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Background and Purpose
On June 19, 2015, Governor Abbott signed into law Senate Bill (SB) 208, directing the transfer of several programs from the Texas Department of Assistive and Rehabilitative Services (DARS) to the Texas Workforce Commission (TWC).  Effective September 1, 2016, the following programs will transfer to TWC:
· The Vocational Rehabilitation program for individuals with visual impairments, including the Criss Cole Rehabilitation Center;
· The Vocational Rehabilitation program for individuals with other disabilities;
· The Independent Living Services program for older individuals who are blind; and
· The Business Enterprises of Texas program.

The changes prescribed by SB 208 will have a significant impact on the size and scope of both DARS and TWC.  The transfer of the programs involves 1,860.9 full-time equivalent employees; a budget of $309,078,198, including state and federal funds; and more than 96,000 consumers.    

SB 208 expands the scope of the Health and Human Services Transition Legislative Oversight Committee (Oversight Committee), created in SB 200, to oversee the transfer of DARS’ programs to TWC.  The Oversight Committee is made up of four senators, four members of the House of Representatives, and three public members appointed by the governor.  The Texas Health and Human Services Commission (HHSC) executive commissioner, the DARS commissioner, and the TWC executive director will serve as ex-officio nonvoting members on the Oversight Committee. 

SB 208 instructs TWC, DARS, and HHSC to develop a plan to ensure the transition is accomplished in a careful and deliberative manner, with input from the public.  This plan is due to the Oversight Committee and the governor as soon as possible after September 1, 2015.  The plan also must be included as part of the transition plan submitted to the Oversight Committee, the governor, and the Legislative Budget Board (LBB) by March 1, 2016, for SB 200’s required health and human services consolidation.  
     
The transition plan (http://www.twc.state.tx.us/files/news/dars-transition-plan-twc.pdf), prepared by TWC, DARS, and HHSC, complies with the requirements of SB 208 and provides a road map for the successful transition of the programs to TWC on September 1, 2016.  The purpose of the plan is to ensure the following: 
1. No unnecessary disruption of services to consumers; 
2. DARS employees transfer to TWC with no disruption in their salaries and benefits; and 
3. All federal requirements are met in order to maintain the current level of federal funding support for the programs.  

The plan focuses solely on the logistics of transferring the programs and putting the necessary infrastructure in place by September 1, 2016, to ensure the continuity of the programs.  The plan is not intended to address changes in how the programs operate or the policies governing the programs.  However, as part of the transition process, the agencies will look for opportunities to enhance efficiencies and streamline operations.  
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Key dates for the transfer of programs from DARS to TWC are the following:
· As soon as practicable after September 1, 2015—The agencies must submit the plan for the transfer of vocational rehabilitation services and other services and programs to the Oversight Committee and the governor.  
· Not later than October 1, 2015—The lieutenant governor, the speaker of the House of Representatives, and the governor must make appointments to the Oversight Committee. 
· Not later than March 1, 2016—HHSC’s executive commissioner must submit a transition plan, which includes the plan for the transfer of vocational rehabilitation services and other programs, to the Oversight Committee, the governor, and the LBB.
· March 3, 2016—Texas must submit the Workforce Innovation and Opportunity Act State Plan to the Secretary of the U.S. Department of Labor.
· September 1, 2016—Vocational Rehabilitation programs and other programs transfer from DARS to TWC.
· January 10 through May 29, 2017—The 85th Texas Legislature is in session. 
· Not later than October 1, 2017—TWC must integrate into a single Vocational Rehabilitation Program the two separate programs for individuals with visual impairments and individuals with other disabilities.   
· Not later than August 31, 2018—TWC must integrate its vocational rehabilitation staff into the Local Workforce Development Boards (Boards) and Workforce Solutions Offices.   
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In order to ensure the successful transfer of the programs, TWC, DARS, and HHSC have committed to working together closely.  While management and staff of the three agencies began discussing the details of the transition during the 84th Texas legislative session, they came back together in August 2015, to formally begin the planning process and create a governance structure to oversee the transition.  This structure includes a steering committee and 10 transition teams made up of representatives from each of the three agencies.  The steering committee comprises executive staff from TWC, DARS, and HHSC, and its main functions are to: 
· serve as the communication liaison with each agency’s executive management regarding transition activities; and 
· provide guidance to the individual transition teams.  

The steering committee will meet monthly, starting in September 2015.  The following table lists the members of the steering committee.    
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	Name
	Title, Agency

	Glenn Neal
	Director of Personnel and Transition Management, TWC

	Reagan Miller
	Director of Workforce Development, TWC

	Randy Townsend
	Chief Financial Officer, TWC

	Tom McCarty
	Director of External Relations, TWC

	Lisa Richardson
	Director of Information Technology, TWC

	Cheryl Fuller
	Assistant Commissioner for the Division for Rehabilitation Services, DARS

	Scott Bowman
	Assistant Commissioner for the Division for Blind Services, DARS

	Sylvia Hardman-Dingle
	General Counsel and Director of Legal Services, DARS

	Karin Hill
	Director of Internal Audit, DARS

	Rebecca Trevino
	Chief Financial Officer, DARS

	Joey Reed
	Office of Change Management Program Specialist, HHSC



Each of the agencies will have a mechanism for reporting on the progress of the transition to its executive management:  
· TWC has established a process for each transition team to report to the director of personnel and transition management every other week.  The director will use these reports to provide biweekly updates to TWC’s three-member Commission and TWC’s executive director, beginning in September 2015.  
· DARS will use its biweekly executive management meetings to inform its commissioner on the transition.   
· HHSC will have a team within its Office of Transformation, Policy, and Performance to monitor the progress of the transition of programs to TWC for HHSC’s deputy executive commissioner for transformation.  The deputy executive commissioner will report to HHSC’s executive commissioner on a frequent and regular basis.

The transition teams developed the individual sections of this plan that follow the executive summary and detail the major tasks and timelines necessary to successfully accomplish the transfer.  These individual plan sections will be the basis of ongoing transition activities for each team and will be used by the steering committee to track the agencies’ progress in fulfilling all necessary tasks by September 1, 2016.  All timelines are rough estimates and will need to be adjusted as more is learned about the operations to be transferred.  Individual plan sections address the following focus areas:    
· Communications
· Human resources
· Finance
· Information technology
· Facilities
· Procurement and contracting  
· Legal 
· Policy and service delivery
· Data and performance reporting
· Regulatory integrity

The plan intends to cover all of the major tasks necessary to ensure the successful transfer of programs from DARS to TWC.  However, as the agencies move toward the September 1, 2016, transfer date, unforeseen challenges are likely to occur that could impede the progress of the transition.  The transition teams also may identify staffing or resource needs during the next year that were not anticipated in the General Appropriations Act.  The steering committee will be closely monitoring the transition’s progress and will be responsible for addressing unanticipated issues and bringing them to the attention of the agencies’ executive management for resolution.  The agencies will also keep the Oversight Committee informed of any significant issues that affect progress.  
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In developing this plan, DARS and TWC have made the following suppositions about the transfer:  
· Staff—While vocational rehabilitation counselors and other program staff will become TWC employees on September 1, 2016, they will continue to operate in their current locations until TWC can integrate them into the Boards and Workforce Solutions Offices.  All staff transferring from DARS to TWC will be paid on time and their benefits will transfer without interruption. 
· Facilities and Infrastructure—TWC will assume responsibility for all of DARS’ leased space, property, infrastructure, and information technology systems related to the programs that are transferring so that consumers will continue to receive services without interruption. 
· Programs—All programs will continue to operate as they currently do.  Consumers will continue to work with the same counselors and staff and receive the same services.  Once the transfer is complete, TWC will begin to implement changes to the programs based on the statutory recommendations and any management action recommendations of the Sunset Advisory Commission.  

DARS and TWC have set forward the following principles to guide the transition teams, and the agencies as a whole, in the transition process.  
· Both TWC’s and DARS’ organizational structures, functions, and systems will change and adapt as necessary to accommodate the movement of programs and staff to TWC.
· The agencies will always give consideration to the best way to accomplish the transition and not just to the current way of doing business.
· The agencies will make every effort to ensure that transition activities result in minimal disruption to customer services and administrative operations.
· The agencies will build an appropriately structured organization within TWC that facilitates the integration of programs and functions, creates clear lines of accountability for decision making, creates an environment of shared responsibility for success, and focuses on measurable outcomes for the organization and its consumers.  
· The array of programs and administrative supports will not be diminished as a result of the transition process.  
· The agencies will keep their executive management, staff, and stakeholders informed of the progress of the transition, and will adjust as necessary to ensure the effectivity of communication efforts.
· The agencies will engage internal and external stakeholders to provide input for the development and implementation of the transition plan.
· Throughout the transition process, the agencies will make a concerted effort to both retain institutional knowledge and promote innovation. 
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