State AT Program Implementation 
Organization, Structure and Advisory Councils 


How are AT Programs administratively organized?   

The Section 4 State AT Program grant must go to a public agency (lead agency) 

22 administratively operated within state agencies (no implementing entity) 
· 14 are units operated within VR agencies
· 4 implement most all activities directly (AR, AS, NC, NE) 
· 7 implement most all activities via contract (AL, CT, KY, MA, NV, RI, TN) 
· 3 implement a mixture of direct and contract (MS, VA, VT)  
· 8 are in other state agencies (Disability, Administration, Education, Health, etc.) 
· 3 implement most all activities directly (MD, MP, SD) 
· 4 implement most all activities via contract (NM, MN, NY, WI) 
· 1 implement a mixture of direct and contract (MO) 

21 administratively operated within universities (19 with no implementing entity)
· 15 are units in UCEDDs (MT UCEDD is implementing with VR as lead) 
· 6 are in other university programs (ME university is implementing with ED lead) 
Of the 21 operated within universities, 7 implement most all activities directly, 7 do most via contract and 7 do a mixture.   
 
13 administratively operated within non-profit organizations (implementing entities)  
· 7 are autonomous State AT Program non-profit organizations
· AK, FL, HI, IL, LA, ND and OR
· Most implement all activities directly, only FL uses contactors.
· 6 are AT units within a larger non-profit 
· Two (IA and IN) are part of the state Easter Seals agency and both implement all activities directly. 
· Two (DC and NJ) are part of the state P&A agency; one uses a mix of direct and contracted implementation and the other contracts out for almost all services.  
· Two (CA and MI) are part of an IL related organization; both of which contract out for many core activities.  
Of the 13 non-profits, 11 have VR as the lead agency, one has Health and one has a UCEDD. NOTE:  CA is included in this group even though there is not a true implementing entity structure where all Section 4 activities are implemented by the designated implementing entity. 

What are the considerations for State AT Program structure? 

Can use centralized structure where operations and programs/services are all within one unified organization or a decentralized structure where operations and programs/services are outsourced and dispersed across multiple different autonomous organizations/entities or a mixture of the two. 
Centralized Structures 
· Typically use a traditional hierarchy for staff organization, line authority and decision-making
· Staff can be located together but do not have to be 

Decentralized Structures
· Use various types of agreements (contracts, MOUs, etc.) to specify deliverables and compensation are used to connect the separate agencies/organizations with the AT Program and direct their activities/services 
· Decision-making authority for staff organization, allocation of resources, and implementation of programs/services rests with the separate organizations/entities 

Major difference is decision-making authority and direct control not location.    

Centralized advantages tend to be 
· Economy of scale, larger infrastructure, specialized supports
· Access to wider range of talents & flexible expertise deployment
· Consistent activities/services

Centralized disadvantages tend to be  
· Challenge for statewide delivery
· Potential slow decision-making & change 

Decentralized advantages tend to be  
· Leverage local “unit” resources
· Closer to consumers, can be more responsive
· Multiple units located geographically to support statewide services 
· More local autonomy, speeds decision-making, ability to change nimbly 

Decentralized disadvantages tend to be 
· Difficult to ensure service consistency, inequity of services possible  
· Difficulty ensuring expertise necessary

Nothing is perfect, but structure should be intentional not accidental. The goal is to use structure that maximizes available resources and effectively meets state needs. 

How do AT Program Advisory Councils operate?  

Council is required by AT Act 
· Prescribed member slots, can have more if maintain consumer majority 
· Exception for existing state statutes, rules or official policies or governing bodies of incorporated agencies  

Council Statutory Role   
· To advise in planning, implementation and evaluation of AT Act activities 
· Option for Council to have expanded authority 

Continuum of Authority: 
· Low Level Advisory Authority: Advice can be accepted/rejected per discretion of program decision-maker(s) 
· Higher Level Advisory Authority: Program decision-maker(s) must justify rejection of advice and/or advice can be binding on some decisions (e.g. approval of subcontractors, approval of State Plan)
· Governing: Direct control of all decision/resources (personnel, fiscal, etc.) 

Most AT Programs have the Advisory Council at the purely advisory level. A few provide a bit higher level of authority to approve certain items, recourse allocations, etc. Exceptions are those AT non-profit organizations who decided have their Board of Directors (governing level authority) take on the Advisory Council responsibilities also.  MO is also an exception with a governor appointed AT Council that has governing authority over the AT Program as a quasi-independent state agency.  
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