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Maine Division of Vocational Rehabilitation

Outcome Based Payment System 

Common Scenarios/Frequently Asked Questions:


I. COMMON SCENARIOS AND QUESTIONS
A. Client changes job developers but stays with the same CRP -
The Milestone payments are authorized to the CRP, not individual job developers, so a change in developer would not initiate new Milestone payment authorizations.
B. Hired after situational assessment – 
CRP would be eligible for Milestones 3 and 4.  CRP would also be eligible for the balance of funding equal to combined Milestones 1 and 2.  For processing of Milestones 3 and 4, the CRP would need to provide a placement notification and the VRC would need to write or amend an IPE with the client as appropriate.
C. CRP requests situational assessment while providing job development services -
The key factor here is why the CRP wants to do the Community Based Situational Assessment (CBSA).  If it is a placement strategy to increase the likelihood that a specific employer will hire the individual, then this would not be considered a stand-alone service and would be covered by the Milestone payments.  

If the CRP is recommending a CBSA because the vocational goal is in question, then the VRC needs to re-group with the client before proceeding.  In that case, job placement services would cease while the CARNs is updated and a new IPE is developed.  This might - or might not -require a stand-alone CBSA.

In either case, funding of onsite job coaching is allowable, but only if necessary based upon the needs of the individual and included in the IPE.
D. Employed through an O-J-T experience – 
If the client is on the employer payroll, then the CRP would be eligible for all 4 Milestones as with other job placement.  If the client is not on the employer payroll, then this would be considered a community based situational assessment. 
E. Specific job openings have been targeted for individuals with disabilities as part of earlier general business outreach and the employer uses situational assessments as part of the hiring process - 

Since the employment positions have already been identified, no job development resources are needed to place someone in a job there.  Instead, the VRC does the CARNs and writes an IPE with the client that includes how best to go about pursuing the defined vocational goal.  If this includes pursuing one of the employer targeted jobs, then the VRC makes the referral for this and the milestone payment system for job development services is not applicable.  In a majority of cases, the employer requires a situational assessment for these positions, so VR may pick up the wages and pay for job coaching – if the supports needed by the individual to participate in the assessment and learn the job are greater than what the employer can provide.  

If an individual is hired but needs additional assistance with the employer’s new hire/orientation process beyond what can be reasonably be provided by the employer or other personal support, the CRP can be funded to provide this service - limited to a few hours - at the hourly rate under the service code of Job Coaching-Short Term.
F. Not placed after time and effort  - 
Even though there are no required written Milestone reports, the CRP, VRC and client should be regularly communicating throughout the placement process to see what other approaches could be taken, such as a vocational goal change or an O-J-T.  In some instances, CRP job development services will end and the client will continue to work with the VRC to determine next steps.  Although the CRP will have received only Milestone 1, the rates set in this type of payment system take into consideration successful and unsuccessful placement efforts.  (Meaning, the payment for successful achievement of the Milestones is higher than what an hourly rate would actually have provided for a majority of the cases, which balances the costs when achievement of the Milestones does not occur.)
G. Change of Job Goal and Milestone 1 Payment - 
As a client works with a CRP, a change in vocational goal may be needed for successful job placement.  In these cases, a second payment of Milestone 1 would not be allowable.  Although the CRP may have invested considerable time seeking employment in the initial occupational area, they have a foundation of information from the original Plan for Employment Services and will be eligible for up to $3,100 in subsequent Milestone payments upon successful placement in the new job goal.

H. Client not engaged in job placement process - 
The CRP, VRC and client should be communicating throughout the placement process to see what other approaches may be taken, including any disability related considerations.  In some instances, CRP job development services will end (having received Milestone 1) and the client will continue to work with the VRC to determine next steps.  

I. Client changes CRP – 
The new CRP will be eligible for all four Milestones.  No additional Milestone payments will be made to previous CRP. 
J. Client “fires” job developer after Plan for Employment Services is signed -
The VR counselor needs to work with the client and the CRP to understand what prompted this action on the side of the client and determine if job development services had been underway at the time of the discontinuation of the job developer.  If yes, then Milestone 1 is reasonable and allowable.  If no, the VR counselor has the discretion to determine the amount of effort on the part of the job developer to write the Plan for Employment Services and reimburse accordingly based upon the standard hourly rate.  

K. Client placed in job and then quits after Milestone 2 or Milestone 3 or Milestone 4 – 
The CRP will receive payment equal to the Milestone achieved.  A meeting should be held with the client, VRC and CRP to determine if job placement services should continue.  If yes, Milestone payments 2 – 4 would be available to CRP if the case is still open.  If no, as appropriate the IPE should be amended or case closed.  

If this occurs after Milestone 4 and the case has already been closed successfully, the VR counselor first needs to determine if a new case should be opened or post-employment services provided.  If CRP services are engaged as a post-employment service, then the hourly rates should be used.


L. Client placed in seasonal or temporary employment - 
Only Milestone 1 is allowable in this situation.  Additional Milestones would only be payable if the placement is moving the individual down the path to successful VR employment closure.

M. When does the 90 day clock begin?  
The 90 day clock begins when the person is placed in employment, however Milestone 4 would not be paid until the individual is ready for successful case closure.  This means that the person has been employed at least 90 days in a job agreed upon in the IPE and is likely to continue; no substantial VR services are needed; and both the VRC and the individual consider the job satisfactory and s/he is performing well.  For those in supported employment, successful case closure should occur 90 days after the transition to extended support services.


N. What happens if the client finds their own job while working with CRP?  
If this job is consistent with the IPE goal, then the CRP would be eligible for Milestone 2.  Further Milestones would depend upon whether the client chooses to continue to work with the CRP.  Note: This is a different scenario than a CRP providing client offsite support with no direct employer contact.


O. Are there a minimum number of work hours per week for Milestone payments?  
No, but hours worked must be consistent with what is identified in the IPE and the CRP employment search plan, as well as meet other VR successful case closure requirements.

P. How does a CRP become eligible to serve individuals in remote areas outside their catchment area?
The steps needed for a provider to be eligible for a travel subsidy (whether for job placement services/Milestone payments or stand-alone single service/hourly fees) are as follows:

· Local VR staff would identify that an area is underserved - geographically based upon the availability of providers and the clients needing services -  that can’t be addressed in other ways, such as use of technology, comparable services, partnerships with local entities, etc..

· Central Office’s CRP Specialist would be notified of this concern and determine if the need warrants CRP resource development.

· If yes, the CO CRP Specialist would reach out to CRP’s who might be able to meet the need and use the contracting process to include the allowance of the travel subsidy with very specific terms in the CRP’s contract.

Q.  An individual was placed into employment, but moved and now wants help finding a job in his new location -  
If the case has been closed and this is post-employment services, then the hourly rate should be used.  If the case is open and active, then CRP choice should be provided and the milestone system used.

R.  Can an individual’s milestone payment tier be changed?
As part of eligibility, DVR’s rules determine each individual’s significance of disability during the Order of Selection priority process, based upon functional limitations and need for VR services.  This determination is then used to identify the milestone payment tier.  If substantial information indicates that an individual’s OOS category is incorrect, then it can be updated and subsequently might change the milestone payment tier.

S. When is job coaching funded as a stand-alone service?
If an individual needs support on the job site beyond what can naturally be provided by the employer, then onsite coaching can by funded using the hourly rate.  Brief onsite check-in’s by the job developer and offsite job coaching would be included in the milestone payment, unless there is a strong justification and high level of need requiring hourly offsite job coaching.

T. If a CRP passes the ASL/Deaf Culture Assessment, does the 15% ASL subsidy apply to both milestone and hourly funded services?   

Yes.  The Central Office CRP Specialist will approve the ASL subsidy for individual CRP employment specialists as part of the contract agreement with the CRP once the ASL/Deaf Culture Assessment is passed.  The CRP will be eligible for the ASL subsidy for job placement/milestone payments and stand-alone single services only for specifically approved employment specialists.


U. For individuals in supported employment, when is Milestone 4 paid?
Milestone 4 is paid to the CRP when a case is eligible for successful closure.  For someone in supported employment, this means 90 days after the transition to long term supports, assuming that all other successful closure criteria are met.
II. STUDENTS IN TRANSITION:
A. When would the milestone payment system be used with high school students?
The key to determining this is where the transition student is in the VR process in terms of permanent job placement and successful case closure.

The milestone payment system would be used if the job development services are intended to result in a placement that would lead to successful case closure.  Students who are getting ready to graduate, have a specific IPE goal and are seeking employment after graduation would be funded in this manner.  CRP services to students who are in the career exploration and/or assessment stage and do not yet have a defined IPE goal would be funded using the stand alone hourly fee system.  

B. What happens if a student is ready for permanent job placement after career exploration and/or assessment?
The IPE should be written with a specific vocational goal; if job development is a needed, the service should be funded using the milestone system after CRP choice is offered.  

C. What happens if a student is placed after career exploration or hired after an assessment?
If the student is hired by the same employer who provided the exploration or assessment opportunity, then the CRP would be eligible for Milestones 3 and 4.  The CRP would also be eligible for the balance of funding equal to combined Milestones 1 and 2.  For processing of Milestones 3 and 4, the CRP would need to provide a placement notification and the VRC would need to write or amend an IPE with the client as appropriate.

If the student is placed into employment at a different company, then all milestones would be available.  

The logic here is that DVR already provided funding to set up the situational assessment, so further employment development resources wouldn’t be needed, but transition to milestones would be reasonable to support job stabilization and retention, leading to successful case closure.
D. How does this apply to students working only for the summer or while in high school or college?  
The milestone payment system is applicable to situations where there is a defined IPE goal and the CRP service is being provided to help the individual obtain a permanent job that results in successful employment case closure.  

If a student and their VR counselor believe that help finding a summer or part time job is a needed service for the IPE, then the hourly rates could be used to fund a few hours of CRP time.  This should not be funded as a substantial service and other resources should be sought first before using DVR funding.

III. MILESTONE PAYMENTS AND MH CLUBHOUSES:  
A. Transitional Employment and Milestone Payments - 
Transitional employment (TE) experiences are not permanent job placements, so the Milestone payment system would not apply.  Any VR services provided to assist a clubhouse member with TE would be considered as a stand-alone service and funded at an hourly rate as part of the Individualized Plan for Employment (IPE).


B. Simultaneous TE and Job Placement Services - 
If TE is an approved part of an individual’s IPE, then job development for a permanent position should not be funded at the same time.  

That said, when an individual is nearing completion of their TE experience(s) and is ready for permanent employment, then an overlap may make sense for some people on a case-by-case basis.  To that end:

· The VRC should work with the client to update their IPE and they should be provided client choice regarding who will assist them with their job search.

· If the clubhouse is selected for job placement services, then they as a CRP would be eligible for Milestone payments.  Additionally, if the VRC agrees that continuing at the TE site with job coaching is a necessary part of the amended IPE, then it could be funded at the hourly rate.  
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