in the workshop,
and représentatives of both. 1abor and industry will constitute a resource
on which the workshop director can draw for managetent consultation. and
advice. It:is lator's point of view that more effective ];bor‘representat}on
can be expeczéi}?“iﬁé‘iéntral Jabor council or comparable local labor body
is consulted in the selection of a ]abéélrébfeiehtatige for the Board.

\ \\\\\\\ﬁ
To provide continuity and stability, procedures should be developed for
appointing members, fixing terms of office, selecting replacements and

|
scheduling meetings.

Commi ttees

In appointing éonmittees, the Board should stipulate their purpose and tenure.

the committee should keep notes of meetings, and present written progress
‘reports as required, and a final report to the Board of Directors. Committees

common to.most organizations are:

N

Executive Comnittee - An Executive Committee may provide efficient

functioning between Board meetings, if ihe Board is of considerable size.

It usually consists of the elected officers, past president, and one or

- 69 -
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;and serves as liaison betjeen the Board and staff. To effectively adminis-

3trate the agency, he sho?]d:

ERIC

Aruitoxt provided by Eic:
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* more-members at largé elected-by the Board.

DI

«

\

Standing Committees - Standinngommittees are usually designated in the

By-Laws"to perform work of an on-going nature, and their gendﬂe usually

coincides with ‘that of the officers.} gxamples include: Program, Budget,
Public Relatioﬁsf and Personnel.

N

Advisory Committees - It i< desirab

e to establish an Advisory Comm-

v

ittee for each direct service program. At least two Board members should

be appointed to each such cmnnittee, and finvitations should be extended

to other finterested citizens and cﬂlents The committee members should
; .

be representatlve of a cross- sectlon of the community, such as business,

\aborv professions, public off1c1a1s, etc. The Advisory Conmlttee should

meet megularly to assess the program and propose new avenues of service

in y}iting to the Board.
/

: .
. 2 ; ,

Special ‘Committees - A Special Qémnittee is established for a specific

purpose and discharged when it§;assignment ist completed. Some examples

of such committees are Pro@ram Evaluation, Audit, etc.

;
4 ’

14
V4

Executive Dlrector (Admlnlstragor)

The €xecutive Director is hfred to carry out policies and supervisory respon-

4

{
sibilities as spec1f1ca11y delegated by the Board. He attends all meetings, *
£

s -

Develop Job descrlptlons, ‘employ staff, set forth their duties, designate

llnes of authority and communication, and provide a chart of the

\ ‘ -

- 70 -




organization . . . )

Develdp and impiement a staff .improvement program: (i.e., in-service

»

training, visits to related ﬁrograms, etc.)
Assist the Board in formulating and maintaining policies, rules, and

régulations, a1da1n program planning, and pronote community education

—
i .

* and involvement N ’ A .
. . - i
Prepare an annual budget and submit it to the Board for approval »

» .
Administer the budget in accordance with accepted and sound accounting .

©
'y .

L4
procedures
1

W F v

ttake provisions for staff pension, hospitalization plan, and proper

- insurance coverage, including fire, public liability, workmen's com-
k

pensation, and fidelity bonding ‘

Assume responsibility for compllance with all federal, state and local
regulations wlth respect to client, staff and agency :
Prov1de wrlt;en reports to the Board relatlng'tdxadministrative and
prograé aizivities s £ e

Assume responsibidity for the maintenance and safekeeping of agency and
client records with respect .to confideﬂtﬁality and protection from

fire and theft ‘

Proyide for?the procurement and maintenance of resource ﬁateriaig

i
. for staff education, program supplies and equipment

Provide for an information, referral, and follcwgalong service for the iﬂ
mentally retarded employees ( i S
Develop and provlde a program of conmun1t§ education and information ’
. Coordinate fac111ty services with other related communqu’agenCIes, and,
) Develop and lnplement management procedures designed to meet objectives /
anﬂ goals adopted by the Board. // ’
A Y
‘ -N - e
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Experigpce and qualifications of the worksﬁop Executive Director may vary

7

widely, but the most frequently listed %ua]i?ications include: . , -
- 1’ ’ -

N

Prior experlence in management and’ superv1$lon

A college degree wlth'magor stud-es Jn management, educatlon, pgycho-

. . . "
‘: logy, social work, qr rehabilitation ' ’ ; "
¢ ) / S~
A histunx,of careef advancement - evidence of leadership Skill$ and N
& .
1n1t1at1ve. and, * s :
! 1 ‘g
Evidence of specja] unter st or involvement in human services work -
. 7 . either in pald employmeni or volunteer service.
| i !
, // * |
N (-3
Staffing . .
\ . )
The Board of Directors is rgsponsible for the selection of the Executive .

Director who, in turn, is rasponsible for the hiring of other staff members.
Select?on of a hlgh?y qualified and experienced staff s of critical impor-
i \

tance. -~

- s .

Because the operation of a?sheltered workshop;is one wirich combines both

business and service functions, an organizational chart is necessary to .
de ‘neate job responsibilities and relationships. In a new workshop, the

¢ha~t should dlstlngu1sh between rehabilitation services and lndustrial

erations, but a more complex chart would be requlred as growth develops.

© -~ N
“

The staffing pattern would be governed by the types of programs provided and

the financial structure. ~ . \
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. . Appendix 2 . s
o NATIONAL ORGANIZATIONS AND FEDERAL AGENCIES INTERESTED
- F
h - IN_THE_HANDICAPPED .

. 4|
.
-
RN

The following represents a 1isting of major national organizations and
agencies with major emphasis on the handicapped. (A.more comp]eté list

is available from Comnitteé for the Handicapped, People to People Prébram,
Suite 610, LaSalle Building, Connecticut Avenue and "L" Streets,

Washington, D. C. 20036.)

American Association for Health, Physical Education ahd Recreation
Programs for the Handicapped v

1206 16th Street, M. W.

Washington, D. C. 20036 .

(202) "833-5547

American Association on Mental Deficiency : «

5201 Connecticut Avenue, H. W. .
Washington, D. C. 20015 ‘ r -
(202) 244-8143 ’

American Personnel and Guidance Association

1607 New Hampshire Avenue, }. W. .

Washington, D. C. 20009 s
5202) 483-4633 . .

Blinded Veterans ,Association
1735 DeSales Street, N. W. . -
Washington, D. C. 20036

- (202) 347-3010

Bureau of Education for the Handicapped
U. S. Office of Education

400 Maryland Avenue, S. W.

1 Washington, D. C. 20202

(202) 245-9661 .

-

Countil of State Administrators of Vocational Rehabilitation
1522, "K" Street, . W., Suite 836

Washington, D. C. 20005 s
(202) 659-9383

- 73-
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Disabled American Vet(erans . o . ) .
3725.’Alexandria Pike .

Cold Spring, Kentucky 41076 : o+

(606) 441-7300 B¢

Goodwill Industries of America o !
' 200 Wisconsin Avenue

Washington, D. C. 20014

(301) 530-6500

>

International Association of Rehabilitation Facilities, Inc.
5530 Wisconsin Avenue

* Washington, D. C. 20015

~ (301) 654-5882 / ,

/ X

- / )
| 2
National Associati(/)‘ of the Deaf / ‘

314 Thayer Avenue
Silver Spring, Mazyland 20910
(301) 587- 1788 4

/

The National Assocmtlon for iental Health Inc.
<1800 North Kent Street

Arlington,/Virginia 22209

(703) 528-6405 ! :

1
1
H
1
]
i
. Y L oy ' L
Nationél f&somatlon of the Ph§sica]]y Handicapped, Inc. R
6473 Grandvi)1e_Avenue ’ { : .
Detyoit, flic 1gan 48228 ~
(313) 2n- -0150 .
// V ” )
' /National Association for Retarded Citizens i . >
2709 Avenue “E" East . .
/P, 0. Box 6109 .
/ Arlington, Texas 76011
/ (817) 261-4961 .

~

Hational Assocmtlon of State Mental Health Program Directors
1001 Third Street, S. W.
\ashington, 0. C. 20024
(202) 633-2383 .
Hational Congress of Organizations of the Physically Handicapped, Inc. - ﬁ
7611 Qakland Avenue o

Hinneapolis, ilinnesota 55423
(612) 861-2162 s :

/ -74 - i .
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National -Easter Seal Society forMCrippled Childrén and Adults, The
2023 West Ogden Avenue

%hicggo, I1linois 60612 -

312) 243-8400 - C’Ek

National Industries for the Blind

1455 Broad Street

Bloomfield, New Jersey 07003 \
(201) *“338-3804

-

National Industries for the Severely Handicapped
4350 East West Highway., Suite 204 :
Washingtong D, C. 20014

(301) 654-0115 .

National Multiple Sclerosis Society
257 Park Avenue South |

lew York, New York 10010 :
(212) 674-4100 ‘

National Paraplegia Foundation

333 Horth Michigan Avenue

Chicago, I1linois 60601 -
v(312)  346-4779

1

National Rehabilitation Association
1522 "N".Street, N. W.

Washington, D. C. 20005

(202) 659-2430 :

B3 ¥ .
National Rehabilitation Counseling Association “
1522 "K" Street, N. W. L}
Washington, D. C. 20005
(202) 296-6080

£

Paralyzed Veterans of America .

7315 Wisconsin Avenue, Suite 301W I
washington, D. C. 20014 n
(301) 692-3454

]
; 4
The President's Coninittee on Employment of the Handicapped
1111 20th Street, N. W.
Sixth Floor '
Washington, D. C. 20210 *
(202) 961-3401 ‘ N

i
h
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The President's Committee on tental Retardation
i 330 Independence Avenue, S. W
South Building, Room 3232
Shlngton, D. €. 20200
(2 2)] 24§-7634

L]
. Professional Rehabilitation Workers with the Adult Deaf, Inc.
! 814 Thayer Avenue ¢
Silver Spring,’Maryland 20910 ° .
(30%) 589-0880

B N
|

Rehabilitation International USA 1

17 East 45th Street i

New York, New York 10017

(212) 682-3277 . ‘ .

. Social and Rehabilitation Service$/Department of HEW
330 "C" Sgreet, S. W. \
¥ South Building, Room 5006 ° “
Washington, 'D. C.\ 20201.
(202) 245-6726 ;

Social Security Administration
6401 Security Boulevard

galtimore, Maryland 21235 .
(301) 594-1234

- i
.

United Cerebral Palsy Associations, Inc.
— 66 _East.34th Street
tlew York, New York 10016
(212) 889-6655 . .

5

Unlied Statey Department of Labor
ashington, D. C. 20210 ! .
/(?02) 523-7316

7/ P ) {
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Appendix 3 ’ . )
_.. JECHHICAL RESOURCE ORGANIZATIONS : “_
Y ~' / ‘ R Sl ‘
i .
’ | b
f ~ e s
habl]i ation Services Administration - - .
uman Services
: Depdrtment ofHealth, Educatidn and Welfare -
, washlngton D. ‘C.” 20201 e
v
Contact: State thabilitationhAgency A >
. ~ R \
4 > N

Small Busines Admlnlstngtzon—"‘“"'"
- SCORE/ACE Progran™ = -

. Contact: Local\-or Regional SBA office '

- .

ie

~"Hationa) Organizations ) A N
i ’ _: i @
! National Industrie$ for the Blind
' 1855 Broad Street
l Bloomfield, New Jerfey ' 07003 .
|
b .
. S Natlonal Industries for the Severely Handlcapped AN
\ 4350 East West Highwa
} } Suite 204 .
' Washington, D. C. 20014 '
N 7
k\ P -,/ \ o [ .
v RN
1 \
i
\
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