Rationale for Budget Increase
Please see the table with requests above a status quo budget. Below the table, you will find a table of contents with links to the rationale for the various items.
	Unit
	 FY26 Requested Increase 
	New FTE?
	Explanation

	Multiple
	 $               700,000 
	No
	Seven new Instructors

	Multiple
	 $               438,878 
	No
	Salary/Benefit increases for existing FTE's

	RE11
	 $               140,370 
	No
	New Deputy Director Position

	Multiple
	 $                 15,000 
	No
	Transportation benefits (parking and bus passes)

	FOPR
	 $                 10,000 
	No
	Field Operations intern that was not budgeted in current fiscal year

	RE11
	 $                   7,000 
	No
	Travel funding for additional staff to accompany Director

	Multiple
	 $               108,991 
	No
	Inflationary increases to operational costs

	RE11
	 $                   6,000 
	No
	Contract with Aira for services provided to staff as disability-related accommodations

	Multiple
	 $                   3,000 
	No
	Driver mileage reimbursement increase

	RE11
	 $                   5,000 
	No
	Replacement cycle of fire extinguishers at IDB building

	CIRC
	 $                   3,000 
	No
	Travel funding for Library

	 
	 
	 
	 

	
	
	
	

	
	 $             1,437,239 
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[bookmark: _Toc239957329]Seven New Instructors
3 instructors for the Independent Living Division
2 instructors for the Orientation Center for the Blind
2 instructors for Education and Training Division

Independent Living Program
Proposal and Justification for new ILIV Staff
September 9, 2026

Caseload Management Considerations

The Iowa Department for the Blind Independent Living program would benefit from the addition of three statewide ILIV Case Manager–Rehabilitation Teacher positions. The additional positions would help address current caseload demands, improve timeliness of referral processing, and increase the frequency and intensity of disability-related skills training provided to clients.

Rationale for Additional Positions

The addition of three ILIV Case Manager–Rehabilitation Teachers would support the following goals:

· The number of Vocational Rehabilitation (VR) clients referred to ILIV staff cannot be controlled, as referrals are an integral part of the services provided by them. In accordance with VR policy, VR clients are required to be seen every two weeks.
· Current number of VR clients being served by ILIV staff statewide is 88.
· Current number of IL-Older Individuals Who Are Blind (OIB) and IL-Younger Blind (ILYB) including new referrals is 349.
· ILIV Staff serve ILIV Younger Blind clients statewide as case managers and where there is exception to policy providing direct training services.
· Increase the frequency of disability-related skills training for Older Individuals Who Are Blind (OIB) clients. The goal would be to move from the current approximate frequency of every six weeks to every three weeks or less, when programmatically appropriate.
· National caseload size demands average of 10 to 30 per instructor. OIB-TAC recommends when managing only OIB clients, best practices are to serve no more than 35 individuals to ensure the amount of individualized attention and frequency of services that can be provided to clients.
· Improve the timeliness of individual referral processing. ILIV Case Managers-Rehabilitation Teachers are currently required to contact referrals within five days of receipt and schedule the application appointment within 14 business days. Additional staffing would increase the program's capacity to increase consistency with meeting these timeframes.
· Address other potential consideration:
· unrestricted referral volume. Referrals from individuals interested in applying for Independent Living services are currently not capped. Consequently, all referrals must be processed by ILIV Case Manager–Rehabilitation Teachers, creating an ongoing workload that fluctuates with referral volume. Outside sources have also promoted ILIV program services at the federal level, influencing a fluctuation in referrals. 
· Waitlist Policy Consideration: The development of a wait-list policy may also warrant further research and discussion. One potential approach would be to establish a maximum manageable caseload for each ILIV Case Manager–Rehabilitation Teacher. Once statewide staffing capacity is reached, individuals who cannot immediately be assigned could be placed on a wait list.
· Certification for Eligibility Policy Considerations
· Best corrected visual acuity: Consider increasing the threshold in the better eye, with correction/refraction, from 20/50 to 20/70, without exceptions.
· Visual field: Consider changing the visual-field requirement in the better corrected eye, with correction/refraction, from 40 degrees (low vision) to 20 degrees (severe vision loss), without exceptions

Supporting research and information:

A 2023, Sage Journal conducted a national study of 834 vision professionals—including Teachers of Students with Visual Impairments (TVIs), Orientation and Mobility Specialists (COMS), and dually certified professionals—reported relatively minimal differences in mean caseloads across U.S. regions, but meaningful variation based on professional role and service-delivery model. Typical caseloads generally fell within a range of approximately 10–30 clients, although smaller or rural programs may serve fewer clients, while high-demand urban areas or service models may result in caseloads exceeding 50.

For Iowa's Independent Living Instruction for Individuals Who Are Blind (ILIV) program, Kendra Farrow, Director of the Iowa Department for the Blind's Older Individuals Who are Blind Technical Assistance Center (OIB-TAC), and Liz Biber-DeShields, OIB-TAC Specialist, have recommended approximately 35 OIB clients per instructor as a best-practice target, when feasible. This recommendation is intended as workload-management guidance rather than a regulatory requirement.

While at the Department for the Blind we do not use this approach, an alternative approach used by some states, including Minnesota and Connecticut, is a service-level points system rather than a fixed caseload number. Under this model, a full-time professional workload may be capped at approximately 90 points, with a half-time workload at approximately 45 points. Each client is assigned points based on the complexity and intensity of services required:

· Medical needs: 0–4 points
· Primary reading medium: 0–4 points
· Compensatory skill needs: 0–4 points
· Environmental/instructional adjustments: 0–4 points
· Orientation & Mobility needs: 0–4 points
· Travel time: 0–4 points

Under a point-based model, caseload size varies inversely with service intensity. A professional serving clients with greater needs would carry fewer clients because those clients consume more workload capacity. Conversely, a professional whose clients generally require less intensive intervention could appropriately serve a larger number of clients without necessarily having an excessive workload.

The key distinction is that client count alone do not measure workload. A caseload of 20 highly complex clients may require substantially more staff time than a caseload of 35 clients with relatively low service intensity. Consequently, a sustainable case-load-management system should consider both the number of clients served and the amount and complexity of service each client requires, including travel demands.

UNDERSTANDING THE ROLE OF THE ILIV CASE MANAGER-REHAB TEACHER

The ILIV Case Manager–Rehabilitation Teacher plays an essential role in providing case management and rehabilitation teaching services to individuals who are blind, deafblind, or have low vision. 

The position supports individuals who are referred through an established referral system and assists those who refer individuals in achieving greater independence through individualized rehabilitation services, established service plans, and skills training if they are found eligible for services.

Case Management and Rehabilitation Teacher Roles:

A primary responsibility of the ILIV Case Manager is to determine an individual’s eligibility for Independent Living program services, unless the individual is receiving vocational rehabilitation services or is a pre-employment transition client. The vocational rehabilitation and pre-employment transition employment individuals have already been determined eligible by their Vocational Rehabilitation Counselor. For these clients, the ILIV Case Manager–Rehabilitation Teacher is only responsible for providing rehabilitation teaching services, authorizing or coordinating needed services and products, attending meetings as requested, and documenting service outcomes through appropriate case notes.

As part of the ILIV case management-rehabilitation teacher role, for Independent Living, the role is dual. As the ILIV case manager, in this role the requirement is to complete the referral process which includes the application, obtain eye reports, and establish eligibility for either the OIB or ILYB program. Once eligibility has been established, the case manager works collaboratively with the individual to assess current skills, identify areas of need, and customized an individualized training plan based on the person’s goals, abilities, preferences, and rehabilitation needs.

Following development of the service plan, the case manager provides or coordinates appropriate disability-related rehabilitation teaching and skills training. These services are designed to help individuals develop the skills necessary to function as independently as possible in their homes, communities, workplaces, and other environments. The ILIV Case Manager schedules and delivers these training services directly.

Case management responsibilities continue throughout the duration of the individual’s service plan. The case manager provides ongoing coordination and monitoring of services, adjustment to blindness counseling, including obtaining necessary authorizations, making referrals, providing information and resources, and responding to changes in the individual’s needs. When necessary, the case manager completes service plan amendments and conducts required reviews to ensure that services remain appropriate, effective, and aligned with the individual’s goals.

Rehabilitation Teaching Services Plans:

Rehabilitation teaching services service plans are designed to address disability-related needs and develop functional skills that enable individuals who are blind, deafblind, or have low vision to manage daily activities more independently and participate more fully in their homes, communities, and other environments. Plans may include training objectives to include but are not limited to:

· Activities of daily living and personal care
· Home management and safety
· Orientation and mobility-related skills, as appropriate
· Adaptive techniques and use of assistive devices
· Communication and information access
· Medication management systems and other health-related routines
· Meal preparation and household tasks
· Organization and problem-solving skills
· Community participation and independent living skills
· Other disability-related skills identified through the individual’s assessment and service plan

The ILIV Case Manager–Rehabilitation Teacher uses a person-centered approach to ensure that rehabilitation teaching services are responsive to each individual’s abilities, needs, preferences, and goals. The overall objective is to promote independence, confidence, safety, and meaningful participation in daily life.

Education and Training Division
Data/Info
· The education and training team serves 115 youth ages 14-21
· The team hosts Weekend Youth Retreats (Requires 24/7 staffing), Summer Camp for 8 weeks (requires 24/7 staffing), and Adult Skills Retreats that run for 1 week that require staffing during the day. 
· The team currently has 4 instructors when fully staffed
· Ratio of instructor to student should be 1 instructor to 3 or 4 students for safety and personalized lesson plans.
· RSA just put out guidance that all Pre-Employment Transition Services should be personalized per student instead of generalized group/classroom lessons.  
· Currently with our number of instructors our maximum number of students at an adult skills retreat is 12-16 depending on the students attending. 
· With the weekend retreats, maintaining student ratios, the maximum number of students should be 5 as we require around the clock staffing for these events and staff can not go over 80 hours per week unless we get temporary staff to assist with the weekend retreats/camps. 
Narrative
The Education and Training team would benefit from 2 additional instructors to allow for larger capacity to serve our youth and adults needing introductory skills. Currently our capacity is 12-16 for adult retreats and we could get up to 24 students. With the waiting list for the Center this would assist with getting those introductory skills to students until they are released from the waiting list. 
During the youth services our staff could double capacity allowing 10 or more students for each weekend retreat/summer camp without the need for temporary staff.  We could potentially do additional students due to only needing one staff overnight which could result in up to 15 students per retreat. 
With our regulations stating that we need to be spending 15% of our budget on Pre-Employment Transition Services these additional staff salaries would assist with reaching that goal. We also have several measured data points on Pre-ETS services for youth that would increase through additional staff.  
These retreats are an introduction for our students into IDB and for several students are life altering. We have heard students talk about their own growth through short retreats and how eye opening it is. The discussion about gaining independence from both adults and students is a game changer.  

Orientation Center for the Blind
Statistics
Total students in center: 14
Number of staff operating as students: 4
Number of students in each tech class currently with one instructor: 4 to 6
Number of students in each travel class with one instructor: 3 to 4
Number of skills track students: 5
Number of skills track students who have requested specifically to take travel, technology, or both: 5 (100 percent)
Number of students who have requested double or extra periods of tech or travel on their own initiative 7 (50 Percent)
Relative student capacity with an extra tech and travel instructor: likely 20 to 25 (43 to 79 percent more students served at once)
Number of students in class with 25 students and two additional instructors: 3 to 4
Current waitlist numbers: about 10
Current number of students who have expressed interest but are not currently on the list: over 5
Current average waiting Time: 4 to 8 months

Narrative
	The center currently has 14 students, four of which are agency staff completing their emersion training.  Current demand for center-based instruction exceeds available capacity, with approximately 10 individuals currently on the waitlist, more than five additional individuals who have expressed interest but are not currently on the waitlist, and a current typical wait time of approximately 4–8 months.  As training centers are likely to receive more scrutiny from RSA, and our waitlist is growing the need to create pathways to adding more students becomes more and more crucial.  The addition of the skills track has increased interest in attendance, but it has also increased our waitlist and wait time accordingly.  Adding extra instructors would help cut down on both aspects significantly.  All five current skills-track students have specifically requested technology, travel, or both, and seven of the center's 14 students (50%) have requested additional or double periods in technology or travel on their own initiative.  Based on current class sizes, instructional schedules, and available classroom/off-site training capacity, it can be estimated that adding one technology instructor and one travel instructor would increase sustainable center capacity from approximately 14 students to approximately 20–25 students.
	Under our current method of operations, when a student requests a double period, or emphasis in an individual travel or tech focus, with one instructor in each of these classes we cannot always grant these requests. Particularly in travel where there are safety aspects to keep in mind, and students are often off site it is crucial to have a low student to instructor ratio.  Based on the current skills track students all requesting tech, travel, or both, there is an extremely high likelihood these classes will continue to have a disproportionate level of interest to other classes in future. 
With our current instructors, if one has an unexpected absence or needs to take leave, we often cannot offer a comparable class at that time.  For example, if our travel instructor took leave for several months, and there is only one person who can teach travel under the current model, then we are faced with a gap in service that it is challenging if not impossible to compensate for.  Technology can be a challenge to find subs for, as there are only a few RTS in the agency who already have very full caseloads.  However, travel is in an even more precarious situation.  Only having one person certified with an NOMC in the center environment creates a huge gap if there are absences and leave, creating a gap for new students and existing students alike.  Often students enter the training center environment with little to no cane experience, but yet they very quickly need to navigate the Des Moines area independently for appointments, groceries, the bank, and more.  If there is only one instructor on staff who can provide this training, and they are absent, it can provide a huge delay in center training, and decreased confidence and comfortability for a student overall.
Having an extra instructor in each area would allow us to offer more training in specific areas of interest, cut down on our waiting list, shorten waiting times for center attendance, maintain appropriate teacher-to-student Ent ratios, and provide more individualized attention to help meet client needs.  Since the introduction of the skills track has allowed students with more diverse needs and multiple disabilities to more frequently be able to attend classes, the ability to provide more individualized instruction is vital.  Additionally, the ability to serve more students at once, and by extension more students each year, increasing our numbers from about 14 at once to about 20 to 25 will lead to increased graduation numbers long-term.  Particularly with the addition of Progressive Employment to the center, allowing students to have informational interviews, job shadows, job tours, and work experiences, it is highly likely that increasing instructors, will lead to increased rates of student completion, which will in turn provide higher successful employment outcomes for the agency as a whole.

[bookmark: _Toc239957330]Salary/Benefit Increases for Existing FTEs
This item would allow our agency to continue operating with the same number of staff as we do today.

[bookmark: _Toc239957331]New Deputy Director Position
The Iowa Department for the Blind currently has a part-time Deputy Director. The position is filled by the Director of the Iowa Library for the Blind and Print Disabled, who simultaneously serves as the Library's full-time director and IDB's part-time Deputy Director.
This structure does not provide the Department with the level of executive administrative capacity appropriate for a statewide agency with multiple divisions, a substantial workforce, significant federal responsibilities, and a broad range of operational functions.
At the same time, assigning the Deputy Director responsibilities to the Library Director necessarily divides her attention between two substantial leadership roles. The Iowa Library for the Blind and Print Disabled is itself a large, complex statewide program whose director is expected to provide full-time leadership of the NLS library program. The Library Director should not have to divide that responsibility with a significant agency-wide administrative portfolio.
Establishing a full-time IDB Deputy Director would address both issues. It would provide IDB with additional dedicated agency-wide administrative leadership while allowing the Library Director to devote her full working time to leading the Library.
Role of the Deputy Director
The Deputy Director would serve as the agency's senior administrative and operational leader under the Director. The position would provide capacity for the Director to delegate appropriate agency-wide management responsibilities and would improve coordination across IDB's divisions.
Responsibilities could include:
· Budget and fiscal coordination, including monitoring agency expenditures, budget implementation, financial processes, and coordination with the agency's fiscal staff.
· Information technology coordination, including agency technology needs, accessibility of technology, systems issues, equipment, software, cybersecurity coordination, and relationships with state IT resources.
· Facilities management, including building operations, maintenance, repairs, security, space planning, equipment, and coordination of facility-related projects.
· Procurement and contracting, including coordination of purchasing, contracts, equipment, supplies, and other administrative transactions.
· Human resources coordination, including recruitment, onboarding, position management, employee development, personnel processes, and coordination with central human resources functions.
· Staff development and training, including identifying agency-wide training needs, coordinating training opportunities, and supporting consistent supervisory and management practices.
· Project management, particularly for agency-wide initiatives that require coordination among multiple divisions or with other state agencies.
Maintaining Appropriate Separation of Responsibilities
The Deputy Director would not replace or assume responsibilities that are assigned by federal law, regulation, or RSA policy specifically to the agency director or that otherwise cannot be delegated.
In particular, the position would not be designed to transfer the non-delegable responsibilities of the VR agency director as outlined by federal law and regulations. Rather, the Deputy Director would provide executive-level capacity for the many administrative, operational, and organizational functions that can appropriately be delegated.
Benefit to the Library
The current organizational structure requires the Library Director to divide her time between two major responsibilities: directing the Iowa Library for the Blind and Print Disabled and serving as IDB's part-time Deputy Director.
The Library is a statewide program with substantial operational, personnel, patron-service, technology, facilities, and NLS responsibilities. Its director needs sufficient time to provide programmatic leadership, oversee library services, develop staff, address NLS requirements, plan for future service needs, and represent the Library with stakeholders and partners.
A full-time IDB Deputy Director would allow the Library Director to return to a single, clearly defined responsibility: leading the Library.
Benefit to IDB
A statewide agency with multiple divisions should have sufficient executive management capacity to ensure that its Director is able to focus on the agency's highest-level responsibilities rather than serving as the de facto manager of every high-level operational need.

[bookmark: _Toc239957332]Transportation Benefits: Parking and Bus Passes
IDB is currently the only state agency that we are aware of which does not pay for its employees parking at its headquarters. We would like to remedy that by paying for parking for IDB staff at our Des Moines headquarters. Due to the fact that IDB employes a significant number of blind and low vision employees, we want to offer an equitable benefit to staff who do not drive. We would like to offer bus passes to staff who cannot (or otherwise do not wish to) drive and utilize our parking benefit.

[bookmark: _Toc239957333]Field Operations Intern
We are requesting $10,000 in the FY 2028 budget to fund a paid VR Counseling Intern position. This internship was included in our workforce development planning in FY 2026, and we would like to add funding for it again in FY 2028 to support ongoing priorities aligned with our WIOA State Plan.
As a vocational rehabilitation agency, building a strong pipeline of future VR professionals is essential. A paid intern supports our grow‑your‑own strategy and helps to strengthen our relationships with Rehabilitation Counseling programs. In addition, a VR Counseling intern position provides students with meaningful, hands‑on experience in blindness and low vision services. Many VR counseling students go on to work in community rehabilitation programs or independent living centers, so offering this internship helps build capacity not just for our agency but for the broader statewide VR system.
If dedicated funding is not approved, we will still offer this internship as an unpaid opportunity. Depending on the broader budget picture, we may also explore whether internal reallocations like routine adjustments to planned expenditures could support this position without impacting staffing or service delivery. That flexibility is not guaranteed, though, which is why a specific budget request is being requested.
Providing compensation removes financial barriers for students and strengthens our long‑term goals around talent development and building agency capacity.  For these reasons, we are requesting $10,000 to support a paid VR Counseling Intern for FY 2028.

[bookmark: _Toc239957334]Travel Funding for Additional Staff to Attend CSAVR and NCSAB
Additional Staff Participation in CSAVR and NCSAB
IDB should increase its budget to allow additional members of the agency's Leadership Team to attend the Council of State Administrators of Vocational Rehabilitation (CSAVR) and National Council of State Agencies for the Blind (NCSAB) conferences with the Director. These are the preeminent conferences in the vocational rehabilitation field. Attendance at these conferences is an expected part of leadership for state VR and blindness agencies, and other states routinely send many members (if not all members) of their leadership teams.
It is particularly common for state blindness agencies to send their adjustment-to-blindness center administrators, Pre-Employment Transition Services administrators, BEP administrators, Older Individuals who are Blind/independent living administrators, and VR program administrators. Sending these professionals to these conferences builds knowledge across the Leadership Team, rather than concentrating expertise and institutional knowledge in a single individual. It also provides broader exposure to emerging issues and best practices, strengthens succession planning, and ensures that multiple members of the team have the training and professional relationships needed to lead their programs effectively.
Typically, we have only been able to send one staff member to each conference; in the past, it has primarily been our VR Program Administrator. In the fall of 2025, both the IDB Director and VR Program Administrator were able to attend. We would like to build on this and ensure that our orientation center administrator, Pre-ETS administrator, and Older Individuals who are Blind Administrator also attend.
These conferences provide significant training and technical assistance from RSA and VRTAC that ensure that we are operating in accordance with federal laws, regulations, and best practices.  They also provide staff the opportunity to learn about the latest technology, program vendors (such as Sky’s The Limit and Independence Science), and training methodologies.
At last year’s conference alone, we learned about Independence Science (which coordinated with IDB on the two-week science block of our summer LEAP program) and Tactile Images (which coordinated with our Library for our Experience the Cosmos exhibit). 

[bookmark: _Toc239957335]Inflationary Increases to Operational Costs
Costs for supplies, equipment, office technology, software, telecommunications, utilities, maintenance, and other routine operating expenses increase each year. 

[bookmark: _Toc239957336]Aira for IDB Staff
IDB has recently begun offering AIRA as an accommodation for IDB staff. It is currently being utilized by 20 blind and low vision rehabilitation counselors, rehabilitation instructors, and retreat instructors for reviewing client documentation, data entry, navigating inaccessible websites, and other work-related tasks. This is a cost-effective alternative to hiring additional administrative staff to perform these tasks. We were able to “make room” for Aira funding this year by re-directing unused funds from other items; however, we can’t guarantee that we will be able to do this in future years. Therefore, additional funding for this valued staff accommodation is requested.

[bookmark: _Toc239957337]Driver Mileage Reimersement Increase
Due to increased difficulty hiring and retaining drivers to transport IDB staff and clients, we increased our driver pay rate from $14 to $19 an hour. This has assisted us in retaining drivers to transport our blind rehabilitation instructors to in-home visits and our Pre-ETS students and retreat clients to our programs. In order to continue retaining drivers, we expect to need to raise our rate to $20 an hour to keep up with the cost of inflation. 

[bookmark: _Toc239957338]Replacement Cycle of Fire Extinguishers
[bookmark: _Toc239957339]Funding is requested to replace fire extinguishers that have reached the end of their service life. Regular replacement is required to maintain compliance and ensure reliability.  For previous cycles, these replacements were included in the standard maintenance budget. This was not included in last year’s budget, but the cycle requires it for FY 2028. This increase continues that established practice to keep equipment current and compliant. Approval will allow us to complete the scheduled maintenance cycle and maintain fully operational fire‑safety equipment.

Travel Funding for Library
For the last 12 years, funding within the budget has allowed the library to send three to four staff members to the Iowa Library Association’s annual conference each October. This participation enables staff to manage an informational booth, present sessions on key initiatives, and engage in continuing education essential to maintaining high-quality service. This conference reaches more than 300 librarians from public, school, and academic libraries across Iowa, strengthening statewide awareness of our services and supporting a reliable referral network to our library and the Department. However, this item was not in our General Fund budget last year and IDB used Gifts and Bequests. Restoring funding ensures we maintain these valuable partnerships that directly benefit Iowans. 
