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Preface

There is a growing consensus among youth development experts that youth who come under court
supervisionhave multiple issuesthat must be addressed in comprehendve and coordinated ways if they
are to atain employment at wages that will susain a constructive life path. The Department of
Labor/Employment and Training Adminigration, working with the Department of Justice/Office of
Juvenile Justice and Delinquency Prevention, developed a demondtration project that focused on
providing such coordinated servicesfor youth. Itsgoa was to help youth find employment that would
reduce dependency and bresk the cycle of crime and recidivism.

The Office of Juvenile Justice and Delinquency Prevention (Snyder and Sickmund, 1999) reportsthat
more than one million cases of delinquent behavior were heard in court in 1996 and that more than
100,000 youth were retained inresdential correctiond fadilitiesin1997. Theseyouth resdein or will
return to loca communities across the nation. Developing loca capacity to meet the needs of and to
direct these youth along condructive paths is an investment in them and inthe community’ ssocia and
economic drength. Further, research demonstratesthat economic sdlf-sufficiency isa protective factor
in reducing or preventing juvenile ddinquency (Brown, et a. 2001)

Coordinationof visonand servicesis easly recommended but difficult to attain. The'Y outh Offender
Demondtration Project (YODP) required government agency and nonprofit organization staff to
implement a method of working together across organizationa boundaries, different accountability
structures, and diverse ways of operating and reporting. The Department of Labor, recognizing the
challenges these pioneering organizations would mest, provided technica assstance to the projects.

This volume describes technica assistance approaches and activities used during the project. It
attempts, moreover, to develop a public management mode for implementing other cross-agency
cooperative service delivery operations. Further, this report examines the technica ass stance process
itsdf in order to plan and sequence smilar efforts more effectively in the future.

Although the YODP tested a variety of service ddivery drategies in a diverse set of communities,
ultimately the purpose of the demonstration was to deduce effective practices that have universal
goplication. As a result, the demondtration identified a set of nine effective organizationa attributes
shared by the most successfully implemented demonstration projects. These have beenincorporated
into a public management modd, which provides an approach that has shown to be effective in
administering programs targeting youth offenders and youth at-risk of court or gang involvemen.

While the project does not prescribe one specific service drategy, it reflects the hypothesis that
organizations that structure their work around the public management modd will be better able to
formulate and implement an effective service ddivery srategy that respondsto acommunity’s unique
needs. Further, the public management mode is expected to assist projectsto: (a) assess the unique
needs of the community; (b) identify key stakeholders and partners integra to the success of the
programs; (€) map and access resources within the community; and (d) better implement aneffective
integrated service Strategy tailored to meet the community’s specific needs. The public management
modd, devel oped during the first round of the Y ODP, will be further developed and refined during the
second round of demongtrations.
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EXECUTIVE SUMMARY
Background

Congress set asde $13.1 million in the Department of Labor's Filot and Demongtration budget in the
1998 ProgramY ear for programs to address the needs of youth who were, had been, or wereat risk
of coming under justice supervision. The Department of Labor’s (DOL) Employment and Training
Adminidration (ETA) collaborated with the Office of Juvenile Justice and Delinquency Prevention
(OJIDP) in the Department of Justice (DOJ) in announcing solicitation SGA/DAA 98-015. The
Solicitation for Grant Applications focused on projects designed to get youth at risk of crimina
involvement, youth offenders, and gang members between the ages of 14 and 24 into long-term
employment a wage levels that would prevent future dependency and would break the cycle of crime
and juvenile ddinquency.

Scholars studying juvenile offenders have cdled for a balance between strategies to control youth
offender behaviors and efforts to build up the youths assets, recognizing that there is a tensgon
between assuring community and victim protection and meeting the socid development needs of the
youthful offendersthemsdlves(Bazemoreand Umbreat 1994). For the Y outh Offender Demonstration
Project (YODP), the role of survelllance of youthful offenders was maintained by the court and
probation officerswhile servicesand case management support wereprovided through the employment
training agencies and nonprofit organizetionsin the community. The Y ODP, combining oversight of
the youth while ddivering services to support their passage to the world of work, provided a
theoreticaly driven demonstration of recommended socia development strategiesfor youth offenders.

Scholarsreviewed 30 years of research, noting the rdaionship between causes of ddinquency and the
chronological age of the children (family factorsat younger ages, school experiences, followed by peer
groups); they cdled their theory a socid development theory because it followed the socid
development of the youth. They recognized the research findings that deinquency occurswithgrester
frequency with co-occurring risk factors (Hawkins and Catalano 1993, quoted in Howell, Krisherg,
and Jones1995). Common risk factors, such as avalability of drugs, lack of commitment to schooal,
family management problems, and early academic failurewere ussful in predicting behavior problems.
Research revealed that the morerisk factors present, the greater the risk of juvenile problem behavior.
Protective factors that buffer children from the adverse effects of risk factorsincluded “ hedthy bdliefs
and clear standardsfor productive, law-abiding behavior, and bonding withadultswho adhereto these
beliefs and standards.” (Steiner 1994).

DOL awarded grants to 14 round one YODP sites in June 1999, Demonstration projects were
designated according to one of three categories.

1Subsequent to the award of thisinitial round of grants, ETA funded additiona rounds of
Y outh Offender Demonstration Project grants to state and locd aress.

Research and Evaluation Associates, Inc. i
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Category | - Model Community Projects were set in high-poverty neighborhoods
where comprehensive, community-wide approaches to deding with youth aready had
been established:

(1) Denver, Colorado;

(2) Houston, Texas,

(3) Philadephia, Pennsylvania;

(4) Richmond, Cdifornia; and

(5) Sesttle, Washington.
Category Il - Education and Training for Youth Offenders Initiatives provided
comprehensve school-to-work educationand traning within juvenile correctiona fadilities
aswdl asfollow-up servicesand job placement when youth left correctiond facilities and
returned to their home communities:

(6)  Columbus, Ohio;

(7 Indiangpalis, Indiana; and

(8)  Tallahassee, Horida
Category |11 - Community-wide Coordination Projects worked with local youth
service providersto devel op linkagesthat strengthened the coordination of preventionand
aftercare servicesfor youthinamdl to medium-sze cities withhigh poverty and highcrime:

(90  Clifton, New Jersey;

(100 Bakedidd, Cdifornia;

(11) Knoxville, Tennessee;

(12)  Minneapolis, Minnesota;

(13) Pensacola, Forida; and

(14)  Rockford, Illinois.

The projects operated for 24 months from the time of grant negotiation, generaly fromsummer 1999
to summer 2001. Thefirg Sx months were for planning; the remaining 18 months for implementation.

Research and Evaluation Associates, Inc.
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In May 1999, Research and Evaudion Associates received a task order from DOL to provide
technica assstance support to the 14 projects. In June 1999, Research and Evaluation Associates
received atask order to provide a process evauation of 12 of the 14 stes. Two Category |l sSites,
Tdlahassee and Indiangpalis, were evauated under a DOJ contract as possible candidates for an
outcomes eva uation based on a randomized design methodology.

TECHNICAL ASSISTANCE DELIVERY

The god of the technicd assstance (TA) effort was to identify barriers to project implementation, to
recommend options for working through these barriers, and to arrange for expert assistance, tailored
to the dtudion, to address them. The purpose of the TA was to provide problem-solving and
dternative drategies to assure that projects could adequately demonstrate the value of the integrated
services modd, thet is, ddivering a coordinated spectrum of services intended to address the multiple
needs of the target population.

The technica assistance consisted of seven tasks:
Task One.  Conducting introductory conferences for the grantees.
Task Two.  Assigning lead contact persons to each grantee.

Task Three. Providing technical assistanceinspecidized areas as needed by the Category | Model
Community and Category || Education and Training grantees.

Task Four.  Collecting adminidtrative crime data a basdline and at 18-month follow-up from
the police precincts in Category | Modd Community Sites.

Task Five.  Assging the Category |1 Education and Training grantees in setting up management
information systems (MIS) to track the characteristics, services received, and
outcomes of youth served.

Task Six. Preparing three separate technical ass stance guides based on the experiences of the
Category | Model Community, Category |1 Education and Training, and Category |11
Community-wide Coordination projects. (This task was diminated whenthe process
evauation of the projects was funded.)

Task Seven. Preparing a find report on the accomplishments of the grantees and suggestions to
DOL for improving such projects in the future.

Technica assstance is the process of providing hep to resolve a problem or create innovative
approaches. Inthe Y ODP, projects staff were encouraged to make requests for technical assstance
based on tharr assessment of barriers and opportunities. Research and Evauation Associates,
respondingtothar requests, provided technica ass stance to the demonstration projectsinmany ways.

Research and Evaluation Associates, Inc. il
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e oOngtevidts

telephone and e-mail contacts with project staff;

« conferences and workshops;

information dissamination; and

regular conference cals with demondtration projects, DOL and OJIDP.

Three conferences or workshops were organized for the projects staff. The conferences combined
presentations by topic area specidists and program staff persons with related experience. Two
mestingsinvolved al the participant projects and the third focused on the three Category 1l projects.

Each project had a Research and Eva uation Associates technica assistance specidist who assisted
it witharranging technica assistance. These technical assstance specidists conferred with the project
g&ff to daify their requests and arranged for the ddlivery of the appropriate response.  All such
technica assistance events and activities were evaluated by the projects and by the speciaist(s)
aranging thetechnica assstance. The Research and Evaluation Associates specidists aso designed
a Y outh Offender Demondtration Project Website and developed a data collection template for the
projects. They arranged conference calls by project category for mutud learning, and they engaged
the resources of the Nationd 'Y outh Employment Codition for peer-to-peer learning opportunities.

Based ontheir interactions withthe proj ects the technical ass stance and eva uationteams, workingwith
project officersat DOL, identified a public management modd of demondtration adminigtration, thet
is, nine attributesof projects that were successtully implementing the coordinated spectrum of services
to the target population:

1. Createdawell-conceivedplan: Projectsthat had aclear visonand planwithachievable
outcomes were more likely to implement projects in atimely way, even when the plan
needed changing at various milestones.

2. Hadprevious experiencewiththe juvenileand criminal justice system: Projectsthat
had prior experience withthe justice systemwere morelikely to recelve court or probation
referrals and to work effectively with the target population.

3. Collected and maintained data: Projects that collected key information about thelr
operations were more likely to manage the projects better.

4. Developed a community support network: Projectsthat developed a broad network
of supporters and stakeholders were better able to find resources within the community.

iv Research and Evaluation Associates, Inc.
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5. Maintained strong grantee involvement: Projects that were led by a grantee that
remained involved were more likely to keep the partnership working well and avoid god
displacement.

6. Connected the workforce and justice systems effectively: Projects that established
close working relationships with key leadersin the two systems and used their resources
were better able to recruit and train target youth.

7. Leveraged resources through collaborations and partnerships. Projects that
leveraged resources through partnerships and collaborations were abdle to bring more
services and more diverse services to the target population. They were dso more likely
to remain in partnership after the demongration.

8. Developed a continuous improvement system: Projects that remained open to staff
and organizational development, induding technica assistance, were more likely to
implement thair projects effectively and in atimely fashion.

9. Shared leadership and information: Projects that shared leadership and information
were more likely to have stakeholder ownership and loyaty.

LESSONSLEARNED

Although some lessons gleaned fromthis demonstrationwere rel ated to the public management modd,
DOL and Research and Evauation Associates dso learned some important lessons about effective
practices for providing technical assistance. In comparing projects, four genera themes surfaced in
relation to ddivery of technica assstance:

. Philosophy of Technical Assistance: A philosophy of technical ass stance should be based
on openness to, and willingness of, the projects to continue to learn.

Lesson 1: Technicd assstance needs to be introduced as a resource for continuous
improvement. Every opportunity needsto be exploited to demondtrate that using it isa good
management technique and not asign of weakness.

Lesson 2: Technicd assstance from outside the partnership is essentid to facilitete the
clarificationof roles and respongibilities, especidly when there are some emations attached to
current operating procedures. An outside facilitator can maneuver the group through the
tendons as wdl as support ther efforts to ded with technical issues of organizationd
respons veness and accountability.

. Sequencing of Issuesin Technical Assistance: It isimportant that technical assstance is
sequenced gppropriatdy, thet is, to recognize that partnership development and planning are
early issues needing attention, while other issues emerge as the project engages the youth.
Some issues cannot be addressed until the fundamenta programming isin place.

Research and Evaluation Associates, Inc. \Y;
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L esson 3. Deveoping partnerships should anticipate needing technical assstance early--
before months of struggle have left some members of the partnership frustrated and angry with
other members of the partnership.

L esson 4: Technicd assstanceisa vauable resourceindeveloping aredidtic Implementation
Pan early in the project period.

L esson 5: Programming issues may not emerge until the demongration is under way, and
technicd assstance can be very vauable in keeping the project staff from becoming
overwhemed by theindividud differences among the youths needs.

L esson 6: Responsesto technica assstance requests need to be atentive to the timing of the
issue. Projects may not be ableto attend to one set of issues until others have reached amore
gtable footing.

L esson 7: Fundamental orientationissues need to be revisited. I nthe continuous-improvement
mind s&t, thisis an easy and comfortable process; for others, it might be an embarrassment to
request technical assistance on issues carefully presented in the early stages of the project.

The Structure of Projects. The project structure isimportant, and it is important to alow
it to change, perhaps repeatedly, until the gods of serving the youth are met adequately.

L esson 8: The members of the partnership need to be aware of and committed to meeting the
diverse and multiple needs of the target population. Relationships and arrangements need to
be forged to meet these unusua demands.

L esson 9: Technicd assstance is vauable in freaing project leadership to re-invert itsdf,
perhaps severa times. Leaders need to be encouraged to experiment withthe demondtration
modd until it effectively meets the needs of the youthit is designed to serve. The vdue of the
courage and persistence of project teams in sruggling to provide the nation with workable
models cannot be overstated.

Relationships: Redationships undergird the technicd ass stance efforts; they are built on trust
and candor.

L esson 10: Technical assistance requires both clarity of andyss and gentle candor with dl
parties. Itisnot enough to have made an accurate assessment of astuation; thefollow through
must be conducted in away that improves the projects and keeps the rel ationships intact.

Lesson 11: There is a difference between providing technical assistance and monitoring.
Trying to combine the two functions reduces the openness of projects to seeking or receiving
technica assstance.

Vi
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L esson 12: Sudaning aclimate that encourages collegia peer-to-peer relationships anong
project teams is an important dimension to technica assstance.

RECOMMENDATIONS
Future Technical Assstance Efforts

Future technica assistance specidists need to conscioudy forge partnerships with the projects daff
and the DOL project officersin their common search for workable models to assist court supervised
youth and youth at risk of gang or crimind involvement to make a successful trangition to employment
a wages that prevents future dependency or crimind activity:

. Create an environment that frees project leaders to try new approaches and that assesses
the outcomes carefully is based on strong and trusted communication and

. Creste technical assstance plans to facilitate the continuous improvement process.

Future technical ass stance needsto be more conscious of the likely issues of concernat various points
in the development and implementation of the integrated services model.

Future Demongtration Projects

Future demonstration projects need to be designed to account for the multiple and varied nature of
issues the youth face to hep them trangition to employment.

. Partnerships in the future need to include state and local hedth care, housing and
educationa systems.

. The public management model needs to be tested and re-evaluated in subsequent
demondirations.

When future demongtrations show promise, it will be important to find ways to track the youth for a
longer period of time to alow for an assessment of long-term outcomes. The ability to hold a job,
establish independent living, open a bank account, or remain free of the court system are long-term
outcomesthat could not be determined because of the nature of this demondtration.

Research and Evaluation Associates, Inc. Vii
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Section | - Introduction

Section |

INTRODUCTION

Congress set aside $13.1 million in the Department of Labor's Pilot and Demonstration budget in
Program Y ear 1998 for programs to address the needs of youth who were at risk of coming under
crimind and juvenile jugtice supervison. The Department of Labor’ s (DOL) Employment and Training
Adminigration (ETA) collaborated with the Office of Juvenile Justice and Delinquency Prevention
(OJIDP) in the Department of Jugtice (DOJ) in announcing SGA/DAA 98-015. The solicitation for
grant gpplications focused on projects designed to get youth at risk of crimind involvement, youth
offenders, and gang membersbetweenthe ages of 14 and 24 into long-termemployment at wage leves
that would prevent future dependency and would bresk the cycle of crime and juvenile ddinquency.

The design of the Y outh Offender Demondration Project (Y ODP) reflected a socia development
approach to underdanding juvenile offenders. Scholars, studying the factors affecting juvenile
delinquency, reviewed 30 yearsof research and devel oped asocia devel opment theory of delinquency
based on the rdaionship between causes of delinquency and the chronologicd age of the children
(family factors at younger ages, school experiences, followed by peer groups). In effect, they argued
that youth offenderswere not as socidly devel oped asthey theoreticdly should have beenfor their age
(Hawkins and Catalano 1993).

The socid development theory reflected in the design of the Y ODP points to an understanding of the
conceptsof risk and protective factors. JamesHowell (1995) noted that risk factorsexisted in multiple
domains (community, family, school, individuds/peers) and that common risk factors, such as
avallability of drugs, lack of commitment to school, family management problems, and early academic
failure, were useful inpredicting diverse behavior problems. Risk factors had cons stent effects across
different races and cultures. Further, research aso reveded that the more risk factors present, the
greater the risk of juvenile problem behavior (Mendd 2000).

Protective factors helped buffer exposureto risks. Protective factorsincluded“ hedthy beliefs and clear
standardsfor productive, law-abiding behavior, and bonding with adults who adhered to these beliefs
and standards’ (Steiner, 1994). Researchers(Benson, Galbraith, Espeland, 1995) analyzed thesurvey
results of morethan270,000 young people in 600 communities across the United States and found that
the difference between troubled teens and those leading hedthy, productive, and positive lives was
strongly affected by the presenceof * developmenta assets.” The more devel opmental assets the young
people had (such asfamily support, salf-esteemn, and hope) thelesslikdy they wereto use dcohol and
other drugs, and exhibit other problem behaviors.

Delinquency prevention and intervention strategiesin reducing juvenile crime showed positive benefits
whentheywerebased on theory-driven prevention practices. Whenthey had knowledge about therisk
factors that confronted youth, communities could develop and implement effective prevention and

Research and Evaluation Associates, Inc. 1
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intervention programs to strengthen community ingtitutions and buffer children from the effects of the
identified risk factors.

Promisng approaches in delinquency prevention, intervention, and trestment have resulted in the
development of key principles and a comprehensive drategy for preventing and reducing adolescent
problem behavior:

« drengthening familiesin ther role of providing guidance and discipline, and indtilling sound
vaues asthar children'sfirst and primary teechers,

» supporting core socid inditutions, including schools, churches, and other community-
organizations, to dleviaerisk factorsand hep childrendevel optotheir maximumpotentid,;
and

« promating prevention strategies that reduce the impact of risk factors and enhance the
influence of protective factorsin the lives of youth a greet risk of ddinquency.

Theemerging profess ona consensuswasthat communities needed comprehendve strategiesor modds
tocombat youthcrime, reduce recidivismand gang involvement, and assi st youthto secureemployment
a livable wage levels. The YODP provided communities with a theory-driven, research-based
preventionframework. It dso provided for local control of program planning and implementation. The
project granteeswere aso assured that they would receive the toals, training, and technicd assstance
needed to bring community members together to build on that framework. This process and grant
funding enabled communities to design and implement comprehensive programming for the targeted
population.

The following issue areas wereimportant components of the youth offender demonstration modd and
provided the framework for planning and developing programming for youth.

o Community-wide Collaboration. The Y ODP gtrove to change ways of thinking about youth
program planning. Representatives from a variety of community sectors, including workforce
devedlopment boards, courts, schools, police, hedthcare, human sarvices, and community
organizations, were working together and learning first-hand how prevention and intervention
efforts could be implemented successfully. The gpproach was to develop the coordination that
would drive a better application of resources and reduce duplicationof effort that often occurred
within human services

« Employment and Training. Schoolsand communitieswereto view the school dropout problem
fromboth prevention and intervention perspectives. Intervention approaches could useregular or
dterndive schools, or devel op tiesto the business community to provide academic or job training
that addressed the needs and interests of students. These programs would provide students not
only with a high school diploma or itsequivaent, but so a certificate of achievement for learning
askill or trade that would help them gain entry to employment after school.

2 Research and Evaluation Associates, Inc.
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Court- and gang-involved youth, or youth at risk of suchinvolvement, oftenwere unsuccessful in
the traditiona school system and found it difficult to learn marketable skills or compete for jobs.
Y et research demonstrated that empl oyability was critical to the success of youthwho were at risk
for ddinquent acts. The project recognized the link between crime and lack of economic and
educationa opportunity. It also required concerted attention through collaboration among
employers, the juvenile justice establishment, the educationad system, and the workforce
development system.

« Alternative Sentencing and Community Service. A justice system based on the balanced
goproach differed from traditiona systems in that competency development, accountability, and
community protection objectives provided clear outcomes directed at the offender, the victim, and
the community. All three componentswereto receive baanced attention and gain tangible benefits
from their interaction withthe justice system. Bazemore and Umbreit's Balanced and Restorative
Justice modd (1994) stressed that offenders should leave the justice system capable of being
productive and responsible citizens, vicims and communitiesshould havether lossesrestored, and
should be empowered as active participants in the juvenile justice process, and the justice system
must protect society by providing a range of intervention dternatives (mostly community-based)
geared to the varying risks presented by offenders.

« Gang Initiatives. The undelying assumption of the Sperged Modd (1990) was that gang
problems were largely aresponse to community socia disorganization, wherekey social inditutions
suchasschools, family, police, and businesses were unable to address the problem collaboratively.
The key ideaof the modd was to have organizations and representatives of local communitiesjoin
forces to engage and control the behavior of young gang members, and encourage them to
participate in legitimate societd activities.

« Aftercare for Youth Returning from Detention. David Altschuler (1998) and other
researchers theorized that if juvenile offenders received intengve intervention while they were
incarcerated, during ther trangtionback to the community, and whenthey were under community
supervison, they would benefit inareas such as family and peer rations, educeation, employment,
substance abuse, mentd hedth, and recidivism. The Intengve Aftercare Program (IAP) model
stressed collaboration among the juvenile justice system, probation and parole, and community-
based service providers to address the specific needs of youth offenders.

Overview of the Youth Offender Demonstration
In June 1999 DOL funded 14 round one sites for the Y ODP in three categories:
« Category | - Model Community Projects were set in high-poverty neighborhoods
where comprehensive, community-wide approaches to deding with youth had been

established:

1) Denver, Colorado;

Research and Evaluation Associates, Inc. 3
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2 Houston, Texas,

3 Philadelphia, Pennsylvania;

4 Richmond, Cdifornia; and

(5)  Seatle, Washington.
Category Il - Education and Training for Youth Offenders Initiatives provided
comprehensive School-To-Work (STW) educationandtrainingwithinjuvenilecorrectiona
fadlities as wdl as aftercare services and job placement when youth left correctiona
facilities and returned to their home communities:

(6)  Columbus, Ohio;

(7 Indiangpalis, Indiana; and

(8)  Tallahassee, Horida
Category |1l - Community-wide Coordination Projects worked with loca youth

service providersto devel op linkagesthat strengthened the coordination of preventionand
aftercare services for youth offenders in amdl to medium-szed cities with high rates of

poverty and crime:

9 Bakerdfidd, Cdifornia;
(10)  Clifton, New Jersey;
(11) Knoxville, Tennessee;
(12)  Minnesgpolis, Minnesota;
(13) Pensacola, Florida; and

(14) Rockford, Illinois.

In May 1999, Research and Evauation Associates received a task order from DOL to provide
technica assistance support to the 14 projects. In June 1999, Research and Evauation Associates
received another task order to provide a process evaluation of 12 of the 14 sites. Two Category ||
stes, Tdlahassee and Indiangpalis, wereto be eva uated under aDOJcontract as possible candidates
for an outcomes evauation based on a quasi-experimenta research design.

The god of the technica assistance (TA) effort was to identify barriersto project implementetion, to
recommend options for working through these barriers, and to arrange for expert assistance, tailored
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to the Studion, to address them. The purpose of the technica assistance was to provide problem-
solving and dternative strategiesto ensurethat projects could adequately demondtrate the vaue of the
integrated services modd, that is, ddlivering a coordinated spectrum of services intended to address
the multiple needs of the target population.

Overview of the Technical Assistance Effort

The technica assistance effort conssted of seven tasks:

Task One.

Task Two.

Task Three.

Task Four.

Task Five.

Task Six.

Task Seven.

Conducting introductory conferences for the grantees.

Assgning lead contact persons to each grantee. These contact persons were to
provide on-going technical assistance to the grantees, induding Ste visits. Contact
persons were to play an active role in providing technica assstance to the Category
| Model Community and Category Il Education and Training grantees, including
severd dtevigts over the two years covered by the project. Technicd assstanceto
the Category 11 Community-wide Coordination grantees was to consst mainly of
answering inquiries by thegrantees, induding only one dtevist to these grantees during
the project.

Providing technicd ass stance in specidized areas as needed by the Category | Model
Community and Category |l Education and Training grantees.

Collecting adminidrative crime data at basdine and at 18-month follow-up from the
police precinctsin Category | Modd Community Stes.

Assgting the Category |1 Education and Training grantees in setting up management
information systems to track the characterigtics, services received, and outcomes of
youth served.

Preparing three separate technical ass stance guides based on the experiences of the
Model Community, Education and Training, and Community-wide Coordination
projects. These technica assstance guides were to be aimed toward high-poverty
communities, cities, states, and juvenile detention facilities wishing to learn from or
replicate these demondtration projects. These guides were to focus on what works
and what doesn’'t work, and what lessons were learned from each of these grant
categories. (Thistask was diminated in order to fund the process evaluation.)

Preparing a find report on the accomplishments of the grantees and suggestions to
DOL for improving such projects in the future.

The fallowing section describes the technica assistance effort task-by-task. Section 111 focuses on
the lessons learned as patterns of effective practices emerged during the later months of the projects
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operations. The fina section offers recommendations for future technica assstance efforts and future
demonstration projects.

6 Research and Evaluation Associates, Inc.
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Section |1

TECHNICAL ASSISTANCE DELIVERY

Technica assgtance is the process of providing help to resolve a problem or create innovative
approaches related to the Y ODP. Grantee projects saff were encouraged to make requests for
technica assistance based on their assessment of barriers and opportunities. Researchand Evauation
Associates, responding to their requests, provided technical assistance to the demonsiration projects

in many ways
« OnStevidts
« telephone and email contacts with project Saff;
« conferences and workshops;
+ information dissemination; and
« regular conference calls with demongtration projects, DOL and OJIDP.

The delivery of technica ass stance and training to the demonstration projects occurred in two phases.
During the first phase, technica assstance was provided in a generd way while the structure of the
demongtration projects was dill evolving: Answering inquiries and finding resources for projects on
components of the integrated services model. During the second phase, technica assstance became
more outcome-focused, for example, working with the project saff to reconfigure the flow of youth
through the project. Essentidly, patterns started emerging in the more successfully implemented
demonstration projects that led to the development of a public management modd, or  attributes of
successful projects, that served as desirable indicators for tailoring future technical assistance.

This section describes the technica assistance effort according to the order of taskslisedinthe DOL
task order.

Task One: Introductory and Follow-up Conferences

At the outset of the project, a Research and Evaluation Associates technica assistance team visted
each project ste to gain a better understanding of the context, opportunities, and chdlenges the Ste
faced. It was also an opportunity to get acquainted with the project’ s key stakeholders and staff and
to identify possible project implementationissues. The informationcollected fromthe Stevidtswas the
springboard in the design and content of the introductory conference for demonstration grantees,
“Reducing Crime and Increasing Employment,” held September 14-15, 1999.

Research and Evaluation Associates, Inc. 9
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The conference was the initid vehide for providing technica assistance to demonstration grantees.
Attendees shared ideas about effective ways to bring about sysemétic change incommunitiesinorder
to reduce the incidence of juvenile crime and rates of recidivism, and to increase the number and
percentage of youthwho successfully obtain long-term employment. Workshops and plenary ons
covered the following topica areas, some in category-specific workshops:

»  Deveoping community linkages and building community capacity;
» Providing Bi-level Case Management services;?

» ldentifying risk and protective factorsinfamilies, schools, peers, communitiesand ~ within
him/hersdf;

» Deveoping effective youth employment programs,

*  Managing and monitoring grant budgets,

*  ldentifying gpprenticeship opportunities,

»  Devedoping employment opportunities by using the Federa Bonding Program,;
»  Deveoping employment opportunities by using the tax incentives,
» Coordinating education programs and School-to-Work;

» Exploring career opportunitiesin the telecommunications indudtry;
» Devdoping strong employer connections;

* Bed practicesin juvenile crime reduction;

* Bed practicesin youth employment and training; and

* How to access technical assistance.

There were, however, few requests for technica assistance in the months following this conference.
Severa reasons seemed to delay these requests. many projectsremained inthe start-up phase, where
magor activities and barriers concerned staffing the projects and securing fadilitiesfor service ddivery.
Furthermore, DOL project officers were ungble to travel to their assigned project sites due to
government travel redtrictions at that time. |n severd cases, communityleadership groups needed DOL
prodding to move the Y ODP into a more active phase.

?Bi-level Case Management is a process for coordinating the management of clients across
multiple agencies, assuring that the agencies know what the youth should have received and what
sarvices they did receive.

10 Research and Evaluation Associates, Inc.
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Conference Two: Tampa Winter Workshop
Research and Evauation Associates technical assi stance team worked closely withthe DOL project
team to craft a Srategy to jump start the projects that were stuck inthe start-up phase. The first step
in this strategy was hogting the Y outh Offender Demonstration Winter Workshop in Tampa, FL, from
January 31, 2000 through February 2, 2000. This workshop was designed to further assist
demonstrationgranteeswithunderstanding the project models and implementing important components
of the demondration, such as

e School-to-Work systems;

»  Gang prevention, intervention, and suppresson initiatives,

» FEffective and sustainable collaborative efforts;

* Alternative sentencing and community service;

*  Process evduation and needs for management information systems,

* Youth development and employment; and

* Intensve Aftercare Program model.
Conference Three: Category |1 Lakeland, FL Workshop
Category Il Education and Training projects requested a category-specific conferenceto focus more
attention on the specific characterigtics of their integrated services modd: school-to-work systemsin
correctiond facilities, trangtions back to communities, and intendve aftercare. The grantees further
requested that the conference be hedd near one of the Education and Training project Stes.
Consequently, aworkshop took placein Lakdand, FL, on March 14 and 15, 2001.
The godsfor the meeting were to:

« Discusy/share ideas and concerns;

|dentify data collection needs;

Identify Intensive Aftercare Program Principles, and
« Devdop graegies for implementing Y ODP enterprises.

A highlight of thisworkshop wasthe vist to the STREET Smart headquarters in Lakeland and the tour
of the Avon Park Academy. Aditivities included meeting the youth, vigting the vocationd training
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workshops, academic classrooms, and living quarters, and spesking to the youth, their mentors, and
their teachers.

Task Two: Lead Contact Persons

Research and Eva uation A ssoci ates assigned a technical assistance specidist to serve asthemanpoint
of contact for each project. One technical assstance specidist was the Assstant Project Manager
for Community Programs, who wasthe liaisonfor the five Category | Model Community projectsand
one Category I11 project. The other was the Assistant Project Manager for Technicad Assstance and
Training, who was the liaison for the Category |1 Education and Training projects and the remaining
five Category 111 Community-wide Coordination projects.

The two technicd assistance specidists vigted each project and mantained contact with project
leadership on an on-going basis. They used these contacts to identify conference or conference cal
topicsand resource materids of commoninterest. They arranged the conferences, conference cdls and
developed a Y ODP Website.

The technical assistance specidists served as liasons between the projects and DOL on certain
technical assistance requests and issues. It was they who urged DOL to intervene in certain operations,
and it was they who supported the requests from Category |11 projects to get more assistance.

The technica ass stance speciaistskept the focus of the demongtrations on the key components of the
coordinated service strategy, that is, they continued to urge project leadership to devel op or strengthen
components in which the leaders may have had less interest. Severd employment and training
organizations were less interested in gang prevention and suppression, for example, not redizing how
involved were the youth they were sarving.  Similarly, the technica assstance specidists urged the
projects to continue revisng their service ddlivery profile and processes when initid efforts seemed
ineffectua. Severd projects sought out more sources of funding or leveraged resources as the range
of needs became more apparent.

Most important, however, was ther role in brokering technical assistance between consultants or
PEPNet specidigs and the projects. This brokering role was related to their role in maintaining the
focus of the projects on the integrated services modd. By helping project leadership understand the
chalenges they were facing, these technica ass stance experts were dso in a position to recommend
help to move the projects through the barriers they were encountering.

Task Threee  Providing Technical Assistance in Specialized Areas as
Needed by the Category | Model Community and Category
Il Education and Training grantees.

12 Research and Evaluation Associates, Inc.
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Researchand Eva uation A ssoci atestechnical assi stance specidists visted each project before the first
conference. During the dite vidts, the lead contact persons met with key staff members from each
project and members of various community partnerships who would be contributing to the projects.
Community-based service agencies and correctiona fadlity vistswere conducted whenfeasble. The
lead contact persons also collected copies of project implementation plans and adminidrative crime
data when avallable. Site vist reports summarizing the activities conducted during the visit, project
coordination, outcomes of thevisit, recommended coursesof actionfor the Site, and follow-up technical
assistance activities were prepared by the lead technical assstance person for each ste vigt. Copies
of the gte vigt reports were forwarded to the appropriate project officer.

Category 111 project Saff asked for the opportunity to request technica assistance while a the Tampa
meeting. Heretofore, they had been limited to one technical assstance vist a the beginning of the
project. Origindly, the Category Il projects were considered smaller in scope and morefocused on
networking among exiding service ddivery partners than offering new service ddlivery modeds or new
sarvices. Intime, it became clear that the projects were trying to forge new partnerships and leverage
additiond servicesfor the target population. They were, moreover, meeting chalengessmilar to those
faced by projects staff in Categories| and I1.

Because requests for technica assstance were dow to surface, even from projects struggling to
implement their programs, Researchand EvauationAssociates' technica assistance specidistsoutlined
anew drategy. Thisnew technical ass stance srategy involved working with DOL project officersand
demongtrationgranteesto devel op technicd assistance plans for each project site. Thegoa wasto hdp
the sites implement al the components of the demonstration mode and to introduce a continuous
improvement process after the model componentswereinplace. By having atechnical assistance plan,
the projects were able to move into aregular series of gaff and organizationa development training
sessionsthat did not connote acrigs, but rather an effort to provide on-going seff training and project
development.

Following the devel opment of the modified techni ca ass stance ddlivery strategy and theimplementation
of ste-gpecific technica assistance plans, technica ass stance to the demongtrationprojectsmovedinto
the mature phase. On-dte technica assistance provided opportunities to strengthen required
componentsineach of the three categories of the demondration. Expertsor experienced peershel ped
grantees strengthenthear programingto ensure that program models were consistent withbest practices
inemployment and training, and juvenile or crimind judtice. This more aggressive strategy assisted the
projects to move forward. (See Tables 1, 2, and 3.)

Severa Category | projects, for example, had not added a gang prevention and suppression strategy
to thar program plans. Thar technica assstance plans cdled for one or more sessions with gang
preventionand suppressionspeciaists. Fromthose sessions, the projects became aware of how gang-
involved their youth were and were able to select the strategies that fit with their other programming
to address the implications of the gang presence. Another project had the rudiments of an aftercare
program, but the case load of youth to case worker was 40 to 1. Few resources were available,
moreover, to address substance abuse, personal anger management, or for strengthening family
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relationships. After aseriesof technical assstancevists, the project was ableto find grantsto augment
the aftercare program, especidly by reducing case loads by hdlf.

14 Research and Evaluation Associates, Inc.
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Processfor Receiving Technical Assistance

After the Stevigts, the technical ass stance specidistsremained in contact withthe proj ect saff through
telephone, emall, and conferences. Together, these staff prepared abrochure describingtheavailable
technical assstance and the waysto request it. They facilitated communication among projects saff
by providing contact information for dl the projects.

At the Tampa conference, the technical assstance team presented a brochure: “How to Access
Technicd Assstance and Training for the Y outh Offender Demondtration Projects.” The brochure
describedthe project and listed 39 subjectsfor whichtechnica ass stance could beprovided. Requests
wereto be received in writing, but the information to be provided was Smple: contact person, agency
name, contact information, program area of the request (gang prevention, for example), relevance to
the project gods, needs and sills required, resources required (atraining team, atraining package,
etc.), committed resources (meeting space, for example), time frame and expected outcomes.

Category | and Category |l projects were encouraged to request technica assstance; and after the
Tampa conference, Category 111 Community-wide Coordination projects could also make requests
for assstance through the Nationd 'Y outh Employment Codition’s Promising and Effective Practices
Network, caled PEPNet, and for one additiona gte vist by technical assistance specialists from
Research and Evauation Associates or one of its consulting associates.

Once a request for assistance was received at Research and Evaluation Associates, the Assistant
Project Manager for Community Programs or the Assstant Project Manager for Technicd Assstance
and Training began to broker the arrangements for it. The assigned assistant manager began by
contacting the requestor to clarify the request, aways an important step.

One project, for example, asked for leadership training for front line saff. After acareful discusson
with the assistant manager, it became clear that the front-line staff of different agencies were not
working wel with each other. When one agency’s staff considered youth work ready, the job
developer complained that the youth could not keep a job. When the agencies tried to resolve the
issues, the work readiness trainers were fearful that thar agency would lose money if it tried, Sngle-
handedly, to close the gap between the youths' readiness and the requirements of the marketplace.
The technicd assistance evolved into a two-day workshop to clarify roles and expectations, shared
sandards, and shared definitions of key terms, such aswork readiness, and subsidized employment.

When a request became clear, the respective assstant manager arranged for the technica assistance
by a subject area specidist or through peer-to-peer assistance from the Nationa Y outh Employment
Codlition’s Promising and Effective Practices Network, PEPNet.

The National Y outh Employment Codition(NY EC) had received funding fromDOL to provide peer-
to-peer technical ass stance to communitiesworking onimproving opportunitiesfor youthemployment,
induding employment for youth offenders. When peer-to-peer assistance appeared to be an
appropriate response to the technicd assstance request, Research and Evduation Associates
contacted the director of the PEPNet program. PEPNet gaff identified agood match from among its
award-winning projects. Generdly, a PEPNet awardee visited a YODP dte; but in one ingtance,
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representatives of several projects visted an exemplary PEPNet program, Fresh Start in Baltimore,
MD, for peer-to-peer consultation.

Researchand Evauation Associates had recruited acadre of technical assistance expertsto guide and
fadlitate the implementation of the demongtration projects. These consulting associates brought
expertise to the grantees in: youth employment, partnership development, case management, juvenile
judtice, intendve aftercare, dterndive sentencing and community service, gang prevention and
reduction, work readiness, school-to-work systems, gender-specific programming, and reducing
disproportionate minority youth confinement.

Conference Calls

In addition to the on-gite technica assistance, category-specific conference calls were ingtituted to
providecollegid technica ass stance, and mutud support. Cdlerslearned fird-hand how other grantees
wereimplementing the components of their projects, the chalengesthey faced duringimplementation,
and how they were addressing the chalenges. In addition, Category | grantees were surveyed by
telephone to determine ther progress in priority areas, induding identifying and involving key
stakeholders, and ensuring that youth had access to the program.

The kinds of issuesthat came up inconference cals were: recruitment strategies, the vaue of incentives
for progress made, and ways to connect project youth with employers. Some projects had to recruit
youth while others had youth assgned through the courts or probation departments. Those who
needed to recruit youth had tried flyers and presentations at schools, but they found that personal
contacts were the only strategies that worked effectively.

Some projects gave amd| giftsat various benchmarks of progress (a six-pack of Coke or anunlimited
weekly public transportation pass) while others used only personal contacts to keep youth engaged.
Inthisinstance, no one decided that ether approach was more or less effective, but other projectshad
options to consider.

Job fairs, job clubsand employer contactswere dl used by most projects for connecting youthto jobs,
but one project inan economically depressed areawasreduced to following newspaper advertisements
because the employer contacts had litlework avail able. Projectsshared the names of corporations and
indugtries that had proved open to employing youth offenders and youth more generdly.

Project Website

A Y outh Offender Demongtration Project Website was introduced during the second year of the
project and made available to dl the projectsand to the technica assstanceteam. It was envisoned
asan easy way for projectsto shareinformation, learnabout conference and workshop opportunities,
and report quarterly data elements.

These objectives were never fully redized. Some project staff did not have access to the Internet.
Those who did faled to get in the habit of checking the Website regularly. The technicd assstance
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teamcameto bdieve that the Website would be under-utilized until it became necessary for conducting
routine business, and therewaslittle interest by the projects’ staff to expand its use. With anew round
of projects and agreater use of the Web by the genera public, the projects saff may prove to be
more open to usng a Website in the future.

Client Satisfaction with Technical Assistance

Assessment of technical assstance activities were conducted in several ways.
» Participant feedback, either written or ord;
*  Assessment by the workshop leader as part of higher report; and

»  Follow-up telephone cdls by the Researchand EvaduaionAssociates' technical assistance
specidigts.

Written evauations for workshops were generaly based onafive-point scae where one waslow and
five was high. Averageswerecd culated for various dimensons of the workshops, induding presenter’s
knowledge, relevanceto the participantswork, and vaue of theinformationpresented at theworkshop.

The presenters generally reported a positive response to their workshops, and the written comments
they appended to their reports were positive. The written comments often asked the presenter to
return for an encore workshop a afuture date. Presenters also assessed the progress that had been
made and their generd sense of project operations. The judgment of the technica assstance experts
hel pedto shapethe follow-up technica assistance inquiriesby the Research and EvauationAssociates
geff.

Follow-up tdephone cdls by Research and Evduation Associates daff were made to the project
leadership to learn ther impressions of the workshop and the next steps in moving their project
forward. Congdering the technica assstance overdl, the projects found the assistance helpful, even
when the workshops had been difficult because serious problems surfaced.

Task Four: Collecting Administrative Crime Data at Baseline and at 18-
month Follow-up From the Police Precincts in Category |
Model Community Sites.

Crime data on youth offenders were not generdly avallable from the Category | Model Communities
projects. Much of theinformation was considered confidentia giventheagesof the offenders. Grantee
gaff knew who among the participants were youth offenders, either because of court assgnment or
through contacts withthe probation office. Projects recorded whether ayouthwasincarcerated after
enrolling as a participant inthe program. Incarcerationmay not have implied that the youth committed
anew crime after enrolling because some youth were awaiting a court date when they enrolled.
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The only Category | project that attempted to track the change in behavior of participant youth was
Sedttle sNew Start project. The “King County Phase |1 Juvenile Justice Operational Master Plan”
set asagoal not building another juvenile correctiona fadility. In summer 2001, two dtaff from the
Superior Court were developing an outcomes evaluation of the New Start project in an effort to gain
on-going King County support for it as one effective graduated sanctions strategy for keeping youth
from resdentid correctiond facilities. Asa preliminary step, they compared data on a sample of the
New Start youth 10 months before the project started and 10 months after it started. See Table 4.

Table4. Dataon a Sampleof 31 New Start Youth 10 Months Before and 10 Months After
Project Initiation

10 Months Before Enrollment 10 Months After Enrollment
Average Number of
Referras to the Prosecutor
per Y outh .94 42
Average Number of
Convictions per Y outh .61 23
Average Number of
Admissons to Detention
per Y outh 1.26 74
Average Number of Days
in Detention 18.6 8.9

Whilethe data in Table 4 were suggestive, the comparisons involved only two snapshots of asmall
number of project participants. Theyouthwere being compared withthemselves, so it may be possible
that the reductions inthar court involvement were based more onther growing meturity thanonresults
of the demondration. The group assigned to this effort, The Juvenile Justice Evauation Work Group,
will broadenthe study, however, and will gather additiona data to provide comparison group andyss
and to shed more light on the reduction of risk factors and the addition of protective factors in the
youths lives. Such impact studies will substitute for changes in city-wide crime rates as away of
studying program outcomes.

Task Five:  Assisting the Category Il Education and Training Grantees to
Set Up Management Information Systems to Track the
Characteristics, Services Received, and Outcomes of Youth
Served.

All the Category Il Education and Training projects collected and reported data on a regular basis.
Theissue for the Category |l projects was that there were no integrated data sets that tracked the
progress of youth from the correctiona facility and itsschool, through the trangtion home, and during
aftercare. A presentation on project information systems was made at the Tampa Conference, and
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each project received arecommended template for gathering information developed by the technica
ass gance team several months after the conference.

Thelack of aproject-based informationsystem, however, wasthe manimpetus for the Lakeland, FL,
workshop where developing a common template was the featured topic. Each project presented the
information system format and content its staff maintained.

Almog dl the demographic informationwas comparable, but skills and risk assessment data were not
uniformly reported even though al the projects collected them. Similarly, some project data systems
included employment information (length of employment, whether work was in the area of traning,
wage levels) while others did not. Some projectsdid not report school-to-work informetion, diagnoses
of such disabilities as attention deficit disorder (ADD) or attention deficient hyperactivity disorder
(ADHD), conditions of release, information about parents, records of subsidized employment,
recidiviam, or whether the youthwere themselves parents. Nor were dl projects gathering information
about the duration, intendity and attendance at services. Generdly, the data collection forms lacked
categoriesfor reporting the outcome informationthat DOL had requested inthe grant solicitation. The
group concluded that they could not use standard forms across projects. They could, however, use
standard codes for comparable data el ements across projects, and they could include dl the relevant
information.

During the Lakeland mesting, the Ohio and Indiana proj ect saff examined the management information
sysem (MIS) that the director of STREET Smart had designed for the Florida YODP aftercare
portion of the project. During the summer of 2001, Ohio built a Smilar data base of participant
information. During the same period, the project leadership in Indianachanged, but arudimentary MIS
wasin place.

A fundamenta issue for the Category 1l projects was that the project leadership resided within one
partnering system, suchasjuvenile justice, and was not adle to ingst on a change in data collectionand
reporting in other partnering systems, like the school sysem. The data bases were designed by the
aftercare programs usng some informationthey received from the correctiona facility and some based
ontheir own needs assessments and service deivery data. Typicdly, the educationa informationwas
not available to the projects from the correctiond facility schools. The school a Avon Park was run
by Securicor, a private firm; the school at one facility in Ohio was run by the state Department of
Education, and the other was a regular part of the Cleveland Public Schools; in Indiana, the
correctional facility hired teachersto ass st sudents inimproving reading and math skills usng specidly
designed software (NovaNet). Therewas, therefore, no commonreporting system, and therewaslitle
information available about the school-to-work portion of the Category 11 mode!.

Management Information Systemsin Category | and Category |11 Projects

While Task Five focused on Category |1 projects MIS needs, the technical ass stance teams learned
that dl the projects needed encouragement and assistanceto devel op project-specific data bases that
could be used for tracking the youths progress through the program. All the partners participating in
the projects collected data and sent the informationto someone within their accountability path. Few
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of the projects, however, had a project-specific data base that was able to assess the progress the
project was making in recruiting, training, and placing youth in employment.

During the fal of 2000, DOL requested that the projects begin reporting 10 data elements on a
quarterly basis:

*  Enrdiment god;
*  Enrdiment;

. gl(ulrlnber r;aferred for other services ( substance abuse, anger management, parenting
Ills, etc.);

*  Number enralled in pre-employment and educationd training;

*  Number enrolled in school;

*  The number employed;

*  The number who joined the military;

*  The number enrolled in college;

»  The number receiving follow-up services (follow-up services after employment); and
*  Thenumber incarcerated after enrollment in Y ODP.

The requirement to provide quarterly information nudged the projects to begin collecting more
information about the project. These data dements were also important in derting the technical
ass stance speciaists about problems that were not surfacing in other ways.

One project, for example, enrolled 67 youth in the firg months of the project and then enrolled an
additiond 15 in the following sx months. Enrollment, it turned out, had been halted because severd
partners lacked the capacity to provide the services they had agreed to; and the partnership, as a
whole, needed to be reconstituted.

The datadementswere, nonetheless, not appropriatefor many cross-site comparisons because of the
varidions inprogramdesign. One project, for example, dways reported large numbers of employment
placements because the design provided for awork crew experience that the project used to assess
work readiness and work rel ated attitudes at the beginning of the program. Other projects, in contrast,
worked with younger youth (14-16 years old) who were not placed inemployment until they were old
enough, perhaps one or two years after enralling in the project. Similarly, severd projects reported
amost norecidivismwhileothersreported larger numbersof incarcerated youth. Knowing more about
the projects, one can understand that the latter projects recruited more youth offenders who had been
in serious trouble with the law than many other projects.

The technicd assistance specidigts aso tried to expand the project-specific data collection by
developing and providing a database template and offering to work with loca MIS gaff to apply it.
At about this time, the data system requirements associated withthe Workforce Investment Act were
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causing project communitiesto redesign their workforce databases. While the template was not used,
some Y ODP-specific data dements found their way into the community databases.

Task Six: Preparing Three Separate Technical Assistance Guides
Based on the Experiences of the Model Community,
Education and Training, and Community-wide Coordination
Proj ects.

These technica assstance guides were to be amed toward high-poverty communities, cities, states,
and juvenile detention fadilities wishing to learnfromor replicate these demongtrationprojects. These
guideswereto focus onwhat worksand what doesn’t work, and what lessons were learned fromeach
of these grant categories.

Whenthe evaduationof the Y ODP was authorized, the funding for it was subtracted fromthe technical
assistance budget. The respongbility for Task Six became contingent onthe availability of funds. Since
funds were unavailable, the three guides were not prepared. The technica assistance and evauation
teams, however, collaborated in devel oping an overarching framework of factors that seemed to be
related to implementation success. This framework came to be called the public management mode.

Developing the Public Management M odel

Asthedemongtrationprojectsmatured, workinginpartnership withDOL gaff members, Researchand
Evauaion Associates technica assistance and evauation teams began to observe patterns of
attributes among successtully implemented projects. The patterns coalesced into nine topica aress,
whichthenserved asthe backbone for assgting the demondtration granteesto accomplishproject gods
in the last months of the demondtration.

The public management modd became aguidefor assisting the demonstration granteesto incorporate
the principles and practices that make for well-managed and implemented demongtration projects.
Table 5 illugtrates the public management modd.

Table 5. Attributes of the Public Management M odéel

Attribute Patterns

1. Created awell-conceived plan. e Clear and focused vision and mission.

* Realistic and measurable goals and objectives.
o Involvement of stakeholders during program devel opment and

implementation.
P. Had established partnerships with the |+ Previousworking relationship with the juvenile and criminal

justice system. justice system.

3. Collected and maintained data. * Regularly collected and reported program information.

1. Developed a community support/ » Involvement of youth and family serving agencies including
network. community-based organizations, faith-based organizations, and

public service agencies.
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5. Maintained strong grantee e Actively involved as lead agency, providing direction and

involvement. coordination for the project.
e Continuous involvement and support.

6. Connected the workforce development |o Coordination with and utilization of resources available through
and justice systems. the workforce development and justice systems.

7. Leveraged resources through « ldentified and utilized other resources and funding streams.
collaboration and partnerships.

8. Developed a continuous » Conducted self-assessment and utilized available technical
improvement system. assi stance.

. Sr?ar_ed leadership and information . Shared decision making and information with project partners.
sharing.

The public management model provides an gpproach that has shown to be effective inadministering
programs targeting youth offenders and youth at-risk of court or gang involvement. While the modd
advances a public management approach, it does not prescribe one specific servicestrategy. Rather,
it reflects the hypothess that organizations that structure their work around this public management
model will be better able to formulateand implement aneffective service ddivery strategy that responds
to acommunity’s unique needs. Further, the public management modd is expected to assist projects
to: (a) assess the unigue needs of the community; (b) identify key stakeholders and partnersintegra
to the success of the programs; (c) map and access resources within the community; and (d) better
implement an effective integrated service srategy tailored to meet the community’ s specific needs.

Application of the Public Management M odel

The following examples of the public management mode attributes were taken from Category | and
Il projects that were specificdly targeted for on-site technica assstance. Further, the projects were
dill operating as demondtrations, and other dimensions of the model may yet surface as the projects
continue to operate. No project had operated long enough, moreover, to assess the expected
outcomes for the project asawhole.

1 Successful projects appeared to have awell-conceived plan with clear and focused vison
and misson, redigtic and measurable gods and objectives. Stakehol ders, indudingcommunity
partners, family member representatives, and front-line staff were actively involved during
program development and implementation. This attribute, which should idedlly occur at the
gtart-up phase of projects, was absent in some of the demongtration projects well into the
implementation of the projects. For example, intensive technica assistance was provided to
Houston and Philaddphia dmogt a year into the demondration to assst them with darifying
project goas and objectives, rolesof partners, and project implementation. Further, technica
assistance provided to Richmond during the second year of its demondration grant appeared
to have helped redefine the roles and responsihilities of the stakeholders and sustain the

partnership.

2. From the outset of the demongtration, it became apparent that grantees who had experience
wor king with the justice system appeared to be moving their projectsaong at amuchfaster
and sugtained pace than grantees who were not experienced with working with the justice
system. This experience appeared to ass s the projects because they aready had earned the
trust of the courts and probation officers. Thisattribute does not apply to Category |1 projects
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whichwerejustice-oriented projectsby design. Seettle and Richmond had previous experience
working with the justice sysem. They participated in the Office of Juvenile Justice and
Delinquency Prevention’ sdemonstration project designedto prevent youthfromjoining gangs,
help gang members leave gangs, and suppress gang activity that exposed youth to the risk of
violence and other ddinquent behavior. Also, the Denver project had a history of working with
the court system to provide dternative sentencing and community service opportunities to
court-involved youth. The technica assstance provided to both Houston and Philadel phia
included planning sessonsto asss these projects in partnering with the juvenile and crimind
justice systems and connecting the justice and workforce systems through collaboration.

As described under Task Five, collecting reliable program data from grantees was quite a
chdlenge. Many projectsweretardy in submitting project informationas required. Evenwhen
they submitted their data, the information was not aways religble because partners provided
informationunder different categoriesor they failled to collect dl the informationneeded. There
were severd issuesthat hindered timely submisson of datadements case managers entered
data intermittently or data were collated by hand rather than eectronicaly. The mgor issue,
however, appeared to be associated with inadequate systems and procedures for
collecting and reporting program information. During the third quarter of Fisca Year
2000, Research and Evduation Associates technicd assstance team started collecting
quarterly program information from the grantees and aggregeating the information for anadyss
and, then, madeit avallable to DOL. Technica assstanceresourceswere used to create tables
and formats which the projects utilized for reporting their data. Furthermore, the technical
assistance team had regular telephone and emall contacts with Ste project staff to provide
additiond information about the required data elements and address any concerns they had.
Inmid-2000, the technica assistanceteam developed an dectronic data collectioningrument
and guide which was shared withthe projects. The team surveyed project sites for their input
regarding important dataelementsto capture. The prototype was utilized by projects such as
Philadelphiato guide the development of a database system. At least two Category 1l Sites,
Indiana and Ohio, dso used the prototype to inform the development of ther information
systems.

The projects that had strong community support appearedtofare better than projects without
thislevel of community support. For example, the Denver and AvonPark, FL, projects used
the services of their work crewsto benefit community parksand recregtiond facilities. Denver
encouraged the active participation of parents and stakeholders by hosting the community
periodicaly for a dinner (prepared by the youth) and an awards ceremony, and it provided
community access to its computer fedilities. These projects enjoyed significant community
support. Smilarly, Seettle’'s outreach program to targeted youth and communities also
mobilized community support for ther project. Technical assistance was provided that
encouraged projects like Philadephia to expand the membership of ther advisory board to
include community representatives, suchasyouth, parentsof programclients, the media, area
businesses, and faith-based organizations.

Both Philaddphia and Richmond began their projects by alowing another partner-agency to
take the lead role in ther respective projects. In one case, the lead agency re-directed the
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project away from DOL gods; and in the other, the lead agency saw itsdlf as first among
equds, unable to chdlenge other partnerswho were not doing their share of the work. 1t soon
became apparent that since the grantee agency was responsible and accountable for the
demongtrationproject the gr anteehadtobethe lead agency, actively providing dir ection
and coordination for the project, and providing sufficient support through active and
continuous involvement. In Denver and Sesttle, the project coordinators worked for the
grantee and the grantees’ involvement in the projects was evident, active, and continuous.
Technicd assstance activities supported the Denver, Houston, Philadephia, and Richmond
projectswithfacilitated planning sessions geared toward clarifying the roles of the partnership,
including the leadership dructure.

6. It is encouraging when the workforce development and the juvenile justice systems work
together on behdf of youth, sharing information at community mestings and referring youth
withintheir network. However, bothsystems neededto be truly connected and partnering
in a sgnificant way in order for projects to maximize the benefits that accrue through
coordinated resource utilization. An objective of the targeted technica assstancewasto assst
the projectsto coordinate and utilizeresourcesthrough multi-agency case management training.
The Sesattle, Richmond, and Rockford projects were among the beneficiaries of this type of
technical assstance. In Denver, the technical assstance team helped the project leverage
additiona resources though OJIDP to sponsor a retreat for project partners and provide
additiona technical assistance on cross-agency collaboration.

7. One god of the demongtration was to assst youth and family agencies to collaborate in
addressing the problems of youth in thar respective jurisdictions. The coordinated systems
model of service ddivery that underliesthe Y ODP has a higher probability of sustainability
success when partnerships collaborate to sustain local efforts beyond the grant period. This
demonstration sought to encourage inter-agency collaboration and resource sharing so that
vulnerable youth populations would recelve the services they needed to complete their
education, gain employment, remain free of the justice system, and lead productive lives. Many
projects effectively identified and utilized other resources and funding streams to
support project goals. Richmond leveraged Workforcelnvesment Act (WIA) dollarstotake
its program participants oncollege toursto some higtoricdly black colleges and universtiesin
the southern states. Sesttle tapped into foundation resources to provide after school tutoring
for program youth. Houston established a system to use other funds targeting youth for the
benefit of digible youth participating in the demonstration project. Ohio was particularly
successful inobtaining foundationgrants and intapping into WIA fundsto expand and enhance
itsintensive aftercare program.

Technica assgtance in this subject areawas rendered to the Indiana project. The goa wasto
create collaborations within the community for the Y ODP. Thetwo and ahaf hour workshop
process included:

»  Deveoping a customer-focused approach to creating collaborations;
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Identifying existing and potentid community partners,

* ldentifying what the Indiangpolis Y ODP had to offer partners,

» Ganing knowledge on how to reach, serve, and satisfy community partners,

» Sharing ideas and best practices for creating partnerships;

» Determining possible Strategies to attract new partners and retain current partners; and
» Deveoping an action plan.

One attribute whichwas found across proj ectswasdedi cationto continuous improvement.
Tovaying degrees, dl projects conducted self-assessments and actively sought and accepted
available technical assstance. This dedicationto continuous improvement was most gpparent
in Philaddphia where technica assstance was provided to overcome mgor politica and
adminidraive difficulties and alowed the project to move forward. This demonstration
recongtituted its fundamenta partnership arrangements not once, but twice, after technical
assistance helped the project leadership clarify its gods, the responsihilities of the various
partners, and assess the capacity of the partners to meet the demands of the target population.
The Houston and Richmond projects aso experienced sgnificant changes geared toward
improving the design and performance of thar demongtration projects after smilar effortsto
clarify roles, repongbilities and organizationa capacities. Technica assistance provided to
al demongtration projects embodied this philasophy and the processevauation of the projects
provided a continuous feedback mechanism for program improvement.

Sharing leader ship and information with stakeholders took place in many projects but
was challenging to others. Although there was evidence to suggest that collaboration among
agencies preceded the demonstrationgrant, the control of the purse sringsby granteeagencies
created superordinate/subordinaterd ationshipsinsomej urisdictions. Suchrelationshipsreduce
the level of shared project ownership and loyaty. For example, Richmond dtarted the
demongtration with a fluid leadership structure but ended by consolidating leadership and
decison-making in the grantee agency. Some intervention had been needed, but the loss of
shared ownership created bitternessand frustrationamong some partners. Technical assistance
was provided to hep projects, with planning sessions designed to strengthen inter-agency
collaboration. The Denver, Houston, Richmond and Philadelphia demonstration projects
benefited from this technical assistance to identify the commitments and vaues of partnering
organizations so that these strengths were available to the whole partnership.

The public management modd, developed during the first round of the YODP, will be further
developed and refined during the second round of demonstrations.
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Task Seven: Preparing a Final Report on the Accomplishments of the
Grantees and Suggestions for DOL for Improving Such
Projectsin the Future.

This report isthe completion of Task Seven.

To summarize, the strategiesusedto ddiver technical assistance evolved over time. Inthe startup phase
of the demondtration project, the ddivery of technica assstance conssted of conducting Site viststo
gan an understanding of the projects, hosting conferences to provide ingtruction on important topics
about program design and implementation, and providing technica assstance, on request, to meet
identified needs. As the demongtration matured, it became apparent that the more successtul
demongtration projects exhibited at least nine observable characteristics. These nine attributes of wdl-
managed and successful demonstration projects became the foca point for providing customized
training and technica assstance to assist the demondtration sites meet their objectives.

The next section of this report discusses lessons learned from delivering technica assstance.
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Section |11

LESSONS LEARNED

Some lessons learned arereflected inthe previous section describing the public management model that
isolated factors that seemed to be associated with success in implementing the integrated services
model for assgting target youth. Reviewing the technica ass stance effort asawhole, other lessons for
technical assistance ddivery emerged: the importance of a philosophy of technical assistance, the
appropriate sequencing of technica ass stanceissues, the partnership structure of the projects, and the
importance of relaionships.

Philosophy of Technical Assistance

Some project leaders assumed that technica assstance requests were an admission of falure while
others viewed technica ass stanceasaresource ina continuous improvement process. Theadmisson-
of-fallure school of thought led to few requests, grudging acceptance of help, and atendency to gloss
over the problems everyone connected to the project recognized. The continuous-improvement-
process mind et led to viewing technicad assstance as areadily avallable resource for on-going staff
and organization development. Projects comfortable with the continuous improvement approach to
management organized regular staff meetings, inviting local resources in for presentations and
workshops, as well as peer-to-peer workshops from the National 'Y outh Employment Codition and
specidized technical assstance from subject area specidids.

L esson 1. Technica assstance needs to be introduced as aresource for continuous improvement.
Every opportunity needsto be exploited to demonstrate to projects that using it isagood management
technique, not asign of weakness.

L esson 2: Technicd assistance from outside the partnership is generdly needed to facilitate the
clarification of roles and respongihilities, especidly when there are some emations attached to current
operating procedures. An outside facilitator can maneuver the group through the tensonsaswell as
support their efforts to deal with technica issues of organizationd responsiveness and accountability.

Sequencing of Issuesin Technical Assistance

The Y outh Offender DemonstrationProj ect brought together members of well-defined service ddivery
gystems, each member with its own misson, vocabulary, accountability structure, standards, and
processes. Partners often struggled initidly with the competing demands to meet each other's
expectations; yet few projects requested assistlance with partnership development early inthe project.
It was only after the more pro-active technical assistance strategy wasimplemented that the technical
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assistance team was able to arrange for consultant specidiststo work with the project s&ff to darify
roles, relationships, and responsibilities and to develop common godss, terms, and procedures.

L esson 3: Developing partnershipsshould antici pate needing techni cal ass stanceearly--beforemonths
of struggle have left some members of the partnership frustrated and angry with other members of the

partnership.

An implementation plan was required by DOL from each grantee. For some, the plan was a
“compliance document,” that is, adocument that honored the requirement, but did not serve asa ussful

guide for the project. In a demongtration project one should expect that plans will change and may
change often. A strong implementation plan, however, serves asacompassfor the devel opment of the

project and keeps the vison and priorities clear even as the plan needs to be changed.

L esson 4. Technica assstance is a vauable resource in deveoping a redidic implementation plan
early in the project period.

Some projects did not recognize the gaps in youth services until the youth were working ther way
through the program. It often became clear that some youth were not getting the servicesthey needed,
others needed moreof a given service, and some were not ready for a service whenthe programhad
scheduled it for them. Some youth needed drug abuse and/or mentd hedth interventionsin projects
for which there was no provisionfor substance abuse or menta hedthtrestment. Some youth needed
more education than some projects had prepared to provide. Some projects found that youth were
not old enough for work readiness, but the project had designed a “lock step” sequence in its
programming. Severa projects|earned that young womenneeded different interventions and supports
than young men. There were several case management experts available to assist projects with these
difficult programming issues that emerged as the project was getting underway.

L esson 5: Programming issues may not emerge until the demongtration is under way, and technicd
assistance can be very vaduable in keeping the project staff from becoming overwhemed by the
individud differences among the youths needs.

Severd projects did not initidly have dl the components of the integrated services modd. Few
employment and training specidigts, for example, fully appreciated the effects of gang involvement on
the youth in their work readiness and job placement programs. Projects seemed unable to attend to
these issues until the fundamenta hiring, recruiting, programming, and service ddivery issues were
resolved.

L esson 6: Responsesto technica assistance requests need to be atentive to the timing of the issue.
Projects may not be able to attend to one set of issues until others have reached amore stable footing.

Staff turnover wasan issue in many projects, particularly for thoseinfront line positions. Knowingthe
durationof the demongtration, some newly hired Saff were looking for more stable employment dmost
from the time they were hired. After ayear, many of those who had received a careful orientation to
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theintegrated servicesmodd, attended conferences and participated in conference cals wereno longer
the gaff delivering the sarvices.

L esson 7: Fundamenta orientationissues need to be revisted. In the continuous-improvement mind
s, this is an easy and comfortable process; for others, it might be an embarrassment to request
technical assstance on issues carefully presented in the early stages of the project.

The Structure of the Projects

The projects often referred to themselves aspartners or teams, but the structure of the project actudly
may not have been more than a series of contractud relaionships.  Some projects took the time to
develop ashared visonfor troubled youthand a common philosophy for interacting with them. Some
worked through the difficuit process of agreeing to commonterms, shared assessmentsand protocols,
mutually acceptable standards, and a process of decision-making across agency partners.

Redl difficultiesemerged for those projectsthat relied on contractua parametersfor working together.
A work readiness partner, for example, had agreed to provide a certain number of hours of training
for a certain number of youth; it had met its contractua obligation when these inputs were ddlivered.
Y et some youthwere not able to keep ajob at that point. In a partnership, the members must accept
that the youth may need something more or different and then leverage resources among themsdves
and with other community agencies to ensure that youth are assisted in ways that were effective.

L esson 8: The membersof the partnership need to be aware of and committed to meeting the diverse
and multiple needs of the target population. Relationships and arrangements need to be forged to meet
these unusua demands.

Some partnerships changed markedly over the duration of the demongtration. The origind plandid not
accommodate the needs of the youth; the difficulties of the labor market were not sufficiently clear at
the outset; some of the partnerslacked the capacity to ddiver the servicesthey had agreed to. Projects
that asked for organizationa development assistance were able to find new partners to replace or
augment the origind set; some continualy sought more partners from within the community, leveraging
resources beyond the original scope of the demonstration.

L esson 9: Technica assstance was vauable in freeing project leadership to re-invent itsdf, in some
cases severd times. Leaders need to be encouraged to experiment with the demonstration mode until
it effectively meets the needs of the youth it is designed to serve. The value of the courage and
persstence of project teams in struggling to provide the nation with workable models cannot be
overstated.
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Relationships

Technicad assigtance is huilt on levels of trust which establish that reveding a problem with project
operations will not be exploited to hurt project saff or the reputation of the community; that the
technical ass stance specidists have the bet interests of the youthand the community at heart; and that
candid observations will not be repegated to cause dissension within a project.

There must also be atrust relaionship with DOL project officers which acknowledges thet they will
receive the most accurate picture of a project’ s functioning by the technica ass stance specidists and
that serious problems will be noted in atimely way. These two sets of relationships do not compete,
but they may appear to do so at times. The competition surfaces when important informationis shared
with DOL that has not been shared with the project or vice versa

L esson 10: Technica assistance requires both clarity of anayss and gentle candor with dl parties.
It is not enough to have made an accurate assessment of a situation; the follow through must be
conducted in away that improves the projects and keeps the relationships intact.

Conference calls were initiated to provide opportunities for daff across projects in a given category
to learn from each other. DOL project officers participated in these cdls. Occasiondly, a project
officer squestions turned to issues of monitoring (asking about adelay in project implementationor the
whereabouts of aproject ddiverable). Moreover, grantee project siteswere themsdvesre-competing
for additional DOL funds and this led to a decreased enthusiasmfor open did ogue among the project
teams. The enthusasm for the calls diminished when monitoring questions were pursued or there was
competition among the projects. A safer environment is needed to maintain enthusiasm for mutua
sharing.

Lesson 11: Thereis a difference between providing technica assistance and monitoring. Trying to
combine the two functions reduces the openness to technica assistance.

L esson 12: Sustaining a climate that encourages collegia peer-to-peer relationships among project
teamsis an important dimension to technical assstance.

The following section examines the recommendations for the future role of technical assstance in the
Y ODP.
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Section |V

RECOMMENDATIONS

The Y outh Offender Demongtration Project (Y ODP) was initiated to identify more effective ways of
serving youth offenders and youth at risk of court involvement.  If policy leaders knew the solutions
to the problems facing this population, there would be less need for such demondtrations. The role of
technical assistance recognizesthat theprojects’ saff weretrying to work on processesthat were only
partialy understood (preparing youth for the world of work) witha group of youth who have multiple
needs. A community willing to undertake such a project has dready recognized the chdlengesand is
willing to tackle them. In effect, DOL formed a partnership with these communities by offering them
aprogram of technical assistance.

Future Technical Assistance Efforts

Future technica assistance specidists need to conscioudy forge partnerships with the projects staff
and DOL project officersinther common searchfor workable mode sto assst court supervised youth
and youth at risk of gang or crimind involvement to make a successful trangtion to employment at
wages that prevent future dependency or crimina activity. Since there can be as much learning from
an apparent failure or misguided tactic, these three partners need to create a safe environment that
emphasizes a continuous improvement gpproach and willingness to try different ways to accomplish
sgmilar gods.

Creating an environment that frees project leadersto try new things and that assesses the outcomes
caefully is based on strong communication. The assessments of the technica assistance and evauation
specialists need to flow back to the project |eadership; the project |eadership needs to be clear about
the specid circumstances that distinguish its project from other effortsand how it plans to address the
issues raised.

Creating technical assistance plans facilitates the continuous improvement process because it dlows
the project to plan for training ondl the important aspects of the demondiration without having to wait
for acrissto occur. Such plans dso alow the technica ass stance teams to make the most judicious
use of time and expertise: Scheduling conference calls and small workshops for projects on topics of
moregenera interest while investing time to devel op tail ored strategieswith projectsthat areaddressing
especidly difficult Stuations

Future technica ass stance needsto be more conscious of the likdly issues of concernat various points
inthe development and implementation of the integrated servicesmodels. Recognizing thet partnership
development and planning are critica early issues, and that client flow and retention issues arise later
will help ensure that technica assistance is sequenced effectively.
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Future Demonstration Projects

The nature of ademongtrationis short-term, and short-term outcomes (such as completing high school
or passing the Genera Equivaency Diploma (GED) exams, getting adriver’ slicense, or getting a job)
can be encouraging. The YODP worked essentidly with two mgor systems: the workforce
development system and the adult and juvenile justice sysem. These projects were often strained
beyond ther ahility to respond to youth employment needs by the many other issues facing youth:
substance abuse, mental health problems, absence of safe homes or caring parenting, teen parenting
and lack of educationd skills. The demongtration projects did evince new knowledge about how to
organize the ddlivery of comprehensive servicesto the target population. And, further demonstrations
need to:

»  Condder testing the organi zationd attributes associ ated with the public management model
to determine their broader gpplication or their need for revison;

» Bedesgned to account for the multiple and varied nature of the issues the youth bring to
the effort in order to trangtion them more successfully to employment;

» Partner with other organizations, such as, state and loca hedth care, housing, and
educationa systemsto leverage therange of resources required to meet youth’ sneeds; and

» Find waysto track youth for alonger period of time to alowfor assessment of long-term
outcomes.

A god of DOL’s solicitation for this demonstration focused on projects designed to get youth at risk
of crimind involvement, youth offenders and gang members between the ages of 14-24 intolong-term
employment at wage levels that would prevent future dependency and would break the cycle of crime
and juvenile ddinquency. Theability to sustain long-term employment and establish associated stability
factors, such asliving independently, opening a bank account, or remaining free of the court system,
are long-term outcomes that are not in the nature of this demongtration to determine.
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