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Juvenile Justice and Delinquency Prevention Coordinating Council Partnership Project

Background: The Executive Summary of the final report of the White House Task Force for Disadvantaged Youth states: “The complexity of the problems faced by disadvantaged youth is matched only by the complexity of the traditional Federal response to those problems.  Both are confusing, complicated, and costly.”  The report goes on to address the significant role the Federal government has in helping disadvantaged youth and details a policy framework articulated as a Vision for Youth based on four guiding principles.
  The report targets the neediest youth
 and delineates a series of recommendations
 for Federal agencies designed to enhance youth well-being and ensure all children grow to become healthy, productive citizens.  

In response, the Council and its member agencies provided support to a series of joint actions and collaborations including: (1) convening the national conference, "Building on Success: Providing Today's Youth With Opportunities for a Better Tomorrow" a national conference to establish and give prominence to an action framework for addressing challenges facing our nation's youth; (2) development and implementation of the DOL-led, workforce development-centered federal partnership “Shared Vision for Youth: Preparing Today’s Youth for the Global Workplace of Tomorrow” (SVY); (3) creation of a Federal Mentoring Council (FMC) designed to better leverage federal resources to increase the number of mentor-mentee pairs; and (4) support to move forward interagency work such as the series of cross-agency activities led by SAMHSA to build resiliency and facilitate recovery among youth at risk or suffering from substance abuse or mental health disorders. 

Over the past five months, the Council established two working groups – one to begin development of a Comprehensive Youth Development (CYD) pilot and the other to initiate a Comprehensive Communities Initiative and TA Inventory (CCI). 

As the Council moves forward on these overlapping initiatives it is clear that more discussion is needed determine the best approaches to achieve the Council’s overall goals to promote more effective interagency partnership and collaboration around youth development.  In furtherance of these ends, this document proposes a framework that would bring together these multiple, related federal coordination efforts into closer alignment and that encompasses the work that has been, is currently and will be undertaken.

Challenge:  Over the last decade, Federal agencies have increasingly encouraged their grantees to partner with stakeholders and colleagues working on similar issues. The theory of change underlying such Federal direction is that greater collaboration among stakeholders
 will produce better and more efficient services and outcomes for target populations. While there is some qualitative data to suggest that is the case and while there are limited examples of agencies that have sought to model what they require, federal agencies do not routinely practice collaboration or coordination.  Federal agencies have not yet developed the habit of partnering and are far from institutionalizing collaboration and embedding such practices within the bureaucratic structures.  

Project Purpose and Overview:  The Partnership Project (TPP) aims to address that challenge.  Through TPP, the Council will build on the body of past and current work and undertake targeted initiatives to enhance federal collaboration.  In other words, the Council intends to professionalize the practice of federal partnership by establishing clear standards, expectations, measures and protocols for joint efforts
.  As an initial step, the Council’s Partnership Project will undertake a review and examination of relevant cross agency and joint work, and implement a focused pilot to provide additional raw data – all of which will be used to identify the core elements of effective federal collaboration.

TPP seeks to do this by critically examining what has been learned through the aforementioned efforts, by helping to strengthen on-going partnership work, and by moving forward with the two newer efforts – the CYD pilot and CCI inventory.  At the same time, the Partnership Project expects this work and its focused attention to collaborative practice to strengthen state and local efforts to promote children and youth well being and prevent negative outcomes.

In short, the Partnership Project consists of three elements:

1. Comprehensive Youth Development Pilot(s)

2. Comprehensive Community Initiatives and TA Inventory 

3. Enhanced focus on and assessment
 of the Shared Youth Vision (SYV), Federal Mentoring Council (FMC), and the activities under the Juvenile Justice Collaboration for Treatment Improvement (JJCTI)
 to help strengthen these efforts and to learn from the experiences of these efforts

The Partnership Project is intended to lead to development of two products:

1. Coordination practice models.  This refers to development of defined, replicable models for effective federal collaboration in support of state and local youth development efforts. 

2. Coordination practice guidebook.  This consists of production of a guidebook for federal agencies to encompass a set of core, guiding principles and best practices for federal coordination and collaboration practice – work designed to ultimately improve youth well being and outcomes.

Progress indicators: Key measures of success are short-term, intermediate and long-term respectively, as follows:
1. Better and more efficient access to and mobilization of existing public and private resources at the local and state levels.

2. Identification of core principles and practices for federal assistance in support of state and local work.

3. Measurable improvements over baseline in youth outcomes.
Comprehensive Youth Development Pilot(s): The Council will support directly or in coordination with the SYV team one or more already functioning local, sub-state, comprehensive youth development (CYD) projects. This support will not provide for new funding
 but is expected to entail the identification and/or re-prioritization of existing federal funding.  In addition, each agency is expected to commit sufficient staff and/or contract resources to support, sustain, and manage project work.  Potential benefits have been detailed prior and are listed in an end-note to this paper.
 

The CYD work team has completed the initial phase of the selection process and winnowed the member agency-submitted sites to three potential pilots.  Two of these may be incorporated within the SYV implementation framework; one might be implemented as a new, local CYD pilot site.  The final recommendation about the sites to support requires further discussions with the Council, the SYV team and the SYV implementation study contractors, as well as discussions with the sites themselves. 
Comprehensive Community Initiatives and TA Inventory: This project has completed an initial screening and prepared a draft Statement of Work (SOW).  The SOW outlines the tasks and estimated costs to undertake the full inventory of selected comprehensive community initiatives (CCIs)
 and the technical assistance (TA) dedicated to support them, conduct the analysis, document the effect on systems and positive changes for youth and families, identify effective CCIs, determine what TA is most useful at what points in time; and guide future Federal implementation and support of CCIs and TA.

Enhanced Focus On and Assessment of Federal Collaboration Projects: The targeted projects are the Shared Youth Vision (SYV), Federal Mentoring Council (FMC), and the activities undertaken through the Juvenile Justice Collaboration for Treatment Improvement (JJCTI).
   The Council as an entity has contributed to development of each of these efforts, and member agencies function to staff or convene these coordination efforts.  As noted, the DOL-led Shared Youth Vision Initiative is the effort most closely analogous to the CYD project.
  The SYV provides an excellent opportunity for the Council to learn how federal agencies can effectively partner with each other and with states.  Rich information can be garnered as well from the work that has been done to develop the FMC and to implement the JJCTI.  Each represents a unique approach to cross agency partnerships, while all seek to improve youth outcomes. 

Expectations of Partners

Council member agencies and Partnership Project participants:

1. Federal agencies will actively support and participate in the Partnership Project (TPP) through ongoing communication with the Council and within and across the respective initiative work teams.

2. Federal agencies will deploy resources as available and as needed to support TPP.  This may include contributing staff time, funding, technical assistance, and volunteers.  

3. Federal agencies will actively participate in the various evaluation processes conducted for the purposes of developing the practice models and guidebook, and where useful report to the Council on activities and experiences derived as a supporting participant in the various component initiatives.

4. With respect to the CYD initiative, the nominating agency/agencies will serve as lead in working with selected site(s) to develop action plans.

5. Nominating agency will designate one staff person as the point of contact.

6. All federal agencies will sign a memorandum of understanding (MOU) agreeing to these respective roles and responsibilities.  

CYD partner site(s):

1. Selected CYD site(s) will be asked to submit an action plan that includes stated vision, goals, and activities that address partnering with the Federal government at the local, regional, and national levels.

2. Selected CYD site(s) will actively participate in the pilot project through ongoing communication with supporting Federal agencies.

3. Selected CYD site(s) will actively participate in evaluation processes conducted by the Council for the purposes of determining the value of this demonstration.

4. Selected CYD site(s) will attend a Council meeting to present their perspectives on the pilot and value of the coordinated Federal support.

5. Selected CYD site(s) will name one individual to serve as the point of contact.  

Implementation Issues:  There are a number of implementation issues that have been raised during CYD development discussions.  They are listed with suggested responses following: 

1. How do we create mechanisms for the Council to capture and document the learning from the overall Partnership Project and the CYD initiative?  
ANSWER:  This can be done through contract support.  It is anticipated that the Concentration of Federal Efforts (CFE) Program
 will provide the greater part of the resources to fund the evaluation though member agencies are asked to contribute resources as are available to this effort. 

2. How does the Council ensure that the output and results of the SYV initiative are reviewed and where appropriate integrated into the work of the Council?  ANSWER:  This will be accomplished partly by tasking the PP evaluator to document and report out on the SYV results and partly by ensuring that the composition of both the SYV and CYD teams are more fully aligned.
3. What mechanisms would be most effective in communicating and forging linkages between the SYV initiative and the direct pilot project?  
ANSWER: Having additional alignment of staff in each work team.

4. What types and levels of commitments will be required of each of the Federal partners to support each track of the pilot project?  
ANSWER:  While fiscal resources from member agencies are welcomed, it is the formal commitment to the Partnership Project through an MOU that is required.  That commits the agency to allocating staff time and available TA and in-kind support to the CYD.

5. How can the Council institutionalize the results of the learning process inherent in the pilot projects?  
ANSWER:  Once the best federal collaboration practices replicable model and guidebook are created, the Council’s efforts would turn to disseminating that information across the federal grant-making offices, enlisting high-level support through the ex-officio members, providing TA and conducting trainings and workshops to assist federal staff.
Questions for Discussion:  One set of questions was not so easily answerable.  Why should the Council move forward with the CYD component when the SYV implementation can meet its objectives by effectively and efficiently documenting findings from efforts such as the SYV or from the CCI inventory?  Are there differences between the SYV and the CYD pilot sufficient to warrant the additional staff and fiscal resources entailed?  What we might really need is a strategy to adequately document and review the findings from these various efforts. Does a pilot help achieve this, or does it divert scarce resources?
These are questions on which the work team has spent much time.  Perspectives have shifted over the course of discussions.  A consensus has not emerged and therefore guidance and input from the Council is sought.
Points for Consideration

A. Many team members identified the other strategies as more efficient alternatives than the CYD to fulfilling the Council’s goal.  They believe the answers to those questions reasonably lead to the conclusion that the Council should not move forward with the CYD pilot.  
B. Others wish to preserve the potential to discover additional insights, believe that the CYD in conjunction with the other components is the best pilot would provide opportunities for learning that the SYV and other collaborations are not structured to achieve, and that not moving forward with a stand alone CYD pilot may cause the Council to miss key lessons about federal partnerships and collaboration.  For example:
(a) There is value in ensuring that the Council’s examination of current and past collaborations includes those targeting the neediest, most troubled youth and the existing collaborations do not appear to do so.
.
(b) The SYV approached its work in a very specific fashion.  Both the implementation approach and the communities studied are part of the experiment. Yet the differences in these between the SYV and the CYD could be key, e.g., new collaboratives versus established sites with developed collaboratives; sites where new funds are provided as part of the initiative versus sites fully funded from within; sites where the catalyst for the local or state collaborative was the incentive of federal or state dollars versus sites where coming together was driven by the problem; and federal entry strategies that move from the federal to state to local level versus federal directly to local.  
(c) Given the range of funding methodologies employed and the variety of federal involvement in funded projects across the federal government
, it is reasonable to think the Council’s aims are well served by examining the greatest variety of situations.  One key challenge to standardizing the practice of federal collaboration in support of local and state efforts is that the local and state efforts are inherently diverse.
.  
C. Financial resources are available to support implementation of a CYD pilot from the CFE Program in OJJDP.

Options for Decision

1. Refer the matter back to the work team for further discussion and return of a consensus recommendation to the Council by the end of June.

2. Direct the work team to implement the framework articulated in this document and continue with selection and implementation of the CYD as part of the Partnership Project.
3. Direct the work team to revise the framework to eliminate the CYD and continue with the other components of the Partnership Project as outlined.
4. Develop more options.
Time Line for the Three-Component Partnership Project

1. Develop a draft MOU for Council review. (June 22)
2. Council reviews MOU, changes incorporated and final routed for signature (July 16)
3. Complete discussions with SYV team, FMC director, JJCTI program manager to finalize details of working together, and collaborating on development of practice model(s) and practice guidebook. (June 29)

4. Develop final site implementation and support protocol (June 22)
5. Complete initial discussions with candidates sites to discuss Council interest, goals and assess site interest and viability to perform (June 29)
6. Recommend CYD site or sites to Council member agencies (July 13)
7. Inform site(s) of Council decision and schedule initial meeting(s) (July 20)
8. Develop SOW for evaluation, TA support; identify and select vendors to implement (August 1)
9. Work with site(s) to develop action plan, mutual roles/responsibilities, time lines (August 15)
10. Invite site(s) to next Council meeting to discuss joint work  (September 14)

Time Line for the Two Component Partnership Project

1. Develop a draft MOU for Council review. (June 22)
2. Council reviews MOU, changes incorporated and final routed for signature (July 16)
3. Complete discussions with SYV team, FMC director, JJCTI program manager to finalize details of working together, and collaborating on development of practice model(s) and practice guidebook. (June 29)
4. Develop SOW for evaluation, TA support; identify and select vendors to implement (July 20)

5. Work with evaluator to refine and implement plan of study and delineate mutual roles/responsibilities, time lines (August 15) 
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� These are Better Management, Better Accountability, Better Connections and Give Priority to the Neediest Youth.


� Neediest youth encompass the following special populations:  Youth in institutional settings (delinquent and dependent youth), and youth with a multiplicity of risk factors putting them at highest risk of negative life outcomes such as children of incarcerated parents, migrant workers, youth with disabilities and tribal youth.


�  The Council adopted 13 of the Task Force recommendations as particularly relevant to its work including:  Support State and Local Community Planning Process and Improve Coordination of Mentoring Programs.


�  Stakeholders are those providing services to the target population or those affected by or making policy and program decisions.


� Once practice standards have been established, articulated and communicated, a key and challenging task remains -- embedding the practice within agencies across the federal government.  


�  The SYV has an ongoing implementation study looking at these questions; the FMC and JJCTI do not.  Because work underway through SYV shares many similarities with the intended CYD work, the implementation and support processes and federal management, oversight and the implementation study have direct relevance for the CYD implementation and for development of the Federal coordination practice guidebook. 


�  This is the SAMHSA-led partnership to improve prevention, early intervention, clinical treatment, and recovery support policies, strategies, and practices for justice-involved populations seeded by the Council.


7 While there is not expected to be new funding, CYD sites will most likely have access to the services of VISTA volunteers who can serve as local site coordinators/liaisons/POC with federal and local collaborations and/or access to the SYV Solutions Desk.


�  CCIs included in the inventory are to be those that address the risk and protective factors known to be associated with delinquent activity.  Explicit juvenile justice and delinquency prevention goals for the CCIs have not been not required.  Risk factors include: individual, family, school, peer and community factors such as victimization or exposure to violence, truancy, teen parenthood, gun possession, gang involvement, peer use of alcohol, tobacco and other drugs.  See � HYPERLINK "http://guide.helpingamericasyouth.gov/programtool.cfm" ��http://guide.helpingamericasyouth.gov/programtool.cfm� for more on risk/protective factors. 


�  This is the SAMHSA-led partnership to improve prevention, early intervention, clinical treatment, and recovery support policies, strategies, and practices for justice-involved populations seeded by the Council.


�  The SYV represents a broad partnership of federal agencies concerned about youth issues and who have been working collectively for the past two years to implement and manage the initiative. The SYV partnership in turn supports the work of 16 State Pilot Projects. These state partnerships in turn are developing new local sub-state pilot partnership projects in each of their states.


� The CFE Program is the statutory office in OJJDP charged with promoting inter-agency coordination and collaboration targeting justice-involved youth and youth at-risk of delinquency.  Congress has appropriated funds for the CFE Program that are to be used to support such work.


� Of particular concern are those “deep-end” youth, the serious, violent and chronic offenders, gang members, and youth with multiple risk factors who – perhaps lacking the resiliency factors or supports to offset their backgrounds and capabilities – are likely to present the greatest challenge to practitioners and policy makers and that the collaborations developed to respond are correspondingly complex and therefore particularly useful to examine.  Alternatively, should the Council determines it best not to conduct a separate CYD pilot, it is important to make certain that among the studied sites, there is at least one that targets this population.


�  For instance, consider cooperative agreements to local communities, grants to state agencies, technical assistance services, discretionary and formula grants to intermediary organizations and contracts and the range of developmental stages differentiating collaborations. 


� This in turn calls for individuation in federal coordination practice.  If this premise is accepted, one could make the argument that it is therefore not possible, or at the least, useless, to attempt to develop practice guidelines.  The answer to that argument lies in acknowledging there are a range of possible partnerships but submits that a balance can be struck, and appropriate standards developed to guide myriad forms of federal partnerships.





� Benefits include:


a. Expanded access to local organizations, people and resources necessary to help their project succeed as result of the influence and information provided by federal attention.


b. Reduced federal bureaucratic barriers to cooperation through direct access to key staff at federal agencies. This might include regulatory or policy waivers. 


c. Improved communications and relationships with key state-level agencies.


d. Technical assistance to develop and implement fiscal, policy and management strategies to improve long term prospects for site sustainability.
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