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EXECUTIVE SUMMARY

Legislative Mandate

L egidation authorizing Youth Fair Chance (Y FC) was enacted in Congressin 1993 and
specified six broad objectives:

To saturate small neighborhood communities with services

To guarantee accessto appropriate education, training, and supportive servicesto
all youth residing in the target communities

To guarantee access to comprehensive services combined with outreach and
recruitment effortsto increase participation of previousy unserved or under served
youth

Tointegrate service delivery, including systems of common intake, assessment, and
case management

Toincrease therates of school completion, enrollment in advanced education and
training, and employment

To determine the feasibility of offering these services nationwide

Subsequent legislative amendments expanded the upper age limit for participantsfrom
21 years of age to 30 years of age. Included in this legidative amendment effort also was
language which designated case management as the major vehicle for providing servicesto
YFC participants. Additional DOL grant requirements ensured that YFC communities
engaged in leveraging state, local and private resour ces to continue program services beyond
the duration of the Federal grant.

In July 1994, 16 Y FC stes nationwide wer e funded with an initial grant of approximately
$3 million for 18 months, additional funding for 5 yearswas called for in the original enabling
legidation. In 1995, a seventeenth Stewas added to the YFC initiative. After a second round
of funding of approximately $1 million per site in June 1995, a change in congressional
prioritieseliminated continued funding for YFC. From areasonable, though still ambitious,
5-year plan, communitieswere now forced to concentrate ther effortson trying to become self-
sustaining in half that time.

Despitethisaccelerated timetable, all YFC sites accepted the challenge and initiated the
system-building work with the intention of saturating each of 17 small areas with
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comprehensive servicesthat focused on education and employment serving all youth 14 to 30
yearsof ageredding in thetarget district; setting up learning centersfor out-of-school youth;
improving teaching and learning strategies by working with local secondary schools on the
school-to-work reforms;, and engaging communities in program and system design and
governance of the “ community-wide initiative.”

Thisreport helpstell the story of what it takesto “ give youth a fair chance.”

Youth Fair Chance Design

The YFC initiative is an ambitious effort to improve the life opportunities of youth in
high-poverty areas by providing a comprehensive array of youth servicesin a coordinated and
concentrated strategy. By focusing resour ces on targeted, high-poverty neighborhoods; by
encouraging comprehensive strategies that link education, employment, social services,
juvenilejustice, aswell asrecreation programs and other community-based activities; and by
establishing new, community-based gover nance strategies, Y FC is designed to have an impact
on the community as a whole, not just a small number of participating youth.

Asa national policy initiative, three elements of YFC stand out as particularly challenging
and innovative. Thefirst isthe decision to pursue a comprehensive, community-wide strategy
rather than supporting individual (and often unconnected) programs. Such a comprehensive
initiative offers YFC communities an unusual opportunity to break free of the traditional
categorical service ddivery gructureto explore new waysof organizing and delivering services
in a community.

The second major innovation in YFC is the decision to pursue a saturation strategy in
which all youth in a community are eligible for services. This is the first time that an
employment and training program has had an opportunity to bypass income-éligibility
requirementson alarge scalein serving young people. YFC provides an opportunity for local
programsto over come many of thetraditional barriersto collaboration with schools and other
youth programs and develop atruly integrated approach to service. Not coincidentally, it also
offerscommunities an opportunity to put programsinto place without the stigmatization that
often accompanies categorically defined services.

Thethird major innovation in YFC isthe effort to integrate the most recent research and
policy developments on effective practice.  While the primary focus of YFC is on the
effectiveness of ensuring access to comprehensve services, the initiative serves, at least in part,
asapilot effort on the implementation of policy on community-wide school-to-work transition
strategies as well as a crucible for applying research lessons based on prior demonstration
proj ects.
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Technical Assistance Strategy

The first 2 years of YFC technical assistance focused on addressing three broad, but
practical questionsfrom thefield:

What emer ging strategies of governance, community involvement, and management
offer the greatest opportunity for effective design and delivery of servicesfor youth
and their families?

What programs and systems best prepare youth to live healthy, productive lives?

How do these practices connect to the school-to-work system-building initiative for
all youth?

A core technical assistance (TA) team of 12 professional staff from KRA Corporation
(KRA), the prime contractor; The Center for Human Resour ces, Brandeis University; Abt
Associates; TheInstitute for Educational Leadership (IEL), and a specially designated team
of 5from Department of Labor (DOL )/Employment and Training Administration (ETA) set
out to help the sitesinitiate YFC and addr ess these questions.

Our experience with YFC technical assistance reinforced the importance of on-site
technical assistance providerswho have rapport with the community and program staff, are
knowledgeable about the factorsinfluencing program design and operations, and are readily
accessible. Our experience has also demonstrated the importance of involving grantees as
active partnersin their own capacity-building efforts. Technical assistance, then, is something
done with (and not to) the recipients. Three principles guided our approach to technical
assistance.

First, the basis of our work with the 17 YFC sites has been customer focused. Second,
YFC has been a system-building initiative and, as such, requires ongoing contact with other
public and privateinitiativesin each community-wide effort. Third, we gave strong emphasis
to grategic planning and to establishing benchmarksin order to provide an objective feedback
mechanism to ensur e the sitesthat they were making progress.

Focus of Technical Assistance Activities

Over the past 30 months, the TA team hasused a variety of delivery strategiesto provide
technical assstance to each ste, including on-site visits, off-site communications, regional and
national conferences and workshops, aswell as numerous written materials and resour ces.
In broad terms, the TA team helped sites accomplish five important milestones:
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Clarify expectations and outcomes of YFC: As a guide in this undertaking, the
TA team developed a conceptual framework to help each site under stand how the
pieces of the YFC system interrelated. The central concept of YFC revolves around
(1) community-based systems-building supported by (2) community access and
awar eness, and (3) a serious commitment to resour ce development.

Work together in new ways. The TA team began the process of strategizing for
community empowerment particularly in the areas of governance and
accountability. Strategiesto engage community leaders, resdents, local institutions,
multiple service providers, and employers wer e developed.

Define quality practice and system elements. In determining its own quality
gandards, YFC st for itsef the dual requirementsof establishing close connections
with the national school-to-work initiative and serving out-of-school youth. This
required extensive interface between youth serving agencies, local school systems,
and the private sector.

Build staff capacity and public awareness. The scope and complexity of YFC
represented a significant management challenge. The managers and project staff
play a critical rolein transitioning from the status quo to a new community-wide
system. Released from their categorical constraints, the TA team helped address
the professional development of YFC staff.

Develop key steps for building program components and progressindicators. As
an aid to providing each YFC dstewith aframework for evaluating its own internal
progress, the TA team developed a series of general benchmar ks/progr ess indicator s
to help stestrack their own progressin achieving both their internal objectives and
the overall YFC objectives.

Thisreport documentsa clear call for technical assstance from all YFC directors, aswell

as a sense of value and appreciation for thearray of technical assistance provided ranging
from one-to-one guidance and facilitation to hands-on capacity-building to networking and
executive coaching. Technical assstance asa strategy helps YFC communities help themselves
to better servetheyouth who live within them.

Vi
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. .. to provide all youth living in designated target areas
with improved access to the types of supports and services
necessary to help themacquirethe skillsand knowiedgethey
need to succeed in theworld of work and to participate fully
in society—Y FC Program Announcement

Preface

Legidation authorizing Y outh Fair Chance (Y FC) was enacted in Congressin 1993 as part
of the 1992 amendments to the Job Training Partnership Act (JTPA). The legidation specifies six
broad objectives for Y FC:

C To saturate small neighborhood communities with services

C To guarantee access to appropriate education, training, and supportive servicesto all
youth residing in the target communities

C To guarantee access to comprehensive services combined with outreach and
recruitment efforts to increase participation of previously unserved or underserved
youth

C To integrate service delivery, including systems of common intake, assessment, and
case management

C Toincrease the rates of school completion, enroliment in advanced education and
training, and employment

C To determine the feasibility of offering these services nationwide

Subsequent legislative amendments expanded the upper age limit for participants from
21 years of age to 30 years of age. Included in this legidative amendment effort also was
language which designated case management as the major vehicle for providing servicesto YFC
participants. Additional DOL grant requirements ensured that Y FC communities engaged in
leveraging state, local and private resources to continue program services beyond the duration of
the Federal grant.

In July 1994, 16 YFC sites were funded nationwide for 18 months (Figure 1) with an
initial grant of approximately $3 million; additional funding for 5 years was called for in the
enabling legidation. 1n 1995, a seventeenth site was added to the Y FC network. After a second
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round of funding of approximately $1 million per site in June 1995, a change in congressional
priorities by the 104th Congress eliminated further funding for YFC. This action significantly
altered the implementation and operation plans in the 17 communities, which were based on a
5-year trgjectory. From areasonable, though still ambitious, 5-year plan, communities were now
forced to concentrate their efforts on trying to become self-sustaining in about half that time.

Despite this accelerated timetable and the subsequent addition of more discrete
objectives,' al Y FC sites accepted the challenge and initiated the system-building work with the
intention of saturating a small area? with comprehensive services that focused on education and
employment serving all youth 14 to 30 years of age residing in the target area; setting up learning
centers for out-of-school youth; improving teaching and learning strategies by working with local
secondary schools on the school-to-work reforms; and engaging communities in program and
system design and governance of the “community-wide initiative.”

Thisreport helps tell the story of what it takes to “give youth afair chance” under less
than ideal planning and implementation conditions. During the Third (and final) YFC Annual
Conference, VOICES FOR CHANGE, the TA team turned the 3-day celebration over to the sites
and their clients—the young people who receive services through Y FC—to provide testimony on
what has worked during the Y FC initiative and to reflect on the direction that Y FC should
continue to pursue. Throughout this report, we have quoted many of these Voices of Y outhin
the hope of imparting a first-person perspective on how the Y FC initiative has affected the youth
it was created to benefit.

Recently characterized by Mathematica Policy Research, Inc. (MPR) as “apositive
force,”* these 2% years of Y outh Fair Chance experiences provide an opportunity to degpen our
understanding of how and why comprehensive community initiatives seem to work. This report
focuses on the role of technical assistance and is intended to be a companion document to MPR’s
evaluation report. Though each report can stand alone, taken together they offer a broader
perspective and a more inclusive picture of the promise and challenge of Y outh Fair Chance.

! Theseincluded, but were not limited to, the achievement of the following identifiable outcomes: increasein the high
school completion rate or its equivalent; entrance into postsecondary institutions, apprenticeships or other advanced
training programs; reduction in unemployment rate (job placement); reduction in welfare dependency; reduction in
teenage pregnancy rate; and reduction in crime rate. In addition, the DOL Solicitation Grant Application (SGA)
focused particularly oninsuring that therequirementsof the 1994 School-to-Work OpportunitiesAct wereincorporated
into the YFC plans.

2YFC siteswere limited to those defined in the 1990 census as high-poverty areas with populations up to 25,000, or
in some cases up to 50,000.

3 See A Positive Force: The First Two Years of Youth Fair Chance, a national evaluation report prepared by
Mathematica Policy Research, Inc., December 1996.
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v nf Youth Fair

| started gang-banging at the age of 13. | did over 10 yearsin the penitentiary system,
and | did every type of drug there just about isto do. Basically, | was the type of person
you don't want your children around, and I'm the one that you've seenon TV. |
participated in just about every type of crime there was to participate in. But since |
came to Youth Fair Chance, they have given me a second chance, you know, after second
chances. And | appreciatethat. They have given me hope when | have lost my
hope—Jonathan Mackson, Y outh Build/YFC Participant, Sr., Los Angeles,
California

The Y outh Fair Chance initiative is an ambitious effort to improve the life opportunities of
youth in high-poverty areas by providing a comprehensive array of youth services in a coordinated
and concentrated strategy. By focusing resources on targeted, high-poverty neighborhoods; by
encouraging comprehensive strategies that link education, employment, social services, juvenile
justice, as well as recreation programs and other community-based activities; and by establishing
new, community-based governance strategies, Y FC is designed to have an impact on the
community as awhole, not just a small number of participating youth.

As a national policy initiative, three elements of Youth Fair Chance stand out as
particularly challenging and innovative. Thefirst isthe decision to pursue a comprehensive,
community-wide strategy rather than supporting individual (and often unconnected) programs.
Such a comprehensive initiative offers Y FC communities an unusual opportunity to break free of
the traditional categorical service delivery structure to explore new ways of organizing and
delivering services in a community. This comprehensive approach is being pursued by virtualy all
the major Federal agencies, afact that further increases the potential for interagency linkages and
significant ingtitutional change.*

The second magjor innovation in YFC isthe
- . . . Seattle has combined resources with city
decision to pursue a saturation strategy in which recreation to bring career development and

all youth in a community are eligible for services. library services to every recreation center.
. . . - YFC has tried to addresses the issue of a
Thisis the first time that employment and training comprehensive, community-wide strategy

programs have had an opportunity to bypass head-on through emphasis on long-term
commitments of physical resources together

income-€ligibility requirements on alarge scale in with human investments of time and caring
: : that emphasize adult-youth relationships.
serving young people. YFC provides an YFC has collaborated with other youth-

opportunity for local programs to overcome many serving organizations to ensure that a safety
net of services supports the community.

* Some of the parallel initiatives include the Department of Housing and Ur evelopment’ s Empowerment Zones,
Enterprise Community, and Family Investment Center initiatives; Department of Justice’s “ Weed and Seed” and
“Safefutures’ programs; and the Department of Health and Human Services' “Healthy Start” initiative.
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of the traditional barriers to collaboration with schools and other youth programs and develop a
truly integrated approach to service. Not coincidentally, it also offers communities an opportunity
to put programs into place without the stigmatization that often accompanies categorically defined
Services.

The third major innovation in Y FC is the effort to integrate the most recent research and
policy developments on effective practice. While the primary focus of YFC is on the
effectiveness of ensuring access to comprehensive services, the initiative serves, at least in part, as
apilot effort on the implementation of community-wide school-to-work transition strategies as
well. A growing body of applied research that offers lessons for effective practice and positive
youth development provided the foundation on which Y FC was built. As such, the YFC
experience has implications not only for future Y FC communities, but for communities involved in
State and local programs under the School-to-Work Opportunities and Education 2000 Acts.

Part Il. Challenging and Innovative Elements

Thefirst 2 years of Y FC technical assistance focused on addressing three broad, but
practical questions from the field:®

C What emerging strategies of governance, community involvement, and management
offer the greatest opportunity for effective design and delivery of services for youth
and their families?

C What programs and systems best prepare youth to live healthy, productive lives?

C How do these practices connect to the school-to-work system-building initiative for all
youth?

The content and intensity of TA activity, while driven by the priorities and needs of the 17
communities, was informed by recent trends in youth employment and training research. This
research has led to numerous developments in effective practice, including the following four:
comprehensive services, community-wide strategies, school-to-work transition, and, youth
development. Each of these elements has been particularly challenging, and it quickly became
apparent that launching YFC would be a process of intense complexity. (Prior research and other
demonstration projects have shown that any one of these dimensions alone might take 7 to 10
yearsto fully implement.)

® These broad questions marking the priority TA areas are consistent with the “key issues” identified in the evaluation
report: “Three activities dominated the first two yearsof YFC. Programshad to (1) set up large collaborativesto fuse
together an array of services, including community advisory boards to provide ideas and guidance, (2) deliver the
services within community learning centers, and (3) set up school-to-work initiatives in participating schools.” “A
Positive Force,” December 1996, p.9.
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To provide a context for the Y FC initiative generally, and the technical assistance strategy
more specificaly, each of these four developments will be considered in turn.

Comprehensive Services

There is growing recognition that the issue of employability development can only be
addressed effectively through a comprehensive service strategy. Virtualy every evaluation of
supported work efforts, work experience programs, job search, and short-term preemployment
initiatives points to the ineffectiveness of short-term, single-strategy interventionsin preparing
youth for long-term employability. Programs that have shown long-term impacts tend to be those
that offer a“comprehensive” set of services, combining basic skills with work or training, or
providing an extensive array of counseling and supportive services. The result isagrowing
awareness of the need to develop program strategies that combine multiple services and provide a
sequence of services over time.®

The need for comprehensive program strategies and the design of their structure have
been strengthened by research on the characteristics of at-risk youth. These studies have
increasingly argued that substantial numbers of youth face multiple problems or barriers to
education and employment. In the late 1980’ s for example, Gordon Berlin and Andrew Sum
found a strong relationship between poor basic skills and a variety of youth problems, including
teenage parenthood, school failure, poverty, unemployment, and arrest. Joy Dryfoos, in her study
of adolescents at risk, estimated that more than 25 percent of 10-to-17-year-olds fell into a*“high
risk” category, having participated in some combination of risk behaviors, including school failure,
drug use, unprotected sex, and juvenile delinquency.’

In both of these instances, the fundamental message has been the need to support a more
comprehensive set of program strategies. Not surprisingly, some of the most astute observers of
youth programs are the young participants themselves:

5 A recent summary of the research on youth employment programs can be found in Dilemmas in Youth Employment
Programming; Findings from the Youth Research and Technical Assistance Project. (Washington: D.C.: U. S.
Department of Labor, 1992), a report prepared by Brandeis University and Public/Private Ventures for the Y outh
Researchand Technical AssistanceProject (Y RTAP). Three*comprehensive” programstrategiesmost commonly cited
as producing measurable results are the Job Corps, the Jobstart demonstration, and the CET program in California.
CET and Jobstart are models for the Community Learning Center in Y outh Fair Chance.

" See Gordon Berlin and Andrew Sum, Toward a More Perfect Union: Basic Skills, Poor Families, and Our Economic
Future (New York: Ford Foundation, 1988); and Joy Dryfoos, Adolescents At Risk (New Y ork: Oxford University
Press, 1990). The research and trendsin youth demographicsis also summarized by Robert Lermanin*“ Y outh in the
Nineties,” in Dilemmas in Youth Employment Programming (1992). Emerging data continue to suggest that many of
the problem behaviors of concern here begin to manifest themselves during the early teen years. One of the questions
facing Y outh Fair Chance and other youth policy initiatives is whether these types of initiatives need to intervene at
an earlier age to be effective.
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While youth need education and employability skills, recreational
activities and a safe place to be are also important. Many times youth
programs overlook the fact that while young people want to learn, they
also want to have fun. Programs must not overlook the fact that
learning can be fun and recreational activities are also learning
opportunities. Youth learn valuable lessons, such as teamwork and
responsibility. Recreation and other “fun” activities are yet another
way for youth to stay with and connected to the program. And the center
showed me that learning can be fun, | mean it doesn't have to be the
rules and you sit for hours and look at these books—Charlotte Bargo,
YFC Participant, Barbourville, Kentucky

Within the Department of Labor (DOL) and the foundation community, attention to our
growing understanding of youth and their needs has resulted in a steady movement toward the
support of longer-term, more comprehensive services strategies, ultimately leading toward an
approach such as Y outh Fair Chance.®

Community-Wide Strategies

The recognition of the multiple needs of young people and the movement toward
comprehensive services have also led to a recognition that comprehensive solutions to youth
issues require community-wide strategies that can draw together diverse resources and leverage
significant institutional change. Beginning with the Boston Compact in 1982, which initiated a
multipart, citywide approach to dropout prevention and youth employment, municipal, state and
Federal governments and private funds have increasingly pursued community-wide approaches.
These include the Annie E. Casey Foundation’s New Futures initiative, the Rockefeller
Foundation’s Community Planning and Action Project, Ford Foundation's Neighborhood and
Family Initiative; Brandels' s Teenage Parent Salf-Sufficiency Project, P/PV’s Community
Change for Youth Development, New Y ork’s Neighborhood-based Initiative, and DOL’s Youth
Opportunities Unlimited initiative, among others. What these efforts share (as does YFC) isthe
goal of not only generating improved services, but of fostering a restructuring of the service
delivery system at the local level. In that regard, the Y FC agenda of community involvement,
community-wide partnerships, and integrated, comprehensive services placesit on the leading
edge of a substantial national policy movement. As such, it presents an opportunity to compare
the Y FC experience with other community-wide efforts and to add to the store of knowledge
about community-level systems change.

8 Since the late 1980's, DOL policy has moved steadily toward increased support for longer-term comprehensive
programs for youth. That movement has been evident in the development of explicit youth policies supporting
comprehensive services, changes in the JTPA performance standard to reduce the emphasis on short-term, low-cost
programs; and in the report of the JTPA Advisory Committee and ultimately the JTPA Amendments of 1992. See
Melchior, “Performance Standards and Performance Management,” in Dilemmasin Youth Employment Programming
(1992) for one discussion of the shift in DOL goals and standards.
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School-to-Work Transition

The third major policy thread that has shaped the Y FC initiative is the sharp national
interest in strengthening the transition from school-to-work, particularly for noncollege-bound
youth. Inthe past few years, two distinct sets of research and policy issues have merged to help
place school-to-work transition near the top of the national employment and education policy
agenda. Thefirst isthe recognition that within the United States, there is no formal process or
mechanism for ensuring that noncollege-bound young people are prepared for or successfully
make the transition from school to the workplace. Pointing out the costs to both youth and the
economy, reports such as the National Center on Education and the Economy’s America’s
Choice have helped create national school reform and school-to-work legislation supporting skill
certification systems, apprenticeship-like training programs for high school aged youth, and
tighter integration between academic and vocational training.

At the same time, a substantial body of research in education has focused attention on the
need to build a better link between what is learned in the standard public school classroom and the
skills needed for success in the workplace. Led by efforts such as the Secretary’s Commission on
Achieving Necessary Skills (SCANS) report, which identified “essential workplace skills’ (see
Appendix A), and by cognitive researchers such as Lauren Resnick who have argued for increased
hands-on learning, educators and employment and training professionals have been working to
create stronger links between classroom and work and to develop new methods of integrating
work-based and school-based learning.’

In its emphasis on school-to-work transition and the development of strategies that
combine school-based and work-based learning, Y FC has made school-to-work transition one of
its central elements. It has joined the leading edge in program as well as community strategies.
What isimportant for the technical assistance provider, however, isthat the commitment
to school-to-work presents an opportunity to assessitsrelevance and effectivenessin a
high-poverty community. To maximize the degree to which these low-income urban and rural
communities are able to make the transition from traditional teaching to active, hands-on learning,
and the degree to which schools and employment programs are able to link with employersin
providing access to quality jobs is one of the most critical challenges addressed by the sites and
the TA team.

If | were not in the program today, in thistime of my life, I’d probably
still be robbing my community, selling dope to your children, and

9U. S. Department of labor, Secretary’s Commission on Achieving Necessary Skills (SCANS), What Work
Requires of Schools: A SCANS Commission Report for America 2000. (Washington, D.C.: U. S. Department of
Labor, 1991); Lauren Resnick, “Learning in School and Out,” Educational Researcher, 16:13-20.
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breaking into your houses. In coming to the program, | finished school,
I’m attending college to get a degree in business. I’'ve did a complete
360 turnaround in my life thanks to this program—Frederick Barnes,
YFC Participant, Baltimore, Maryland

Youth Development

The final major trend influencing the Y FC design is the growing emphasis on a “youth
development” approach to the problems of young people in poor communities. Simply put, the
youth development philosophy argues that youth programs need to recognize that youth progress
through a sequence of developmental stages and that each stage presents particular challenges and
suggests particular strategies for addressing them. Therefore, programs need to consider the
developmental needs of young people as well as their need for specific sKills.

One of the clear messages from the Y outh Research and Technical Assistance Project
conducted by Brandeis and Public/Private Ventures has been that employment and training
programs, among others, need to provide opportunities for young people to grow socially and
emotionally if they are to succeed in the adult world of work.™® To do so means providing
opportunities to test new roles, build relationships, and engage in positive, rewarding activities.

The second major message of the youth development movement is that communities need
to move away from a “problem-centered” approach to youth and toward a “youth-centered”
service strategy. One of the mgjor practical implications of both messages has been a new
emphasis on rebuilding community-based networks of youth services ranging from recreation
programsto libraries, Boy and Girl Scouts, and youth leadership programs. In its emphasis on
recreation, on building in-school services and the creation of after-school programs, and the links
to complementary services, Y outh Fair Chance has begun the process of shifting from a*purely”
problem driven strategy to one in which targeted services are supported and surrounded by a
variety of positive supports for youth.

The importance of youth development emerged as one of the principal findings of the Y outh Research and
Technical Assistance Project. These findings, which aso include a focus on the connection between work and
cognitive skill development, and the intensity and duration of training or “comprehensive services,” and their policy
implications are discussed in the project’s policy paper, A Policy for Youth Development, Training and Employment,
prepared for the Department of Labor by the Y outh Research and Technical Assistance Project, Brandeis University
and Public/Private Ventures (1991). Other outcomes of the YRTAP research are reported in the studies by Michelle
Gambone, Strengthening Programsfor Youth: Promoting Adolescent Devel opment inthe JTPA System (Philadel phia:
Public/Private Ventures, 1993), and Keith F. Allum, Finding One’ s Way: Career Guidance for Disadvantaged Youth
(Washington, D.C.: Department of Labor, Employment and Training Administration, 1994).
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... not only do | receive education and job skills from Youth Fair
Chance. | also get the love and support that | need to succeed in life.
Sometimes when you don't get love and attention at home, you have to
build your own support systems. And Youth Fair Chanceis my support
system. | participated in numerous activities, events, and trips. | get
one-on-one counseling, not only about my goals, but also about serious
personal and family issues—L akesha Harris, YFC Participant, L os
Angeles, California

Taken together, these particularly challenging policy and research themes set the context
for the Y outh Fair Chance initiative. In broad terms, YFC grew out of a determination by
Congress and the Department of Labor to address issues associated with youth poverty by
concentrating public sector resources in ways that were never undertaken before. By focusing

included a community-wide approach, an investment in service integration, youth development,
and the implementation of school-to-work strategies on arelatively large scale, Y FC's sponsors
created significant new opportunities for youth living in low-income communities.

Part IlI. A National Technical Assistance Plan for Moving From
Vision to Practice: Content, Type, Level, and Intensity

Using the four effective practices discussed above as organizing principles, the core
technical assistance (TA) team of 12 professional staff from KRA Corporation (KRA), the prime
contractor; The Center for Human Resources, Brandeis University; Abt Associates; The Institute
for Educational Leadership (IEL), and a specially designated team of 5 from DOL/Employment
and Training Administration (ETA) set out to help the sitesinitiate YFC. The remainder of this
report presents afirst-hand account of the implementation process from the Y FC technical
assistance team' s perspective.

Before proceeding, it isimportant to note that in abreak from tradition, the DOL team
played an active TA role on the Y FC initiative, especially with problem resolution activities that
would have been inappropriate for the TA contract team to handle such as monitoring and
corrective actions. All of us together, acting as resource tools from outside the Y FC
communities, were aware that we could offer certain necessary expertise to those sites which
wereready. But, we were also aware that we could not provide ready-made solutions to all of
the many problems and issues sites would face. Ultimately, the success with Y FC depends on the
fact that most of the wisdom and knowledge resides in the community—our job has been to find
it, freeit, support it, and build onit. To do that, we established trusting, respectful relationships
with local community leaders and were prepared to deliver what they needed when they needed it.
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Guiding Principles

Our experience with Y FC technical assistance has reinforced for us the need for on-site
technical assistance providers who have rapport with the community and program steff, are
knowledgeabl e about the factors influencing program design and operations, and are readily
accessible. Our experience has also demonstrated the importance of involving grantees as active
partnersin their own capacity-building efforts. Technical assistance, then, is something done with
(and not to) the recipients. Taking thisinto account, three principles guided our approach to
technical assistance.

First, the basis of our work with the 17 Y FC sites has been customer focused. The TA
team has provided customized TA in order to effectively integrate best practices and build a
substantial infrastructure to sustain the Y FC system beyond its initial funding cycle.

Second, Y FC has been a system-building initiative and, as such, has required on-going
contact with other public and private initiatives in each community-wide effort. Inthisrole, TA
staff became problem solvers and information brokers. It has been the responsibility of TA staff
to assist each site in making the connection between Y FC and other national initiatives, including
Goals 2000, school-to-work transition, and community service.

Third, the TA team gave a good deal of emphasis to strategic thinking and to establishing
benchmarks for measuring the progress being made to ensure that implementation and TA stayed
on track.

Design Overview

The plan to which the TA team has adhered was designed to maximize the teanm’'s ability
to deliver high-quality, useful assistance to help sites achieve their objectives. The plan addresses
several areas of need:

C Planning and program implementation support that will be provided through site-
specific TA

C Management information system (MIS) design, implementation, and reporting
assistance that will be provided through MIS TA

C Guidance for systemwide training assistance and strategic program review

Acting as full partnersin Y FC development, TA team members performed many roles:
knowledge broker, group facilitator, presenter, trainer, sounding board, change agent, trouble
shooter, problem solver. Each site was assigned a TA site specialist whose responsibility it was to

10 YFC Technical Assistance Report



do all of this, or to find local and national experts who could provide what a site required. TA
was made available to the YFC sitesin avariety of delivery strategies:

C

On-site—TA staff were on-site with grantee personnel to work on predetermined
issues such as developing community partnerships, structuring local advisory boards,
and developing school-to-work strategies that can overcome local barriers.

Off-site—To address common requests for assistance or when it appeared sites were
dealing with similar issues, the TA team arranged workshops or conferences that
representatives from all sites attended.

Telephone—Y FC siteswere in regular contact with their assigned TA Site Specialist
who worked with them over the telephone to effect problem resolution, review written
materias, provide substantive input, and generally act as a sounding board to respond
to daily issuesthat arose. Telephone assistance was the most commonly used source
of TA.

Written Resour ces—The YFC TA team drew from a substantial and relevant library
of written materials and other resources that were adapted to grantee needs.

Content and Delivery of Technical Assistance

During the past 30 months, the TA team has provided many different kinds of technical
assistance to each ste. The following discussion provides an overview of the major areas of TA
that the team delivered while assisting the sites in moving from vision to practice. In the course of
this discussion, we try to address the dual questions of what we did that the sites value most and
how we went about making a difference.

In general, cross-site terms, the TA team helped sites accomplish five things:

C

C
C
C
C

Clarify expectations and outcomes of YFC
Work together in new ways

Define quality practice and system elements
Build staff capacity and public awareness

Develop key steps for building program component and progress indicators

Clarification of Expectations and Outcomesof YFC

The leader ship and technical assistance provided has been a critical
component of the successful implementation of Youth Fair Chance. [The
Site specialists'] insight, professionalism and task-oriented approach has
guided the YFC staff and Community Leadership Council from an
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‘uncertain’ and ‘tenuous’ body to one with structure, defined purpose,
and an on-going strategic plan—Jeffrey Hattori, Executive Director,
Seattle-King County Y outh Fair Chance

What Did We Do? To assist each YFC community in this complex undertaking, we
developed a conceptual framework to facilitate each site’ s understanding of how the pieces of the
Y FC system interconnect. The central concept of Y FC revolves around (1) community-based
system building supported by (2) community access and awareness, and (3) a serious commitment
to resource development. Figure 2 provides a conceptual model that depicts the three intersecting
domains of YFC activity. Appendix B provides a detailed discussion of the model and its
underlying thinking.

The intersecting areas of the three domains demark the critical features and challenges of
the YFC agenda. |ntersection A focuses on the importance of resource development keeping
pace with program and system changes. | nter section B reflects the locus for community
recruitment campaigns, needs assessments, employer involvement, curriculum development,
workplace learning arrangements, and employability certification. Intersection C suggests the
need for grassroots advocacy for resources devoted to services of value to the community and for
institutional changes regarding decisonmaking. The common central (darkened) areain which all
domains converge can be viewed as the Y FC niche.

How Did We Do It? Using the conceptual model as a starting point for the development
of the Site-by-site progress indicators, the TA team visited sites on aregular basis to facilitate
meetings with Y FC staff. Thefirst YFC Project Directors Conference was hosted by the TA team
in Houston, Texas in February 1995. During that meeting, the TA team worked to achieve three
milestones:

C Set the foundation for regular peer-to-peer exchange that would give the project
directorsinsight into developments at other Y FC locations and reveal the peer
resource capacity inherent in a multisite project like YFC

C Emphasize the importance of using data for effective program management
C Create ablueprint for moving Y FC from vision to practice

The TA team designed group activities that would serve as an initial effort in developing
progress indicators for the domains described above. A more detailed discussion on how the TA
team and the sites together developed these indicators is provided later in this report in the section
titled “ Key Steps for Developing Program Components and Progress Indicators.” These
exercises offered the participants a method for conducting critical self-assessment of site activity,
capacity, and comprehensiveness so they could develop clear and specific statements of goals and
objectives. The results of these exercises revealed to the TA team the necessity of engaging in a
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continuous process with each site to develop consensus on where they were initialy, and where
they wanted to end up. The TA team acted on the premise that for a community to appreciate the
value of the structure and services of the Y FC effort, meaningful change, as defined by the
community, must occur. This became the foundation for all of the TA activities over the life of
the entire initiative.

Working Together in New Ways

Our technical assistance site specialist facilitated our first strategic
planning session with the Community Advisory Council and the
administrative staff to help devel op strategies, goals, and specific
objectives for staff, council, and contractors. This planning session also
served to enhance the training of new administrative staff. Relationships
between the Department of Labor staff, Advisory Council, the Private
Industry Council, and contractors were discussed and clarified through
the site specialist’'s TA. Never at any time was there hesitation when
assistance was requested or necessary—Joseph W. Wysinger,
Executive Director, Indianapolis Y outh Fair Chance
What Did We Do? Early inthe Y FC system-building effort, the TA team began the
process of strategizing for community empowerment, particularly in the areas of governance and

accountability.

Engaging the Community. The TA team knew from years of experience and extensive
research that communities will not (and cannot) cooperate if governance systems serving youth
are not homegrown by local leaders with whom community residents identify. This lesson
resonated time and again throughout the TA team’s experience with YFC. We found that for
programs to succeed, people who reside in, operate businesses in, or otherwise have strong tiesto
the community must be genuinely involved.

Within the 17 Y FC-designated communities, the initiative was usually greeted by a
skeptical public that perceived it as being just another government program. Phrases like “fat
chance,” “false chance,” and “last chance” were not uncommon in local conversations about Y FC.
There waslittle if any belief that a“fair chancé was the genuine goal of the effort. It hastaken
much work to build the trust of the communities involved and to turn this perception around. In
all sites, community boards volunteer their time to attend meetings, mentor youth, and campaign
for community improvements. Community groups gained confidence with every small success,
and this may be YFC’s most important legacy for effecting lasting system change. For this
reason, it isin the area of community board development and community leadership
empowerment that the TA team has concentrated its most significant TA investment.
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Working with community residents, the TA team assisted the sites in structuring well-
organized community boards that are assuming activist roles to improve their neighborhoods. In
cases where local governance boards were dominated by interests that were broader than the
target neighborhood (e.g., the school district rather than the neighborhood school), community
ownership developed more dowly and, in some instances, not at all.
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We should not underestimate the tremendous challenge that giving voice to the
community represents both on the part of local residents—who often are not fluent in government
legidation, regulation, and its accompanying process and jargon—and on the part of those in
traditional positions of power outside the community—who have a different set of responsihilities.
In order to build trust, the TA site specialists worked with the boards and Y FC staff to develop
benchmarks and reports to the community are written in a common language easily understood by
al the partners.

Working with Institutions. The issues of governance and accountability have been in
search of a satisfactory solution since the mid-60's. The TA team focused heavily on how to
promote a sense of ownership and clarity of responsibility throughout the intergovernmental
network, from the Federal through the state to the local and point-of-program-delivery levelsin
neighborhoods.

Although the Y FC grants were administered in large part to the Private Industry Councils
(PICs), YFC was specifically not a categorical program. The Service Delivery Areas (SDAS)
operated as fiscal or administrative agents, but the successful planning and implementation of
Y FC relied heavily on involving a wide range of community (neighborhood) organizations.
(Community, for purposes of Y FC, is defined as neighborhoods within larger areas that meet
census tract poverty and population guidelines.) The difficulty of this effort was reflected in the
make-up of the resource boards established by each community. Membership varies from site to
gite, but in general includes community residents, youth, employers, and representatives of local
organizations such as human service agencies and community-based organizations.

YFC provides the opportunity to develop leadership skills. We make
real decisions, asfar as our center is concerned, we have a youth
advisory board which | am now the
president of, and we were able to tell

them how we wanted to build and In rural Knox County, Kentucky, the
design. I'malso part of the Community Resource Board initially consisted
management, team. It means| sit of county agencies that competed with one
down with the adults and actually anotherfor YFC resources in hopes to expand

their own services to youth. As a result,
youth, residents, and business owners saw
YFC as just another government program.

hear what’s going on, to ensure that
we get what we want—Ryan Jones,

YFC Participant, New Haven, After the Community Resource Board
Connecticut reorganized to eliminate agency
representatives from participation as voting

The boards play multiple roles, including members, room was created for parents,

A . S T business owners, and youth to assume a
facilitating capacity-building; developing linkages | genuine leadership role in  program

between Y FC and potential institutional partners development. Initially shy in the exercise of
their new power, these board members

and supporters, bringing additional resourcesinto | evolved into community activists demanding
education reform that sustains the YFC STW
programs for their high school.

the target areato support services, developing a
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high level of community awareness and involvement, and serving as a springboard for permanent
institutionalization of Y FC.

Charged with the responsibility to assist jurisdictions in the design of community-wide
systems, Y FC is still finding answers for the most effective ways to simultaneously improve
structures at both the neighborhood level and within the larger, related geographic area.

Engaging Multiple Services Providers. Historically, youth service providers, school
systems, and other youth-serving agencies have not worked well together, or even coexisted
peacefully. Indeed, they often have been compelled by circumstances to vie competitively for the
same diminishing pot of resources. Y FC has demonstrated that for real change to take place, the
old paradigm of categorical resource alocation must be bypassed in favor of a model that
distributes resources through a collaborative effort. The alocation processin YFC is driven by
common goals and based on commonly agreed upon benchmarks of progress and outcomes.

In Los Angeles, the Ketchum-Downtown YMCA Gaining endorsements and support from

and the Pacific Asian Consortium in key policymaking bodies is only one part of the

Employment (PACE) are members of the YFC . . . .
Partnership. The YMCA runs sports and social equation. Staff of multiple agencies responsible

programs for youth. PACE provides counseling, for frontline services as well as planning and
workshops, and access to outside resources for

anger management, substance abuse, gang monitoring must also be engaged. No one
involvement and other significant problems. bt AN

Working together, PACE enrolls at-risk youth agency or institution is able to acioress all youth
into the YMCA programs, and the YMCA refers service need, but multiple agencies working

troubled youth to PACE for help. Without each her h dch f
other, PACE would have no access to recreation together have agood chance of success.

activities and the YMCA would have no access Collaboration between social service agencies
to counseling and other support services.

and the private sector is necessary. To ensure
that the needs of all youth can continue to be
met with limited community resources, a much higher level of interagency collaboration must
occur. More and more, thoughtful observers of these initiatives are calling for the development of
a process that will mesh regulations and services into a seamless system.

Y FC has made modest progressin this direction. The progress appearsto vary by
governmental function. For example, in many communities, one of the most successful areas of
collaboration is with agencies responsible for recreation services.

Relationships with PICs or Workforce Development Boards and SDA staff in many
communities centered around administrative and oversight management issues. For example, in
some communities, SDA staff were concerned that audit exceptionsto Y FC might occur, given
the broader flexibility of YFC over JTPA. Lastly, questions on how the grant recipient should
share decisionmaking authority with the neighborhood community board has created ongoing
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tensions that have become magjor barriers to effective implementation of Y FC in some
communities.

How Did We Do 1t? Again, creating an environment in which the Y FC community could
seek to empower itself has been the overarching goal of the TA team. Most of our success was
achieved incrementally by each site specialist working with his or her assigned community to
facilitate community resource board development, conduct leadership development training,
provide train-the-trainer on-site workshops, problem solving, and helping to write collaborative
agreements.

Theinitial on-gite effort was to catalogue the availability of planning and orientation
resources in order to begin strategizing for the development of the YFC system. The shared
resources compilation involved an on-site, three-part series of strategy meetings on: Working
With Staff and Community Leadersto Create a Council; Team Building Among Staff and
Partners for Implementing Y FC Services, and Expectation of Collaboration and Partnership Over
Time.

The type of continuous information and skills transfer TA activity is typified by the 1995
conference in Atlanta on Developing a Community-Wide L ear ning System. This conference
was designed to provide site teams with new information and materials needed to begin or
advance their work in program and system-building. Therefore, the agenda included workshops
on:

C Developing Community-wide Partnerships and Inter-1nstitutional Systems
C Systems-Level Management: Options for Managing Community-Wide Partnerships
C Managing Change: The Personal and Professional Challenge for Change Agents

The Atlanta conference was viewed by many participants as a turning point in their
understanding. It wasin Atlantathat the concepts of community empowerment, systemic change,
and school-to-work finally began to coalesce for most of the staff present. It isimportant to note
the timeframe here. This conference took place in April 1995, 10 months after the Y FC grants
were awarded. It was only at this point, after a strong kick-off conference in Maryland in July
1994, extensive TA site visits during the first 9 months of grant operation, a project directors
meeting, and numerous conversations with DOL/ETA staff, that the sites were finally beginning
to understand the complexity and potential of YFC. Congressional and DOL expectations that
sites would be “quick off the dime” to implement their plan within 6 months of grant startup took
little account of the real time it takes for change to occur.
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The TA team followed up the Atlanta conference with additional on-site community board
training in February and March 1996, and regional training institutes in New Orleans and Chicago.
These Institutes focused on M aking the Transition: Community L eader ship and Owner ship
of Youth Fair Chance. The purpose of this 3-day institute was to help each Y FC community
identify specific steps necessary to create or solidify the operation of an indigenous community
leadership board with the skills, leadership, and authority to determine and manage Y FC services
in their neighborhoods. The sessions were practical and interactive, with the goal of moving from
vision to development of a blueprint for action around the following topics:

C Defining Roles and Responsihilities of Staff and Board Members

C Establishing Incremental Stepsto Transfer Ownership to the Community
C Determining Extent of Community Authority

C Knowing Who 15/Should Be Represented by the Board

C Exploring Strategies for Expanding and Sustaining Action

C Creating a Self-Assessment Guide for Community Action

Even with the constant TA focus on community board and leadership development, YFC
Sites continue today to request TA inthisarea. The process for sustaining community
involvement and training leaders needs consistent and steady facilitation and assistance over a
long period of time.

Defining Quality Practice and System Elements

Youth Fair Chance is an ambitious effort. We didn’t really know to what
extent. But we have learned through technical assistance what we must
do to build the community-wide learning system so often described.
Knowing that we have the support in terms of quality technical
assistance has meant encouragement to forge ahead and try new things
without fear of failure—Edna Perry, Executive Director, Memphis
Youth Fair Chance

What Did We Do? Aswe indicated above, the second mgjor area of focus for the TA
team was programs and systems. Specifically, we wanted the sites to concentrate on how to
connect the school-to-work system-building initiative not only to al youth, but to the concept of
creating alearning laboratory out of the entire daily experience of the Y FC communities.

School-To-Work. Relationships with local education ingtitutions and school districts
have posed the most difficult systemwide development challenges for the Y FC sites and for the
TA team. Few communities have generated a common vision for local schools, and fewer still
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have given any thought to creating a seamless learning environment for youth who are no longer
able to receive their education within the traditiona “first chance” system. With little agreement
on common goals and benchmarks of success, it is no surprise many Y FC sites have found it a
real challenge to effect systemwide school-to-work reform.

Having acknowledged this, we can also say that aimost al Y FC communities have some
type of education reform underway. Just as community residents showed evidence of mistrust
regarding Y FC, school districts, school administrators, and individual teachers looked with
suspicion upon “one more project” that may or may not fit into the path already set for reforming
their schools. One determinant of success was the ability to get the attention of the key leadership
in the school system. Although this remains very difficult in a massive school system like that
encompassing the Bronx in New Y ork City, in a smaller system like Cochise County, Arizona,
with the leadership of the superintendent behind the Y FC effort, services for both in- and out-of-
school youth have made substantial improvement.

| attend a program called Project SMIART, the School of Manufacturing
Automotive- Related Technology, and Max Hayes vocational high
school, which is funded by the Youth Fair Chance grant. Beforel heard
of Project SMART or Youth Fair Chance, | was just a little kid cutting
6th grade anytime possible. . . Project Smart has made me |ove school
and keep up my grades. Currently | have a 4.0 GPA, | am valedictorian
of this coming senior year, and | have the highest test scores on the
PSAT in my school. I've also received numerous awards in education
and academics. Since Youth Fair Chance has become involved with
Project SMART, it has helped 15 of my friends and | reach our goals of
becoming engineers by providing us with college-level courses at the
community college. Can you imagine what would happen if each of the
sites had the money and the resources we had? It would give the
population a quicker step into the computer generation—Janelle Jason,
YFC Participant, Cleveland, Ohio

There is evidence that in the 2 years of Y FC experience, coordination efforts taking place
at the national level have resulted in pay off at the local level. School-to-Work (STW) national
priorities encouraged grantees to build the education-based component of their systems around
the principles embedded in the Federal School-to-Work Opportunities Act (STWOA) for al in-
and out-of-school youth. At least 10 of the 17 projects can take some credit for helping to
facilitate education reform around STW principles by expediting their introduction into in-school
programs. All of these efforts have been significantly aided by the technical assistance provided
by site specialists and other experts who the TA team has called.

Under Y FC, the principles laid out in STWOA were a core requirement for each site. As
part of the national school-to-work movement, the sites recognized that meaningful learning can
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take place outside of traditional classrooms and that the whole community offers an abundance of
learning opportunities.

This emphasis on STW allows Y FC to work with local educational institutions to change
their focus, thus leveraging significant institutional change. For example, through Y FC, the
SCANS skills matrix has been introduced into high school curriculumin most of the 17 YFC
states along with other pedagogical concepts like contextual learning, worksite learning and
employer involvement.

Snce | joined Memphis Youth Fair Chance, | have completed the course
and received a certificate of mastery. | have also been selected to attend
the Memphis Urban League Training Center, that obtains to my goal of
becoming a computer engineering and technology. Through the whole
Memphis Youth Fair Chance system, I’ ve gained knowledge that has
given me the power to become focused, self-confident, mature,
job-attainment skills, job-readiness skills, personal survival skills, how
to properly interview, how to communicate, and how to critique.
Memphis Youth Fair Chance has been a great inspiration in my life, and
the messageis for you all to help us help ourselves. . .—Lamona
McKinley, YFC Participant, Memphis, Tennessee

These changes by no means constitute a

Cleveland YFC has a fully integrated STW complete evolution to STW within a school

strategy that involves students from middle

school through the community college level. system; not all STW practices have been
All educational and training programs are . .
rooted in local industry skill standards that incorporated nor have all students been included

were developed by dozens of local employers at each site. However, schools are definitely
and frontline employees. The industry skills ’

standards incorporate all SCANS skills and starting to do business differently and in ways that

correlate to the State of Ohio competency . - :
measures. The system includes assessment they are committed to sustaining. Educational

tools that are used at both schools and institutions in these cases have turned important
worksites.

corners in accomplishing a better way of teaching
youth.

Comprehensive youth-serving systems must be capable of addressing the needs of all
youth—which means those in traditional and alternative educationa settings as well as those who
have graduated, dropped out, or been expelled. Because YFC is accessible to all youth, it
provides an opportunity to develop strategies for serving out-of-school youth (OSY) that have
relevance for the emerging STW system, which continues to struggle with the challenge of
reaching OSY .

Employer Linkages. The STW system-building effort places strong emphasis on
engaging the employer community. Y FC has had a marked impact on how businesses interact
with schools and community institutions and agencies.
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The necessity for involving employers in successful youth employment programsis not a
new realization. What Y FC has done is attempt to institutionalize the effort. Many Y FC sites, for
the first time, have come to think of employers as full partners and have invited them to
participate in developing the vision and the specific goals and objectives of the overall effort.

Most communities have focused their

Employers have taken a greater interest in employer efforts around four key roles; (1)

working with schools in Seattle and Cochise

County and community groups in Racine. assisting in the development of programs of study,
Microsoft Corporation in Seattle has donated 2 icipating in the devel d
computers, technicians, mentors, and moral (2) participating in the development an

support for the out-of-school component. In supervision of meaningful worksite experiences,
Knox County, the Commercial Building

Contractors Association is providing STW (3) assisting in the development and utilization of
curriculum and work-based learning work-focused assessment instruments and
opportunities for both in- and out-of-school

students. credentials, and (4) providing supporting services.

In'YFC, employers are viewed as true
partnersin restructuring educational criteria and services. Their help has been sought not only in
the donation of equipment, identification of work-based learning opportunities, and release time
for employees to mentor and instruct, but also in framing the educational standards and goalsin
the design of STW. Our experience has taught us that employers are eager to become more
intimately involved in the design and delivery of comprehensive youth interventions.

To be honest, there simply isn’t enough business invol vement in these
initiatives, or enough sustained involvement. In my community, a lot of
these programs seem designed to place young people in public sector or
municipal jobs, especially during the summer. Perhapsthere's a feeling
that business will take advantage of these kids, but that’s not the case.
You should try usmore! Our focus should be on providing real-life
business experience and authentic work-based learning. Meanwhile,
business groups are conducting studies on this topic, right herein
Indianapolis, yet connecting them to actual community-wide activitiesis
tough. Business needs to be asked directly to be involved, and they need
to see more incentives to get and stay involved—Joan Dur ham,
President, Curtis Publishing, Indianapolis

Involving employers and convincing them that thisis not “just another poverty program’
remains a challenge for YFC and all other programs like it. And, for young people, if they cannot
see the connection between what they are doing and their ability to gain employment at the end of
their effort, the programs will fail.

How Did We Do 1t? From the beginning, the YFC TA team has been particularly
concerned about two elements of the STW effort. Thefirst isthe lack of attention that the
national STW effort has paid to reengaging youth who have dropped out of the “first chance”
system, even though the legidation requires that equal consideration be given to all youth. The
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second element involves the traditional paradigm that educators follow, which argues that learning
takes place only in certain discrete environments (expanded now to include the workplace).
Traditional educators seem to pay little attention to the redlity that we learn from everything we
do and that young people are particularly susceptible to learning from activities and environments
where positive behavior is reinforced through ventures that do not seem to be “like school.”

The TA team has spent much of its on-site time working with Y FC staff to establish the
community learning centers where both out-of-school and in-school youth can engage in
recreational activities and other nontraditional skill-building learning activities that may pay off in
ajob or in enthusiasm for further education. In addition, we concentrated our Second Annual
Y FC Conference in July 1995 and a second round of regiona training institutes in April and May
exclusively on STW. The STW Urban and Rural Opportunities Grantees have been invited to all
conferences and workshops due to the belief that we can benefit from each others’ experiences.

The 1995 Second Annual Conference built on issues raised in Atlanta by J.D. Hoye,
Director of the National School-To-Work Initiative, as well as other nationally recognized experts
who addressed issues such as National Skills Standards and School-To-Work, How to Organize
the Business Community, How to Get Corporate Commitment, and How to Organize Curriculum.
At the Second Annual Conference, workshop topics included:

C School-Based Learning and Connecting Activities
C The Community Learning Center: Bringing It All Together for Out-of-School Y outh

C Youth Farr Chance Now! Experiences From the Field, highlighting the Cleveland
Y outh Fair Chance Program: Creating a School-to-Work System for YFC and the
Cochise County Y outh Fair Chance Program: Establishing Linkages Throughout
the Community

C TheLearning Universe: Linking In-School and Out-of-School Y outh Componentsin
the YFC System

C How Do We Transform Systems to be Accountable to Their Constituencies?

In addition to the above presentations and interactive sessions, this conference also held
peer-to-peer small group discussions on Leveraging Community Resources, Community Resource
Centers, The Employer Connection, and Post-secondary Connections and Y outh Apprenticeships.

Building on both the 1995 Atlanta and Second Annual Conferences, the TA team planned
a series of regional training institutes called Toward a Community-Wide L ear ning System.
Because the Y FC sites faced different constraints, the site specialists decided to organize the
institutes around the relative size of their populations and the approximate number of local
employers. It was believed that this arrangement would help sites find more common experiences
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and challenges. Thisinstitute was designed as an indepth and practical, hands-on follow-up to the
two earlier conferences. The focus was very much on the system-building challenges related to
the long-term viahility of the STW movement. Participants left the institutes with checklists,
models for school-community-business partnerships and protocols for engaging schools and
employersin the Y FC community learning system agenda.

Topics addressed during these institutes included:

C Youth Development Principles

C Engaging Education and Training Providers

C ldentifying, Recruiting, and Obtaining Employer Involvement
C Involving Y outh in Governance and Decisionmaking

C Community Strategic Planning

C Using Skill Standards

Building Staff Capacity and Public Awar eness

Without a doubt, an important element in the development and
implementation of Youth Fair Chance. . .has been the technical
assistance received on-site which has included excellent training in case
management, school-to-work concepts, and proposal writing. This
training was a successful tool for creating cohesiveness across
organizational lines, fostering organizational cooperation, improving
the skill and knowledge levels, especially for entry level employees, and
setting the tone for creating systemic change. Each of the trainings were
attended by employees from multiple agencies; and for most of these
agencies, the high quality training offered through the YFC technical
assistance component is financially out of their reach.—Ann Giagni,
Executive Director, Los Angeles Youth Fair Chance

What Did We Do? Early on, the TA team recognized that the scope and complexity of
the YFC initiative represented a significant management challenge if it wasto be truly a
community-wide effort. The manager and project staff play a critical role in transitioning from the
status quo to anew system. Experience with both the Y OU demonstration sites and the current
Y FC sites validates the truism that half of what happensin programsis directly attributable to the
project director. Without question, the job of balancing quality and accountability in an
environment of constant change is complex, requiring a mix of political, technical, managerial, and
visonary skills, and a staff that has the expertise and self-assurance to carry out the mission
objectives.
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Released from their categorical constraints, Y FC sites have spent their moniesto increase
the professional development of the Y FC staff. For example, by making judicious use of the
expertise of the TA team, sites have supported, and continue to support, the training and
establishment of a strong network of case managersto be the vital link with each youth. The TA
team has also worked with the sites to provide on-site workshops for teachers, curriculum
development specialists, and school administrators to upgrade curriculum and instructiona
practices—which have been especially helpful for education and training services for the
out-of-school youth.

How Did We Do 1t? During the past 30 months, the 17 Y FC sites frequently have relied
on on-site TA and facilitation to develop their case management component and to instruct
classroom staff and worksite supervisors in the development and instruction of project-based
integrated work and learning curricula. The TA team views case management as a vehicle not
only for teaching clients how to access resources and services on their own, but also asa
“fulcrum” around which both the in-school and out-of-school components of the Y FC program
can operate. This creates bridges for participants who are at-risk of dropping out and others who,
for various reasons, may have needs that neither component alone can meet.

Case Management. The case management piece of the Y FC initiative remainsin the
early stages of effective planning and implementation. System-level case management is under-
developed and underemphasized. Although most Y FC sites report that case managers can
requisition services across institutional lines, we have seen little evidence of this. Between the
publication date of this report and June 1997, the TA team will conduct a series of on-site
workshops to create hilevel case management systems backed up by interagency agreements.
Thiswill ensure that a broad selection of services commonly needed by participants are available
to case managers.

Integrating Work and L ear ning. Particularly during the second year of YFC, site
specialists have made a concerted effort to work with teachers and curriculum developers on the
application of basic skills, SCANS competencies, and occupational skills in the performance of
gpecific tasks. These training sessions have taken place on-site, for the most part, because of the
difficulty of gaining release time for teaching staff to attend workshops away from home. This
capacity-building effort has focused on project-based planning and curriculum development. The
site specialists have aso made a major effort to link YFC sites with local practitioners who can
continue to provide training in this functional area when the TA team is no longer available. YFC
Site specialists are aso encouraging sites to work closely with their State STW coordinators to
make sure that the YFC STW programs fit into states plans and can take advantage of both the
resources and the expertise which the states will make available to local STW sgites.
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Key Stepsfor Developing Program Components and Progress Indicators

Our knowledge and skills gained through Youth Fair Chance technical
assistance will be a benefit to our community for generations to
come—Vada Phelps, Executive Director, Douglas Y outh Fair Chance
(Cochise County).

What Did We Do? Thereis more to building an ongoing program than just finding new
sources of money, though ultimately money matters—greatly. For an effort to take root in any
community, there are several key ingredients that must be included in the mix. These include
providing a base for documenting results (progress indicators), creating a solid information
systems for managing the program (MIS), and continuous attention to developing a sustainable
base (fundraising).

Developing Progress Indicators. Asan ad to providing each Y FC site with a
framework for evaluating its own internal progress, the YFC TA team, together with the sites,
generated a set of progress indicators, based on actual experiencesin the field, that illustrate
desirable and generalizable performance goals. (See Appendix B).

The TA Team determined that to be useful, progress indicators need to be:

C Concrete examples that demonstrate how program design principles are being
implemented

C Short-term outcomes that provide markers along the way to ensure that any necessary
corrective action can be taken in time to achieve stated goals

This approach permits a comparison of quantifiable measures directly linked both to the
DOL performance goals, and to the qualitative assessment of the design features developed by
each site.

Managing for Performance and Sustainment.The traditional orientation toward MIS
by program operators has been one of trepidation and apprehension. That is primarily due to a
(mis)perception that MIS information is useful only so outside third parties can conduct
monitoring, evaluation, or compliance activities that can understandably be viewed as intimidating
from the site’ s perspective. But, in fact, MIS systems must be used as internal management tools
to help Y FC staff make informed decisions and programmatic improvements. Changing this
entrenched mindset has been something the Y FC sites have only recently begun to achieve.

A major impetus driving this change is the realization by sites that funders require
information on which to base their grant-making decisions. For this very practical reason, sites
are now becoming more amenable to implementing MIS systems that track program services and
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outcomes. The YFC TA team has made itself available to help sites develop practical systems
that can help them extract and present the information they need to document the good results
they are achieving on behalf of disadvantaged youth.

Organizing for Growth: The Network Evolution.Early in 1996, the 17 Y FC project
directors concluded that the possibility of sustaining and growing local Y FC site efforts could be
enhanced if they banded together to leverage site resources and publicize site accomplishments.
They believed this would increase the prospects of having Y FC accomplishments recognized and
funded in the future. The vision of the National Y FC Network is quickly moving toward redlity.
The god isto:

... create a national organization aimed at developing innovative and
effective initiatives that are governed by local communities and that best
prepare youth and young adults for future productive work. We seek to
do that by sustaining and building upon the achievements of our Youth
Fair Chance and Youth Opportunities Unlimited projects—YFC
Network Mission Statement

It is apparent from the clear vision and strong momentum of this effort that staff
associated with Y FC have successfully empowered themselves to become active on their own
behalf. They are no longer wholly dependent on Federal dollars or the direction of othersto
decide what isin their own best interest. The proof of success for this Y FC effort isin the vote of
support which the mgjority of Y FC community resource boards have given the Network by
agreeing to fund and support it in the amount of $15,000 per site. Obvioudly, in the eyes of the
community the Y FC initiative has moved beyond potential and already is helping to move young
people toward more productive lives.

How Did We do 1t? The use of progress indicators as a means of benchmarking the
achievements of individual sites goes back to the first meeting with the project directorsin
Houston, Texas, where the TA team illustrated how it would be possible and desirable to measure
the success of the process at each YFC site. A series of focused discussions with each site
identified strengths as well as areas for further growth and planned action. The use of progress
indicators encourages self-evaluation and furnishes arecord for how well the strategies employed
by each site have helped to move the Y FC initiative forward.

Together with the progress indicator tool, the site specialists have encouraged all sitesto
develop afully operational management information system to support an interna evaluation and
an ongoing program improvement process, as well as to support financial development efforts for
sustainment of YFC. During the past 30 months, we have worked with the sites to:

C Build capacity and capability of Y FC staff and systems
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C Identify short- and long-term strategies for continuation of the programs after the end
of YFC funding

C Identify other local resources for sustainment (both financial and human)

Finally, with regard to the National Network, which is currently in its formative stages, the
TA team responded to the lead taken by the sites themselves. The sites requested a facilitator and
logistical support to ensure that the Network would be able to operate until a mechanism for
additional funding wasin place. To encourage this sustainment effort, the site specialists, with the
concurrence of the DOL project officer, have extended their technical assistance to the Network
until it becomes an independent incorporated body able to receive monies from other public and
private funders.

Having discussed the mgjor components of our technical assistance effort in terms of what
was accomplished and how it was done, we would be remiss not to go back and address in greater
detail some of the genuine difficulties the TA team confronted in trying to engage the Y FC staff
and communities. Aswe illustrated briefly in the section on Working Together in New Ways and
in the section on Building Staff Capacity, it was the age old problem of resistance to the status
quo that significantly slowed the process of implementation. The TA team encountered both
institutional inertia and individual reluctance to change. These dual sources of resistance often
created situations that the community participants themselves could not solve because they were
either too close to the problem to see the solution, or lacked the experience to make change

happen.

Given the political history and funding structure within the employment and training
community, a set of fairly change-resistant ways of doing business has evolved. Organizations,
seeking to maintain their individual position and relative advantage within the current structure,
make decisions in order to improve or maximize their own standing. Of course, a fully integrated,
seamless system requires organizations and the people within them to adapt to new ways of
thinking and doing. Some of these tensions manifested themselves in the following ways:

C Therelationship between the YFC neighborhood and the grant recipientAll
Y FC sites are subsets of larger communities with which they must interact politically
on adaily basis. The political infighting over control of dollars between the grant
recipients and the Y FC site partners frequently overpowered efforts to address the
planning, implementation and operational needs of the Y FC initiative, and in some
Y FC communities forced the initiative to a grinding halt.

C Theprevailing relationships among institutions and or ganizations within the
Y FC community. Inside the Y FC target areas themselves, recurring turf battles
among neighborhood organizations subverted the systems-building efforts of the
initiative. The lack of experience and willingness to subordinate their own short-term
objectivesto alarger vision of long-term cooperation and collaboration that would
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ultimately benefit more youth frequently delayed organizations from finding common
and mutually supportive ground.

C Selection of staff. In recruiting and selecting staff for Y FC positions, particularly that
of project director, the fact that managers may have had limited experience in
administering an initiative of Y FC’s scope and complexity was frequently overlooked.
As aresult, many Y FC sites struggled through the critical planning period. Directors
who lacked a future vision and strong manageria skills, experienced tremendous
difficulty as they attempted to create a management structure which would pay
attention to the fundamental operation processes—staffing, service delivery,
management information systems, evaluation, future funding, and public
relations—that would eventually support and sustain the Y FC mission and its
components.

These are only afew of the hurdles that the TA site specialists found they had to assist
their Sitesin overcoming. As site specialists became more familiar with these issues, it became
apparent that it was better for an outside facilitator to take the lead in helping to resolve and
broker the situation simply because outsiders were not laden with the same emotional and political
baggage that had created gridlock among the residents and institutions in the first place.
Moreover, the TA specialists were trained facilitators.

It also became evident that although potential resources existed within each site to make
Y FC work, the proactive force of an external TA specialist was required to drive the Y FC agenda
forward and press the involved partners to take appropriate action. The following quote creates a
sense of what the TA team was up against and what it was able accomplish within most YFC
gSites.

During our development stage it was unbelievable what some individuals
wanted to do with the funds. For instance, many wanted to just get a
piece of the pie with no strings attached to accountability or goals.
Things were out of control, and the board was at the point where instead
of making a wrong move, they wouldn't decide at all . . . . Technical
assistance was called in immediately. Our brightest moment was after a
2-day retreat with our technical assistance [person]. No, the board did
not like all they heard, but they were ready to move forward with a clear
under standing of the YFC goals and objectives guiding their decisions.

It was as if they had unveiled the truth and there was a new enthusiasm
and dedication to this mission to help youth and young adultsin our
community to become more productive citizens—Cecelia Edmonds,
Executive Director, Racine Youth Fair Chance

Some sites had more savvy and experience with the process of complex institutional
change than others and were, therefore, able to move forward more quickly. All sites, however,
raised developmental issues and continue to request external input and feedback to assist themin
finding arealistic way to achieve their goals. In order to build an infrastructure for continuing this
assistance after the federaly funded TA is no longer available, the site specialists have been
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working continuously with sites to identify local TA experts who will be able to produce the
tough, unbiased perspective needed to help sustain successful change.

Part IV. Strategic Technical Assistance Investments: Setting the
Stage for a New Way of Thinking and a New Way of Doing

Y outh Fair Chance offered the employment and training field an opportunity to change the
paradigm for job training and the delivery of supportive services for young people living in
poverty. Working together with the DOL/ETA team as technical assistance providers, we have
learned alot about the magnitude and depth of change required to realize the goals of Y outh Fair
Chance.

The YFC grants—awarded to Private Industry Councils that had been operating for more
than a decade under the JTPA paradigm—were based on a new and different set of values and a
vision to help shape a new way of doing business. It isfair to say that the Y FC policy direction
described earlier in this report was ahead of practice. In other words, although there has been
substantial progress on the legidative and policy front, most practitioners and policymakers would
agree that the trandation of policy into working, high-quality programs and systems remains a
major challenge. YFC grant recipients proved no exception to the rule. Under JTPA, the
investment in staff development was minimal, and much of it was focused on compliance rather
than program design, improved service delivery structures, or governance strategies. Guidance
for local policymakers, community leaders, educators, and program managers also has been
limited under JTPA. The 1992 Amendments to JTPA provided general goals, but offered little in
the way of clear standards for the development of quality programs and system design. All of this
isto say that the job of moving from vision to practice requires a significant and steadfast
investment in articulating, reinforcing, and supporting the values, beliefs, and research-based
mindset underpinning the Y FC initiative.

Figure 3 illustrates the scope and intensity of change inherent in thisinitiative. As
mentioned above, during the first 30 months of Y FC, the level of effort and the command of best
practices knowledge required to move from the old JTPA paradigm to the new Y FC model of a
comprehensive community-wide initiative has been enormous for both the site-based partners and
for the TA specialists. All of the TA activities (clarifying expectations and outcomes, working
together in new ways, defining quality practice and system elements, building staff capacity and
public awareness, and benchmarking progress and setting a framework for continuous
improvement and sustainment) were strategically focused on furthering this paradigm shift.
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Part V. Recommendations for Planning, Implementing, and
Evaluating Comprehensive Community-Wide Initiatives

Many of the hundreds of leaders and participants engaged in the Y FC initiative worry that
the deepening needs of high-poverty urban and rural America could ultimately swamp the fragile
renaissance now underway in some of our poorest communities. Even if they don't, the
dimensions and duration of the current initiative suggest the limits of what government alone can
do for and with the nation’ s poorest communities.

In an effort to help ease the way for future initiatives, as well as for those involved with
school-to-work system-building, empowerment/enterprise developments, and other community-
wide initiatives, we offer the following recommendations:

A. Technical Assistance

Thereisa clear and unmistakable call for technical assistance from all Y FC directors.
Thereis aso a sense of value and appreciation for an array of assistance ranging from one-to-one
guidance and facilitation to direct capacity-building to networking and executive coaching, as
illustrated by the following remarks from Y FC sites:

“ Many unexpected situations had plagued the initiative, resulting in a
slow start in program implementation. . . The TA helped me set some
specific directions toward developing a truly integrated approach to
service.”

“ Thein-service training provided to our case management team helped
set in place the mechanism for communication, cooperation, and
participation in our system-building effort. Our site specialist pulled no
punches. She hit us hard, but |eft us something on which to build. |
appreciate her frankness, openness, and genuine concern to see us
succeed. . .”

“ Technical assistance staff have acted as independent facilitators, which
has been a big benefit to us and allowed us to broaden our view to see
thetreesaswell astheforest. . . . We know that it is not only important
to do things right, but to also do the right thing.

Providing TA to comprehensive, community-wide initiatives is critical to their success.
The individuals and groups who step forward to plan and implement Y FC-like strategies face
major challenges and will need all the help they can get from competent knowledge brokers,
facilitators, trainers, troubleshooters, and strategists. Success with these initiatives requires a new
and still emerging, professional competence that draws on many crosscutting disciplines.
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These initiatives will continue to require the continued operation of the new Federal
teaming technical assistance approach that has been implemented by the DOL staff during the past
30 months of YFC operation. This new effort by Federal employees to see themselves as partners
with the communities they fund has a much stronger likelihood of success than the old JTPA
adversarial model. This customer-driven model, which puts the improved well-being of young
people and their families at the center of ayouth initiative, creates a win-win situation for all
concerned.

We believe strongly that a change in one technical assistance design element is critical to
improving the success of the TA effort and, ultimately, the success of the Y FC-type initiative.
The technical assistance contract should be awarded 3 to 4 months prior to the awards made to
the sites. This givesthe TA contractor the necessary time to work with the DOL TA team staff,
develop acommon TA philosophy among their own staff, train TA staff, develop the first annual
TA plan, and be prepared to provide meaningful technical assistance to all of the selected sites
right from the kick-off conference. We anticipate that this will have the strongest positive impact
in the following areas. improving site staff selection, developing more focused and realistic
implementation plans, and laying the groundwork for establishing good working relationships with
grant recipients.

B. Evaluation

Anyone trying to improve the conditions under which high risk children
grow up to adulthood must pay close attention to the changes needed in
prevailing approaches to research and evaluation. . . Prevailing
approaches to research and evaluation must be changed in ways that
will help improve programs, while at the same time providing skeptics
with persuasive evidence of program effectiveness. . . . We can bring
about sorely needed realignment to get us away from a stand-off between
one group of people who are seen asrigorous and objective, who are
willing to focus on outcomes, and who are absolutely convinced that
nothing works, and the people on the other side who are seen as soft and
subjective, who are eager to focus on process to the exclusion of results,
and who believe that well-designed interventions can change

lives—L isbeth Schorr, Getting Smart, Getting Real, 1995

Program managers and policy-makers have generaly relied on lessons from research and
evaluation to teach them how to improve programs, allocate resources, and create enabling
legidlation. In the past, many evaluations relied on and addressed a narrow range of information
and largely favored the biomedical, experimental “single problem-single solution” model. More
recently, the evaluation profession has had to confront the inadequacies of the scientific method
for measuring the effectiveness of broad, complex and interactive services for youth and family.
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As reault, innovative approaches to evaluating comprehensive community change
initiatives, such as YFC, are being explored. New work is underway as part of a “theories of
change” approach to evaluation—work on identifying interim milestones that link interventions
with outcomes and show the progress of these reform and system-building efforts.

We strongly recommend that these innovations be applied to any Y FC-like initiatives in
order to capture the rich and otherwise undocumented lessons from this experience.

C. Policy

Based on our work and our observations, following are some thoughts that the TA team
believes could help to inform future legidative efforts of this kind and that we believe will enhance
the likelihood of improving the successful outcomes for youth living in at-risk communities.

E Focus support on neighbor hoods. Pay attention to supporting local
jurisdiction(s) to promote neighborhood decisionmaking efforts that cross-cut
local, state, and Federal categorical boundaries.

E Phase in the funding effort. Experience suggests that for future programs, it is
more productive to divide funding into two stages: (1) planning grants, and
(2) implementation grants to sites that demonstrate that they are ready to
undertake this next step. During the planning phase, the range of
governance/accountability issues should be addressed. For example, time spent on
developing common goals and benchmarks that address both progress and
outcomes and clearer understandings of why the Y FC funds were not subject to
the same categorical criteriathat govern other JTPA programs would have
substantially helped in several communities. Furthermore, time spent at the
program startup to develop common reporting systems across agencies using the
Y FC neighborhood as the community-wide test site can help expedite
accountability and community-wide systemic change efforts.

E Design asif geography matters. A different technique should be used to
establish subjurisdictional boundaries. For example, the focus on distressed
neighborhoods could be achieved by a congressional requirement that a population
range—not an absolute number—be established. The legidation should spell out the
indicators of distress and have Federal agencies develop a scoring rubric against
those indicators as one key index for funding. Communities could be asked to
show proof they are targeting on geographic areas with the highest incidence of
distress.
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A complicating factor when considering geography is the fact that not all
institutions recognize the same boundaries. For example, not all youth inside the
designated catchment areas attend the same schools while some youth outside the
catchment area are enrolled in designated Y FC schools. Issues arose over which
youth were €eligible for YFC services. Likewise, potential employer partners may
be situated a considerable distance beyond the catchment area, but since they
employ many who reside in the targeted area, they need to be engaged as partners.
Such examples of geographical mismatch pose barriersto collaboration. Future
initiatives need to consider bridge building activities whenever the political,
educational, economic, cultural, and programmatic boundaries do not exactly
coincide, which isto say, always.

E Build in incentives to collabor ate. To stimulate more innovation, states and the
Federal government need to create incentives for collaborative efforts at the local
level. For example, incentives through grant guidelines, jointly funded programs,
or performance standards can all be used. Some of the incentives should focus on
reducing the strict income and age dligibility rules. If acommunity can document
collaborative approaches for targeting resources in the most distressed
neighborhoods or that they intend to focus on a population group with multiple
indicators of distress, such as gang members, absolute incomes and/or age
limitations become unnecessary barriers for good program design.

Communities should be allowed to integrate funds from a variety of sourcesif they
can show that all youth are accommodated through education and support services
that are appropriate for their circumstances. Proof of this could come from a
community showing how Federal, state, and local dollars would be used to provide
access for traditionally defined out-of-school youth to education services, based on
academic and industry standards.

E Promote communications and under standing.New collaborative situations
need to be promoted that would encourage communication across institutional
lines at all levels, for example, through joint meeting of administrators from
education, labor, and human services; encouraging joint training at the line-staff
level; or multi-institutional conferences.

E Strategize early for sustainment and growth.It istoo late to begin designing a
strategy for sustainment and growth when the primary funding source isin its last
year. Difficult though it may be, programs that are funded by sources that have a
finite funding date must begin early to develop strategies that can lead to new
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sources of money to support the system and help it grow. This meansinvolving
State programs such as School-to-Work, local government resources, local
foundations, and local and regional businesses and business foundations early and
often in program planning and implementation so they will be eager to assist in the
continuance of at least those parts of the system that reflect their own agendas.

Revisit allowable activities. There will always be atension in the
intergovernmental system regarding the appropriate balance between loose and
tight language in legidation delineating allowable activities. Y FC lessons suggest
that it isimportant not to impose arbitrary age limits nor limit the use of dollarsin
such away that they can only be used for activities directly related to atraining or
job placement function. This does not mean it is desirable to have the “alowable
activities” doors open to the point that funds essentially would become general
revenue dollars. What it does mean is that any future funding for employment
development efforts for at-risk youth should include allowing communities to fund
the types of services that were included in the Y FC legidation.

Support networks. An explicit investment in adult development and facilitated
peer-to-peer networks is critical to the success of a comprehensive initiative such
as YFC. To promote best practice, share learning progress, promote going to
scale and sustainability, efforts such as'YFC need to be a part of a national
network. Although many of the day-to-day solutions rest within the local areas,
facilitation and “just in time” information based on cross-cutting and broad-based
research can accelerate the effort. A national resource pool of funds mechanism
that brings together representatives involved in such national pilot projectsis
helpful. This can be done through a variety of means, for example, conferences,
communication technology, or support for travel to and from one site to another.

Continue resear ch focusing on compr ehensive servicesto youth.Y FC has
reaffirmed the research that youth are best served in a setting that provides
comprehensive services. What it has not yet shown is the best way to implement
comprehensive services, especialy given the challenges listed in this
report—categorical programs with narrowly defined funding sources, geographic
boundaries, differing accountability systems, and the list goeson. More work is
needed in designing implementation strategies that can provide holistic servicesto
youth while being true to the lessons learned from Y FC.

Build youth employability strategies on youth development principlesY FC
has shown that successful youth employment is built on the principles of youth
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development. Y outh development is an ongoing process in which youth meet their
basic physical and social needs and build the competencies and connections needed
for survival and success. To have successful youth development, young people
need to be engaged and invested. Y outh need to be nurtured, guided, empowered,
and challenged to do important work and be recognized and honored for doing it.
Y FC success in melding youth development and youth employability efforts has
important implications for other similar efforts.
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Appendix A

SCANS Skills




SCANS: Workplace Know-How

The know-how identified by SCANS is made up of five workplace competencies and a three-part
foundation of skills and personal qualities needed for solid job performance.

WORKPLACE COMPETENCIES—Effective workers can productively use:

Resour ces—They know how to identify, organize, plan and allocate time, money, materials,
space, and staff.

Inter personal skills—They can work well with others on teams, teach others, serve
customers, lead, negotiate, and interact well with peoplefrom culturally diverse backgrounds.

I nfor mation—They can acquire, evaluate, and use data, organizeand maintain files, interpret
and communicate, and use computers to process information.

Systems—They understand social, organizational, and technological systems and operate
effectively with them; they can monitor and correct performance; and they can design or
improve systems.

Technology—They can select avariety of equipment and tools, apply technology to specific
tasks, and maintain and troubleshoot equipment.

FOUNDATION SKILL S—Competent workers in the high-performance workplace need:

Basic Skills—They are functiona in the areas of reading, writing, arithmetic and
mathematics, speaking, and listening.

Thinking Skills—They have the ability to learn, to reason, to think creatively, to make
decisions, and to solve problems.

Per sonal Qualities—They exhibit individual responsibility, self-esteem and sdlf-management,
sociability, and integrity.
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Appendix B

A New Way of Thinking
and
A New Way of Doing




Working Model for the Development of Progress Indicators

The Figure 2 conceptual model on page 15 of the report is offered asa stimulusfor critical discussion
and planning with Y FC teams. It depicts distinct and intersecting domains that represent both well-
established and underdeveloped dimensions of YFC. It is intended to help think through and
structure the work to be done in order to realize the goas inherent in Y FC.

The three mgjor circlesin this model represent core areas of work to be done by YFC teams. The
domain of “Program and Systems Building” represents the essential elements for effective
programming. It is the home of new curriculum development; innovative assessment processes;
active teaching and learning environments; effective combination of work, service, and learning in
classrooms, at work places, and in the community; and it is charged with the task of implementing
best practices in all these areas for both “in-school” and “in-the-community” participants. This
demandsasystem-building effort aimed at connecting avariety of activitiesthat reflects an awareness
of the new education and skills standards.

With regard to the dual goal of program and system-building, it isimportant to note the premise
of YFC, i.e, that no single approach or strategy will prove effective for all young people in the
community. To adequately meet the needsof Y FC participants, the new programand system-builders
must create the capacity to respond to differences among individuals. Such a system would have at
least four elements. a program mix that is flexible and varied enough to address a spectrum of
individual needs and skill levels and that has the means (through assessment) to identify those needs;
the capacity to provideintensive and long-ter m programming, with appropriateinterim outcomes,
for those youth with the greatest need; an integrated and collabor ative approach that can provide
anarray of services, inparticular amix of work and learning, service learning; agraduated sequence
of servicesthat extends over time, combining, for example, school year and summer programming
over severa years, to provide for the development of ahierarchy of skills and experience at work and
in class.

The domain of “ Community AccessAwareness’ encompasses the fundamental principle of
community collaboration, ownership, and shared values. Thework of Y FC teamslargely focuseson
developing the community governance structure and building community strength through
participation in decisonmaking. Development and maintenance of a genuine community resource
center that aims to become the “hub” for community growth and action is also a mgjor focus of
startup and ongoing work.

The domain of “ Resour ce Development/Sustainability” isthe center of the institutional change
agenda. Finding new resources and using old resources in new ways in order to sustain and grow
Y FC isthe charge for this area.

Thethree areas of intersection among the core domains highlight critical features of the Y FC agenda.
Intersection A focuses on the importance of resource development keeping pace with program and

system changes in schools, in workplaces, and in the community. This is the locus of policy of
formulation and resource alocation.
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I ntersection B providesthelocusfor community recruitment campaigns, needsassessments, employer
involvement in skills standards, curriculum development, workplace learning arrangements, and
employability certifications.

Intersection C opensthe door for grassroots advocacy for resources devoted to services of particular
value to the community and for institutional changes regarding decisionmaking.

The common central (shaded) area in which all domains converge can be viewed as the Y FC niche
as a unique, multidimensional initiative, bringing together this array of work and policy initiatives.

Using this model as a starting point for the development of site-by-site progress indicators, a series
of focused discussions were conducted with the Community Resource Boards and staff to identify
site-specific strengths as well as areas for further growth and planned action. The outcome was the
workplans and/or progress indicators for each domain. (See Appendix C.)
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Appendix C

Key Steps for Developing Program
Components and Progress Indicators




A.

PROGRAM AND SYSTEM-BUILDING

Thisareaconcernstheproject’ sinfrastructurefor organizing and leading the community toward Y FC
development and implementation. Major progress indicators and corresponding activities are:

Community Resource Board (Mechanismsfor Ensuring Community Input and Control)

G

|dentify a diverse group of individuals from various disciplines and representations, e.g.,
parent, youth, business, industry, education, community-based organizationshigher education,
government, neighborhood association, religious institution

| dentify function and operational infrastructure, e.g., bylaws, of community group to forma
formal board or council.

Investigate whether the board will incorporate as a 501(c)3.

| dentify committees of the board and formal lines of communication, e.g., institutionalization,
education, health, employment and training, and fund raising.

Clarify theboard’ sroleregarding oversight, guidance, direction, policy, expansion, scopeand
range of program services, ingtitutionalization, identification of other funding, relationship to
the lead agency, identification of volunteer goods and services, lead agency staff, and partner
agencies.

Develop and identify forums for community involvement, input, decisionmaking, and
addressing client needs.

| dentify the board’ s role in the social and economic development of the community.

|dentify a diverse group of parents to plan parental and neighborhood activities that train,
inform, support, and empower parents.

Plan activities that increase parental knowledge of nutrition and nurturing, e.g., growth and
development stage.

Establish a program to increase parental literacy.
Establish an intergenerational literacy program.

Plan and execute workshops and service to empower parents regarding available services at
the local, State, and national levels, e.g., medical, housing, and child care.

Plan and execute a program that will encourage parental involvement in the education of in-
school and out-of-school children, youth, and young adults.
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Program Administrative Infrastructure

1 Multiagency Collaborations
G Develop joint common goals and objectives to guide the process.
G Define and discuss the expertise or specializations of each collaborator.
G Discuss how the collaboration process will be fostered in al levels of the organization.
G Clarify lines of authority.
G | dentify how the responsihilities for obtaining the goals and objectives will be met.
G Plan and execute activities that enhance consensus-building.
G | dentify technical assistance to facilitate and guide initial agency meetings.
2. Development of Written Agreements
G | dentify written goals.
G | dentify written measurable objectives.
G Develop alist of clearly defined agency expectations.
G Clarify policies, procedures, and roles at all administrative and service delivery levels.
G | dentify reporting expectations.
G Plan regularly scheduled meetings that include responsible individuals from all
departments.
G | dentify clear beginning and ending dates of the agreement.
G Affix the signatures of al accountable individuals.
3. Staff and Management Capabilities
G Select managers who have experience operating large, complex, human service projects.
G Develop written job functions and qualifications.
G Employ staff with appropriate credentials and who reflect community diversity.
G Orient staff to YFC'sand DOL’s vision.
G Provide staff with specialized training and TA.
C-2 YFC Technical Assistance Report



4, Management | nformation Systems
G Ensure that MIS collects information on al participants (in-school and out-of-school).

G Program managers use reportsfrom MIS on aregular basis to assess the effectiveness of
various program components.

G Ensure that reporting requirements for the national evaluation have been established and
are being addressed.

G Share MIS data with the community resource board and other community members.
G Use MIS datain short-term and long-term planning.
5. Systems-L evel and Client Case M anagement

G Ensure that administrators have a strategy for coordinating provision of services from
other agencies.

G Ensure that the case managers know what they can and cannot promise to clients.

G Ensure that the case manager can requisition services and resources across institutional
lines.

G Ensure that referral procedures and service delivery are client-centered.

®

Ensure that the case manager monitors, verifies, and records client progress with service
providers.

Develop an agreed-upon working definition of case management.

Develop job descriptions, e.g., case manager, supervisor of case management, etc.
Select appropriate case management staff.

Plan and execute training for all case management staff.

| dentify and assess human service agencied/institutions to participate.

Assessthe quality and quantity of services the agencies have provided in the community.
Develop abroad list of services available from each agency/institution.

Develop formal written interagency agreements.

Arrange meetings with participating agencied/institutions.

G O 6 6 0 6 6 606 6 o

Plan and execute training for staff of the participating agencies/institutions.

YFC Technical Assistance Report C-3



G Define the working relationship with the agencies/ingtitutions.

G | dentify broad outcomes for the clients.

G Develop training that will empower the clients to access the system.
School-To-Work Component (In-School)

G Obtain review and discuss your State and local school-to-work plan with all appropriate
individuals.

G Obtain review, and discuss the School-to-Work Opportunities Act of 1993 and Goals 2000:
Educate America Act with all appropriate individuals.

G Develop and execute a plan that will make employers full partnersin the process.

G Develop and implement a plan that will identify and actively involve post-secondary
educational ingtitutions, private and public employers, labor organizations, government
agencies, community groups (including religious institutions), and parents/youth in linking
school and work.

G Plan in-service training with all school faculty.

G Plan all aspects of the school-based, worked-based, and connecting activities.

G Develop standards that will assist students in obtaining above-average academic and
occupationa standards of performance.

G Investigate and obtain information on programs such astech-prep, career academics, school-
to-apprenticeship, cooperative education, and business education compacts.

G Recruit youth and young adults who have not obtained a high school diploma or GED to
enroll in an aternative education program.

G Ensure that the work-based component includes (a) planned program of job training and
experience, (b) mastery of skills relevant to a career major, and (c) issuance of skills
certificates.

G Ensure that the school-based component includes (@) career exploration and counseling,

(b) student identification of a career major by 11th grade, (c) mastery of academic sKills,
(d) issuance of sKills certifications, and (e) regularly scheduled evaluations.

G Develop a component of connecting activities.
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School-To-Work Component (Out-of-School)

G

® O 6 O

G

G

| dentify students/clients who will participate in Y FC.

Develop and implement multiple recruitment strategies.

Plan and execute orientation with written information packages.

Develop a standard operations procedures manual.

| dentify and develop all components of the program:

N

N

Intake

Assessment (basic education/literacy, preemployment, work maturity, occupational
skills, life skills, barriers, interest, and goals

Counseling/coaching

Skills training

Literacy (curriculum identification)
Job readiness

Job development

Job placement and followup

Support services. Housing, child care, living assistance, drug and alcohol programs,
parenting, and pregnancy prevention.

Create individualized employment development plan.

| dentify appropriate evaluation measures (summative/formative).

Develop and issue skill standard certifications.

Community Resour ce Center

G

G
G
G

Inform the community through public meetings of the intended use of the facility.

| dentify afacility that isin a safe/neutral zone.

| dentify afacility that is easily accessible by public and/or private transportation.

Contact and meet with the local transportation authorities.
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G | dentify the outside of the facility with the appropriate Y FC logo.

G | dentify a facility that requires minimum renovation.

G | dentify afacility that will meet local zoning requirements.

G | dentify afacility that has reasonable rental/purchasing requirements.
Connecting Activities (Sports and Recreation Programs)

G | dentify a safe place(s) for the activities.

G Plan activities that extend beyond the traditional days and hours.

G | dentify activities that encourage male/female participation.

G | dentify activities that encourage team-building.

G | dentify activities that will encourage the building of positive self-esteem.
G

| dentify activities that will encourage the positive development of work habits.
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B. COMMUNITY ACCESS AND AWARENESS

G |dentify agencies to assist in the ongoing positive promotion of YFC, e.g., television,
newspaper, and video.

G Prepare printed flyers, community inserts, billboards, and posters to promote Y FC.

G Develop an ongoing strategy for information to be shared in the community, e.g., small and
large successes of the program.

G Conduct a series of town meetings and focus groupsto gather information and input fromthe
community.

G Develop aprogramlogo that isused on al materialsand clearly identifiesthe Y FC facility and

van.

G Plan and execute tours and open house activities.

G Plan a schedule of community meetings, ceremonies, and other events to be hosted at the
Y FC facility.
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C. RESOURCE DEVELOPMENT AND SUSTAINMENT

G Map community resources and incorporate existing resources to support Y FC programs—
Y FC funds are used to leverage existing funds.

G Pursue outside funding sources, both locally and nationally.

G Collaborate with related Federal and State initiatives for education reform.

C-8
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