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OVERVIEW , .

to

PATTERNS OF COLLABORATION: THE CETA/SCHOOL LINKAGE

N
This report is the fourth and last in a series of Interim Reports
to be prepared by the Youtjiwork National Policy Study on variéus aspects /
of the Exemplary In-School onstration Projects. These projects are

being conducted under the auspices of Title IV, Part A, of the Youth
Employment and Demonstration Projects Act (YEDPA) of 1977. The projects
are a set of local programs and represent an effort by the U.S. Department
of Labor in collaboration with countless local and state educational '
authorities, publiq and private sector organizations, and community-

based organizations toexplore together improved means of providing
employment, training, and education for young people, particularly those
from low-income and minority families. The Exemplary In-School Demon-
stration Projects are administered through Youthwork, Inc., an intermediary
non-profit corporationm.

-

PATTERNS OF COLLABORATION: THE CETA/SCHOOL LINKAGE is a report
devoted to the description and. analysis of the various linkages that the
respective projects have made with the CETA system, with community-based
organizations, with other youth service projects, with other components
of the educational system, and with the private sector. The goal is to
describé the emergent linkages and to assess the impact bf these
linkages (both forfaal and informal) upon 1) the delivery of services to
youth; 2) the ability to coordinate and plan .programs; 3) the presence or
absence of duplication of services; and 4) the reciprocal impact "that the
new Exemplary programs have had upon other components of the social/organi-
zational network within which the programs have operated. An assessment 1s
also made of which linkages appea? most critical to the programs at different
stages of their development. Finally, the impact of these linkages upon

.the "surviv capacity"” of the programs is described. ,

.

+ )
.5ata for this report came from twenty-four projects in nineteen -
gtates.
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a collaborative project of Youthwork, Inc. and New York State College of Human Ecology. a statutory ccu@ge of the state university




. The need to bring the classroom closer
to the workplace for disadvantaged youtlr
is widely recognized. The challenge for
Lt the 1980s comes in putting substance into
the rhetoric., Many approaches, such as
. . career education and coopérative educationmyh
- . have been tried, but there is no easy k2
gsolution. One obstacle to which federal %
policymakers need to pay more attention is
Z that political rifvalries between the school
board and the prime sponsor (often the
mayor's office) on local issues can pro-
> - vide disincentives for cooperating in
federal training programs for youth.
’ This consideration and other experiences
" to flate suggest that even within the public
. sector), exhortation alone will not produce
coordination when it conflicts with the
self-interest of organizations. Conse-
quently, concrete inducements--either in
the form of requirements or incentives--
. - for schools to work with empldyers must be
) included in any program where such .
cooperation is desired.

David W. ﬁreneman and Susan C. Nelson
The Brookings Institution (1980)
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PREFACE .

7 LT ‘ :
The Youth Employment and Demonstration Projects Act (YEDPA) became

2 -

law pn August 5, 1977. It amended the (1973 Comprehensive Employment and '\\
Training Act (CETA) so as to .provide the initiative for an expanded

A R
effort to address the problems of youth unemployment. YEDPA added several

new programs to improve employment and training opportunities for young;:

people in their late teens and earl§ twenties, particuiarly those from .

-
r

low-ipcome families.: It has sought to emphasize more experimentation and

innovation on the part of the local CETA prime sponsor than has been the

> )
case with programs developed for unemployed adults.

’

The Act is’ particularly concerned with overcoming the barriers ’

between school ané work by more closei//linking education, employment, . .

hd ‘

and training ins®itutions. It seeks to forge new ref%tionships. One of

]

o
the four programs authorized by YEDPA was the Youth Employment o

and Training*Program (YETP). This program was designed to provide a

) -
TN

© full range of work experiences and skills necessary for future employmen;,

especially for those low-income youth, 16 to 21 years of age, who are- in n - Ry

&




school or out of school and unemployed or underemployed. Certéin YETP

13

provisions also allow designated forms of participation by youth 14 and

-

15 years old, as well as by Yyouth who are not economically disadvantaged.
What provides a sense of urgency to this effort is that Ehere is

a despefate need both to improve the education of low-income mlnority

.

ygtth and to find the meaﬁ; by which to create more employment for them.

-

The evidence on' this point is both conclusive and sobefing: the situ-
ation for poor.minority youth,’as compared with white middle-class youth, //“

. x .
has steadily deteriorated over the past 15 .years: Whether one” measures:

employment rates or labor force partiéipation rates, the disparities

.

have grown and continue to,do so. This is in spite of all the education,
nemployment, gnd training programs'init;aféd since the mid-1960s and
‘ carried on to the present (cfé Adams an; Mangum,)}978:l9—34).
Tﬁ; spending level for YEDPA for both fiscal years 1979 and 1980
) .
has been approxiﬁhteiy $1.1 pillion. The firgt priority for these funds
’ 5r\has been to generate in the vicinity of~300,000 employment opportunities‘

for youth. As such, they have become an integral component of efforts

4 L
by the administrdtion to reduce the present 'levels of uqégployment.
N ’ ¢

_ 4§:vertheiess, and in recognition that present approaches.ﬁoireduce youth

Gnemployment are imperfect, both in design and impiementatiop, the Act
has -authorized the Secretary of Labor to allocate up to one-fifth of

YEDPA fundsé on demonstration projects to support knowledge development:
) /

.

. . o,
The mandite from the Congress was clear:

Sec. 321. It is the purpose of this part to establish a.
variety of employment, training, @nd demonstration programs
to explore methods of dealing with the structural urtemploy-
ment problems of the nation's youth. The basic purpose,of
. the demonstration programs shall be to test the relative.
% - efficacy of the different ways of dealing with these problems
*4n different local cortexts. :

’




A

. e
Sec. 348. ...to car out innovative and experimental pro-
grams, to test ndw apprpaches for dealing with the unemploy-
ment problems of youth, and to enable eligible participants
te prepare for, enhance their prospects for, or secure )
employment in occupations through which they may reasonably
be expected to advance to productive working lives. Such pro-
grams shall include, where -appropriate, cooperative arrange-
ments with educational agencies to provide special programs
and services...

b : .

The monies that were to be distributed according to formula among
the local sponsors of programs for youth would alleviate some unemploy-
ment and "buy time'. fet there was little confidencesthat, in the end,
these projeéts would either addr;ss the long-term needs of the youth or
provide new insights into how programs might be more effectively organized
and implemented so as to have a greater impact. New ideas, new approaches,
and, new actors-wouldlhéve to be\on the scene if innovative a;d path-
breaking approaches were to pe found.l And whiie it was not explicit
in the legislation, it can be surmised that it was the hope of the authors

that if successful projects ;ould beeiocated where jobs were created and
the youth‘were piepared to assume them, then perhaps cities and states
would be encouraged to redirect portiong of the 80 percent formula funds
towards projécts of this kind. Thus, the discretionary fands projects
could achieve a ripple effect throughout the infrastructure of youth
employment ‘and training programs.

To learn more about one aspect of the complex set of relations

between educatibn and present/future employment opportunities, the

1 4
Department of Labor set aside in Fiscal Year 1979 and again in FY 1980

§ >4
As but one indication of the disenchantment with current approaches,

1

>

witness the efforts of the Carter Administration to cut by almost
$200 million the funding during FY 1979-1980 for vocational educational
programs. Then-Secretary Califano called vocational education one of
HEW's "least effective" programs (Carnegie Council on Policy Studies,

1979:146), ..
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4

' from the discretionary funds approximately $15 million for "Exemplary \

»
.

In-School Demonstration Projects," These grants were to explore the

L)

dynamics of igvschool projécts and their effectivenaess. They also

4 would be awarded to promote cooperation between the education and

-~

employment and training systems/ .
‘ To assist the Departmefit of Labor and its regional offices in
Y L4
undertaking this effort, Youthwork, Inc., an intermediary saon-profit:

' - corporation, was established in 3andary 1978. It was created with
- )

financial and administrative support from theJField F;Lndation, the

-

Public Welfare foﬁndation, the Sputhern Education Foundation, the Taconic
Foundation, and the Eleanor Roosgvelt Inst;tute. Youthwork's respoﬁ§i-r
bilitié; were to incliidde: developing guidelines for.&he competitio&

to select the Exemplary!In—Schodl&mmonstration Projecis, reviewing
sgbmitted propoFals, making recommendatiogf for fqndi?g, éroviding guidance
and technical assistance for those projects selected in the competition, ’
developing and implementing a knowledge development plan so as to increase

P
+  understanding of different approaches and their effectiveness, and ‘

forwarding research réports and policy recommendations to the Department

7

. of Labor. N
. 1 * *

As 'a result of a five-tier evaluation process designed to select '
from among the more than 520 submitted proposals, Youthwork made its
recommendations to the Department of'Labor. Forty-eight projectsawere
chosen. The first contracts were*signed and projects began operation

in September 1978. Fort&—sevén of the original 48 prqjects have been

br are now (August 1980)\operational.2 Programs were funded in one of

-

2An additional nine projects were also funded during Fiscal Year 1979
on a non-competitive basis.

o h iv 1 {




four substantive areas: Academic Credit for Work EXperiénce: Expanded o -
_ Private Sector Involvemént, Career Awarenessy and Job Creation Through -
Youth-Operated Projects. - {

®

To assess these projects and their efficacy in.achieving the twin

s

goals of program effectiveness and inter-institutional collaboration,

Bl

Youthwork undertook a number of knowledge development efforts. These

'were to include the use of analytic ethnﬁgraphic material collected by
a trained observer placed at each project, third-party evaluati;ns, MIS
system;, and self-study reports from the individual projects.

Férwthe first of these efforts, that oﬁ developing a cross-site
comparative framework employing qualitative data collection strategies, .
Youthwo?k, Inc., selected in September 1578 a group of researchers at
the College of Human Ecology, Corne@égUﬁiveqsiby. The Corﬁel% project,
entitled Youthwork National Policy Study, ‘has undertaken a longitudinal
qualitative research program. Trained observers at each of the project
sites Have been gatBering data on selected key policy issues. These

Y data are, in turn, analyzed and uged bx the Corqell staff as the basis
for reports (such as the present) and ;or the develqpment of national
policy recommendatiéns.

Data for tﬁis present report have been gathered by tfézhed~on—site t
observers ai twenty>four projects in nineteen states. The data have
taken the forms of intensive and in-depth interviews, partipipént
observations, the use of written mggerials, and statistics gathered by

each site for the purpdse of reporting to the Department of Labor and to

Youthwork, Inc. A more detailed discussion of the methodology is to be

found in Chapter Two. The report is divided into seven sectioﬁé; the y




v

Introduction, a chapter discussing the methodology, four substantive

chapters (gne for each of the four program areas being analyzed),

the Summary and Recommendations.

Appreciation must be expressed to the many on-site observers

‘» associated with our effort. They have consisteatly performed with a

level of interest and competence during their many months in the field.

A list of their names follows this Preface. Likewise, mention must be

gi&en to the local project personnel'wno have been generous with their
time and candid in their responses. As a means to orotect thoss persons
at the local sites who have been part of this sizeable knowledge ’
development ‘effort, anonymity was promised from the beginning. - Those
who have participated will know who they are. Perhaps they will
recognize themselves amidst the descriptive and interview daFa.
{
hY
Ray C. Rist

. Principal Investigator
August 1980

vi
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. . SUMMARY ASB RECOMMENDATIONS

Y ' L7

This monograph. is an interim report gn the form aﬁd content off the' '

[

\\iinkages that have been both succeqpful and unsuccessful for ‘the

principél organizations involved in the implementation of the Exemplary

’

e In-School Demonstration Project. This is the fourth and final
T )

report to be prepared by the Youthwork National Policy Study, located

oo .
at Cornell University. The report has sought to identify linkages that

are generic across variations in program design as well as those that
appear specific to each of the four program models being developed and
refined by Youtﬁhork, Inc. The four modelél—academic credit for ‘work
experience, career awareness, expanded private sector involvemerxt, and
youth—initiated projects—;can best be conceptualized-.as varying in-school

’ strategies.for involving youth as.they undertake to make their transition

L

from school to work. ) .

The four models are neither conceptualiy definitive nor are they

4

mutually exclusive in practice. The same can be said for the various

linkages that are ioentified and analyzed. They represent different




B [ . . .
variations on a common theme. That theme--developing collaboration to
enhance service delibery to youth--finds various formsof expression
across all four models., A key goal of this report is to sort out which

linkages appear most appropriate to which strategy of sefvice delivery.

‘L//A consistent findigg ‘4eross all four approaches is that linkages

work best in those settings where enlightened self-interest and

retiprocity are evident. We state this as our first general finding

because it appears to be such a consistent and critical determinant
. .
of whether linkages can first be created and then sustained between two/‘
p . .-

or more orgahizations. , Further, given that a number of forees are grouped
L3 . " -
against any such successful linkage, those factors that do enhance

N7
- 1

collahération must be clearly articulated. In noting how current insti-
. ' 4 ! ‘
tutional arrangements make for difficulty %? establishing new relatioms, h
' ™ \
Wurzburé (1980:x) has written: - ‘ . LY
There is one important problem with federal policy encouraging
institutional collaboration under CETA as YEDPA does: In the
prime sponsor-education relationsghjp, only the CETA prime
sponsor is accountable to Washington. Even the most forceful *
federal policy makers cannot convert reluctant unions; schools,
local government agencies, Or private émployers to the CETA
teligion. Furthermore, uncertainties about the level and
availability of funding force local programming ‘decisions tog
be delayed to the last moment. These conditions make it
extremely difficult for CETA sponsors to develop working
partnerships.

Data from the sites exploring means of "Expanded Private Sector .

Involvement" lend particular weight in support of ‘this conclusion. The

s

incentives for the private sector to Qecome‘involved with lq—schoolr

-

programs are basically few and far between. When they have worked, the
invélvement has frequently been becausethe private sector employer

recognizes certain benefits, e.g., particularly the ability to screen

.

N
for potential long-term gmponees and to Re relieved of a significant

'

- E ) xi .1:7




H

& portion of the éarly wage costslthrough a wage subgidy. Though aspects

of thg resiprocity may change wﬂen one moves from private to public
sector employment, data from other projects alid suggest that linkages
are not as likel% to be initiatdd or to Be)sustained when no exchange
of “benefits occurs, A -
What is implied by this analysis is tha\ greater attention ought

to be paid to the various obstacles that are placeg\in the path,of .

.

- collaboration--be these’ obstacles of overly restrictive-regulatlons and

guidelines, of continually changing policy signale which eventuate in
>
local programs doing less and less as théy wait for the inevitab;e

memo dictating new modifications, of not previ&ing sufficient program

money to gllow efforts to be done as they ought, and of not providing

Ay

sufficient wage subsidies for botp private and public sector employers
N

\ A3

to ‘compensate Whem for their involvement. ¢ It should be stressefiggat time
and ggazé/in intervééws with potential private and public sector employers,

the belief was mentioned that involveqent with CETA programs was simply
’ ., . .
"not worth the hassle". So long as that continues tQ be a general

N

perception andllittle is done,conbretely to change it, the d{ﬁ’ncentives
for both public-and private sector participation and collaboration will .
rema{/ (cf. Johnson 1980). > e

A second general finding of our study of collaboration is t@a(’\\

the greater the number of organizations involved, the greater the com-

plexity of the linkage system and the greater the amount of time invested.

s
in maintaining these linkages. Stated alternativelyi there is a

point (range?) of diminishing returns for projects as they 11ink
themselves to other organizations and agencies. A full quarter of ‘our

sample (six sftes) gave evidence of having been overextended through the

.
xii

>
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L d * L4
number of liaison groups, organizations, agencies, and advisory committees -
. ’ »

.

with which they had one or more collaborative relations.: .
What further exacerbated this situation for maﬁy“sitesfwas that

beyond the linkages that were collaborative, there were those which

necessitated participation, but seemingly had little relevance or utility

to the project itself: The countless hoursspent on boards, committees,

. v
‘city-wide coordinating councils of all types, and the like, took up a

large proportion of the working hours of the top admiﬁistrators. This

Py

is not to say that such participation should not have occurred, but only

that with a scarce commodity like time, the allocation of it to such /)'

activities méant that other more program-specific activities were left

unattendgd'an% unagccomplish ‘(cf. Pressman and Wildgvsky, 1979:121).

We see this overextension of senior staff as having had a direct impact

upon the long-time lag that many projects experienced in“gecoming

operational.

—

s

) 4
A final factor related to the matter of complexity in linkages is

-
.

that more than half of the programs found themselves within a network

whereby the number of decisions to be made and the number of participants

involved meant an increasing accumulation of delays in implementation.
- z ~

‘Again, to state it differently, the more decisions to be ma@e; the less
the likelihood of program success. Many of the Exemplary IQ—Schobl
programs rejuired dozens of clearance actions by a wi&e range of
}rorganizations and agencies, ranging from the Department of Labor at
the *federal level through the decisions of locai:school boards in

rural communities. Pressman and Wildavsky have calculateigfhat when

there are multiple actors involved, each with the right and obligation

to participate in a decision-making process, an agreement level of

z
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80 percent aﬁong these actors means that with just four decision points, .

the likelihood of successful implementation drops to less than 50 percent

-

(1979:107). . ’

Linkages” that are generated as a result of a "crisis atmosphere"

. ¥
or because of the sudden availability of resources ate not initially

stable. They are not likely to endure unless modified to reflect long~

term benefits for the organizatiens involved. That sugg_were the origins

of many of the Exemplary projects and that only some successfully trans-
formed their 1inkaées into more permanent and bene{icial patterns of
collaboratioﬁ is one line of analysis developed in this report. 1In
several programjp a slow (or not so slow) dis-
solution of agreement occurred. Belay e;Lanced the loss of momentum!
the lgés of consensus, and the increased likelihood of c?mpeting
' perspectives gaining in adherents and intensity. . ;
As WurZburg, Taggart,ana og&ers‘haYe all noted,‘the YEDPA legislation
was not intended to reinforce the status quo, but-tobgromote change in ‘the

manner by which the education and employment/training systems related’ ,

to each other, sggcifically at the local level. The carrot of federal

dollars was to induce local change. But moving the pol;sy down thiough
the various levels of govermment inﬁériably transforms and mutates the » A

initial design and intention. Tracing down just one of the various

channels of decision making, specifically, between the federal CETA system and

the local prime sponsof office, Wurzburg (1980:ix) has written:..

_) Uncertainty about funding levels, regulations and the law
~itself 'is a distinguishing characteristic of the entire
CETA federal/prime sponsor partnership., Habitual as such
uncertainties are, and continue to be‘under YEDPA, they
still exact 'an enormous toll. Changing signals regarding
funding levels caused sponsors to accelerate- enrollments
and then back-off; some were forced to lay off enrollees

«
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and staff. Doubts about what Congress %ould do with CETA -
reauthorization in the Fall of 1978 strained relations
isponsors had newly established with lgecal schools. These
factors have retduced the planning and evelopment time for
new programs, and hurt the credibility of spongors with
- other local agencies. They have also created a difficult !
work climate and seriously undermined prime, sponsor staff )
stzziiii?. In the -end, they have almost certainly lessened .

-

the effectiveness of the programs. Lo

.

The very manner in which the federal government planned thrdﬁgh,YEDPA
to influence local behavior gives every indication in some instances

- s . :
_of having produced nearly the opposite. Local programs and organizational

‘ boundaries became more.defined and less Permeable as a reécgion against (
confusioé, conflicting guidelines, én& mixed messagés as to the goals of
the federal initiatives. The federal g;vernmgnt was relying on thf
-t creation of linkages th;Qu;h fiscal incentives as the means to geng{éte
the neceséary change. That the funds, in and ’f themseives; have noft o
puf this'infrastructure in place, is a point n::\to be missed. The ’

< infrastructure occurred when there were\viable local reasons for having
- &y - . \

| it so.

.

A final ‘general recommendation to emerge from this study is that -

Ll &

there is an essential need for techfical assistance to local projects.

woo Technical  assistance that not only addresses the problems . ,
N - A

of program impleﬁéntation, but that also allows local programs to
. ., . .

ascertain just what precisely it is that théy have implemented. While

all the projects have {n one manner or another implemented a school-to-work

[ ¢ 4 » .
transition effort, it is also the case that, almost without exception,
= s

what now is in place is net entireiy what was anticipated nor promised »

L)

when the grant application was made. The propeés of improvisation and1E;

of continually readjusting the goals of‘the program to changing political, - .

- -

economic, and social,z&gditions has resulted in:efforés dissimilar

to those initially envisioned. ' ) y
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~

The work of ldberg and Prager (1979) as well as of Hall and .

Loucks (1977) suggests that technical‘assiStance is absolutely essential

to successful program impléementation. This is so, not, only. for the -

1Y

reasons of sharing experiences and procedures that might not be known,

particularly at a new project, but also to continue to push the local

»

project to clarifz its objectives, its goals, its assumptions on. the

tiénslation of policy into program. Technical assistance necessitates -,
' a concern with methodology, thus moving beyond the bureducratic "brush
fire" mentality that sees each decision as, discrete and disconnected -
. . —

14

from others. Technical assistance is necessary for local program .

-

personnel to sharpen their understanding of the consequences of accumulatkd

+

. PR
decisions. That so little "history" existed at th7 Exemplary Projects
M e

resultéd in successive waves of staff repeatingitﬁe same behaviors

that had been done'earlier--and often to little Yavail.

There is enother dimen8ion to™she providing of technical assistance.

It concerns equipping local projects to sort out what.organization system “
they are employing foF their own projeot/and what systems are in place

£ ~ forYhe organization and agencies around them. ' Such understanding has ; /2

o

mportant and concrete implications for the form and content of linkages

that can or cannot be developed. As is explicated in Chapter One,

the work of Elmore (1978) has been particularly instructive in this

regard as he has detailed not one, but four organization models, each

of which has a distinctive approach to implementation. Our data suggest

that building linkages and collaborative relations across organizational
types is exceedingly difficult and wrought with'complexities. Equipping

progects better to understand the ecology of their organizational

~

PPN

network could have considerable impact uponr their ability to effect .

the linkages and c011aborative ties that would be both reciprgcal and sustaining.

Q .. : » . xvi .
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The Exemplary projects have sought f%»operatiohalizé their commit- .
; -

ment-and find continuity in theirefforts. ,That it has beef so diffi-

cult for the majority of projects to acliieve these goals suggests that -

e new and vigorous strategies of technical assistance "are necessary. But ¢

S ’
~ perhaps this overstates the case, What may be necessary is not/"new
: - -

- . Y. , N »w . s '
- and vigor$y§? but consistent and informed assistance. The lafter was

’ - . \'
surely missing from the Youthwork projects, particularly in the realm o
of creating and sustaining viable linkages. Many oftthe Youthwork ’ /,

4 1
projects remain, even now, marginal to the service delivery qs;norkafor youth -

in transition. This status may be attributable, in part, to the tenuousness

X of "Demonstration" status7 but it is also due to the fact that few success- (

’7 » ’ ’ . N P d ' v
~t

ful linkages were generated. Thé task is one of providing.to’local

-,

projects not only the "how to" informafion; but thé "why to" as well.

' 1
. -
¢ e

X ' ~
OVERVIEW _ ‘ y
[}
@&Though the fallowing may be something of a reificati9n of the

findings, there is sufficient support for each of the conclusions to allow

us to préseﬁt them in' this sdmmgry fashions? \ b
¢ o L
Issue o Finding
1. Does integration and collaboration Yes, especially in those instances
yield better service delivery to of inter-institutional reciprocity
youth? and match between organizational

types.

2. Does integration and collaboration k Yes, particularly when the project
yield a greater likelihood of pro- becomes a link between the CETA

Y gram continuation? ) prime sponsor and the LEA.

3. 1s there a point of diminishing . Yes, and as a rule of thumb, °~
return to projects-in terms of senigr staff ought not to spend more
time and effort spent on building _ thap 25 percent of their time on
and sustaining linkages? " non-project{specific collaboration.
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4,

-

5.

6.

7.

g,

9.

10.

11.

Ehd

N o
Does the position of the program
vig~a-vis the network of related’
programs influence the ability
\tge programs to deliver

services?

\ [

Do the same linkages remain in
place for the duration of a pﬂ?gram?

-

Is the process of implementation
one that is related only to "start
up" procedures? ’ .

\\
Has the federal incentive of
financial support encouraged~
CETA/LEA collaboration?

Have programs been developed
cording to original proposals?

Do senior staff E:ow if the program
they were slated to implement has,
in fact, been implemented

according to plan?

In what areas are technical assis-
tance most necessary?

Is it important to distinguish
between "formal' and "1nformal"
linkages?

’ xviii

~ < ‘.

Yes, isolated programs that were

, outside existing referral systems,

* that employed staff with few or

no connections to other youth

services, and that were physically

located at some distance from the,

schools experienced considerable’ . »
difficulty. — -

No, different linkages are necessary
at different times in the evolution

.of the project, though there are

several key ones, e.g., with the
prime sponsér and with the LEA,
that are essential throughout.

No, implementation is an ongoing
process throughout the 1life of the
project.

Yes, though the quality and duration
of that collaboration is due to

@ ers beyond the financial support, e.g.,

iprocity and shargg goals.

Bifficult to ascertain as few programs
had developed implementation strategies.
Seldom, for with frequent staff turn-over,.
fewer and fewer staff were familiar with
or had read original proposal. -

To assist local staff not only in program
management and organization, but in the
form and content of service delivery

to youth, .
Yes, the data indicatéd that formal
linkages were those which were

necessary for program management and .
monitoring, while informal linkages

were critical to the provision of,

services to youth, especially in locating
employment and training opportunities.




CHAPTER ONE

INTRODUCTION

1y

Consider the following:

YEDPA is not maintenance legislation designed to sustain existing
policies and service levels. More than anything else,it is legis—
lation intended to produce change. The .purpose of these changes
has been to rationalize service systems and better articulate

the relationships between insitutions that are in a position

to improve the abilities of youth to function in job markets

for the purpose of providing more comprehensive and higher

quality services than have been provided in the past (Wurzburg,
1980:1).

It is to an assessment of the issues raised in this quote that . this

+ present report is directed. Succinctly, the issues of how and whether-

CETA and local LEAs have been able to "better articulate the relétionshipé" '
\ 5

.

between them, of whether there has been "more comprehensive and higher
quality services" than in the past, and, indeed, whether there is
evidence of "change" are central to the analysis that follows,

\

Patterns of Collaboration: Defining the Issues

Even before the present economic recession made all the more vogue

such buzz words as "inter-institutional interface" and "instditutional




linkages.', there was a growing recognition that any attempt realistically to
. .

address the nation's unemployment problems would necessitate the
collaborative efforts of multiple sectors and institutions in the society,
To provide training without cognizance of labor market demands and

projections (Berg, 1971), to seek economic development in a community

without recognition of established businesses and how they might be
effected (Pressman and Wildavsky, 1979), or to assume that work experience
can be gained vicariously through classroom 1nstr%$tion'(Carnegie Couricil
on Policy~Studies, i979) ate but three documented examples of unsuccessful
efforts "to go it alone". The alternative approach would be to seek
linkages, patterns of .collaboration, and incentives for cooperation in

order to, as Wurzburg noted, provide "more comprehensive and high quality

b

services than have bé¢en provided in the past." *
Such an approach was at the very heart of the policy guidelines
-established with the YEDPA legislation of 1977. As Taggart and

Ganzglass (1980:46) have noted:

’

YEDPA was not just, "more of the same'. It sought to change
ways of doing business particularly in the relationship
between the education and employment and training activities,
and between local education agencies and prime sponsors.

The provision most directly aimed at btringing this change
was the requirement that 22% of the Youth Employment and
Training Program (YETP) funds provided to State and local
prime- sponsors be spent on in-school programs under agree-

. ment between the prime sponsors and local education agencies.
-

[l , a
v

Though not stated explicitly, the assumptions of policy makers evident
from the approach taken in the YEDPA legislation are several: - (1)
that in the past the edycation and employment/training sectors had not
effectively collaborated; (2) that each was less than fully

successful in its mandate as a result of its practices; and @) that -

A

at




the comoiexity and growing enormity of the youth unemployment probl%g
necessitated new approaches that bridged the schism between these two
delivery systems. Each of these can be briefly discussed in turn. '

ft‘is neither new nor startling to note that -the education and -
employment/training systems ‘have not worked cooperatiYely'to address
youth unemployment problems. A long list of studies, ranging

-

from those of Presidential Commissions and national evaluations to those

of academics and social critics, have Yirst noted and then judged

(positively or negatively).the presence of this hiatué. fs far back .
_as the work of John Dewey (1938), there have been calls for closing the

gap between education and preparation for the world of work. Increasingly,

the assumpton (and at presentit is only an assumption) has bden accepted that '}

an important means which to address youth unepployment 4s by

-

bringing these two' ems into an ongoing relation. We take much of °

the current researcﬂ*sbonsored by the YEDPA legislation as a test not of Py

whether this assumptfon proves correct, but o;1y of the best means \\

by which ‘to operat idriaiize it. - \ <
The second assumption, thdt each of the two systems is'leSSxthan

successful in 1its efforts to accomplish its objectives, is also one

that is ;idely:held. Whetber one examines the iliiteracy and dropout

— \

rates among minority youth from’the nation's schools of the declining : P
labor force participation ratés for these same youth, the eutcomes are

highly similar' 8izeable numbersofvﬂnority youth are increasingly

distanced from the institutions of.thé soclety. The econsequences are

know?. The unemployment rates for all youth are approximately 20 percent,

and'those for minority youth are nearly double that figure. What giyes * ~

particuiar saliency to these findings is that they are indicative,

"




1

particularly for black youth, of a trend in labor force\participation
'3 , r
that dates back more than a decade. Figure 1 provides graphic evidence .

‘of these trends. i
Finally, the juxtapositi&ﬁ*of these two sets of assumptions suggested to those
who drgw up the YEDPA legislation that new initiatives could not take a '"business

as ugual"“approach to the matter of youth unemployment. New init{ativés, new .
actors, and new relations would have to be forged if anything otﬂér

than "more of'the same' was to be done. Both the enormity and complexity
of the current situation made apparent that the consolidation and
collaboration of several institutional sectors would be necessary if

any new initiative was to have'even the remote opportunity to succeed.

‘ : There is a fourth, and perhaps no less obvious, justification for
the bringing together of the gducation énd em%lo&ment/ﬁ?aining systems

L

to ad‘&ess the matter of schaol-to-work transition and the future

employability of American yohth. If one examines the data available
ffom the federal budget for the Fiscal Year 1979, it is immedi;tely
evident éhat the federal government has spent considerably le;s on
secondary school/poor youth in comparison to éoor youth in either
elementary or post-secondary education. The data are iﬁ several forms:
$3.2 billion was spent for poor children in grades K-6,while $i.2
billion was spens on poor youth in grades 7-12. For those low=-income
young persons who went on to higher education, the federal government
spent, on an average, $3046 per student, but only $231 on each low-~
income high,school student. For those low-income student’s who did

graduate from high school, but did not go to college, the average expendi-

ture on addition education and training was $161. The data are portrayed

e

in Figure 2. /// . ) ) )

: ;353




v

-

Employment/Poputation Ratio

.

Employment/Population Ratio

Figure 1
WHO'S LOSING ¢R OUND?
— Employment/Population Ratios Over 25 Years )

* 1954-1978
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Source:' Testimony of Shirley M. Hufstedler, Secretary of Education,
before the Subcommittee on Elementary,; Secondary, and Vocational
Education. of the House Educatiomand' r Committee.-

February 25, 1980.  ° PRI ,
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The point can be simply'made: so long as a shbstitution of dollars
doeés not take place, any collaboration between institutions ought to ¢
incre;%e the total amount spent on low-income youth in grades 7-12.
Given tgi extremely low level from which current support begins’(as

evidenced. above for the education sector), the concentration of resources
1]

- to better assist these youth is highly desirable. The evidence is (

bualding that the rather sizeable expenditure of funds on low-income

youth in the elementary grades has hadta positive effect on theié

academic achievement (Hufstedler, 1980). Whether the same could be

said for secondary school youth is premature as such\funds have not been
expended. Yet collaboration between the education and employment/training
sectors appears necessary to generate the "critical mass" of funds necessary p;
for making.any chahge in the current condition of low-income youth,

whether in their academic p;rformance on basic skills, or on their know- ’
ledge, interest, and motivation to farticipate in the world of work.

[ 4
Parenthetically, this approach appears now to have been institutionalized

within the proposed Yodth Act of 1980. Additional funds for youth ’
.education and employment training above the $825 million currently
alf%cated to Title IV of CETA (the youth programs title) would be split .
. evenly between the Department of Education and the Depén@éent of Labor

for their respegtive-programs. While such a stipulagion at present ' .
(Augus£31980) is‘writteq only into the version of the legislation .
passed by the Héuse Labor and Education Committee, the precedent of
estab;ishing fi;cal inceqtives that encourage cooperation seems set,

more thar ever. This is'especially so, given that the bill proposes

a 22 percent set-aside for both education and CETA efforts. Thus

-

4 s




44 percent of the monies ava%lable each for prime sponsors and LEAs are
earmarked fpr collaborative‘efforts. With increased appropriations,
the impact of this'set—aside grows proportionately. The sum total of
funds that are to be spent according to an agreement between a CETA

. S
prime sponsor and the LEA approximates one-third of all monies authorized

-

by the new act (cf. Byrne, 1980:14).

The Issue of Implementation

If the genera!consensus is that collaboration ought to exist

“Wetween the education and employment/training sectors so as to
- ¢ \
enhance the opportunities of American youth, then the matter of how

this is to be.accomblished must be addressed. In short, what is necessary
t -

nderstanding of the mechanisms by which one Joves from

establishin goals to achieving them. What has -been documented

time and Egain is that little systematic study or attention has been
paid to the process of implementation (Hargrove, 1975). Indeed, Hargrove

. <
sees it as the "missing link" between policy formation and program

4
operation.

What further complicates the goals of planners ;g that seldom

- are programs implemented as they were designed. As;the recent (and
massive) Rand Corporation study of implementation of federal programs
has made clear, the implementation prbcess must itself be treated as -,
an independent variable tﬂat profoundly affects what kind of p?ogram

- ultimately emerges (Berman and McLaughlin, 1978). Because so little is
known about the processes of impleméntation and about the strategies éhat are
most appropriate to achieve successful program operation.,.

‘ . each of the projects, reported upon in this present report has

’
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essentially had to rely either on brevious experience or "best
guesses” as to how to proceed. The development of linkages in
these projects was essential to the goals the projects had stated for
themselves. The route to developing these linkages, howevef, was difficult

and uncharted and this ig part of the story to be told in this report.

.

A critical difficulty in effecting.viable linkages between the
education and employmeﬁt/traiﬂing sectors comes from neither one having
an articulated understanding of what the linkages should consist of. fhe
goal for the Exemplary In-School Projects was linkage;, but the rationale
and methodology was not clear. As Pressman and Wildavsky have stated in

this regard (1979:xxi): .
Policies imply theories. Whether stated explicitly or not,
Ppolicies point to g chain of causation between initial con-
ditions and future consequences. If X, then Y. Policies
become programs when, by .authoritative action, the initial
conditions are creatéd. X now exists. Programs make the
theories operational by forging the first link in the causal
chain connecting actions to objectives. Given X, we act to
obtain Y. ' Implementation, then, is the ability to forge
subsequent links in the causal chain so as to obtain the
desired results.

»

Given that the projects were to be "demonstration projects”, i.e., trying

'S

new and/different ways of addressing the needs of in-school youth, it

is perhaps not surprising that prior to the beginnings of the programs,
\

‘there was little sense of how to "forge subsequent links in the causal

I

chain so as to obtain the desired results." The consequence was an

r

ongoing set of improvisations-—-some of which were successful and
more of ‘which were not.

But again, this is to be expected. Failure, rather than success,

is the more l!kely out come of social- change. Quoting from Preséman




. v, . - — - “ -
and Wildavsky {1979:109) : . , .

Our normal expectation should be that new prograiis will fail

to get off the ground and that, at best, they will take con-

siderable time to get started. The cards im this world are

stacked against things happening, as so much effort is

‘required to make them move. The remarkable thing is that new
-~ programs work at all. :

Key to our understanding of when these new programs "do work at

-

all" in terms of forging new relations is that the.linkages are made -

~between institutions with comparable organizational features. The work

of Elmore GL538) has been particularly informative in this rega:g;
Elmore suggests that ﬂunderstan@i g organizations is essential to
the analysis of implementation" (1978:185). He posits that there is not
one, but four distinct models of organizational life and that within each,
the matter of implementation is understood differently. His four -
analytic models are systems management, bureaucratic procesg, organizational
- development, and finally, conflict and bargaining. What is critical
about these differentiations, as Elmore notes, is that (1978:18§):

" Vgewing the implementation process through a number of

different organizational models allows us to be specific

about the orgaﬁizational assumptions we make when we offer

prescriptions for improving implgmentation. Different models,

we will see, lead to quite different perceptions and conclusions.

While not elaborating upon each of these four in detail, suffice it
.to say that neither the prime sponsors nor the LEAs involved in the .
Exemplary In-School Demonstration Projects exhibited the.?rganization

4

structure that-Elmore would categorize as "systems management". More
appropriate to our present analysis is ‘the fact that among the twenty
- four  sites represented in this study, examples of all three remaining

|
' ( organizational models were present. Elmore describes the bureacratic

process model as one that represents the gociological model of organizations.

f -
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£ v !, .
It takes as its point of departure that "the essential feature of organi-

\ zations is _the interaction between routine and discretion.". The organi-

zational devalopment model, blending sociological and psychological

theory, focuses "on the conflict between the needs of -individuals and

the demands of organizational 1ife.” Finally, the conflict and bargaining
model "addresses the proble of how people with divergent interests

coalesce around a common task. It starts from the assumption that con-

»

flict, arlsing out of the pursuit of relative advantage in a bargaining

relationship, is the dominant feature of organizational life."

| .
Each of these models stresses a different aspect and vantage point
. /

- . from which to study the process of implementation. Comparing the manner:
* in which different exemplary projects operationalized their implementation
strategies should leadto a better understanding of why it was that’ many

linkages failed, and why others existed in only the most' tefiuous of terms.

ConOeraely, those linkages that have grown - . .
4 ! ’

‘stronger during the past two years of program implementation have
existed in those instances where there were similar organizational

!

structures. . .-
The-theoretical work of‘%lmora leads to an examination

of different organizational models and the modes of their implementation.

The findings suggest that a mismatch between 6rganizational types

made exceedingly difficult the establishment of successful 1inkages.

As but one example, when a LEA functioned on tha,bureaucratib process

model and the project saw itself as a change agant in constant conflict

with the larger system (i.e., functioning within the conflict and

bargaining model), sucEEszul linkages were few and far between. The

progect termed the LEA obstructionist while the school system sdb the

" \\M/’;‘ ) v . /////,—‘
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, b
project as refusing to follow established guidelines,'coﬁstantly'

.

4

interested in procedural shortcuts, aﬁd generally unwilling to accept )
the present routine as the way ln which business was to be accomplished.

The instances could be multiplied, but the point is made: iImplementation
7 ’

across organizationai types presents significant abstacles iam achieving

L -

inter-institutional collaboration. " This finding is cen%rai to

several of the recommendations made in the "Summary and Recommendations"

section of this report. T J

THE RESEARCH AGENDA

YEDPA and Knowledge Development /

Although the direct support for youth employment programs commands the

bulk of YEDPA appropriations, improved knowledge development is of high

priority. Indeed, the Congress authorizeq)ih.thg legislétion that up to

‘a full 20 percent of the YEDPA funding could be used for demonstration

!

projects seeking innovdtive means by which to address the .problem of
youth employment. The first ggnera} principle of the YEDPA Planning
Charter of August 1977 stated: v

Knowledge development is a primary aim of*the new youth
programs. At every decision-making level, ap effort must
be made to try out promising ideas, to support on-going
innovation and to assess performance as rigorously as
possible. Resources should be conceétrated and structured
so that the underlying ideas can be given a reasonable test.

" Hypotheses and questions should be determined at the outset,
with an evaluation hethodologk built in (p. 5).

~ .

This emphasis upon new approaches and new strategies for addressing

Pl

the peréigtence of youth unemployment came none too soon.

As Mangum and Walsh (1978) have cogently stated, liftlde or’

* »
t 3 i >

ﬁo gystematic effort has been made over the past years to learn from
. 3 .
previous efforts, either positive &Y negative. The decisions on what
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programs to instigate, what policies to pursue, and what objectiQes to

seek have heretofore not been made. Their rather, somber assessment

7

includes much of what they understand to be in the YEDPA initiatives

Iy

as well. They note: .

L
It is ironic that after 17 years of experimentation with
employment and training programs for youth, Congress found
it necessary.to legislate activities and programs aimed at
discovering the causes of youth unemployment and its \
potential solutions. It seems fair to ask whether the
assumptions upon which. past youth'programs were based were
faulty,'or whether the programs themselves were poorly
désigned or misméhaged. Yet, aside from the research provisipns
of the Youth Employment and Demonstration Projects.Act (YEDPA);
the programs authorized by the Act are the same as those
which have been implemented over the past 17 years--work
experience on community improvement and conservation projects,
institutional and on-the-job training, counseling, placement
and other kinds of supportive services...Congress_undogptedly
hoped that programs initiated under YEDPA would be innovative
and would unearth heretofore untried techniques, but one of
the criticisms of past programs has been that they have been
almost exclusively experimental. Experiment has been piled
upon experiment, but a concerted, overadl policy for treating
youth unemployment and transitional problems has never emerged

(p. 11).

< If Mangim and Walsh are correct in their assessment thag "aside from

L 4

the résearcﬁ provisions”, little new or innovative could be anticipatea

4

from the YEDPA effort, then, of neceséity, attention should focus ‘on

~

what the research sponsored by YEDPAI might yield in the way of new insights

-~

or programmatic initiatives. .

~

.\. ~
With the first phasé of YEDPA funding in FY 1978, an ambitious

v

agenda of.demonstration, research, and assessment activities was iﬁplementedn

The Knowledge Development Plan Gtructured an array of discretionary

efforts to address a numbex”of the most pressing

questions' facing national policy makere (poL, 1978): Within this 1978 ,

plan were eight "first order" questions which

-«

neFded fo be answered to both design and implement the national priorities

e

3
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regarding youth unémployment. Of the eight questions posed,
3

¥

two are relevant to this present report. They are: .

I

1) Can the school-to-work transition process be improved?
Are new institutional arrangements feasible and warranted?
Can new transition routes be created? (p. 3)

N
and N
2) Are there better approaches and delivery mechanisms for
the types of career development, employment and training
services which are currently being offered? (p. 4)

It~becéme apparent as YEDPA moved into its second fiscal year

(1979) that a number of "second order" questions also deserved attention.

For the most part, these questio ere refinements and further clarifi-
cations of the original eight. They focused more speogfically, for
example, on targeting for sub-populations of youth, ;n isolating the#

effects of specific\service components, and on comparing alternative

delivery approaches. Seven such second-order questions were posed for
the Pscal Year 1979 effort. Three of these seven can also be addressed
with this present report. They are (DOL, 1979:4-5) as follows:

1) What approaches and procedures can be used to involve the
private sector in employment and training efforts .and to
increase the placement of the participants in private
sector jobs? How effective are these approaches in accessing
new jobs and providing better career tracks for youth? T

2) How can youth programs be better integrated to improve
administration and to provide more comprehensive services
to youth? To what extent are the programs already
integrated at the local level?

)

N{ld \ ‘ e -
3), How can the lessons from knowledge development activities ,‘

best be transferred to improve existing youth programs?
How can the‘institutional change procbss be promoted?l

lIt should be noted that with this, the last of the Interim Reports,

seven of the eight "first order" questions and five of the seven "second
order" questions have been addressed in one or another of the four
Interim Reports. If nothing else, the scope of this effort should suggest
something of the ability of qualitative research to move beyond narrowly

- defined technical, questions to broadly» conceived policy issues.

’ 39




The individual local programs selected for this demonstration project
were slated to operaée from betweén nine and eighteen mopths, specifically,
between Septembeg 1978 and March 1980. Programs could include summer
activities in 1979 if those activities were shown to be a logical'exten§i;n
of the school year program. They were funded from $15 million set aside
by the Department of iébor for discrétionéry projects under the authority
of tﬁe YETP legislation. The projected size of the youth pobulations to
be served in the programs yaried from a low of 35 to ahigh of 10,000.,
Sites were located across the nation in 31 states and in locations that
ranged from rural to metropolitan areas. Indivfdual grants ranged from
aﬁbroximately $175,000 to $400;000 with thelaverage being near $300,000.
Additional funding during FY 80 from the DOL has enabled Youthwork to '
continue approximately twenty-five of ghe original sites beyopd their .
original termination dates as wélk~as to add addi;;onal programs in two
areas: the handicappad and the ﬁard—to-reach.

The programmatic activities of Youthwork, Ince., are a direct response
to the efforts by the Department of Labor to addréss key knowledge
development issues, With Youthwork focusing on in-school youth and the
manner in which the educational and CETA delivery systems are able to
contribute to the resolution of the youth urnemployment problem, there
has been achieved that necessary concentration of resources "so that the
undéiliihg ideas can be given a reasonﬁble test." The Youthwork knowledge
development -effort has predidated its endeavor upon the following
-assumptions:

[
--More is known about the intentions of innovative youth

¢
4

programs Ehan about program operations,
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. ~=More is known about program outcomes than the processes

that generated such outcomes,

v Y

--More i3 known of the reasons for‘program failure than for //J

program success.’

With these assumptions explicated, Youthwork fzzyulated four know-

ledge(development goals, each of which sought to address the imbalance

‘described in one or more of the assumptions listed above (Youthwork,

»

1978): '

« .

1)- To identify Qarriers to program implementation and how

to overcome them, ’ *

2) To identify unique features within programs that most
' s

help youth to achieve program objectives,

3) To examine both the degree and direction in which parti-

cipating institutions have changed, and how these changes

took place,

.

4)' To 4ssess basic assumptions underlying both the policy and
! practice of in-school programs in he%ping youth make the
~ transition from school to work.

- To achieve these goalé, Youthwork structured its, knowledge deveiop-

- . .
o

ment activities towards data collection and analysis in three areas:
+ N r
the central poliey question of‘the respective roles and responsibilities

of the educational and CEfA delivery systeméavis—a-vis youth employment

and training; programmatic issues relating to the impiementation and
collaboration of approacﬁes undertaken by individual programs in the

four focal areas; and the local knowledge.development issues unique to

-
-

each'program operator ahg community.

Ny
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It is to aspects of the first and tﬂird of «these data collection
and analysis areas that this present interim re§0rt‘is addressed. ,
This repor} foéuses on the form and content of the linkages that were
made between the project and other organizations and agencies. ‘It seeks
to not only fidentify gpese linkag;s, but to assess their utility in
enhancing services to young people. It is important here to stress that
the(existence of linkages ought not to be taken ag'an en& in and of
litself. The linkages are a means by which to try more successfully to provide
assistance to youth. Further, it should be stressed that we

have not sought to examine the linkages as simply a "one-way” relationship.

We have been concerned about interdependencies and interrelationships

between organizations. The task has been one of attempting to sort out R

'the reciprocities created by collaborative effort. Direct

observation of program activities, both formal and informal interviews

with participants in a number of relevant organizétions, and the use of

documents have all been employed to ascertain whether linkages existed,

.

to what degree they were“germane to the operation of the program, and
what impact such linkages had upon the continued viability of the program.
Having said fhis, it is important to note that the findinés
: reported in this interim report are pasep on the firstleighteen months
that the projects have been @lated to function. As such, this report _»
must be taken .for what it is, an interim assessment ofnwhat we have
;omé“to understand about the patterns and substance of collaboratiop

7/

’ between the projeet, the local LEA,aﬁd the CETA prime spoﬁéor. The

linkages have undergoné changes over time and we suspect they will

continue to change a$ the programs mature, as tES staff turnover

declines, and as greater understanding -of the CETA system permeates the

-

" LEA.

AY]
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On This Report BRI )

S ¢

The. primary source of data for this report has been the materials
%

produced by the individual on-site observers at each of the twenty-four

~

geportiné projects, These observers, with few exceptions, began their
affiliation with the sites during the veff first days of program start-up.
Th;ir f;éld notes reflect the senéitivities that , can come only from a
long and in-depth involvement with their respective programs. It has ‘

been the task of the Youthwork National Policy Study staff at Cornell

University'to brihg together the ethnographic notes, the materials from.
’ e e

_countless interviews, the extensive documentation, and the various

.

numerical data as the basis for analysis. It is in this way that we
have sought to describe the mosaic that is the Exemplary In-School Demon-
stration Project.2 Together with these multiple forms of field data,

use has been made of the MIS data system. established by Youthwork.

’

These latter data have been particularly helpful in allowing a melding

\ of the descriptive data with various taﬁulations; ‘number of participants,

time in the program, projected target group enrollments, etc. The final

thread weaving throuéh.this anal&sis‘is that of the extensive literature

" which has émerged with regard to youth unemployment .in general and the

YEDPA initiatives in particular. While little of this literature has
been formally published in jburnal articles or books, the number of

reports, conference papers, occasional papers, and federal documents -

A

grows almost daily. '

Each of the chapters three through six report on a different program

.

model within the Youthwork initiative. A number of analyses cut across

]

2A detailed account of the methodology employed for this study can be
found in Chapter Two.:

24
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these four chapters: the form of collaboration, its durationm, the impact
on each of the participating organizations, the consequences for the
delivery of services to youth, and the relation of the linkage to the

potential continuation of the project once the Youthwork sponsored

funding ceased. Recommendations for the Department of Labor and for

fouthwofk, Inc. are included in a separate "Summary and Recommendations"

section of this réport.




CHAPTER TWO

METHODOLOGY: THE APPLICATION OF ETHNOGRAPHIC TECHNIQUES

Introduction
In -September 1978, Yduthwork, Inc., requested a group of researchers
at Cornell University to undertake a longitudinal ethnographic study 0%,‘&

”,

the entire cohort of funded projects. The Cornell effort, entitled the
Youthwork National Policy Study began immediately to locate and train
on-site observers for each of the projects. The first training gession

.

for observers was held in October 1978 in St. Louis, Missouri: Subsequent
training ;essions for additional observers ;ere held in Washington, D.C.
and in San Francisco. All told, observe;s were trained for 44 of the 46
operational sites. A.gsecond round of training sessions, to allow for
necessary "mid~course corrections", was held in the spring of 1979.
Training was also provided in May 1979 to observers from an add;;ional

seven sites added to the original cohort of projects. Yet:a third round

’

. d
of training sessions was held for all observéigﬁ!n Atlanta, Georgia, in

January 1980.
The first trainiﬁg sessions were used to acquaint the newly hired

observers‘with the initial ﬁoci of the research effort and to examine

-20- ..
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the basip'skills observers‘wou;d need for their fieldwork. The emphasis

. -
.

was'on descyibing how to triangulate data sources (printe? matter,
observatizns, formal interviews) and effective ways to acquire data that
would contribute to answering the key policy questions. The focus of

the spring 1979 training session was to further specify the issues to be
examined in the remainder of the year. The session also dealt with
particular problems encountered by observers during their first six months
on their sites. A third emphasis was a review of the.nature and strengths
of in-depth focused interviewing. The January 1980 session accomplished
‘several tasks, one of which was carried out for the first time at a
training session. The Cornel& staff provided detailed presentations to
the observers of the analyses ;nd findings that were to be incorporated >

into Interim Report #3. The subsequént discussion and critique by the

observers provided valuable feedback and clarification that further
sharpened the presentation of findings in that report. At the same training
session, the observers were introduced to the Analysis Packet (see Appendix
A) that was to provide the conceptual and methodological framework for

this present geport. Extensive discussions were held with the observers‘
regarding this packet and the specific areas of inquiry within it.

Finally, there were discussions at the January training session regarding

the ethics of confidentiality, of further reporting of the material

collected at the respective sites, and of means of collaborating with

the third party evaluators also working at each site.

A significant departure from traditional ethnographic research
k -
. was instigated with this present study. Rather than send the observers

into the field and wait for the "emergent issues' to become apparent, -

L.
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' _time constraints as well as specific policy questions of coﬂcern to the

’

’JCongreés, the Department of Lapor, and to Youthwork, Inc., necessitated
the pre-definition of the areas of investigation. Six "analysis packets"
have been written, each of which has focused on a particular area of -

study. The analysis packets have not specified how the data relevant to

the various policy issues should be collected, only what- were the areas
©of concern. As such, the packet ﬁrovides the framework within which the .
data for this present report have been gathez-'ed.l Throughout the study,
" observers have remained responsible for determining the important events
and activities at their respective project sites and for insuring that
these events are faithfully reported in their field notes.
Perhaps more important to stress than the changes made within the
methodology is the fact that qualitative research is being used at all.
The application of this method to the study of the Exemplary In~School
Projects represents something of a break.from traditional approaches to
the study of education aqd employment training. Rather than rely exclu-
sivel} on the models of "input-output” evaluat;ons, or those which‘st;ess
summative approaches, Youthwork, Inc, has optéd for a multi~method
evaluation. It is employing both duantit;tive‘and qualitative approaches.
In this manner, Youthwork has available analyses based-on the study of
social processes and day-to-day realities not aﬁenable to quantification.

Not all that should be known about these projects can be learned through

mathematical formulas or standardized testing., An in-depth familiarity,

a?closeness to the staff and students, a longitudinal perspective that

lThis is not to suggest that this report has been based exlusfgply on .
data collected with respect to the Analysis Packet. Material from other
analysis packets has also been used when appropriate.
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permits the observer to study changes and reactions to changes over time

are all strengths derived from an ethnographic approach.

‘bolicy evaluations that there is an important, indeed critical, role to

*program.operators and policy make

There is a growing consensus among those involved in large-scale

»

be played by qualitative research. .Too often in the past, the assumption

has been made that statistical realities coincide with cultural realities.

.

That this is not so haé been the Achilles heel of many efforts at

evaluating employment and training programs. Succinctly, to build from .

the ground up, one needs to know what is going on at the ground level..-

As Weiss had already noted in 1970:.

One hopeful direction is, to place less stress on evaluation
of over-all impact, studies that come out with all-or-nothing,
go/no-go conclusions. More resources should be allocated

to evaluations that compare the effectiveness of variant
conditions within programs (different emphases and components
of programs, attributes of sponsoring agency structure and
operation, characteristics of participants) and begin to
explain which elements and sub-elements are associated with
more or less success. Such an approach produces data of
interest’ across a wide range of programs and has high utility

in pointing direction for further program development. ' {:3

In reviewing a large numbgr of studies of tﬁzhuéilization (or lack,
thereof) of program'evaluations, Alkin and Daillak (1979) have concluded
that the utilizétion'of process evaluations is hindered by the attempt ‘
to translate complex and multi-dimensional variables i;to linear and

discrete variables. Pfogram persons themselves know this can

destroy their program. Thus they’increasingly tend not.to place much ‘ . L
' . )

reliance on such material. In the end, it .is of little benefit to.

rs to have to rely on artificially

3

data in a complex and messy world. Alkin and Daillak
a

created "clean"

also conclude:
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In a verw real sense, there is another major finding of
-‘ the study; an enhanced conviction on our part that .. RN
: naturalistic methods are the most powerful and appro-

priate methodology for the study of utilization (p. 49).
We would concur and suggest that thé same would hold true for studies of
program imﬁlementation and inter-institutional linkages as well.

What follows in this present chapter is a discussion of the
methodology used in this research. The g!ﬂ\tfints to be reviewed are )
the theoretical and’empirical rationale for qualitative research, the

various techniques employed, the manner.in which the data were coded

and analyzed, and the strengths and limitations of the overall approach.

I. Theoretical and Empirical Rationale
.Many labels have been attached to the research strategy in which

researchers directly obsérve human a;tivity and interaction in a

naturalistic environment. The earliest use of this technique was by
anthropologists in thgir field studies of preliterate peoples.
Mglinow;ki (1922) labeled his technique éf observing and participating
in Ehe various activities of a TroP;iand Yillage as "ethnography”. He

described his goal in utilizing this technique as follows: .
The field ethnographer has seriously and soberly to
cover the full extent of the phenomena in each aspect
of tribal culture studies, making no differencg between
what is commonplace or drab, or ordinary, and what

-, strikes him as astonishing and out of the way. At the
same gime, the whole area of tribal culture, in all its
aspects, has to be gone over 'in research. The consis- * . §

tency, the law and order which obtain within each
aspect make also for joining them into one coherent
.whole; . Con

More recently, Valentine (1968) has called for new ethnographic

research to be conducted among various groups of North American urban poor.
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e states that only through direct participatibn in_the life bf
those being studied will there emerge an querstanding of the structure

of the society in which they live. Valentife contends that just as provincial

~

judgnients were made by col&ﬁialists concerning the peoples they
encountered, so also provincial judgments are presently being made
about the poor by middle-class sociél scientists. The provincialism
must be bvgchme by sustained contact, which leads to acceptance and

understanding of the internal logic of the group being studied. Valentine

ol °

noted (1968:8-9):

From the time of pioneer field workers onward, it has been
recognized that prolonged, intensive, direct exposure to
the actual conditions of life is needed to understand a
previously unknown culture. This involves direct obser-
vation of social behavior and participation in community

- life as well as systematic questioning and discussion with
informants. Only by this immersion in on-going group
existence can the anthropologist probe thoroughly beneath
the surface of a culture and replace superficial impressions
with more accurate insights.

bating back at least a half century, American social scientists
have utilized ethnographic research. They have completed éuch diverse
studies as those of industrial strikes (Gouldner, 1954); patte;ns of
community organization (Hatch, 1948; Lynd and Lynd,,l928; Warner, et al.,
i944)§ behavior in publi¢ places (Goffman, 14%3); psychiatric inter-
viewing (Scheff, 1966f;1zlientele in stores with pornographic material
(Polsky, 1967); development of racial identification (Clark, 1947;
Goodman, 1952); Whyte (1943) and‘his study of "Cornerville"; Henslin

" -
(1967) with cab drivers; and Bogdan (1975) to measure ''success'" in a

poverty program.

In the employment field, Wurzbﬁrg (1978,1979) adopted a case study

-+

approach to provide an on-going picture of how prime sponsors were

b
i . o‘ * ‘SU
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implementing YCCIP and YETP programs. The Work in America Institute (1978) ..
used short case studies to describe private sector initiatives for the
hard-to-employ, and the National Institute of Education~recently funded

the RMC Research Corporation to conduct intensive ethnographic evaiuationé
of implementation efforts at four replications of the Philadelphia based
;kEZransition: '

0IC/A model of school-to-wo

» " . -

II. The General Research Plan ' . H———d_’/’—a\\

-

The Youthwork National Policy Study chose the ethnographic approaéh

-

because of its flexibility iﬁ design and execution and, most important,
because qualitative data are most.useful in capturiﬁg the processes and
on-going problems and successes of program development and implementation.
In addition, these‘types of data easily‘lena themselves to a formative
feédback desigﬁ essential to the improvemeht ofﬁemployment and
educational pr;grams for low-income in-school youth. Theifield\;o;k has -
drawn heavily from the metﬁbddlogies traditionally associated with anth£o—
pology, sociology, and social psychology.
Throughout the period of the field work, the field researcheréz
one at each of the sites, have functioned as ethnographers. Their
overriding concern has been with descr;bing and analyzing various critical
dimensions of the project. . |
The complexities of implementing muiti—task progr;ms in schools
are difficult to capture with straight iggerview data and/or survey
questionnaires. The field researchers have been trained in the appli-
cation of the traditional emic apﬁroach to field work. This approach

dictates that the observer should ascertain the criteria that informants

use to interpret and describe their own exﬁeriences., Variously described

L]

.
>




by other researchers as "folk system ahalysis", or studies of the 2 ' s

['social construction of reality", the importance of the approach has

3

bqen described by Ogbu:

From this perspective the behaviors of any group of people
+in schools, churches, or political rallies are not governed
by an ''objective reality out there', but by the "reality"
they experience and interpret. Most studies dotument the
middle class interpretations of the universe of these
. people. Although the theories that emerge may be self
consistent, they do not represent accurately the "trealities" (
they attempt to explain.
‘ {

Data Sources s
Field éesearchers have used ﬁuL&iple data SOurcés for their des-

cription and analysis of the in-school exemplary program wi&h which they

are affiliated.2 The basic strategy offdata collection is that of a

triangulation of data sources, that is, to combine varying kinds of data

from diffe;ent sources (cf. Denzin,.l§70). Data from diverse sources

tend to be complementary because of their féciprocal strengths and

wggknesseé (cf. Rist, 1977). The basic ré;earch activities of on-site

oéservers have been those which simultaneously combined document anal}sis, .
// respondent and %nformant interviewing, direct participation, and .

extensive oysé;vation of the various facgts of the local project. There’

was also the ?ccasioﬁal opportunityhto use data gathered by othéis at

‘the site, such as third party evaluators. 4 y

~

-

2An important error.of omission must be corrected here. In the discuasion

of data sources in Interim Report #3, a citation to Fetterman-(1979) was
omitted. That citation should have also noted that materials, with only

slight modification, were used in toto for presentation in four sectionms’ -
of the discussion: participant observation, key informant interviewing,
informal interviews, and biographical case -studies. ' .

9%
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Pafticipant Observation, The first of thé\pivots necessaf} for

the triangularization noted by Denzin is partiéipant observation.

It should be stressed immediately that obsefvational research is not of a
single mode (Pattonm, 1980). Rather, what is available to the reseércher
is a continvum of options ranging from, as Patton notes (1980:127):

«+.complete immersion in the program:as a full participant tp
complete separation from the program as a spectator; there
is a great deal of variation along the continuum between these
two extremes. Nor is it a matter of deciding once and for all
in a study how much the observer will participate. The extent
of participation can change over time. In some cases the
evaluator may begin as an onlooker and gradually become a parti-
cipant as the Study progresses. In other cases the evaluation
may begin as a complete participant in order to experience what
it is like to be initially immersed in the program and then

« gradually withdraw participation over the period of the study
until finally taking the role of occasional observer from' an
onlooker stance.

-

The goal of all this is to come as close as is possible to under-
standing the meanings and interpretations that the participants them-
selves give to their behaviors and environments. The key, embedded in-
the German term verstehen, is an empathic underst%ding a;nd experiencing
of the setting.

Such an approach is extremely critical to the present task of
elucidating patterns of collaboration and linkage between two quite
different social systems--that of CETA and the public schools. Each
system has it; own order and logic, its own rationale, procedures,
aﬁﬁ ;pformal'normé. For these two systems to come into collaborative
relagiqu has nqgessita;ed change ;nd compromise. How that has ﬂzen

accomplished, how thq implementation of the exemplary projects has been

undertaken, and how each views the goals of the effort have been foremost
. , ) A

on the research agenda of the YNPS. The findings qulminate in this
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present report. To achieve such an understanding has necessitated
countless hours of observation/participati%P by the on—éite observers.
To move "back stage", as ig we$e,to learﬁ how each system has viewed
the other, how ea;h has sought to maximize its own self intere;ts, and
how compromises and aééomm dations were achieved could only be done
through an extensive égriod of close-in famiiiarity gained from ogser—
vations and participation in mgltiple facets of each of the two systems.
Wh;t has lent additional credibility and vali&ity to the rese;rch
findingsrin this 5resent‘study was that the observers who have been im
the field have not been "ouééiders" introduced in some "hit and run"
fashion?to the progéams. They have been, éifg§£\<ithUt exception,

local persoﬁs familiar with their community. Their\1living in the community,

their availabilit§ for participation in programs

th during the day and
4

ccompodate important

IS

in the evening, their ability to change schfdules to
events and occurrences at the site, and their longevity as obse
all been important contributors to the rich and detailed obserdational
notes produced at- site after site. .

' The Interview. The second pivot in building a comprehensive

¢

and in-depth understanding through qualitative research is the use of
interviews. As with observational research, there is no single mode,
but a number of strategies and they, too, fall along a poﬁtinuum.

At one end, thefe is the option of asking the same questions in’the
géme manner and same sequence to multiple individuals. This is the
most standardized and structured of the interviewing techniques
available. Toward the centef of the continuum are those interview

strategies where onehas the option of either asking.the same set of




a questions, but in a sequence deemed appropriate to that particular

insta;ce, or alternatively, posing the questions'in the same séquence,
. butr in varying~terminology appropriate to the respondent‘gt hand. This
"mixed mode" of interviewing allows considerably more flexibility to
N ’the interviewer to ensure that the interview (which qualitative
’ research ougﬂt to be considered as but one of multiple conversations
to be held with the regpondént) succeeds. At the other end of the
spectrum are those interviews/conversations that are neither structured
nor standardiZed. These tend_ to be situationfincident specific,
exploratory, or most often used when the respondents vary considerably
by education, experience, and interest.
A further consideration when involved in interviews is the
relation of the interviewer aﬂd respondent. If the relation is a long-

¢

term one where the respondent is serving much as a "key informant" to

the observer, it is likely thet less standardized and scneduled interviewing

~_ would be necessary or appropriate. The key informant becomes a person

against which interpretations, assumptions, hunches, and only vaguely
férmulated analysés can be checked. The key informant often provides,
as it were, a "reality check" for the researcher in the field. '

Alternatively, if JLe relation is less developed, if there exists
’ =
more social distance between the interviewer and respondent, then a

»

more standardized and scheduled interview would be ‘appropriate. The

"rush to informality" that qften occurs # interviewing--a rush that

}s frequently not reciprocated by the resbondent--was an item cautioned
against séveral times in the training of the on-site observers. Finally, -

-1

for those members of the organization who are only vaguely or not at

Is 3




all known to the observer, a formalized questionnaire is considered most
appropriate. This approach was suggested as a means of making contact

and beginning in a teptative and neutral way the basis for further &

~

conversation. ,
<

Written Documents. Field researchers obtaim copies or make

abstracts of all written records pertine;t to their efigggary program.

Such records, the third pivot, have included evaluation reports,

memoranda, announcements, internal communications, non-confidential
assessments of student performance, formal contracts of association,
newspaper clippings, and the like. Also,-the actual learning packets,
textbooks, §upplementary”reading‘materials,»assignments, and performance
contracts used in the various projects have contributed to an understanding
of the system. They have‘been used as well to.docdment the instructional

practices used at the different sites.

MIS Data. One aspect of the multi-method approach being used by
Youthwork, Inc. to evaluate the Exemplary In;Schol Programs has been
to collect certain standardized data across all operational sites.
This has been done through the us¢ of a Management Information System
(MIS). Data collected from each site in this system include number
of students enrolled, number of students who havebsuccessfully completed
the program, the percentage of predicted student population served to
date, the size of staff, and a host of dembgraphic variables about the
individual students. These datalhave been ﬁade available to the YNPS

and have been incorporated into this and other reports.

Data Transmission. Three forms of data have been produced by

the on-site observers. The first is a copy of each and every protocéol

26 |
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generated by the observer.during any data collection endeavor, be that
effort one of interviewing, observing, or the collection of w;itten
materials. These are gathered together by the project director and -,
staff at Cornell so as to maintain a continuous monitoring awstem of -
field-produced material. "To date (Ju%y 1980) approximately 2,200 such
protocols have been produced and mailed to the YNPS Cornell office.

The second form of ?ata transmitted from the on-site observers
have been brief (3 to 5 page) analytic narratives Qritten in.response
to questions sent by the Cornell staff. The questions have been generated
as a result of new areas of study and analysis opened up by the field work.
They have also been generated to address specific dimensions of the key.
policy questions particular to the present analysis packet.

At the end of the data collection period specific to this last

of the analysis packets, the on-site observers were also asked to provide

an—"ana summary protocot’; This protocol was essentially an erfort

by the observer to summarize their own reactions, understandings, and

- ’

interpretations of the various key areas outlined for iqvestigaefbn
in the packet. Moving through the packet item by item, the observers
provided an integrated summary of their own,data collection efforts
over the past four to five months. Though this present imstance was
the first time it has been use& in conjunction with the YNPS, it has

proved extremely successful. Considerable material from these summaries

has been incorporated into the chapters thét follow. .

Organization and Analysis of Field Notes

3

Systematic-and analyfical observations depend upon the recording

of complete, accurate, and detailed field notes. On-site observers

- . o 5
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have been charged with recording their observations as soon after wit-
nessing an eveﬁﬁ or én interview as possible. Field researchers were ' .
cautioned that using mechanical devices such as tape recorders for the
recor&ing of events tends to inhibit spontaneity and candor. Unless
otherwise agreed upon with the individual site observer, no.mechanical \
gevices have been used during on-site observatioms. During the research, i
training sessions were held at which obseréers were Iinstructed in styles

of note taking and the manner in which the fiéld notes were to be con-

verted into protocols. These protocols are the key data source for the
subsequent analysis. One copy of)each protocol remains with the fielé
observer and one copy is sent to the YNPS Broject Director. All protocols
are read promptly by YNPS staff. There has been close contact‘between :

YNPS staff and on-site observers. The YNPS staff requests additional

data to correct omissions, ,resolve contradictions, and clarify ambiguous

statements while the material 1§—§fi117frésh—in*tﬁe*mind“of the on=site ]
observer. Additionally, other kinds of strategies or activities to
be observed may be suggested to provide data needed to answer particular
probing questions. Sample protocol pages from two on-site observers are
providéd on succeeding pages. (The protocol pages were selegtéd from sites
no longer operational in orde; to maximize anonymity and confidentiality.)
Distilling these voluminous files o£ protocols has required a
series of c?ding and ed%ting steps. Code_sheets have been developed to
coincide with each of the analysis packets. Reading the protocols and
categorizing the data by topic has been undertaken by the YNPi_staff
and done écco?ding to a framework necessary to answer the key policy

questions. Further, this effort has allowed for a standard conceptual °

framework to be applied acréss all field sites. 1In the past, multiple

i 55 .
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name of resea;che}: page 1 of 2
date of observation: 7/25/79 =34~

subject of observation: Interview w/student )

site of observation: School »
protocol f: 43

has been in the program for about three months.
She has been attending the school for a little
ldnger than that--about 4-1/2 months. She
found out about the program and the school
through her parole officer. She was given the
choice between coming to the school and going
to classes at . She chose this school because
the classes are smaller here and because of the '
program--"the teachers are cool here. They take
10 the time. If you have a hard time learning some~
11 thing or if you have a problem, they will help
12 you with it." During the summer she is working
13 for the newsletter of this school. She is in
14 charge of the section of the paper called "Job Haves'.
15 She writes articles on where different people work,
16 what their jobs are about and how they like it.
17 They are going to be published in five newsletters
18 this summer. She and the other students in her
19 newsletter class like the work they are doing and
20 will be continuing it this fall.
21
22 She is currently on lay-off of her job. She had
23 worked there for several months assisting the
24 medical personnel pulling charts, taking phone calls
25 and stocking medical supplies. She liked the work
26 but did not like the staff she worked with. She had
— - 27 disagreements with héf Supervisor about the clothing
28 she wore when she was on the job, leaving the job
i - = - 29-early, and coming in late-="I felt like she wis
30 picking on me. I think I'd rather work someplace
31 else besides the health clinic. 1It's too hectic."
32 She also told me that she would prefer something
33 closer to her home. She mentioned that the staff
34 at the health clinic was small and that they didn't.
35 have the time to train her -properly. Sometime in
36 the near future, she will be meeting with her super-
37 visor and a staff, person from the school to work
38 out some of the problems she had there. She doubts
39 very seriously that she will go back. She feels
40 very strongly that her supkrvisor was not fair with
7 41 her. She thought it was unreasonable of her to
42'reqhest that she not wear short-sleeved blouséesy~
43 "The other girls wore them, but she didn't yell at
44 them.”
45 :
- " 46 She didn't get into the program immediately after
47 her enrollment in the’school. There was some con-
48 fusion over whether she was eligible or not for
49 the program. It took about six weeks for her
50 certification to go through. During that time she 3
51 took the orientatiogfclass that is required before
52 Placement in a job.

WO~ u N

53 :
! - . 54 The credit that BNe~Wwas getting for her job place-
ESéf 55 ment was very important to her. She plans on com-

B l C ?
K . v
Aruitoxt provia c . N
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- name of researcher: _35- . page 1 of- 10 .
date of observation: 3/2/79 .

/ subject of observation: Interview with Prime Sponsor Personnel Overseeing the Current
site of observation: Prime Sponsor YETP Youthwork Program
protocol #: 26 , Office ) .

The following is an interview requested by Dr.
on inquiring upon the relationships between CETA
and the school.

Question: Where does the program interface with CETA?

Response: Up to now, we have been serving two dif-
ferent groups. The groups are almost identical but
they (referring to youthwork program) draw from

10 referrals addressing more troublesome students. We
11 serve the same type of population, but not the same
12 kids and they provide a broader range of services

. 13 than we do. ("They" is a reference to the youth-

' 14 work sponsored program. "Je" refers to other youth
15 programs sponsored and conducted by the prime sponsor. )}
16 After the recent meeting (he is referring to the

17 meeting between youthwork, prime sponsor staff and
18 program staff.) We will have established a direct
19 linkage between other youth programs and the

20 program. The reason for the direct linkage is that
21 exemplary program had start up problems and diffi-
22 culty in reaching the projected number of students-
23 and our other CETA youth programs have had difficulty
24 in obtaining academic credit for our participants.
25 By establishing concurrent enrollment between a

26 couple of our youth programs the youthwork program
27will provide a broader base and more services and

o~ W

28 hopefully we will align the prime sponsor and the
' . i 29 school district more closely and this relationship
30 will continue after the current program,
31 -
32 Probe: Is one of the main reasons you suggested
33 the concurrent enrollment with the youthwork program -
34 was to establ sh a precedent for academic achievement?
35 (Explanation:’ In the meeting of February 16 found
36 in Protocol Number.20, it was suggested that students
37 currently enrolled in a YETP Program conducted at
38 the local high school would be transferred to the
39 rolls and be paid from their money for the first
40 100 hours and in addition to that the program would
' 41 provide a job coordinator and clagsroom instruction
42 and the students would receive academic credit for
43 the classwork and on-the-job training.)

44
45 .
46
47
48
49
| 50
’ 51
\

o

52
53 . -
54 .
) >
LS . ¢ 5 5
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frameworks applied to multiple sites have often detracted from the’

ability to generalize and develop recommendations.

. Validity . .
‘ The validity of naturalistic case study material depends greatly

upon the manner in which the data are recorded, the sensitivities of

the field researcher, and the quality of the analysis of the data. There
are at’ least three sources of validity for naturalistic data that are
applicable to the present study: ecological (external) validity;
phenomenclogical (internal) validity; and contextual validity. 1In
naturalistic research, the data are considered to be valid it they reflect
or describe whdt actually is--what has occurred, what conditions exist,
what interactions have taken place, etc.

Ecological validity means that the setting is accurately portrayed.

”

If the account of the activity faithfully describes the setting in its

.

natural form, then the report is ecologically valid. .Field accounts

7 must preserve the integrity of the natural setting It has been a key A

task of the project director and his staff to continually monitor the

field protocols for authenticity between the data and the setting.

Internal validity is achieved within naturalistic research when

the descriptions of the events, situations, and interactions among aqtdrs
are such that they accurately reflect‘the perceptions and intentions of
the_actors themselves, An'Observer seeks to understand how thoselwho'
were involved interpreted what they and othdrs around thém were doing.
The goal is to present material in such a way as to enable readers to

understand "from the inside" why actors behaved as they did.

Contextual validity comes from the accurate capturing of the'

N

"hatural business" of the actors in the setting 80 that to an outsider

ERIC 64
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>

reading the report, the rhythm and routine of fhe setting become

s

apparent. The descriptions of the setting should "ring true" to those

who participate in the setting. At the same time the fullness of

PV

descfiptioﬁ should make pertinent features of the setting understandable

to outsiders.

.\.{

III. Strengths and Limitations of the Data

~

o The major strength of thi data that have been collected is ?erived
. . from ghe longitudinal nature of the research design. &he single most o,
apparent weakness in most research efforts attempting to document and
analyze program implementation is that they lack a sufficient lonéitudinal
pérspective (Pressman and Wiidavsky, 1979). A number of studies have -
utilized.what could more aptly be described as a ;ross—sectional apﬁroach,
in contrast to studying the program in question over time (cf. Rossi and

Wright, 1977).

Another major strengtﬁ of the data is that long-term participation %

. in a social system allows an observer to become sensitive to the subtle

nuances that~have meaning only to those within the system. A weakness

.

of quantitative designs is that they assume that behavior can be abstracted
and measured accurately. The abstraction f;om various scores and test
results can only give indication of output, not of process. Long-term
participation in a social system permits the observer to underg;and the .
processes that occur.

A basic epistomological assumption underlies the selection of
direct observation as the primary research strategy employed in thig

study: that direct observation can make positive contributions to the &

study of the context of human and institutional behavior. The ap?%oach

" ‘ ’. ‘ bz ‘.
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ks

seeks to bypass the "fallacy of objectivity" and move directly to an
experiential involvement in the sectiqg. Further,g;ﬁen that reality is
"socially constructed", this approach generated an account of the ‘
behavior relatively‘independent of the ipﬁerpretations drawn from that
account. ,

The observations at the sites were necessarily selective. However,
3 ’ .
‘ ) N .
observers were instructed to look for situations that would contribute

‘data to an énalysis of the key.policy issues. They were encouraged to
vary both the day of the week'and the timeé of day when they visited
sites. This strategy was designed to collect data over a whole spectrum
of issues and over the entire time span of the program. A limitation of

this approach is that not all events and activities could be covered.

.
7 .

Thus, there was an imperative for continuous visits to the 'site in order

to géin‘over time a perspective of what constituted the "typical" or

_"normalﬂgpattgfnS—oi—in%eraeeieﬁ.

Another ii@itatign was. the blanket prbmise"offaﬁonymity—to“those»

observed and interviewed. Particular methoés of data collection had to.
be evaluated in light of whether it wouid insure protection to those
i;volved. In promising all site personnel théy‘would remain‘uqidentiffed,
they were agsured that ‘statements made by them would not be reported'to
their superiors. This consideration resulted in the loss of one important

form of data. Data could not”"be reported f they would have given strong

clues as to the identity of the site or regpondent involved. The Y¥NPS

continues to believe in the appropriateness and correctness of this

approach,
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A ¢
IV. Patterns of Collaboration: The CETA/School Linkage

This report iIs the fourth in a series bf’ingerim reports produced
by the &outhwork National Policy Study. It is aléé anticipated to be
the last such report. The most intensive data collection period for this
report was undertaken from January thr;ugh June 1980. However, éeftain
&ata and subsequent interpretations in the report are based upon the
. cumulative experience of the study since September 1978. The projects

reported upon here have been operational since‘that 1578 date-or later.
0f the 51 projects where there has bten an on-site observer, 40 projects
have now been operational for 15 months or longer. ‘It is also the case
that the vast majérity of the on-site observers have remained continuously
- " with their respective projects since their earliégt beginnings. Indeed, .

in several instances, the on-site observers have remained constant while

the projects have played "musical chairs" amidst their staff. At ong'

s‘ite, tire observer was th-e only origimal- ss-ztritn.‘ St?ff person*:;‘tﬂfon” T -
—— - boardfdnly~six~ﬁonthsminto the- program., - - - e :fufﬂ ,,_w;,“____ ------ ———
The focus of this report is to detail the form and content of the
various lirnkages that the projects have made with the CETA system, with
communi;y-based organizations, with other jouth service projects:'with
other compone;ts of the educational system, and-with the private sector.
The goal is.both to describe the emergent linkages and to assess the
impact of these link;ges upon 1) the delivery of se?vices to youtqf
2) the ability to better coordinate and plan programs, 3) the
\\¢) presence or absence of duplication of services, ;nd 4) the reciprocal
impact of the new exemplary prograﬁs upon other components of the

social/organization network within which the programs have had td

operate. An effort is also méde.to assess which linkages appear most

,‘ ‘ . . , 64
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critical to the programs ét different stages of theii'development.
r

Finaliy, the impact of these linkages ﬁpon the "survival capacity of ——

’

the projects is described.




CHAPTER THREE ¢

ACADEMIC :CREDIT FOR WORK EXPERIENCE
)

L4

.
r

This chapter examines thq interinstitutional linkages developed
.

by or for the Academic Credit for Work Experience (ACWE) projécps.‘ The
:ACWE projects have been formally and informally linked with several. !

other organizations over their two years of operation. Funded as new

k-] .

YETP in-school demonstration projects by Youthwork, Inc.,lﬁ‘the Fall of
1978, these social intervention prégrams have undérgéne a protess of

©  Pprogram stabilizgtion through the\establishment and integration of inter-

.

ingzitutional linkages over their period of program operation.. Discussing
the evolution 4nd integration of ﬁew social intervention programs into

. N . - . ..
the pre-existing institutional'strucﬁure, Spencer (1970) explains:

.1t is unrealistic to assume that such a system will,
be integrated from the outset; but, rather,, one can
expect that the new organization will develop
within the environment of secial coénflict wherein

- . /
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" power becomes defined, ideological differences are
accommodated and a viable process can be developed
(Spencer 1970: 121). ) .

A -
*

The processes developed by the studied ACWE prdjects to become
operatiohal and sfable:social intervenfion progfams involved the
_developme?t and sustenance of two different types of i&terinstitutional
linkages. fhe linkages were developed by or for the pfojects to
éccomﬁﬁ!sp‘their mutual goal of addressing one aspecﬁ of the natigﬁal
ybuth emﬁ}oymgnt problem: the lack of coordination of services between
the institutions of @dueation .and labor. The tyo linkages developed to
sustain and stabilize the ACWE projects were: (1) funding source monitor-
ing linkages and (2) program operation, linkggsv.
The first set of linkages, funding source compliance'linkages,
waé developed for the ACWE proje;ts to serve the purpose of program
N :

expenditure and service monitoring by their funding sources; Department

J .
of Labor monies channeled thrqugh an intermediary organization, Youthwork,

Inc. As explained by Eklen and Lauffer (1972):

¢ The practitioner is rarely a frte agent. Regardless
of value or ideological commitments, or skill or
expertise, much of his work is determined by the
contexts within which he practices. Conceptual
components include: (1) the auspices under which
he operates ~ the legitimdting and sponsoring

whose behalf he acts, (4) the target of his/interven-
tion, whether a population group, organization or
service network, (5) the internal structure of the
organization within which he works, and finally (6)

> the locus at which his intervention is pitched = the
neighborhood, the local community, the state, and
the like. Together, these components constrain and
limit the scope of his activities, and give him the
mandate for his actions (Eklen and Lauffer, 1972: 5,
italics theirs). ’

Thus, the compliance monitoring linkages were developed for the ACWE

projects to sprve the first three purposes outlined above by Eklen and

’ N .

6




Lauffer (1972) and set the primary context of program operation and inter-
- institutional linkages. The second set of linkages was developed by the
ACWE projects, to fulfill the last three of the above program
activities, all of which relate to the actual delivery of services.
Before the ACWE projects could deliver serwvices to youth, the programs
\had to identify'the locus of their intervention, which included such
activities as identification of the target population, work sites, and

other community resources. For each of these activities a set of

institutional linkages was created by the projects. In this capacity,

the ACWE projects operated as community organizers’ and local change

agents.

Corresponding to the service delivery'and program operation activi-
ties, there was a linkage created by the project's funding source to
assure prdgram accountability. Excepting the program operation activities

v .

ion through elassreem-or—f4 i ‘L*. and the
& . v

_delivery of comprehensive services, all ACWE proj ect-serviee delHvery operations ———

-7 . D N
had a prOJect-monitoring component built in by their funding seurcess The

of

important distinction between project activitiee which. were monitored and

those that were %ot was the difference between a fommal or informal linkage.
For .all accountability linkages the interaction between the projects and
institutions was formal. _In the case of career exploration and comprehensive

service delivery, the linkages established by the projects were ipnformal. -
‘ * { — ﬂ ’
Throughout this chapter this distinction is important to note as a means of

7

understanding how the various linkages existant at, prOJects functioned In
Table 1 below is shown the service delivery activities of -the ACWE prOJects

with their associated linkages: opepation activities and compliance monitoring.

-

& ) '
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TABLE 1

273

ACWE Projects Program Activities.and Their Relationship

to the Delivery of Sefviees and Compliance Monitoring

Operatiﬁn
Activities

.
°Identific of
target pop [ ¥tion

+Identification of
work sites

,

°Identif£cation of
‘youth academic
credit needs

«Identification of
community resource
persons

+Identification of

other services
needed by youth

. +Identification of

project service
modifications

_*Proposed change in

f »Delivery of |
Services

tEnrollment of target
population

*Placement of youth

at work site

b

*Provision of work
experience and careef
exploration

*Provision of learning
experiences: réﬁ@dialf
education and work

+Exploration of
careers, classroom
and field trips
*Other community and
social services
obtained

\\.
D

services

Iy

/\\

Compliance

Monitoring

" ".Certification of

youth eligibility

+Correct enroll-

mént/terminations -

‘Fiscal expenditures

. *Fiscal expenditures

-Legality of sector
placement

-iegality of wages

‘Legality of hours

-

-Compliance with

thild labor laws -
)' .

*Fiscal expenditures

‘Client's academic
récord .

-Legality of pro-'
posed changes
( A
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The institutional linkages established to implement and sustain

program operations and their corresponding funding sourcelcompliance
monitoring activities involved a number of different organizations. The
organizations the ACWE projects formally or informally interacted(w1th
are diagrammed below. This interinstitdtional linkage model represents

the basic organizatioh contacts the ACWE projects developed or sustained. ot

) Figure 1: ACWE Projects Interinstitutional

Linkage Model

Federal DOL
, , Regional , Yonthw0rk, Inc.|
. DOL (Fedéral .
Representative)
- CETA / State .
Prime Board of
Sponsor Local LEA Education
Advisory School
Board \ Board
Public Sector / -
. Project School(s)
Private  Sector
v — * Community
. Human Services

This chapter is organized according to the functions institutional

linkages served’for the projects. Different sets of organizations were .

involved with the projects depending on the purpose of the linkage and
the phase of operation of the projects. The compliance monitoring ’

linkages will be discussed first, as these were continuous project-institution

linkages existant throughout the opération and the projects, The remainder .
of the chapter will focus on the linkages the ACWE projects created

to operate their programs and deliver services to .




youth. Before these findings are presented and discussed, background

information on the ACWE projects will be presented.
C B

Description of the ACWE Programs
Academic Credit for Work Experience was selected by Youthwprk, Inc.,

as one of four programmatic areas designed to implement innovative

v

approaches to the problems of youth unemployment. As a national policy'

* concern, providing academic credit for work experience was chosen as i
L ]

primary focus area because:

Some students are so discouraged by past schooling
experiences that they find it difficult to learn skills
through traditional academic routes. Providing credit
for work experience can be the key to encourage some

of these youth to continue their education. }In general,
it is believed that work-education linkages can improve
both the work and learning experiences. Although a
number of schools in the country have programs that
award credit for work, few programs successfully inter-
relate the education and work experiences. Schools need
to take advantage of the fact that many jobs offer
opportunities to stimulate learning (DOL Application
Guidelines, Exemplary Program, 1978, pp. 14-15).

The academic credit projects were designed to help econoﬁically

.

disadvantaged youth make the transition to the work world by providing

-

youth with work exploration and placement in the public and private job

sector. As an incentive to participate, to help them economically, and

to sdmulate real work experiences, they receive minimum wage payment
’ [ . .

for their job placements. Additionally, the participating youth are
awarded academic credit far their participation.*‘This second dimension

is an inducement for the target population, potential dropouts or drop:

? +

outs to remain in/return to school and to graduate. The ACWE
projects offer a gamdt of services to youth: psychological, educational
and vocational testing; careex education guidance counseling; remedial

education; job readiness skills classes, career exploration; and job

b

placement.

S

71

.
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- Program Characteristics
‘

Nationally, there were 11 projects funded by Youthwork, Inaj, for-
Fiscal Year 1986 as a means to examine various approaches to the pro-

vision of acadehic credit for work experience. Five of the projetts are

~

extensions of previous programs, and six are

new programs. The projects are located primarily on the East Coast
~

(n=5) and the South (n=4) with the remainder in the North Central (n=2)

"region of the United States. Population densities where the projects were
~

located ranged from major metropolitan proportions to rural

areas %ith populations of less than 10,000,

~

<
The academic credit projects varied greatii althoggh they had in
common the basic feature of awarding credit for work exploration/
experience. Two of the projects were postsecondary programs.(one was

affiliatred with a community college and the other with a state univer-

L)

sity) and involved young adults aged 18-21 years old. The remaining
projects served a 14-19 year old population. These latter nine projects
were located in a variety of settings: three were in self-contained

alterpative schools, one was a pub%ic nonprofit project located at a

an a school building,and four projects were physically

located in’ schogl buildings. Three of the projects also cut across these
- N ( ’
qa;égories. One had seven high school sites and a community college site,

site otHéer

anothar had sitqé at both alternative and traditional high schools,
while a third had both

¥ i, .

alternative school. and é}?ublic nonprofit

site. The size of the téf'et-populétiqn to be served ranged from 38

a2

to apprdximatel& 700 youthg.‘ Tablé(Z provfdeé a summary of project

s
N -

site characteristics.

-
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TABLE 2
ACADEMIC CREDIT FOR WORK EXPERIENCE PROGRAM CHARACTERISTICS
(16/01/78-09/30/79)
. ) Actual/Projected .
1975 City Number of Where = Number:of Students Program
, Project Populationa Project Sites Conducted to be Servedd ' Status®
A rural 1 PNP - 44/38 115.8 Extension
B 636,725 1 AS 70/80 87.5 New
C 25,842 1 In-school 105/90 116.7 New
D 378,112 5 3 In-school & 2 AS 251/727 34.5 New
E 381,042 1 In-school 164/160 102.5 New
F 1,815,808b 1 In-school 64/80 76.2 Extension
G 339,568 1 AS 108/102 105.9 Extension
~
H 665,796 2 As 100/87 114.9 Extension
I 381,042 1 PSS 77/79 9.75 New
J rural 9 1 PSS & 5 In-school 64/56 114.3 New
K rural 1 In-school 45/57 78.9 New
+
L 8,000,000 2 PSS & LEA 50/50 100.0 Extension
aSource: County and City Data Book 1977: A statistic abstract supp;ement, U.S. Dept. of Commerce,
Bureau of the Census 1978.
bConsolidated city--county population figures.
CpNp = Public nonprofit program ’7¢;
"? 3 AS = alternative school : -

PSS = post-secondary school
'dSource: ‘Blackstone Institute MIS reports, 12/16/80.

®New programs are defined as programs created by Youthwork, Inc. and programs defined as extensions
Q are programs which evolved from previous funding sources. .

-8y~
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Sample @vdg;f
- Five of the eleven ACWE projects composed the sample used in this report.
of éhese projects, two were projects funded under monies before Youthwork,
Inc., funding was received in the fall of 1978, and were located in alternative schoolg
The other three pgpjects were newly created upder Youthwork, Inc., funding,
Two of these were logated in a Local Education Agency (LEA) school building and tHe

third was located off the LEA school grounds. All five projects served a

secondary-aged population, and one project in addition served a post-

secondary-aged population. On-site observer; wefe active at these five
projects throughout winter-spring 1979—80.‘ The other six ACWE proje;ts
were not used in this study as they either did not receive contin;ation
funds for this fiscal year (n=3) or they lacked an on-site observef for
part or all of Fiscal Year 1980 (n=3)..

Data Analysis Methodology .

Three different data collection methodologies were utilized at
the ACWE project sites to provide the information presented and analyzed
in tﬁis chapter.

Trained participant observers, located at five of the eleven projects,
provided three forms of data for this report. The firsg method used by
the participant observers Eas transcription of their program's operations .
and interactiohs based on a focused analysis packet (see the Methodo-
logical chapter of this report). Over 800 pages of focused
on-site observation data were generated in the form of protocols by
means of this method. This information was crossvalidated tﬁrough a
comparative analysis of several thousand pages of protocol data provided
by-the on-site observers at tenof these projects during Fiscal Year 1979.
This‘second historical data collection activity was used to obtain a longi-
tudinal perspective on project operation and as a means to triangulate the
research findings. |

ERIC

IToxt Provided by ERI

70




The third’ method employed by the five on-site observers was narrative
sumaries of their %erceptions of the characteristics of.their project's
program organization. This third data methodoiogy was especially useful
as a means of triangulation of findings, as it provided a means to cross-
validate the researchers' conclusions from the protocol data by comparison

with the on-site observers' impressions.

& . FINDINGS

I. Compliance Monitoring 2

Linkage description

Program monigoring of the ACWE projects was the responsibility of
three organizations,_the regional DOL Tepresentative, the CETA prime
sponsor, and Youthwork, Inc; It was a formal linkage between the projects
and these organizations and served as the means to assure compliance’
with funding source and federal regulations. The sshematic diagram of

&

the linkage from the ACWE project perspective is as follows:

*Figure 2: ACWE Project Funding Source

’ £

Monitoring Linkages

r

DOL ) R
Regional Youthwork,

Representgtive Inc.
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The purpose of these lingages was- to monitor the project's fiscal
;xpenditurep, client population CETA eligibility and project enrollment
levels. It functioned to assure compliance with YETP federal rules and
regulations, project proposal spéecifications (which included client
termination projectiéns and services), and budget expenditures or modi~
fications. -

The project fiscal monitoring }inkaée was closest between-&QS CETA
prime Sponsor and the project. F;om the project's berspective,htye |
regional DOL representative and the federal DOL rarely, if ever, had
any direct contact with the ACWE projects. An observer at one project
reported:

In line with our focus on interagency ‘cooperation or
lack thereof, I asked the project director about his
relations with the federal DOL representative. He
said there really is no contact. The relationship
between the federal rep and the prime sponsor was so
good that there was no need for the DOL federal
representative to get involved in specific local
programs (February, 1980).

Youthwork, Inc.,was also involved in the compliance monit;ring of
the ‘ACWE projects. Monthly reports and project information was sent
first to the CETA prime sponsor and then to Youthwork, Inc. Two client
;nd project information forms.were required through this process. CETA
had developed one project monitoring form, whereas Youtﬂwork, Inc., had
designed a similar, but distinct form. When special informatiqn'was
requested by Youthwork, Inc., from the project, the material'was gent
directly to Youthwork, Igﬁ;,and bypassed the CETA ptime sponso;. Such
requésts were’@or information to use for the knowledge development
research endeavor. 7

In all, the ACWE project fiscal accountability linkage was complex,
involved a number of different interest groups, and was often unclear as

: *
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to who had final authority over the ACWE projeéts. As stated in a summation of a
third party final gvaluation'report verbally presented to ACWE project

and CETA personnel, '

P}

The third party evaluator offered some ideas about the —

overall administration of the pTrojects nationally and’
raised some questigné about who really is in charge.
All of the projects seem to have the expected school
system and CETA political considerations to contend

} with which happens when ‘Eaﬁpié of bureaucracies get
together. The question) of where Youthwork fits into
all this, however, es. The city can be answerable
in terms of either‘*cdlout or loyalty to the regional

labor representative and then on to the Department of C

Labor in Washington or it can be answerable as prime

sponsors to Youthwork for the business of knowledge -
development and project administration. There are

many examples of directives from Youthwork which were

later withdrawn because the Department of Labor did

not want them for some reason. The whole question

comes down to who really calls the shots (January,

1980).

‘Linkage functioning: compliance monitoring .
- .

The relationship between the prime sponsor'shéffice and the ACWE

pktojects was critical to project administration. At all of the five,
¢
ACWE projects, the linkage between the prime sponsor's office was

continuous throughout their 18 months of operation and entailed paper-

work flow and feedback on fiscal monetary and project oﬁerations. On

-

this primary level of communication between the two parties, three of the five

‘ -

the ACWE pfojects experienced difficulty maintaining the prescribed
level and quality of project reporting to the prime sponsorus and
Youthwork, Inc.'s offices. The amount of reporting r;quired, the con-
stant change in forms (particularly Youthwork, Inc.'s), and project staff
frustration over duplication of information and the amount of time spent
on reporting all contributed to the problem of ‘difficulty with required
reporting. As noted in an earlier report.(YNPS, 1978: 68) Fhié has

been a problem for projects since implementation. An on-line ACWE staff

Pl




ra
N

L -53- : S

person said two years ago:
There is too much time spent on paperwork. The ﬁ}ogram
. 1s losing its focus as we spend hours on forms. When
‘ ' can we see the kids? (Fall, 1978).

After two years of operation, one CETA prime sponsor expressed the
same frustration that projects had expressed over the project-required

papefwork._ From this pfime sponsor's perspective, the amount of paper-
. s é
work réquired detracted from his potential learning from the project's

service delivery experiences. He expressed his disappointment with his
linkage with the local ACWE project as follows:

There has Just been so much involvement in nitty-gritty
detail. Just in counting pennies. We have never even
cleared up all tNe reporting préblems. We could have
at least worked on that.

The observer continfles, "We talked about the complexities
of the reporting process, how much time is st{ill spent on
reporting and how much of this time is spent on useless
duplication.™

The solutiongito the reporting problems worked out by, or for, the
\ -

three projects was important in easing paperwork flow and'adﬁipistratiOn.
One ACWE project, after a year and a half of problems with the required
forms, reported:

-When all those people were here for the new grant
negotiations one of-the staff from the local manpower
office said to me 'How do you do all these forms alone?
Why don't you get some help?' She suggested I write
another person into the grant for part-time to help
, me, and I did (February, 1980).
- i
The two projects which were not experiencing problems, but which expressed

frustration with the reporting procedures and complexities, had also
alleviated the problem by having a person assigned to this job and
allotting enough time to the task. Of the three experiencing reporting

difficulties, two alleviated the paperwork problem during their first

4

year of operation (fall 1978), whereas

79
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the third project found this solution in January 1980.

‘Therefore, after two years of operation, three projects were able to

taﬁe care of the reporting requirements by'assigning and tiaining

a peéson specifically to do project forms reporting.

( At the two othethCWE projects, a more unique sniution was foupd.
One ACWE project staff person who was in charge of éroject reporting,
discgssed the solutlon these two projects found. The on-site ;bserver
stmmarizes his discussion:

He was explaining to me the different types of
terminations and that there were different’cat=goriesc
for CETA and for Youthwork. He is responsible for
4 these forms, and has found that the terminatidn :ate-
gories are useless. According to.the Youthwork form
there is really no way to classify a negative client
termination; they are all positive terminations. He
explained that even an administrative termination where
the project throws the kid out can be classified as
~ positive. What you have to do is wait a few months
* after-tffe kid is out, call his home, and if you find
that he has found a job, then give him a placement
category as a positive termination. Similarly, if
you have too many positive terminations in any "ne
quarter, then you hold off a quarter on reporting.
(April, 1980). '

-

Both of the projects which had begun to'bréggzaél#'work with their
reporting forms did so after much frustration. All the ACWE projects
sthdied felt acutely that what they were asked to report was not what

was important agobt the project. The difference between the project's,

[}

Youthworkks, and CETA's ACWE program goals and concerns was perceived to

\ R -
be quite large by the projects. The following synopsis of a conver-

]

sation between the observer and a project staff person clearly demon-

Strates the problems all the projects experienced with the reporting and

~

the monitoring of their programs. E S  t
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From the perspective of the CETA offices, three prime sponsors interviewed
on this subject were also unhappy w%th the project monitoring process, All

felt they had expended more staff time on these projects than their other
N .
youth programs and for fewer information returns. Similar to the projects
% . . , .
complaints, these prime sponsors had expected more recipocality and sharing

of information for their extra expenditure of time on the projects. Speaking
to the pioject-CETA liaison person, the on-site observer summatrized:

She emphasized again the point that had been made in

< an earlier meeting with the project director, that there
had been much more paperwork for this project than any
of their other projects,- although the ACWE project
represents only a small percentage of, their total funds N
(February, 1980).

Although the CETA prime sponsors were provided administrative oven&iii/
costs for project ﬁonitoring, three of the primes had expected, in addition
to this money, knowledge development information. Two prime sponsors
specifically were unhappy that they did not receive any useable information
to guide their planning for future fundf}-ng of projects. One prime sponsor
discussed this issue with the ethnographer:

The project is doing things and getting responses and
reactions all of which seems natural to the project and
so they think there are no reasons to record what is
happening. But we would be better off if we had some
documentation of all of this so we could all understand
what is going on out there. Like how they have worked

out the academic credit arrangements. There is just
> nothing in writing (April, 1980). .

Beyond the differégt perceptions of project goals,‘and as a.consequence
what prpjects should be held accountable(for, there has been little feedback
to the projects frpm\the CETA and Youthwork offices.. This has been perceived
as a problem by the profects. With the amount of time the ACWE projects have

spent on reporting, four projects have felt they have received only minimal

resporse from the prime sponsor. One‘project director said:

)
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- - The amount of time épent.on filling out forms has been
.. % overwhelming. Our main contact with the CETA office
S has ,usually been in regard tqQ paperwork. We would like

more direction and feedback from the ‘county, but .the
CETA liaison person afways seems to be too busy with
the administration and monitoring of other grants .
(March, 1980). Y '

14
The project staff person in charge of reporting went
into a lengthy discussion of the business of plan vs.j_
! actual for the reporting process. He said in the
.- first .place, the local CETA office had decided on the
' ’ numbers without consultihg them and now they £ind them-
selves stuck with those numbers. Worse than that, he
found it difficult to understand why they considered it
. bad if they went over the numbers in the plan, if it . . .
) ’ meant doing something bet%gr for the kids, like finding
more kids jobs in the private sector than they had
expected to find. He got called down to a meeting in
Washington and was called on the carpet for diverging
*from the project's'plan so much. He said he finally v
came to understand that the concern was not at all with
what this meant for the project, but rather what it
meantg for the economic planners at CETA who had set ™~
_ thos® figures. It was'really an evaluation of their
LT predictive abilities and not what was going on with 4y =
o . the project. So although he thought it crazy, what.
' he had to do was change the numbers in their plan so
that the actual numbers would not diverge more than
’ . 10-15 percent. (Then of course, he became much more .
< astute about Playing with the numbers so it would look éﬁ;za( 4
like they wefe right on targeL ) (April, iPBO) )

After two years of a formal_}}nkage between the local primc sponsor

.« 0

and the ACWE pfgjects at four\projects out of five, there wds concurrence
V _ \ \

- .
.

) .by both parties that tHere should have been moreiigiiprocafion and sharing

"‘(t

,of informatidﬁf-‘The contact between the offlces necessitated by project

“

reporting requiremedts affected program administration in terms of the

- . Y 4

amount of time spent on these tasks, but program services'were not disrupted

by this process. Summarizing the prdject's compliance monif%fiﬁg process, .
one observer ﬁoted: stabilization of.the prgject occurred despite the 1

enforced (and consequently artificial) linkages the project was "stuck" with.

L] is -
Accountability has to be based™“first on thé parties agreeing to the samé Lo
’ A~ )
obJ%Qtives for the projects, and as it was, different interest,groups had

different definitioqs of what the projett was about.

- 8 ;
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While project staff time was sometimes taken from the delivery of

' ‘'services tdé complete paperWorﬁ, staff interviewed at all five projects

¢

- , did not feel this reporting linkage detracted from their program, This.

was because all projects had worked out some kind of solution to the

overwhelming amount of required forms. It was only an administrative

Y

problem. One on-site observer reports on a conversation she ,overheard:

o ﬁ a Both the project director and the staff person agreeéd
) between themselves that the cooperation or noncooperation

. on the part of other agencies with which they were
,ﬁf‘ connected did not make any difference in what they were
, % able to give students. It just made it more pleasant
. to them as administrators and professionaizsxhen things
went rsmoothly  (January, 1980).

Linkage description: Identification of Proiect_Service Modifications

N\, While the enrollment, budget, and services information linkage was a
contimuous one between the project, CETA;and Youthwork, Inc.,

special channefggwére’aeveloped for project modifications. The first linkage

LS

s between the CETA prime sponsor's office and the project.‘ Usually
- , - R [} .

the CETA person assigned to the project (either the CETA Youth Program
. Coordinator, the YETP liaison appointee,or another CETA ﬁerson) was

R

first abproached by the project director. If arrangements satisfactory :

NN

”.to hgth parfiés could be reached (i.é.;the request was not in non- .
- . A
‘ compliance W1th CETA regulations) then the prime sponsor was notified
‘nl Y -
>
and the requested change implemented I1f there was disagreement between

\?i ) Iouthwbrk; Inc.,was Sntax - the project director to mediate with

ST the GETA:?prime*s oriso?and regional DOL representative. At this point,
R ’\" ,’_“'Tfl s

whéﬁher"a projegt mod@fication 7fuld be implemented dagended on a number

-
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of factors, such as the DOL regional representative's opinion (which the
CE?A prime sponsor would usually solicit), the prime sponsor's in;gr-
pretation of the CETA rules, or the prime's position of authority vis a
vis job secuzity. |

Linkage functioning: Proposed changes in ACWE projects

The quqiity and functioning of the relationship between the prime
sponsor and the projectswere most evident when the project requested
program modifications. While the biweeLly, monthly, quarterly, and
annual reporting linkage between the prime's' office and the project
consuﬁed time, it usually did not reflect on the quality of the linkage
or its functioning+ability. Project requests for enrollment level,
sector placement, or budget changes were one of the tests of the linkage,
and the résults of the changes requested were idiosyncratic. Several
different factors,impacted on the outcomes of a requg;:;d duration from
the project's plan, proposal, or CETA regulations. Three of the ACWE
projects requested major changes in their program plans, and each
encountered gifferent outcomes.

In all three caées, Part of the problem was a conflict between
their Yoﬁthwofk, Inc., program and CETA regulations. None of the
parties involved, the project, CETA, or regional DOL representative, either
understood what '"demonstration' project meant or had different definitions

of the term. Consequently, there wae ambiguity as to which, if all, CETA

regulations the projects should comply. An on-site observer summarized a

CETA liaison person's discussion of the issue of demonstration status and

L

misunderstandings:

The CETA liaison person said she did not think the
federal representative really understood Youthwork and
the meaning of being a demonstration project. She said
every time she talks to him she has to explein it all
over again. He recently suggested that if there was
money left over from the prbject they should spread it
around to other projects, or start a new project like

r ;
N e

2

»
.
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. the ACWE project., She realized then ‘that he did not
. understand again what the award was all about
p (March, 1980). .

’ At two of the ACWE projects there were budgetary problems because

of CETA regulations and processes being different from tt//!outhwork
*Thc., funding and budget expectations. In both cases the reglqgal fund-

ing DOL representative made the project(through the prime sponsor's -

office) conform to CETA regulations. A local CETA officer was observed

to say:

It is too bad that the project had to function under the

restrictions set by the federal rep, who he went on to .

say, never really understood what the whole project .

was all about from the beginning. One of the weaknesses - .« -~

was that Youthwork had not laid the groundwork better

with the people from DOL and specifically the federal ) N
regional representative who had so much power over. the

prime. Much of his complaints had to do with pointing

the finger at the DOL representative, at that level of

the bureaucracy and their lack of flexibility (March, .
1980) . ‘ Iy

Other factors, beyond CETA regulation inflexibility er interbreta-
tion by the DOL regional representative, influenced progfam modification
outcomes. In one instance, severe personality clashes between the
project director and the CETA prime sponsor representative cgrtailed
program operation. The observer on one site summed up the results of
‘the relationship as follows:

In any case it seemed clear from early on th&t given ,
its best interpretation, the prime was not going to 4
allow any degree of flexibility in interpretation of
the grant and the CETA regulations. For example, the
project director argued for a few weeks time to assess
the students being enrolled before placing them on a
job. The,prime insisted that a student was not con-
gsidered. enrolled until he/she was placed on a job.
This .if itself might not have been a problem if the
prime had not demanded that the project live up to
expectations of enrollment figures-.as described in t
the original proposal. The original proposal, however,
was predicated on a beginning date of July. As it
turned out, the director was not ‘hired until mid-
. . " October and a full staff was not on board until the
" end of November. The prime's position was 'you con-
tracted to do this by this date in your proposal.'

EJ{J!:‘ 1NOTE. At one ACWE project the money left over from FY 79 was distributed

s} I

to other local CETA projects. L ég,_




There was also confusion at this time over which intake
forms should be used, the regular CETA forms or the new
Youthwork forms. When the project director noted that
muchtof the enrollment problem was the result of the

“ late start-up date, which put them in a position to heed
certain modifications pn.khe original proposal, the CETA
director wrote on the project's monthly report,'The DOL
allows no modifications during the first quarter of any’
plan. The prime sponsor will be unable to allow the
modification of enrollment as requested by the school
district." (January, 1979). 4

v )

The rééult of this relationship was near .defunding of the project owing

tQ start-up first quarter low enrollment figures in the winter of
1979. A change in the-project/CETA liaison person has helped the ongoing

prOJect CETA relationship, but the project in its second year was still
A Y
operating under some of the earlier CETA person's restrictions, such as taking

county holidays instead of scﬂool'holidays (thch means a full-staff

turnout and no students). This was enforced because’the project was on

the county, rather than the school district's payroll.

~

At the second Of the three projects that requesked program
modifications, the probleﬁs caused by lack of flexibility by the prime sponsors
(under the regional DOL's auspices) also impacted on program services.

Beéause of unique city funding procedures, oneﬂproject\did,not receive
iés continuation funds fo? over four months after their Yéuthwork, Inc.,
aw'ard.2 Again, this &as attributed in part to Xputhwork's misperception
of local funding regulations and rule inflexibility. Summarizing the
prime sponsor's description of the problem, the gbserver's notes read:

Although Youthwork thought they were funding the
project they were in fact funding the city to fund

the project. So once the award notice came from Youth-
work (and he said althqugh they had been told over the

7 ' A

*

NOTE: This was the second year in'a now that funds were held up for
the same reasom.

\

2
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phone of the contract award, could not go to the board
with just a phone call message), then the city had to put
out a competitive bid notice and this process takes two
months. Youthwork does not seem sensitive to this kind
" of local level problem at all. ' Then they .had a problem
. writing up a new contract for money left over from the .
- first year under Youthwork continuation funds. The city
"‘does not write contracts for .more than one year, even N
. though Youthwork had funded the project for eighteen R
( months. It had to go through the competitive.bid process
’ ' again and the money was held up again (February, 1980).

The result of this process was that student ACWE participants

were not paid for their work plécement time for over four months. ] -

The students were unhappy about this, and the employers complained that

it was unfair to the youth, since they continued to work without receiving
their weekly pay.. As was recorded:

- The private sector employer wanted to pay the youth directly
since they were not getting their pay because of the problem
of CETA releasing project funds. The job developer said
he spoke-to the employer and tried to explain the situation,
but the man was angry because the youth ‘was not performing
well because he was mad about not getting his pay
(February, 1980),

Another aspect of the problem concerning difficulties in obtaining

-

project modifications was that prime sponsors at these three projects
wete sensitive and responsive to .political pressures. Being closely
monitored by the DOL federal representative‘andllocal politicians, the

.

prime sponsors were loath to allow less stringent interpretation of the

”n*

CETA rules an3 regulations as they feared ., loss of their job or public

humiliation. One observer relited the probiem that applies to these

three cities: - -

” -+ The project director explained a bit more about the
: political connections of the CETA director and how he
thought everyone was 'covering their ~~"' at a time of

closer fiscal scrutiny (January, 1980) . »
Indeed, the politics of the CETA system played a major role in the

decision-makiﬁg process ‘at all three projects trying to renegotiate their

Al

W
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c;ntracts. At the third-projeéf, program services wet¥e only temporarily
‘ interrupted because the project director did not attempt to push his

modifications. A politically astute administrator, the project director

circumvented a potentially large start-up problem by accepting CETA ‘ .

regulations and assaying CETA by turning over complete budget control to

their liaison person. In turn, aside from routine monitoring, gﬁe

directo; maintained contr;l over daily program oberation'and services.
In summary of the relationship between the ACWE projects and the

' prime sponsors' offices, excepting program modification requests, the

N

linkage was formal and involved mainly routine project’ reporting. One

prime sponsor said:
The county takes pride in having two national demonstra-
tion projects. They command attention by their nature.
However, many other youth projects are monitored through
this office and the unit has been understaffed for some
time. Personal contact with the projects is minimal,
usually restricted to reporting concerns and problem .
solving which results in a somewhat formal administrative
relationship. We do provide technical assistance on

. request (March, 1980).

II. Service Delivery

Enrollment of Ta;g;t Population: Linkagg‘Description '

The linkages developed for the identification and ‘enrollment of thé
target population'(CEIA income eligiblé youth 14 to 21 ;ears oid)
depended on the length of timé th% ACWE projects had been in existence
prev}ous to Youthwork, Inc.,fdnding and on where the projects were located.
_df ;hefive projectg studied, three were newly created through Youthwork funds,
. ~ and two‘had been iIn exigtence under other funding sources for'a.nﬁmber

of years prior to Youthwork, Inc., funding. Both the new and old projects

' came to rely on similar sourcﬁb for youth referral, but older

projects initially had many more local contacts and sources of 'student referral

.

than did the new projects. During the first year of operation (fall

x . e
3 - .
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.

1978) the older projects did not engage in as many outreach activities
as did the newlyréreated projects.

Project location also affected program enrollment activities. Projects
physiéally located outside or in an LEA school building (n=3) also engaged

in more outreach activities than did projects located within an
alternative school. The effects of project location on enrollment
Sy,
activities were difficult to analyze as the alterna-~
"tive school projects were also the older programs. With these differences

inAmind, a flow chart (figure 3) summarizes all five project's client

referral linkages.

Figure 3; ACWE Project Target Populatien Enrdllment Linkages

CETA
r Prime Sponsor
) Office
Other Local CETA LEA’
-~ | Yduth Programs N“<\\\\ Schools
ACWE -
Project g .
Local Justdge . . g Local Community
System (Czﬁgts) ) Agencies
Self-Referrals .
1

\ ) .
Overall, tlie LEA school systzgxwas the largest source of ACWE client

~

referrals., Initially, for thrée néw projects, contact was initiated by

¢

ngbect staff who approaqhea LEA gu}dance counselors for potential

youth clients. By the pggjeéc sgsecbnd year of operation, the referral
J .
process wag reciprocal, the LEA guidance counselors dnitiating

-

contact to discuss a potential client they had identified.

&
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At the other two ACWE projects, which were lécated in alternative

schools and had: been operating for a ﬁumber of years ?efore.}eceiving
Youthwork, Inc. funds, ghe referral process relied on fewer project
9utrea;h activities. The outreach linkages developed by the older
projects Qé%é similar to the ones uéed by the new projects. Referrals
-7 to‘the older ;s well as second year projects came from a diverse number
of sources, suchias local sociaI‘se%vice aéencies, the courts, friends
"of'enrolleea and the LEA. The CETA offices responsible for these programé
rarely referred youth to the projects, although they did help determine
eligiﬂility and sometimes a local CETA youth project Vould refer youth
applicants to the ACWE ;rograms.

Enrollment of Target Population: Linkage Functioning - -

N . To identify and enroll the target population, ACWE projects relied
on both the LEA and CETA institution. .The CETA linkage waé created for
and maint#¥ned by the five projects for certification énd processing of

youth participanfs. This was CETA central office activity. Aé described .

by an ACWE director: i . ) .

We have a close working relationship with the local
- manpowe} office. They certify all our students. We give
the students an application to fill out and then the :
student and parent must appear at Manpower. Then Man-
power hand-carries the,form back to us. We fill it out
! and mail it back to the Manpower office (April, 1980).

This project's CETA office contact 1is not usgallin that the other four
projects determine eligibility themselves and mail in the forms. Man~-.
power then either signs off on the forms, helps the project correct

them, or denies certification. The CETA prime épopeo:s office does

not make many, if any, referrals, ‘ ' ' .

ES
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.contacting the LEA guidance counselgrs and asking for referrals through

., by the ethnographer to have ndlies of teachers go as to discuss the

65~

.

For referrals of potential youth clients, other locﬁi youth manpower
programs began referring youth Lo the ACWE projects when they had too
many applicants or felt the services offered by tbe ACWE project would
better serve a particular youth. So Ather CETA érojects, rathér than
the prime gponsor's offices, diq make ACWE project referrals.‘ One ACWE
staff person explained why another CETA youth program person referred

some youth for the ACWE project:

It has been useful to her to have .another program to

which she can refer students, especially one where they

can make more money. The students she refers are often

those most in need of more money. (March, 1980) 2

Help with enrollment of the taréet population did not initi?lly come
from other CETA youth programs. This was a link established after the
program had been irn operation for at 1éaét six months. “For.the three
new ACWE projé;ts, the first linkage established was with the LEAs.
Identificéﬁion of.poiential enrollees was sought'initially through
obtaining names of pbéentiél clients.3 School guidance counselors were
the fi%st LEA persons ggntacted by ACWE personnel to-find potential
partici;ants. These LEA personnel are the ones respcnsi?le for and in
possession of complete records on LEA youth. LEA teachers were not
contacted, nor were the school principals contacted.' The §chool princip&lg
were involved only to give éermission for the ACWE projects to contact
the guidance couhselors., One staff'person, reapond{né to a request

Com .
project  gtated:

3See YNPS 1979: 35-38 for referral sources from the participant's perspec- 3

tive, where ACWE participants were found to have used LEA guidance
counselors as their main source of referral.

e 29 . .




Why would you want to see the teacher? I really do not
have any contact’ with the teachers as the guidance
counselors take care of everything. They work out which
courses the students will be released from and make
arrangements with the teachers. .(March, 1980)

*

The contact and support of the LEA guidance counselors was important

as a referral source. According to the observer, for ome ACWE staff person,

‘Her contact at the school is with the guidance counselor.
. The school did not participate last year in the project
and this year they have a new guidance counselor who is
really supportive of the project. There wasg just a
' project vacancy and there were fifteen applicants this
time, last September we only had three apply from this
school and we had to take them all. (March, 1980)

The reaction of the LEAs and their gﬁzdance counselor staff was
different at each of the three projedts. At one project, the ACWE
director was well known in the school distriét and had the power and
authority to get quick compliance and help from the LEAs. At another
project, the director of the ACWE project was also a well-known LEA .
affiliate, who s;licited school support from principals, but referrals
were made by projectlstaff initiating contact with the LEA guidance
counselors. The ACWE director at this proiect did not engage in as
much LEA public relations as did thg first ACWE project's director.

«

Possibly as a consequence of this, the latter project ‘had more difficulty

-

in getting help and referrals from the LEA guidance counselors. The on-

gite obseryer explained: .

-

Another major barrier to cooperation with schools was ’
the lack of commitment from those who were to implement
the. program. When the grant was awarded, the director
solicited commitment from the principals, and expected
that the rest of their staff would fall in line. (Aprtl,
1980) . )

Enrollment levels were obtained differently at the second project

ﬁ\hag at the first in—schoql project, as local conditions were different.

) . ! -
ERIC. oo -
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This second project was able to find participants relatiiély quickly
Wbecause of the extreme poverty in the area. Through word of mouth and
gommunity contacts, Fhis project located more eiigi@}e youth th;n they
could serve. Consequently,,although‘this.project initially tried to

get referrals mainly through the schools without getting much entry

support, they were able to identify potential cl;entg through the

community. Q&§:€j7oject, like the third new ACWE project, had diffi-

culty gaining support of the LEA g&idance counselors during the

first year of operation. An on-site observer summarized a director's

-

comments on the referral process:

In the beginning when the project was hurting for kids

to recruit, somé of the agencies under CETA had drawers
full of names of kids who needed help. Similarly, the
school personnel and guidance counselors knew of poten-
tial youth. Yet no one went out of their way to introduce
the director and the program so ‘that others could refer
students to her. Consequently, any connections the
director made were made by herself. The principal of

the school could have taken her around and introduced

her to the faculty but he did not. This year she is

on the school's mailing list and attends school meetings
and this had helped because new people who did not- know about
the ACWE project last year are now referring kids. She
also contacted the local coalition of youth programs and
made good connections there. Now she is getting referrals
through people she met. (February, March, 1980) -

While community visibility through the ACWE directors' personal *

’

~
contacts and program advertising has helped the three projects obtain
full enrollment levels, at two projects an additional referral incentive
has been program "success." Again, referrals were from the LEA guidance

. counselors after the projectd‘first year of operation. As one ACWE

staff member discussed feedback to her “from the LEAs:
The single thing I hear most from teachers and guidance
coungelors is how much the students have blossomed and
they really hivg, too. It is just ng. (April, 1980)

-
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Now tgat the three projects created in the fall of 1978 have been
operating‘for alﬁost two years, their referral linkages are similar to
the tyo programs that had been in existence much longer. Qutreach
activitigs and word— f-mouth advertising has put all five projects in
the position whgre they receive referrals from a number of sources.
One ACWE staff megber described the sou;ceg_of their enrollees®

€

* We just took a youth referred by the police chief. He
has been so fantastic that wel\took his recommendation

7 on'a student. And some job sites recommend
o people too. And occasiodally we get a walk-in. (March, -
1980) '
Identification of Work Sites: Linkage Description ‘

The interinstitutional linkages established by the five ACWE projects

?égyi entify and place youth participants at a work site were similar,
n

spite of differences as to where the projects were allowed
to ce youth. Two projects weie restricted by CETA regulations to

placement in the public sector, whereas the remaining three ACWE

sector plhcements. This ACWE project contacted the State Department of

-Education Angy6btained a waiver from the state restrictions on private

-

sector placéments. They were granted this waiver based on their experi-

mental status.)

.
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sure the .projects were following their proposed plans.4 Conformance to

federal child' labor laws was also monitored for one project by the State

Department of VocTtional Education. The other four ACWE projects were

not observed to be monitored by any other institutions to assure com-

pli7nce with child labor laws, although project directors gere cognizant

of the laws and regulations.

L4

Advisory. boards were either created by the projects or utilized
by the projects if a local youth board was already in existence. Two
”

ACWE projects created a youth advisory board, and three made

use of pre-existing local youth manpower planning boards. In all cases,

the advisory boards operated to sanction project activities or to

"sign off" on project plans and were not involved in creating job slots.

¢ RO 7

One board created by an ACWE project to help with commonlty i
employment contacts and community visibility, never met. These boards

were composed of employers local politlcians manpower planners, and

&

e

school system personnel. While boards were approached or created by the ACWE

projects to increase local visibility and recruit businesspersons to

obtain job slots, only the former activity was acecomplished. New job

slots were n?‘ created through the advisory boards.
The two projects that plagéd youth 1In the ﬁﬂblic sector only

developed slightly gifferen linkages, "although the tesults of their

activities were the same as those projects who could develop privete.

w
sector job slots. For the projects limited to the public sector, there

P
-

was some communication with other local CETA programs on available public - Qg,- i;v\
"ﬁ S R

sector job slots. In both cases, although for fferent reasons, this

4NOTE. ACWE plans specified what percentage of youth placements would be-

in the private or public job sector.
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linkage did not create job openings for the ACWE pa;ticipants.: At one

project all the CETArdevelopedijob slots were Being utilized, but ' . "
in the other community the CETA program directors.feared placegﬁht
competition and-would not share their job slots.~ Therefore, the public

= sector ACWE projects deveioped outreach activities to obtain job slots

similar in design to the three projects that could place

. [
youth in either job sector.:
The diagram in figure 4 details the interinstitutional
linkages created by the ACWE projects
to develop job slots. ' -
Figuré 4: ACWE Projects Wotk Sites Linkages
. i
Cl-fi, ‘Prime .
// . Sgggsor ’
Public . Local Youth
Sector -~ ' Advisory
--~.\~_§~:‘» Board ,
ACWE
?rOj ect \
: Prjvate
// ) Sector
/
/ +
State Boardl ' - \
of Education
- and State . \\;\‘\\;
Department of
Vocational / .
Education . ‘
~ ' AP .

- %

> .

lLimifed to two ACWE projects.




Identificationf of Work Sites: Linkage Functioning ‘0\ . @“

The five ACWE proJects used the personnel of fouy'organizations to develop

» .

work placements for tthr part1c1pants These werze publlc and private

fsectig employers, local advisory board% an¢ for two ACWE prOJects, other
; \

4

' . local CETA project personnel The CETA priﬂ“\sponsor s off1ce and in
~ . - .
v two cases, the Stape‘Department of'Educatiod, monitdred project activities,

to assure'compliance with CETA regulations, QFWE groﬁect plans and, for .
; 4

the State Vocational %ducation Department,*compli nce with federal child

.

or placements at

' labor laws at one project and waivers for private

A

. ¥ another. CERA and the)State Department of Educatlon
<4 . T -~ -
the-development of work, 81tes for the ACWE proJects but rather monitoaed. .

»

id not help with

4 PR

& 0y

_their activities. ) -

\/*(ﬁlly two of the llnkages soughﬁ by the ACWE projcg functioned to
develop job slots. These were the public and’ ;rivage sector employer .*
) llnkagesi developed by thw proJectS/On a on’e .to-one bas1s.~ All of the

five progects assiéned,certaln staff the responsibility of contactlng aq@ '
) 1n1t1ating comgﬁéjcations w1th potentlal employers. ACWE dlrectors o

- acted carried odt public relations by crea%ihg or attending pre-

X3 *

. - \ ) -

existing youthC;dvisory boards. Depending on the ACWE director's\pirsonal .

f . . M ' . " ~ ) .
sfriends ‘dnd contacts, thé directors.also*appraached potential

. - * (o \‘ » N

employers to develop ACWE_program work slots and employer cooperation.

The main reSponslbility for c¢reating and sustaining employer coOpefatiOn
$ ' “) 4 * “ 'bw:'
and work 31tes was with AQWE pro_]gct o‘n-line staff - d

3 -~

. Initlally,the ACWE prOJeel directors either created or joined a

~
.

¢ -

local youth advisory board‘in reSponse to funding source's RFP guidelines. )

o . : k A .
;e ,
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Although directors may have hoped for employers' job slot commitments from

these bogrds, in practice the boards served to sanction the ACWE projectsﬁ
N Y <

aétivities~and goals. They also served to increase community or other
yaufh program awarenes# of the projects, but tangible results of advisoyy

boards in terms of jobs‘has‘not been in evidence. One observer reports:
I asked the director about his governing board. He

sort of laughed and said in effect that they were taken

and created to satisfy funding agencies who felt there

should be such a board. The director said he probably :
should be happy that they are not involved in making ﬂ\
policy. The board meets every

month, and its* members are community people), previous .
students, old project staff members, community agency

people, and some parents of students. I asked they

helped with f£inding "jobs or other funding sources, and

he said no, but he wishes they would. (February, 1980) N

Acting as'social organizers and community change agents, the

project staff worked to solic}t local business support. dInitially, the

three new projects had to spend more staff time in Qinding job placements

A3

for their students than dfﬁ the two older programs. But for allythe ACWE

projects this has been an ongoing activity.as more sites are needed
h 1
to meet increased enrollment levels, different interests of youth, and
) .
. b R
The disincentives for employer participation appear to be more

1

loss of olt work sites.

. N .
numerous than are the incentives. Included among the employer dis- .
» / »
incentives reported by on-site obstrvers foreplacing YETP youth partici-
pants at their place-of business are the following: '

+Negative image,éf fETA program (reported at three
projects). .
-Negative past expériénces with CETA participants
(reporfled at two. pPojects).

. /
.Not enough time for supervision (reported %E four

~  projects). >

? - E’(j

“
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.{%ear of federal scrutiny of business practices
(reported at two projects). : A ‘

o,

-General problems with economy (relported at two

irojects). ) . .

.

oo much pdperwork (reported at three projects).

.Prefer adult CETA workers (reported at one project).'

Y N

These disin@i:tives occurred idiosyncratically for both public and
private sector employers, although the public sector%job market had had®

mlre previous CETA program experience.. ™ S . )
N , : ‘ /
Public sector employer%\o}%enrefuseito particigatebﬁcause past experience
] . ‘ -

with the CETA participants had made them feel they czdld not adequately
. ¢
supervise the youth @articipants. Private sector employerd would find

. & i
this out and then withdraw their job slots. Also, public sector, empioyers 4”
i . \‘ -
reported more negative past CETA experiences than did the private sector

.

employers: A poﬁgible explanation for private sector cmp}szrs‘having more

®

. ] : ’
positive experiences with the YLTP youth is that the three projects which .

used both sectors placed their best participants in the private sector. slots.
' * y—— Y ’
More caution and careful matching between youth and jobs occurred for private )

L4

sector placemenzg\than for public sector job slots.

Two different stia;ggies were employed to overcome both the.private

and public sector's hesitation ts participate.in the ACWE projects ’Ihe

’

most commgn strategy, employed by all five ACWE projects, was public
. ’ * “ o *
relations jand appealing to employers'sense of altruism and humanitarism.

. L]

This and the iinancial subsidy of youth wa 'the two largest incen- \ “

tive for employers to participate.. Publiﬁ relations included calling -
emplo§3rs and discu\sing what the, emplpyer could offer thr participant

in, terms of learning and experiénce. Along with this was discuésian of

how[the enployer would be helping the youth and contributing sbomething

2

L -

.9y, |




_74" N ? . ' N ‘

- R

4

good to society! One project made a point of trying qfvgr to ‘tell the

Qgtential employer that the program was affiliated with CETA. All projects '

7/

eitﬁe; tried to dispel‘gmployeré notions of CETA programs‘or to downplay

* .
this aspect of the program. ‘ ,

'Once a job site was secured apnd a youth placed at the business or
‘Brganization,‘continugd support of the program by the empiloyer was

»

accomplished by ACWE staff monitoring gf the placement. This was not

always successful, but where a placement was made that was satisfactory

- ¢ . - -

(to the employer and the youth, a further incentive was created to maintain -

employer program participation. -Positive placements, whetfe the4youth
. .

showed up for work on time, dressed appropriately, and were abfe to accom-

~

plish (at least minimally) the assigned tasks were incentives-for‘the

employer to continue pafticipation.

\

Identification of Youth Academic Credit Needs: Linkage Description s

. . ‘ IS
The linkages developed by the ACWE projects to determine the academic
/

-

credit needs of their youth participantswere similar to the interinstitutional

&

linkage'developed by the projects to identify potential project enrgllees. . 4
‘LEA guid;nce counselors were the'persons_firét épproachéa by ACWE project .
* — -

personrnel to determine both potential enrollees and their academic credit

3
needs.

.

At the two alternative school projects, transcripts of youth were

-

partici-
' {

pants, state guidelines were followed to design their credit programs.

obtained from the LEAs Eor new enrollees.; and for past program

At

one of the alternative schools, the linkage with-the LEA was only tan—‘///

porary while a studen’t was fimultaneously enrolled in the ACWE and school'’s

ﬁﬁégram. For the three new projects, LEA contact was an ongoing process __
! ) ,
as these projects had to coordinate their programs with the LEAs. This

. \ , .
occurred because the ACWE participants, with few exceptions, were enrolled

in .and taking credit courses at both the LEA schools and AGWE projects.
/e -

N ‘ 10
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At one new ACWE project, a seéond linkage was established during
their second year of operation. This was the inclusion 6f LEA teachers

at three of “their target schools becoming aware of the ACWE proj%Et.

Initially, the LEA guidance cougfelors arranged the academic credit

services for youth with the ACWE "project without consulting teachers. By

4 - Q
the second year of operation, at least one school out of five at this
. L)
F 2
project was knowledgeable about their %tudents ACWE participation. At the

. other two neY;»CWE programs, the teachers were made aware -of the project

from the outset, <but never were as supportive of or cognizant of what was

hool district.

-

being taught tb their-students as was the first described

' .

AY
~ Ent into the school district, as discussed under the enrolldent section,

was through LEA principals being contacted by the ACWE directors.

4

The state annually monitored the two alternative schools.” They

. .were nod)involved in ascertaining the academic credit needs of particular

, Students, but did check on the overall school's credit offerings. “0nly

one of the alternative schools had actuad contact with the State Depart- -
‘ Y

ment of Education over the past year. The other alternative school was

monitored by its LEA affiliate or parent organization. For both schools,

. L 4
the design of credit arrangements for ACWE youth participants was a .

project internal affair. The state, although the sanctioning authority

for the LEAs at the three othér ACWE projects, left program design and

control to the LEAs. 7 .

#
. /
The&' linkages developed by the five ACWE projects for the determina-

tion of Jouth academic credit needs are as follows: ,
1y N & -
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' Figure 5: ACWE Project'@cademic.Credit Determination Linkages -

. .
-
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,"Identification of Youths' Academic Cyedit Needs: Léange Functioning

]

The linkage of the five ACWE projects with the accreditation authori-

" ties varied by with whom the project was affiliated. The three projects-

. . ‘ 9

affiliated with an LEA used different

linkages than did the two alternative school préjects. Although‘one of -

the alternative scheol projects was affiliated with .an LEA rather than

the state, this program operated similarly to the other alternative

. qseghool. For bdth alternative school ACWE programs, there wds little or

.

no input from the LEA or State Departmén$ of Education on their credit
. ¢ \

gservices. Evidence of the "sign-off" quality of this relationship .

occurred at one of the alternative school projects when the regular é’

\

State Department of Vocational Education monitor was sick for a day. As

1
the on-site observer explains: . \
N

The ACWE staff person told me ahput a problem with £he_
State Vocational Education people. Apparently the pro-
gram had not been complying with the law abeut 14 and
’ 15 year olds working at certain job sites. Certain
placements were not allowed, and the program had "gotten
‘ away with it for years because the State Voc Ed people ’ .
had just routinely filled out the working papers.’ It
gseemed the clerk at the-State Department of Education
knew about the program but was sick Kor one day so the

. ’
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new clerk assigned to the project called thHe State Vocational. .
Education Department‘@o get an answer to a question and
“blew the whistle on them. So the State people came to the
' Project and the project had to take some kids off their job
sites because they were too young. Another requirement was
that one of their staff be a certified teacher. Only one
of the staff persons was certified as a vocational education
teacher and had taken a course in career educat¥on. So they et
gave this teacher a probatipnary status. He did not know
. how much they would push for accreditation for the staff, so .
he thought he would just wait and see. The more serious pro-
blem was that, the Voc Ed people want the Project to assign )
grades to the students” for their work which the project staff.
are vehemently opposed to. The project is just concerned
with credit and’ time (February, 1980).

At the three new ACWE projects the determination of participants'
" f

credit needs ‘was a more complicated process, Arrangements for‘the
amount and type of credit to be awarded ACWE participants were made by

negotiations between the LEA guidance counselors and ACWE project staff.

This occurred when youth referred to the ACWE projects by the LEA
$ guidance counselors were determined eligible and in the process of. o

being enrolled in ACWE. One partiéipating LEA guidance counselor .
{

discussed how she determined potential ACWE candidates and why she cir-
cumvented a linkage with the LEA teachers: f

I always look at the student's permanent records, their . ,
aptitudes, things like that and see what they need. And, -
if they do not need required courses, then they can .take ] s
career education through the project. L think career .
education is great, but the teachers do not always under- .
stand. No one could explain this program to all sixty ' : '
teachers. They could not understand themselves without
going through the program themselves. (April, 1980)

y

.

A For prdgram operation, circumventing a linkage with the LEA

»
teachers did not affect what credits ACWE participants receive. The ARTe

h'j
effect, rather, was a pol%tical one as the teachers resented being left out of
- R - i'\rw‘
something they felt was within their jurisdiction. An’'observer asked

an LEA guidance counseior what the LEA teachers thought of the program: °
N : . §

] - -

o, , 1us . '

-~
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Spme of the teachers resent it. They are afraid the .
students will not get as much from the program as in
elass. You know, that could -not be further from the ..
+ truth. The kids in this program have already shown that
v ‘ the only thing they get out of school classes is F's.
' The teachers do not want to admit that someone else could
L . P succeed with these kids where they have failed. - (April,
1980) *

’

Acceptance and support of alternative experiential educaltion pro-

grams was why LEA guidance counselors would refer youth to the programs,

y

and make credgt arrangements. The incentives to the LEA teachers, after

the program's‘first year of operation, was based on partial acceptance //,
of alterqative education, anq mo®® importantly, relief at getting .
"troublemaker§"' out of their classrooms. An LEA guidance counselor, when
asked the teachers' opinion of tEg ACWE progrém said:

At first they were skeptical,” 'Why should a person
~ work and get academic credit?' But after 'they understand
it, they like it Sometimes they like:it because they
¢ are able to get rid of certain students this way. They
can use the program to get these students out of their
, classroom. (April, 1980)

The political climate created by not initially linking ACWE students'
credit plans with the LEA teachers was the main reason teachers began to

be contacted more often by the LEA guidance counselors duzing the second
, T ‘>
year of operation. The LEA teachers were contacted by the ACWE staff to

*

: : Qgﬁsign ACWE students' curriculum. This occurred most often’ when ACWE

participants were taking required courses through the project, But this
B ) conéact occurred after the student and project Were given permission by

the LEA guidapce counselors to receive credit in a certain area. The
! ~
’ change in operating style by including teachers in students' ACWE program

~

plans helped the project's linkagé with the LEA. One LEA guidance

| counselor explayned: N .
: .. i The program is definitely.much smoother, more accepted
= ... this year. We sat.the teachers down and assured them

it was not the same as a past experiential learning
program which was disliked. We like this program and
have pushed it. (April, 1980)

1u4
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LEA teacher program ihwvolvement was thus a linkage important to tha

project's acceptdnce at the LEA. For ACWE participants to receive
[
academic credit for project participation, the important l%nkage was

support from the LEA principals. As described in the enrollment section,
the LEA principal was the project's entry péint,and cooperation from LEA
guidance counselors, who were the staff persons fesponsible for the

. -

youths overall academic experience, was the most important linkage for

Y

the designing and accessing of the youths' credit needs. LEA guidance

counsélor project support came as a result of directives from the LEA
principal. -Further, they were not adverse, as were ghe LEA teachers, .to

this linkage because they supported experiential learning programs and

were not threatened professionally by such a program. They were also

asked by the principal to participate and had discussed the program fully
with them, whereas the te;chers were not involved in ACWE program discussions.
After tw§ years of operation, teachers were not as opposed to the ACWE
programs as they came more fully to understand the program, and had the

added advantage of having disruptive.students removed from the classé

'3 ) . P

i
Identification of Community Resource Persons: Linkage Description
L] i . .

All fi%? ACWE projects developed informal linkages with community

persons as part gf their service delivery aesign. Persons knowledgeable‘
about different careers, work hab&ts, interpersonal skills or other
employment skill areas were sought bytche projects to give seminars to
or field trips for the youth participants. The linka;e was established
on an informal b;sis by the gﬁpject. staff persons. An informal network
of friends and acquainténces were used by the staff to contact and
solicit persons to help with the career exploration component df their

»

program. In some instances, ‘the contact was formal, being initiated by

105
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project staff when they heard of a potential resource person. The
, . . >
advisory boards ' at three of the ACWE'projects(helped locate'resource

persons or volunteered themselves. ‘Aside from these instances, the contact

’ ~

was based on the community's informal network of friends and professionals.

4

-

Guest speakers and/or field trips were initiated by the ACHWE

€

project staff and relied on community friendships. All different types
p ,

L4

of coqmunity resource personé participated, ranging from military per

i ,
sonnel, college staff, and big business to veterinaridls and small
businesspersons; | s

Most of the seryices requested or offered were free to the projects.

Thus, the linkage worked well as the project and the resource person

could work out a satisfactory schedule based on friendship or altruism.

projects were when trapsportation
“7 %
was needed for field trips or when payment of the resource person was requested.

The only difficulties experienced by the

both instances, the problem involved releasing budget funds for\ these

endeavors, as happened atthree projects. One project had transportatjon

problems because the LEA bus they were loaned for these activities only

,operafed during certain hours. This scheduling problem was circumvented by

staff volunteefing to drive the youth themselves. At another project, which
did not have a LEA bus for loan, the original field trips were cancelled and
. possibilities no longer explored because of lack of funds for transportation

costs. At the third project, the*change, in budget items has not yet been

/
requested from the prime sponsor as of May 1980.S These two problems to

some extent did affect all the projects, as their career exploration

STwo of these projects had surplus funds after their FY 78-79 operation
period. For these two projects the problem was obtaining the release of
funds through a project plan modification (via the CETA prime sponsor).
The third project had transportation arrangements through the LEA, but

had not forseen the scheduling problem.

In
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activities had not’been budgeted as a line item, or the costs were not

.correctly projected. Hence, when a community resource person was identified

who charged a fee or necessitated transportation costs, the projects, which
: did not identify éhese costs in their proposal, would not have the

necessary funds.

SUMMARY AND CONCLUSIONS
. M ‘ \

! '

In this chapter were presented and ‘discussed two different types of
___ii link;ges the ACWE projects created or had created for them. Bot@ of these
linkages were designed to facilitate the delivery of services. The first
set of'linkages developed by the ACWE project's funding sources was_created
and sustained to obtain service delivery accountability. The other set of
—
linkages, developed by the pfoj%gts’to enable them to act as social inter-
vention programs through the delivery éf services to youth, was created to
identify community resources to fulfill pa{ticipant and program needs.
Based on an anlysis of the functioning of these two types of inter-

institutional 1inkages, the following conclusions applicable to the ACWE

programs are drawn:

Compliance Monitoring

. Both ACWE project personnel and their sponsoring CETA t
orginization staff experienced routine paperwork flow problems.
From the project perspective, the reporting problem was

; alleviated by two different means: 1) assignment of a ) -
trained person for project reporting, and 2) becoming
insensitive to reporting requests through reporting whatever
the funding source seemed to want to hear. In this latter
situation, the phenomena of too much funding source
administrative concern for case reporting and product
oriented goals resulted in alienation of the project from
their funding source and consequently, intentionally faulty
" reporting (see Spencer, 1970: 150 and the National
Commission for Manpower Policy, 1978: 26 for a discussion
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', disjunction between the means and the ends. The result of

- funding sources had expectations on returns for their

Service Delivery s ‘. r

of the problem of accountabilitﬁo?edures predicted on
program inputs rathgr than prog outcomes in terms of a

such a process, as discussed by the above authors, is
hindrance in program operation and service delivery).

Because so much paperwork was involved in routine project
reporting to funding sources, both th@ projects and the

extra work. As there was little or no reciprocal feedback,
both the projects and their CETA prime sponsors were
disappointed with their interaction. Both parties expected
feedback on program operations and service delivery techniques.

L 4
The ACWE projects and CETA personnel responsible for the
programs were unclear as to the program designation of™
"demonstration status." ‘This created two problems! 1)
program modifications requested by the projects were diffi-
cult to obtain as CETA personnel held the pProjects responsible
to YETP regulations, and 2) both parties.had raised . ,
expectations for feedback on "program success." In the
former situation, innovative changes deemed necessary for °
the "success of the project yere either not requested or -
implementation of requested changes took months. Even
when requested changes were implemented, they went through
regular CETA channelsfand were in compliance with 'YETP = °
regulations. { CETA political considerations and accountability
pressures took precedence over innovation becwuse: the ACWE -
Projects. status as "demonstration" was not understook by
either party. .

»

€

-

All service delivery operations were implemented through the
ACWE projects operating as community change agents. - Programs
which had Been in operatien for several years had an easier

time with entry into the community than did new ACWE programs.
After two years of“operation, the three new ACWEeprojects had
integrated into the local community T®twork in a similar

fashion to the older programs. . \

Entry into the LEA institution was'initiated by ACWE program
directors. The more responsibility the directorws (particularly
of new programs) took in obtaining LEA support through school
Principals,.the faster target population .enrollment levels
could be reached. ) A

LEA guidance counselors,’after being given the imitiative by their
LEA school principal, were the main source of ACWE program -
géfefrals and determination of stgdent academic credit needs.
The program advocacy role of the ACWE project director and
staff was responsible for the development and sustenance
of youth work sites.. Pre-existing friendships and the
ability to act as an advocate resulted in faster and easier
entry into the job market and, the development of youth, work
sites. \ ' q}
/

1us N :




Advisory boards functioned to. sangtion project activities
but did not result in better servite delivery or 9e1p with

progrém"bperations.
f

—Compreheasiwe service delivery was the result in-part of -
" the development of informal linkages with community human
servigce organizations.

Tﬁe interinstitutional linkages established by the CETA
prime sponsor and the LEA functioned to sanction project
operations, whereas the informal linkages.established by

the projects with community resource persons and humsn .
service organizations were developed to impidve services.
. The latter linkages resulted in mord effective and
comprehensive service del;very .
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CHAPTER FOUR
. Vel « . . s . / '(

Ve EXPANDED PRIVATE SECTOR INVOLVEMENT

ﬁ PN ' ‘-:',x'J i

iIntroduction

In the fall of 1978 Youthwork, Inc., funded twelue programs within

the focus area entitled "Expanged Private Sector Involvement" As with

A

\ o . . . 4 *
_ the other three programmatic models, this one was to: ’

Learn more about in-school programs and their effectiveness

and to promote cooperation between the education and training

and employment systems (Youthwork, Inc., 1978: 2).

.

The linking of organizations to address the training and employment needs
of the youth is the foecus of this chaptédr. How are linkages between a
program and other community organizations initiated? What are the

functions of these linkages and how are.they mainf%ined? As suggested

.

3

by the National Manpower Institute,we,are, at present, quite naive when\\

it comes tp unde;standing these.processes.
I'4

This new emphasis on community involvement is not really new.
The concept of allowing more local control over the federal
programs is one of the characteristics, that distinguishes
CETA from MDTA. Yet it is ironic that so 1l{ttle research
has been done to find out whether local leaders ane able to
run programs better than federal administrators can. More >

) , ¢ )
( . -

' ‘ : .
1iy

’
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* importantly, almost no resgarch has been financed to discovey-- .
in those areas where local collaboratiqn seems to be working-
what the cogmon denominators are. True; all communities are jk
: ) different to some extent. Yét little effort has been made to

e analyze local conditioms which make cooperation among~disparate

groups a warking reality or merely an objective (National
Manpower Institute,)1980:54).
’ . -4 i { 7
Ihat%which we do know about'the preparation of youth by varioqg organi- ,

v-
[y

zations was suggested by Wurzburg:

For years, education and employment and trainisdg institutions
have coexisted at the local level. Since their client popu- . N
*lations are not mutually exclusive, there has been considerable

overlap in the populations the two institutions have served and

! the services that have been provfﬁed. In some cases, the .
- overlap.has produced productive par%nerships and specific

strategies for developing complementary services. More fre-

fuently, the overlap has produced competition oyer turf and

occasional charges and countercharges of institutional failure

and incompetence. The result has been d collective inability A
to service some youth adequately (Wurzburg,.1980:3). -, -

\ ' :
! In light of these findings/ the YEDPA legislation established an

orouéh investigation of the linkage .
« ’ ‘

process. In particular, XEDPA/provided a mechanism through which CETA |

ideal Starting point for a more

\

. / . .
and the schools could be 1inkdd (Wurzburg, 1980:3). The end result, ‘- .-

¢ 4

it was hoped, would be a joint effort to'ad%?ess the needs of specific

youth populations, as opposed to the mutual distrust of the past.

Interim Report #1 the Youthwork National Policy Study provided
L4

- I3 v

+q glimpse at program lifikages after approximately nine months of operation. .

This present chapter explores in more depth program linkages at four private”*\

[

gsector programs after approximately twenty months of operation. Each

.
v

of these programs has established an extensive network of links to other
community organizations. This chapter documents the purposes and functions
of certain linkageé (e.g., program/CETA/LEA; program/social agencies)

and then proceeds to examine factors that influence the ability of these

i

programs to function within their communities.

. 11 .
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*Program Charactéristigs

The four'programs discussed in this repqort represent attempts by a_‘

rural and three urban organizations to address the school-to-work transition

A
-y of yzéth. They ,were located in two midwestern states and one eastern T t
state (two programs). Oﬁly the rural proggzm‘represented a newly created
_ program. The\remaining three were modificaglons of prior programs. . ;
) Three priﬁate non-profit organiz;tions and a local education agency (LEA)
operated th% progxams, two of wéich were esEablished as alternative -
schools. The varioug programs were designed t;'invo}ve approximately N
100-180 youth. Ea;h has now bee ;L operation for'approxiﬁately 20 iy
%qﬁths and all are schedﬁled to stop receiving federal fundinafby Oqtob;r 1, 19R80.
Table i?graphicallv presents these data. ’ o ' .
- | % - @ .
3ot > < 4
R . | TABLE 1 ST . A
. |CHARACTERISTICS OF THE PRIVATE SECTOR PROGRAMS R
q'i Area Population Where Progr;m Actual/Pianneé
. Range is . No. of Students Program Program
Program Operator? (in thousands) Conducted to be ServedP . Status® Begand
Site 1, LEA S50+ Altemative . 134/140 95.7% Fxpansion 10/78
chool P
Site 2 PrNP | rural "Schools - 10?/118 91.5 New ‘10/78(\
“site 3 PrNP 1000+ Schools  ° 161/185 82.0 Expansion 12/78
‘Site 4 « PrNP 500+ Aléiﬁﬁ:iive 104/96  108.0 Expansion 11/78
J
8L FA = Local Eddcation Agency; PrNP ='Private Non—profit‘Organization
bData Source: Project f{onchly Reportg for April 1980 (site 4: March 1980) /' .
cExfaansion of pre-existing program; newly created program {
}All programs will cease to receive federal funding by October 1, 1980 /
, ’

,gv 11
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Basic to each of these programs are components such as classroom training,

o

career explofation, the awarding of academic credit, and vocaiional

exploratdon. The focus of each program is briefly presented below.

‘ site 1: An alternative school providing” basiec academic skills,'
Y | 5 ‘ .
. - job orientatibn classes,ané vocationhal exploration,

-

N 4
Both public and gfivate sector employers are utilized

fér the work eﬁgerience phase. Additionally, a

. "community partner' (mentorship) component pigovides
. / . .
students a one-to-one relationqhip with ¢ {ty _ '

Y

¢ volunteers. o .
. \.Site é: A rurél proéram providing ;laésroom traininé in job 4’, . ”-R
5 ) o {)g 0 nAfreadiness skills.’ Afper'tompletion ;f‘that phze “f
i . o v\n)youth participate i;.;ocationgl explBration in o \1 s
. { private and phblic seétorrjobs. -

- A

Site 3: Youth canwvass the loéal‘community around their-schools.

to identify potential work, sites and employers
s , interested in providing yérious services to~the program and to the
. . " a.N,' " i
- schools (e.g., .guest leéturesg‘toﬁrs of bus;nesges). Dg;ing -

¢ -

phase two, youth'are placed in vocational e&ploratidn

“
’ [4

within the priva@e gsector. Students spend one afternoon

per week (of each program phase) learning about various

careers and developing job readiness skiils.

< Site .4: This %rogram provides basic skills development, job

preparation, skills, and vocational exposure in the

private sector. A mentor corps was to be developed for

) ‘v
one-to-one relatiens between the youths and community volunteers.

- AN




Data Collection/Andlysis Procedures

JData describing, program linkages were collected periodically by

) .

field opservers at tNese four private sector programs for almost two

years. More recently (Januarys1980) fieiq observers were instructed to
p )

~

N - intensify their investigations of the issues surrounding the linkage of
. their respective programs to the social negzérk il which they operate.
{ The Youthwork Natiprtal Policy Study Analysis Pacéet entitleqd "Inter-

* v / v
Tastitutional Linkages" (see Appendix) provided guidelines fqr this
2 >

the various linkages developed to date. This®* process produced a wide
“

. . A}
>range of‘links at each private sector site. Given the time available for

\

. [}
in-depth investigation (four months: January-April 1980) , private sector
. . p . ’ t
field observers were asked to focus theit investigation on the CETA/LEA/

A} .
program link and, éimé permitting, two other linkages. ,The linkages

LINKAGES EXAMINED IN THIS CHAPTER BY PROGRAM

-

. . . oo
, Site 1: Program with: CETA/LEA; CBO's; Social Serv%ces p *
Site 2: Program with: CETA/LEA; CBO's
~ ' \

Site 3: Program with: CETA/LEA;.Career Center
, x. .
. Site 4: Programwith: CETA/LEA ”

. %4

¢

- '
ipvestigation. Further, field observers were instructed.to refer back *

to their earlier protocols and program reports as a means of identifying .
! . ' -

'\ AN R .
studfed during t period and discussed in this chapter are noted in
[ ‘ = . T 'i -
Table 2. )
\( k 4 :‘@‘A x
- )} . N ~ \ .. . . \’
~ , - . TABLE 2 _ Lo ‘
P i ' - -~

N\




’ R FINDINGS
-« K
The development of linkages within the community is an important

] . <
* process for any program Failure to accomplish this linking may lead to

the inability to carry out planned program objectives as well as decrease
the likelihood of program continuation. The findings are presented in '

four brief, program-specific synopses. Each synopsis details how the
' 1
program established and nurtured the CETA/LEA/Program linkage. At two

sites the program's linkage to CBO's is also presented. For each linkage,

its operation, incentives to participate,aﬁd focus of decision-making

)
authority are presented.

-

A final section, after the synopses, examines a number of questions

pertainidg to the inter—re;%tionships of programs 5hd the network of

Organi}FtionS within which they operate. As but one example, the need

' — -
- for different linkages at different times is discussed. Additional

—_—

site-specific data, rélevant to these issues, are included in this
. . r' e
section. : :

Site 1

~

- Overview of the Program and itssLinkages: The program at this site »

established a small alternative school serving approximately 80 students.
As part of this schd®l, a job orientation course and follow-up work

~

experience werE provided as curriculum options. Those students choosing

~

this option had to successfully complete,thé classroom phasé‘p;ior to

\T being given a work placement. In addition, students spent a portion of

their day in academic classes. A community partners component was

included to provide,studéhts with role models. )gi’,
) !

lCETA, as used in thig chapter, refers to the local prime sponsors of
these’ programs. .
115
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. .
Linkages develgped at this program included ones to: the CETA prime

sponsor, the_ school district, public and private_ sector employees,

. Ve v
¥social seryice agencies such as the Lions ‘and Rotary, and community-based

»

o}ganizatiahs such as youth g;ibice programs and a crisis center. For
each linkage an exchange of services occurs. For example, the proéram
PR

provided speakers to service agenciés who in turn provide the program
~

with volunteer community partners. In another instance the program
-

provided employers with employees, while the employers provide the program

P

worksites. In this way, the program-has linkad into the overall system

providing and receiving needed services. The field observer identified

the program's need for these links as béing greater than the needs of

¢

other groups fo{fthe links, i.e.,‘the other‘groups could get along without

the program, but the program could not function without these links.

Fof(the program these linkages are essential for meéZing program
goals. The program needs the organizations more than the organi-
zations need the program. Therefore, it is the employees of the
pragram who initiate the linkages and c;y?t the ¢desired cooperation.
Note that the organizations are linked €o each other forming a )
"network". It appears that the program has successfully tapped
into the network. In one‘casé the program helped form a link%ge.
between the school and the prime (Margl 1980). '

In pursuing the establishment of linkages as suggested in the pre-

.

ceeding passage, the field observer found that this* process was contingent

‘upon: (1) identifying a program goal; (2) identifying the appropriate
source ‘of help (link); and (3) delegating linkage respongibilities to a’’

] B
staff member--preferably one with a background or familiarity with the

g}gigiz?tipn to be approalhed. These steps were further explained by

the field observer:




; -
Based on the program's experience it appears that a necessary ' gon-
dition for an establishment of a linkage with other organizations .,
is the identification of a person or a position. as responsible for
the development of such a linkage....The characteristic that
seems common to all of these individuals and stheir establishment
of a linkage is that they have had some prior experience within
qr dealing with organizations.to which they have linked....So
based on the observations o& this site, it appears that it is

elpful in the establishment of linkages- the the _individual who
does. the actual linking with other organizations either have °
had prior experiencé, and identifies with the philosophies “and
goals of that orgamization, or the individual has the necessary
adthority, "pull", to make her requests for hinkage legitimate.

- ( . ~

I

- )
I am not suggesting g;i; if these conditions are, notymet that
a Ainkage cannot be built; but perhaps it will égke longer to
establish a linkage when these conditions arg not present
becausé prior to establishing a linkage they must make themselves
legitimate to the organization that they attempt to link to.
Individuals who have already dealt with these organizations)
and who can and aq share in certain key-values and philosophifs
should be able to link easier than individuals who lack these .

characteristics and experiences (March 1980). E

~ / ‘ ™\

\ o

\

-~

Stemming from the program's need to meet program goals, the field

—

observer identified four phases through which this program passed in the .

: . / N
development of ptogram/communig§l1énkages. Stage 1, statrt-up, actually

began prior to the‘program with the acquisition of letters of support
from community cfganizations and the creation of formal linkages with the CETA

prime -sponsor and the LEA.. The outecomes of this phase were the egtablishment of

~ ’ \

contractual agreements and an "identification of operating procedures.
Stage 2 was closely associated to stage 1. Where stage 1 laid the

groundwérk for the program, stage 2 began to implement the pragram. At

»

this point daily opeihtions began, students Qére identified, and

community contacts were more formally Initiated. At stage 3 the task of

o 1] -

2

‘1
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meeting program goals was addressed. For Site 1 this meant identifying a

specific goal and then delegating résponsibil&ty for peeting that goal to

a sfaff member. This stage w%s also a time during which grogram‘@odifications
occurred. For examp%g, one program éoal wa; to élace youth in private

sector work experieﬁces. The modifications that trans;ired were noted’by

the field observer: (

The job coordinators ‘found if very difficult to place students
on private sector jobs. “Théy found the difficulty with the

14 and 15 year olds who, for the first part of the program,
accounted for a large part of the participants. Also the 0OJT
contract did not~attract as many private sector employers as
first thought. Therefore, the job coordinators begén to explore
the possibility of using the public sector....A meeting was held
with the prime to discuss that option. The program was later
modified to 3\%0w program funds up &6 200 hours. After the 200
hours were used, the students would be transferred to régular CETA
rolls and be allowed to continue iP the same job (April 1980).

-y
-The final stage, institutionalization, emphasized development of a
permanent position within the community. The major goal became one of
‘program continuation and was approached throagh increased attention to

\
the operation of established linkages.

CETA/LEA/Program Linkages. The development of this linkage began

prior to the érogram's start-up. The proposed altarnétive school was

t; be’an integral part of the school system. 'Interaction between CfTA

and the qponsoring LEA was precipitéted by the nee%‘of the school district
for ;echnical assistance in-developing the proposal and by the fact that
the propogal had ;o demonstrate a cooperative arrangement between thése‘
two systems. (After all, it was to belg.QETA-funded In-School Prpject.)

Once intiated, Ehe respective roles of CETA and the LEA to the program

were clearly defined. CETA functioned as*a source for regulaéion clari-

ffgation, assistance in wrifing proposals (program modifications),

technical assistance, and fiscal matters. The LEA provided program

£

~ ‘
facilities and program staff and helped identify eligible sfudents.

| .
11y

.
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The program's impact on the CETKYLEA linkage was quite noticeable.

The key to collaboration occu;xed about five months int& the program.

Personnel at the alternative school were reluctant to enroll more students
~ {V(

needed to meet proposed service levels for ar of changing the nature,

of the schooI: CETA; LEA, and program personnel met to discuss what

actions could be taken. The first step was for the CETA representative

to suggest a dual enrollment of youth. Through this process, youth in ~

another CETA program were provided the job orientation class of the

program. This effectively raised the enrodllment figures.th;ough "satellite '

programs" without affecting the segvices being—effered the alternative

1 -
school youth. For t?e CETA .prime sponsor this agreement repfesented the
» | WS
>first,t1mé that CETA program youth could rqceive academic credit for
)\ I

CETA program participation. Further it fostered similar relationships

with a gecond schodl district. The field observer noted in Novexber 1979:

‘ LY . P

I had an opportunity to talk with the Youth Program Dirgctor at
the prime sponsor# She reported that this is the largest school
- district within their servif@ area.. She told-me that the second
g largest school district is now more than ever willing to cooperate

.with the prime sponsor because they have learned of what this

school district id getting, and they feel like they are being

" cheated out ‘of somethihg. What the second district is planning

to do is teplicate the satellite component of the program. The . *

‘ school district will provide a teacher, and in the case of the

teacher's salary, half will be paid by the school district and .
half by CETA. Tnfn, for a job orientation class, CETA will.
provide the jobs. The person speaking directly attributes is
development to the program. She was the one who suggest in
an interview last year [1978-79], that if one could get districts
competing against one another .for these benefits, CETA would gdin
more acceptance. Apparently that is what is going on now.

More recently (February 1980) the field observer noted:

In an attempt to increase enrollment figures without increasing

the number of students dat the alternative school, satellite
programs were established. ,This resulted in very.firm linkages
between thé prime, the program,~and the schools. This linkage

is still operating and seems to be strong. A second goal;

placing students at jobs, resulted in developing, again, a stronger
connection with the prime and with the schools.

- : ™
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The incentive for the CETA/LEA linkages shifted ‘somewhat during

thé’coyrse of the prqgrhm. Initially ‘the emphagis waékon dual pafti-

, ~eipation for grant writing. Later, the incentive shifted fo meet program

\ “ L4
modififations. Both systems received benefits through this relationship”

. " . -
in the form of academic credit and student enrollment for CETA and the

L Y

B A
LEA, respectively. Most recently there have been joint planning efforts
¢ .

_for program.congjnuatioﬁ after federal® funds end.

The CETA/LEA/Proé;am linkage also benefited t;e fouth participants. The CETA
prime sponsor thr;ugh.the satellite programs picked up youth:who had
earned the maximum inceme allowah{?ﬂvia the project. The youths were

. N .
then transferred onto CETA payrolls but retained the jobs they had when

‘with the program.. This process reduced the, chance of youths:being without

a job and income. The youths also had the choice of remain#fig in the tra-

/ ,

ditional school szftem and taking part in the satellite programs or of
»

*

‘attending the alternative school.

‘The decison-making authority for this linkage varied. For routine

daily decisions, the program director was in charge. The overall responsi-

F -

bility for the program, however, rested with an assistant superintendent.

When major decisions had to be made, as in reducing the number of students

i
to be served within the alternative school, the program director relayed
such requests to this higher level of authority. The CETA prime sponsor
as the program's monitor and funding source also particiﬁhted in major

decisons that would necessitate modification of the proposal. As

previoﬁsly noted in thg-cases of the satellite programs and the transfer

of students between programs,'there existed a high degree of cooperation

.

" among the three parties in this linkage.
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CBO and Social Services Agencies/Program Linkages. The field

-

observer at this program suggested that linkages were directly related,

to meeting program goals. She explained: .

If it werenot fdentified that jobs wefe important, the

public sector may never have been tapped. If it were not
identified that the community partner pYogram was_-
important, then the recruitment of such partners from such, , /
organizations as the Lions Club or Rotary Club, colleges, and
churches may not have been developed. And if it were not
identified that it was important to serve as mdny students as
possible, the cooperative effort between the prime sponsor and
the program would not have developed. If the goals were
maintained or identified assmerely improving the academic
achievement level, self-concept, and value clarification, then
probably, these linkages would not be formed because those

* goals would be met within the confines of program staff and
the school; there would be no need to go to other organizations
and seek their cooperation (April 1980).

Tﬁkdigentification of a éoal and development of a linkage were repeated
time and agaiﬁ at éhis program. In contact wi%h community-based organi-
zatiaons, the emphasis was on fuifilling program components through the’
exchange of services. A specific benefit of this re%ationship fo} |
the program and/its youth was the acquisition of comm;nity‘paaners'who
worﬁed with the youth as réle models. This also was a parti;p%arly good
example of the need to delegate goal attainment to a spécific %éréon.
Duripg the program's first year (1978—795 this component wés neverl ﬁ?

\ .

operational as program personnel worked on it when there was extra time

|

available. Year two. (1979-80) found the responsibility for this ﬁomﬁonent
given 'to the social worker and the assistant d;rector. Under their }}
guidance the number of c;mmunity partners increased and  the component“;
becamé functional.

The social service agency linkages differed from CBO linkages in that
they focused on the needs of mutual clients. This linkage was found

to have been initiated very early in the program. The field observer

noted: . :

\ ' 12,
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’ '

According to the project directdr, the development of this
linkage came -about early on. She said that initially the
program contacted many of the social agencies right at the
point of inception to determine what services were available
within the community and to attempt to avoid overlapping
services (April 1980). )

«

The alternative school's .social worker was the key person in

relations with social service agencies including suéh,égencies as Children and

Family Services, Juvenile frbbation and Parole, the County Association of

¢

Alcohol and Drug Abuse, and two colleges. The program's social worker
. .
felt that particularly strong relations existed wié% the first two agencies

as she ﬁnew the caseworkers quite well. The field observer identified

several reasons for these linkages:

First of all, such a linkage can .provide a cooperative effort
and the combining of services for common client. Secondly,

. it provides a means for sharing information and understanding
about a particular child. Thirdly, social service agencies
are a referral source, and fourthly, they can help provide
support within the service.network for the' program (April 1980).

\]

The social service agency linkages provided professional support

for the program, referrals, and through codperation with the program,

%

a much less fragmented approach to service delivery for mutual clients.
However, while cooperation existed, the field observer also identified a

desire by social service workers to have greater input into the decisions

s

made about services for mutual clients. As far, as educational decisions

were concernéd, the authority was clearly in the hands of the educators,

-

Tﬁe field observer explained the situltion as follows:

The social service people are allowed to provide input and

make suggestions specifically when you are dealing about an
individual student, but they: do not attempt, nor act to give
input into the running of the program, the development

of the program, or acceptance of the participants. I think the
social worker put her hand on it when she made the comment that
these workers, referring to social service workers, are not in
education, so it would be inappropriate for them to come in here
and tell the staff how to educate these children (April 1980).
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. Summary. A aumberxof important factors in the development and ﬂi

-

. maintenance of linkages occurred at this program. First, a three-step

“$rocess in the development of a linkage existed. This included identi--
fication of a goal, an appropriate ‘linkage, and someone within the
t

‘program to oversee attainment of the goal. Second, four phases that

the program paésed through were identified: \start~up, intake, attainment

of rgoals, and institutionalization. Third, not only were linkages

‘developed, but'there was always a two-way exchange of services. This

giving as well as receiving acted as an incentive to community organi-
) 1

~
zations. Fourth, the program was clearly located within the community's
1]

-

network of organizations and worked to foster linkages between organizations
(e.g., CETA/LEA). #

The CETA/LEA/Pr linkage was strengthened by the j?}pt CETA/LEA

1} .

development of this

am. Both organizaions received incentives to main-

4

Y

i o
tain this linkage. Md For the CETA prime sponsor it has also fostered linkages with
N o »

another sé%ool distriqé{ The most'nOQable OCCugfence suggesting improved \\
cooperation between th;\CETA prime sponsor and the LEA was the Yoint effort to examine
ways to maintain the program after federal funding ends. Planming fPr t@e ‘
program's future further suggests the extent to which the program made

\

itgself needed within the community. ' : o

. Development of linkages to CBQ's and social service Qgencies were - ﬁf
. depenﬁent on meeting gbéis.z W£thnCB618 the reiationghip was primafily& g
, one of egéhange of serviées,<whereas gigh:soéial service agencies it - ’
depended on the needs of shared cliepté. While decisign making in the
CETA/LEA/Péogram linkage was often shared, this was not the case
with other linkages. 'CBO's and social service agenéiés had ﬁo say in prograr
. . . \ » . .
. Qpefation. These were éupportive linkages. The CETA/LEA linkage was ’
¢learly the most crucial to program success. , -
Q . ’ ) 1-9 | . B
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Site 2

¥
-
.

Overview of the Program énd its Linkages. The aims of this program

were to provide rural youth wit@ classroom training in job acquisition

skills and career exploration and then provide brief work experience

with privat%lsector employers. To accomplish the former, program

personnel operated the program in five rural schools after the school day.

For the latter, job sﬁecialists contacted employers ana arranged‘for ;he program's

work phase. The program's linkages included ones to the schools, <

‘ employefs, a tutorial program, the county action program,and CETA. The

program's emphasis was on developing linkages with the schools and
employers. These linkages helped meet the program's goals. Less extensive
contact with other community organizations bccurred.

o

CETA/LEA/Program Linkage. This program represents a rare case in

which a prqifam sponsor did not enlist the participation of the local

CETA prime sponsor in the development and‘submission of a program proposal.

As a result, the link between the program and CETA was minimal'at the

outset and remained so. The linking that did occur came through contact i
between program personnel and CETA program personnel at meetings to

discuss the various services available to youth in the county. Limited

effort to maintain linkages by personnel from these programs resulted

in little coordination of county-wide youth programs. The field ;bserver,

noted:

.

As could be expected, with such a limited degree of joint

endeavor the decision-making authority has remained firmly

within each individual program in relation to recruitment, .

solicitation of job placements, and similar program decision

making. The impact on service to enrollees has been minimal.

While the program has placed two students with a CETA-funded

tutorial program and has shown some students the County

Action Program's work module facllity, these instances have

been so limited, the ii;ﬁpt on enrollees is almost non-existent (April 1980).

124 o




2 . . -99-

N

The youth program successfully obtained'letters of endorsement for

LY

program continuation from local CETA programs. There was, however, no

commitment by the CETA pripe sponsor to supply funds‘?or the proposed

’
continuation. . .

The linkage to tig LEA's of the county fared better. A number of

program characteristics made it attractive to the schools. They

included: (1) a lack of similar programs in the schools (there was no

extensive career education taking place); (2) a requirement that to be in the program

the student must remain in school; (3) no request for financial support of

the, program; and (4) limited time demands and lack,of paperwork for

school officials.
7’
Acting in opposition to these factors was tpe operation of‘the program, ’

PR

Administrativelys it was housed at a location other than the schools being
served. Second, the classroom phase was conducted after the end of the

regular school day by individuals who were not part of the regular |,

s

< . )
staff. Consequently, one guidance counselor labeled it a "ohost progran"

.
I3

as little was actually known about it.

. -~
Interim Report #3 of the Youthwork National Policy Study detailed

factors enhancing program administration (p. 131). Among those faotors
were: in-school programs should include the use of school~faculty or

the reguiar presence of program personnel at the school during school
hours; the program should begin during school hourss and program operators

ghould be experienced with the systems encountered when conducting an

- .

in-school program. The less these factors wére adhered to, the more
difficult program conduct would be. Given that this was the program

sponsor's first in-school endeavor and that none ‘of the other prerequi:sites

rd

were met, it is not suprising that some unéertainty about the p#egram

~

existed among school officials. . .

’

N S F5
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Despite the obéfacles faced by this p;ogram, including an almost
entire change of staff, there/was evidence of growihg IJUQ support.
As but one example, all school districts were approached about the
awarding of academic credit ét the program's outset (December 1978).
! The respgpse was reserved, there being concern that too many ways
« already existed for%&nmh to acquire academic credits. Once better
established, the program director again approached the school districts
with a clearly oytlined request for academic credit. At that point
(Spring lQSO),écQool repre%entagives were quite receptive to this. 3
process. The field observer noted that a program's creg}bility became
a factor in the acceptance of a program modification:
It seems that, in the instance of a program, longevity equals
credibility. What a program may have difficulty accom-
plishing in its formativJe stages may be easier when it has

established itself in the .community (April 1980).

. , .
A second instance of the growing support by LEAs occurred when officials from
t%; participating schools wrote letters supporting the ﬁTbgram's continuation.
~

4

The decigion—making authority rem;ined completely under the control
s of the'program's staff. The field‘ébserver noted that tﬁgabarriers,in
., particylar, reduced the possibility of greater sharing .of decisions
between the program and the schools. The first was the location of the
' program oytside the schools,and the second was a lack of lead time before
enrolling students.’ The former was an administrative problem mentioned

earlier. The latter resulted from late program start-up and the sponsor's

hurry to get under way. The field observer further discussed’ this problem:

Starting up in the middle of the school year also c¢omplicated
a cooperative arrangement such as this.- But, even if the
program had started in September without a gufficient lead
time to develop a cooperative agreement based on mutually )
shared goals and LEA input into programming, it is unlikely
’ that cooperative efforts can be fostered during the first
year of program implementation (April 1980).




5

To date, the only degisions school representatives really participated

in were whether to participate in the program and whether to award

;cademic credit. .

o

The overall strength. of these two linkages (CETA and LEA to the program)

remains dg;lear. Certainly both CETA and the LEA provided "verbal"

the program. However, there exists no evidence to suggest -

support fo

that either system has offered any assistance for program continuation afterec

federal funding ceases. For the CETA linkage it may be that the few

contacts betgﬁn the program and CETA programs were not sufficient to
waf;bnt CETA support. Perhapsrmore direct contact with CETA administrators
would have Béén the cSrrect tack to take. A clearer relationship ‘
bétween the prog®am ard.the schools occurred. Interaction to some
extent was neceséary for conduct of.the program, and there were some
' cl;ar incentives.to egcoufage involvement. HoweQer, the direct link to
the schools was not strong enéqgh to have fostered among the schools$ the
kind of commitment to ; prggram that was necessary for continuation
support. Finally, the CETA/LEA linkage cannot be said to have been
affected byrthis program. A'key to this had to be the circumventioh

of the CETA prime spdnsor.ﬁuring the submission of the original proposal.
L4

CBO/Program Linkages. The linkages in this category were developed

primarily to exchange services and information on shared clients. The
~ 5,

N } . .
program acked as initiator in these contacts. Early in the
piogram (March 1979), staff arranged the meeting of individuals from kS

many of the county's programg for youth. At other times they contacted
3 \ :
individual programs. Most notably, program staff were involved in the
A i

conduct of two ﬁlanning meetings held prior to a rééional hearing .by

’ ] ‘
the Natiféal Yduth Advocacy-Coalition$(MAy 1980).  These meetings

”

wefe used to develop testimony.for presentation at the hearings.

N _ Lt 127




The problem fated by program staff, and as yet unresolved, has

been a means to maintain the dialogue initiated between programs. °

After fulfilling the need for a contact, the principals have gone their

own wa;x with little further communication. As suggested by the field

«

observer, continuation of linkages was sporadic:

While it would seem that there would be many theoretical ‘(
advantages to close cooperation among the youth programs

within the county, the sporadic contact between programs

and the fact that formal contacts were always initiated by

this program seems to indicate tRat the staff of various

programs do not perceive a cooperative ébfort as an important .
goal in a generalized sense. However, when a specific instance

has arisen which required cooperation, that cooperative effort

has been forthcoming, at least in the few inétances initiated

by this pregram (April 1980). ’ ’

Summary. This program fulfilled its goals through linkages to the
schools and employers. For the development of each, specifig personnel
were responsible. The si;e provided evidence' that program_longevity enhances
credibility which in turn enables a program to better meet .its goals.
In the long run this suggests that programs 'need be funded initially
for longer periods of‘time than were the Youthwork, Inc. programs (9-18
months). This may be gspecially true for newly'developed %rograms, such as
this one. After 18 msnths the program wés just beginning to staﬁilize R

and be viewed as 3 valuable contribution to the schools. An additional

year may have provided further information about the processes a newly

" created progrém must go through before becoming an integral part .

of the commun;ty.

_ Certainly one thing we now know is that this program was not ‘
located so as to facilitate its linkages with the'schools. While it
did £ill an educational gap, it remained too detachgd from ;he schools

to ensure its position as a community program. Associated to this was the

fact that this was the Sponsor's first attempt at serving in-school
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youth. While the overall effort to serve these students succeeded, an

. q?erator more experienced in school-oriented programs may have been more
cognizané of ways to foster this linkage. | —_

Finally, the lack of a CETA/?;ogram linkage must be noted. This
omission precluded the possibility of estabiishing and fostering CETA/LEA =
relations via the program: an original;iﬁténtion‘of the exemplary
programs. More importantly, a key gource of continuation fénds, through
‘ the YEDPA 227% set as%pe or other means, was lost.
Site 3 '

Overview of the Program and its Linkages. This urban program was

divi?ed into two phases. During the first few weeks youth, 1in pairs,
~
sed the neighborhood surrounding their schools identifying and

+

soliciting participation of employers. Employers who agreed to participate

did so ’E several ways including giving site tours, giving
preéentationsabout their business, and providing a worksite. During !
the second phase of the program, youths' career interests were matched with

employers who had a comparable work experience available. One afternoon during

each phase the students met in a classroom setting.to learn about various

v
v

careers and develop their job seeking and job keeping skills.

The focus' of investigation at this site was on the progfam's
9 1] .

linkages to the CETA and LEA'systems. The purposes for these linkages

i

were briefly described by the field observer: .

Department of Employment (CETA)--As a cofunder of the second \

year's program, the DOE has been closely involved in defining
the bases for the project and in handling fiscal matters.

Close working relationships are necessary to assure the

flow of funding relative to program expenses, student payrolls,
etc. The DOE is responsible for the resolution to the Board
of Estimate mandated for program approval.

125 ~
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The National Alliance of Business is the sponsoriﬁg ‘organi-
zation and brings to the program the resources of its ’
affiliated organizations,

the requirement of a Board Resgolution enabling the Board
’ to accept funds for the part-time involvement.of school staff
~ . on the project, Further, this linkage is necessary for involvement
of individual high schools,
Division of High Schools--A critical linkage as activities .
. with and in the high schools come under the Division, its
Executive Director, and the Regional High School Superintendents.
Linkages are required in setting up the in-school programs.in
future years. ) .

A Board of Education--an important reason for this linkage is

Participating High Schools--One of the most critical set of
linkages in that working relationships need to be established
with the school's administration prior to initiating any
school programs involving school staff and students. While
initial contacts were through the appropriate superintendents,
subsequent contacts have beep with the school principals and
with program staff located at the schools. Through the high
school administration and project staff, linkages have been
~established with community organizations and governmental
offices, priyate industry establishments, and the project/school
advisory committee, . -

Center for Career and Occupational Education (CCOE)~--

linkages with this organization have been critical in pro-

viding resources of CCOE's Career Experience Center and its

//,staff for student in-take, testing, etc. Through the ‘CCOE,

linkages are also maintained with the YETP program. Central

administration of CCOE may well play a critical role in the

continuation of this type of program in the school system after
< discontinuation of Youthwork funding. Not only does the CCOE ) .

have responsibility for the Board's YETP project but it is

also responsible for other programs involving CETA funding (March 1980).

~

/
CETA/LEA/Program Linkage. The non-profit organization that operated

- v

this prbgram had.had prior contacts with CETA and the schools. The pro-

posal received the support of both systems, with the CETA prime sponsor assisting in_
regulation clarification and fiscal matters while the LEA proQided ‘

f;cilities, st;;f,and stuéents. .The intial relationship was much

the samé as g% Site 1. The main goals of this program, studept' ‘. : g

preparation for employment and work experiences, were met through

linkages with the LP&'s and employers, as was the case at Site 2. .

13y
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- As with Site 1, Site 3 enhanced the CETA/LEA linkage.~ However,fhe

nature of this relationship differed from that encountered at Site 1,
where the link was strengthened via efforts to meet program goals.
In contrast, Site 3's linkage was centered more agoﬁnd the continuation

of the program and how each party could contribute to. this process.
. ¥

L Actual program operations were faciliated by avoidance of the

)

CETA and LEA bureaueracies. The program director suggested that success
came withigg direct linking with school personnel as opposed t%,go.ing

through the "political system'. 478 noted:

We are talking about what makes this prog;am-successful. From
the standpoint of management and working with people, we work
directly with the people in the schools and we avoid the

linkages with the political system of the high schools and the
prime sponsor. For example, if we had to run the program, from
its butset, through the Bureau of Cooperative Education, the
Career Center, the high school system's administration, the YETP,
and try to coordinate that with the sponsoring agenciés and the
prime sponsor, we never would have gotten it off the ground.

We say we have worked vith these groups, and in a sense we - .
have. But in reality, we have circumvented all of these groups

and have gone directly to the high_gghdsls... .

¢

I think one of, the major weaknesses of the sponsoring agencfes
is that they tiry to Implement and bring about change in the ,’
school system through the political structure of the high
schools. That is impdssible to do for as soon as they link
up with the people of the organiibtion, the program gets sub-
merged in bureaucratic snarls and rhetoric. But as soon as
you link up with people in the schools, and maintain Iiaison
with them, you have a good.basis for success and involvement

with ongoing programs (March 1980).

-

" As suggested, the critical linkage for operation of the program was
|

at,theindividualhigh school level. However, the ultimate fate of the
t

program lay in the éureaucracy. Financial support for this linkage was not

likely to be forthcoming from the school system, as the field observer

-

-

noted:

' o 13g ﬁ
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The Superintendent s interested in the program and its

extension intd other high schools. He does feel that the )
‘high school system will be in a tight financial situation

this coming year and that it will be virtually impossible

to provide staffing for a program of this type (April 1980).

Fortunately, the CETA Prime Sponsor also found this to be a
promising program. As a result, the second year of the program (1979/80)
was funded to a greater extent by local CETA funds than by Youthwork,

“

Inc. This included an expansion from two to three sch&bls. Currently ,

negotiations are taking place for continued CETA support for 1980-81,
including a fourtlh site. . . R .

the school system's Center

The program's future\appears linked to
. A ]

for Career and Occupational Education, one of whose functions is the

oversight of CETA-funded programs: The program's relationship to this

center was established durin the first two years of the program.<l978-80).

Initially, use of the CETA~funded Career Experience Cengertﬁas'éontgsted X

by CETA as it would result in a comingling o\f.CETA and Youthwork, Inc. -

funds, During the second year (l97§-86) CETA's cosponsoring of the

program eliminated this probiem. -As a fesult; students have made

extensiye\use of this facil%§y. This linkage was further-facilitated

by the initial contacts made during y;ar-one and by\the program's provision

of additional staff to help oversee the prégréms usel of the

Career Experience Center during year two. I E ! :
Two significant deveiopmedts héve recently_occurred in the fhrtheriné

of the CETA/LEA linkage. First was the cféatiopggf a commiésiqn to study

ways to improve this linkage. Initially, éhe programis director éerved as acting

head of this projecé, whose purpose is to "developAlinkéges that will expedite

N~
/QEJ ~work between the two institutions." The second process involves

linking the program's youth with youth from another CETA,p;ogram'in an

effort to help locate jobs forjthq summer (1980) months. The program

4 .
e -~

- + a
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director explained: ’
The program etudents are presently scheduled to end their
vocational exploration -experiences on June 6. A plan is now
under way to extend the’ program an additional three weeks so
that program students, the experts in job development, may
pair off with other LEA YETP students in an attempt to
develop jobs for themselves and/or other stgdents in the six

= schools desiring summer employment. The sfudents at six : .

. schools, three program and three other YETP schools, wihll

attend joint workshops prior to outreach into the private
sector community (May 1980). .

\

This program modification would be

.

approved by CETA, provided the necessary paperwork was completed by June 6, 1980.

Decisions regarding the operations of this pgbgram remained the
domain of the private non-profit operator. Hbwever, extensive contact s

with the individual schools was mayntained via a program coordinator at

-

each school. Decisions at individual schools were made by this individual. ]

A strong bond deveioped between the program and each school. This was

fostered by continuing efforts to involve school personnel through .
working part -time ﬁor the program and by keeping the adminfstration informed

of the program's activities. Decisions‘concerning program continuation -

prompted the program's operator vo solicit the assistance of other organi-

zations (e.g., CETA, LEA). ] ! .

Summary. An important factor suggested by this site was the
necessity to foster linkages to different levels within the LEA system.
For'the*actuar conduct of this program, firm linkages to the schools

served were of paramount importance. However, where the program's

future was concerned the district—wide administrators had to be
3 »

P

involved. Second, the program director as well as the sponsoring . .

.

organization had extensive backgrounds in and prior experience with

programs of this nature. " Prior experience in operating youth programs,

1
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combined with a familiarit§ with how to negotiate the vzfious systems
(e.g., CETA, LﬁA) faquitaqed program conduct. Finally, although
operated by an outsi&elage;cy, the program was linked di;ectly to the
schools through its location, staffing, and continued efforts to keep

administrators aware of program activities.

» v
.

Site 4 .

Overview of the Program and its Linkages. This alternative school

» i .
bperated during the afternoon hours of the school day. During-this time
youth must take courses in reading and math, as well as a job orientation
class. Work -experience wi&h private sector'employers were provided

students and a mentor corps was to have been.developpd. o

[
-

The linkage developed by the program included ones to the schools,'

s

CETA, colleges, employers, childrenk court, and a group of youth

serving agencies. The 1inkéges to CETA and the LEA and their-purposes

were noted by the field observer:

Linkage: CETA office .

Time relationship began: November 1978/start up. )
Nature of relationship: £file reports, forms, occasional site
visits, monitor, minor technical assistance '

‘

Linkage: LEA (Special Programs, Guidqpce, Readiﬂg Depa}tment,
Math Department)

Time: November 1978/start up e
Nature: cooperate in the awarding of academic-credit, refer

students, provide feedback to project through guidance cdunselors,«
advise education component teachers. .

.

This private non-profit program.had‘difficulgies in establishing
linkages to meet goals. Both a mentor corps and an advisory council

réﬁaiﬂéd undeveloped after a year of program operation (January 1980).
s -

"Two -factors entered into this situation. First, there was a large

) ’ ' L ' : '
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3

staff turnover wirhin the first year. Second, no one was assigned to carry

3 .
out these components. Fortunately,program components more' crucial to

program conduct, e.g., the training phase and the acquisition of work

experiences, were more carefudly overseen.

'

CETA/LEA/Program Linkages. The program's linkage to CETA remained one
focusing on monitoring and technical assistance. This occurred because -
the CETA office had many programs to oversee and was understaffed.

The CETA represenative described the relationship as "a somewhet formal

administrative relationship."
The LEA/Program linkage is clearly one that has developed over

¢, - .
time. Initial contact between the sponsor and the LEA centered on

~LEA input iqto the educational component of the ori&}nal proposal.

Once ihitiated,%he program faced difficulties brotght on by late start-up
and the system established for identifying eliéible youth. The former
made it difficult to eynchronize the program components to the school's

schedule. Mid-semester was too late for the school system to rearrange

student schedules. The latter found the program relying heavily upon

referrals from a coalition of youth~serving organizations rather than
the schools, thereby reducing anticipated enrollment. This referral
process further complicated the LEA/Program relatioﬁship as noted by the

field observer: -
4 .

The school representative said that he had no problem with the
agencies referring most of the students to the program. He
expected that the agencies knew the students and their families
* . YVery well because they had worked with them for long periods of
time.- However, they did not know the situation the students
Were in at the school and expected the Clearing process to take
placethrough the school before placemént in the program. He said,
'"No agency, no matter who they are, can pull these kids out of
- school without our permission." He gave an example of one student
! ) who was .doing well in school and was a senipr who had been referred,
by an agency and placed in the program. The school was unaware
_of his enrollment for quite a while, and his mother thought he |
had been assigned to the program. It was decided that the student
would do better to.stay in school full-time and graduate through
the school system rather than the program (May, 1979).
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High staff turnover and administrative problems yere additional factors that

(ijvﬂ\ impinged upon program operation. By the beginning of the new school

year (September 1979), school gdidance counselors were becoming unsure

T

of the program. Contact with the program and its ending in mid-"

Semester were concerns expressed. y Counselors were reassured by program

staff that there would bs/;mproved communication and that a program

exténsion to the end of the school year was being sought.

Shortly after the beginning of the school year (November 1979), -
the program's administrative problems were resolved. 'The private non-
profit sponsor took over the overseeing of the program. (formerly this

authority had been delegated to another organization.) Also a new

program dire%tor was hired. Since that time the program's relations
with the LEA %luorished. A waiting list for entrants into the .
program began to develop. Most referrals were coming from the LEA.

Additional improvements were noted by the field observer:

The relat&onship with the LEA has becomé quite firm. They

now have & formal agreement with the administration covering

such things as referrals, amount of credit, and communication

) channels. | In particular, the communication between the schools

‘ -dml the prpject has improved in the area of attendance and .
truancy..,}In developing this new program to deal with truants
at school,|there has been "more cooperation from the LEA than
ever expectied. Guidance  counselors, social workers and
administratiors of particular schools are involved closely with
the projecﬁ to monitor attendance." The two program counselors
feel that the LEA and the project are "providing a network of
supportive,gervices for students" that were not there before....
% mentioned |some instances in the past where this cooperation
between the |schools and the project was not taking place over
the last year. I askeéd them what they felt the changes were
due to. Both agreed that one of the major factors was the
coordination} of the program with the school year that was
instrumentallin producing more coopbration with the school.
Also cited by them as a factor was* the continual contact
initdated by jproject staff with the schools on an indiyidual
and frequent {basis (March 1980). .

S




_ period of mgturation.

Corroboration of linkage strengthening was recently made by the LEA

T

liaison (April 1980). Particular mention was given to the efforts by
program personnel to better understand the operation of the school sys-
tem and the affect of time on program development.

He said the project had come a long way in understanding the
constraints under which the LEA operates. Teacher contract
agreements, department and interdepartmental procedures,
* accountability to many levels of administration have all
presented grounds for misunderstanding between parties in the
past. Thesé misunderstandings have slowed down the develop-
ment of agreements. He considered the quickness and ease .
with which this agreement had been made as a reflection of the .
growing stability .and trust that has developed over a period
of time. The project's director has been, '"a very easy
person to work with." RequestS§ to him are met prbmptly,
reports are shared, meetings are frequent. The relationship
has changed over time and overall is "improving steadily".
One recent development is that project counselors have
established consistent working relationships with partici- !
‘pants' school counselors. He suggested that the LEA 'would
be sensitive to suggestions of a continued relationship."
The continued relationship alluded to was pursued. The program's

*

director requested letters of support fog program continuation from ‘
. 1

4 . 1
the schools served. One proposed funding source would be through a Law Enfgrcement

-
L

Administration Agency (LEAA) grant. Support for the program was forthcominé{
B ot kS

»

from the school fepreseﬁtative as he realized the programs value to the

schools lay in its provision of services otherwise unayailable; N

-

3 Summary. As with the other three sites,‘zﬁis program went through a

During this time several

+ problems (e.g., staff turnmover, Jdlate start-Jgj impinged on the LEA/ !
Program linkage. Ju;t ;s relationships were‘stabilizing the program

faced termination. Support for continuation was forthcoming from the
Fi .

LEA as.the program provided needed serviceé.

-
-
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. creating linkages that would assist in the meeting of program goals.

The linkage to CETA remained one focusing on adpinibtrative matters

normally associated with CETA: fiscal oversight, program compliance,
and technical assistance. There was no evidence, as in Sites 1 and 3,
to suggest that the program had any impact on the CETA prime sponsor or
CETA's linkage to the LEA.

The operation of this program fell somewhere between the experiences
at Site 2 and Site 3. It was not as isolated as at Site 2 where the
Rrogram was located outside the schools and operated in the schools after
the school day. Nor was it developed as an integral part of the schools
served as at Site 3. Instead it was located at a site separate from
the schools bnt operated during the school day. The latter required

that a linkage be dgieloped.
'S

Program Implementatfon and Institutionalization: A Discussion

As a program runs its course it comes in contact with many other
organizations. At its outset there are organizations which give assistance
in the development of the proposal. Later the program needs gpecific

linkages as a means to carry out program 'components. Even later, as

the program is maturing, there is_the.need to establish links which will "~

.help sustain the program over 'time. This process occurred at each of

the private sector programs. The cooperation amidst CETA, LE_g.s and
program representatives was necessary for the initiation of the programs.

/kAt Site 2 CETA was not involved.) Once begun, program operators began

For example, the need ‘to acquire work placements necessitated contact

with employers. The extensiveness of thése linkages varied with the

"

number of services or breadth of t;% program. One field observer noted:
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Programs.with goals reduiring little cooﬁeration from other
organizations will have fewer linkages than programs with
goals demanding input and cooperation from many organizations (April 1980)

. For the reporting programs, this observation has been quite accurate. .
‘J\As an example of this, one can contrast the linkages developed at Site 2
with those of Site 1. At Site 2 only two liukages, to the schools and
to employe;s, were crucial to prograu success. In achieving these
linkageslall major program couponents could be addressed. In contrast,
Site l,ae‘an alternative school, needed those two linkages plus omes to
social service agencies (foi shared clients) and to CBO's (for the

.

,cqmmunity partner'compcnent). Therefore, as program goals increased and ‘

as tﬁe clientele served changed, for example, from in-school youth to drop-
cuta-or juvenile delinquents, more extensive linkages were required.
In all cases when linkages were formed, an exchauge”bf services occurred.
- The final stage for.theee programs, and undoubteély the most
difficht, was the development of linkages that coulg.be used’ to help
eustain the program«after federal supporttended. Through the development
of CETA and LEA linkages, Sites 1 and 3 have received a clear commitment
for program continuatlon. In fact;at Site 3 much of the program's second
year costs (1979 80) were picked’ up by CETA. Both site synopses refleet
i the extensive cooperation and mutual benefits that have occurred. Strong
linkages exist. Site 2 hag fared ‘less well in its creation of linkages
that would insure institutionalization. While the schools verbally
.support it, they have‘nb funds-available for its perpetuation. Contact

with CETA, the most likely source for continuation funding, was

minimal . ‘The continuation possibilities at Site 4 remain unclear.

LEA support has grown as the program has stabilized and matured. School

\
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representatives are anxious for its continuation. However, CETA was

not identified as one of the possible funding sources being conside;ed:
- The eﬁfect of positioping a program within fhe community's ‘

organizationai network can clearly be seen_at the four private sector .

programs. For each‘the eﬁphasis was on serving in—;chool youth. Sites

1and 3 took the most direct approach to this and 1ocatéd their programs

within tﬂé physical facilties of the schools. Staff were drawn from
these schools and students were easily identified. Site 2 was hampered
in the development of coﬁmunity recognition by its location outside

both the school systems served and the CETA system. For the schools,

each of which was anxious to have the program, contact was limited to

late afternoons after the school day. Failure to involve CETA at the
planning stage was never ;ectified. As a result, a key source of future
funding was lost. Site 4, while located separate from the schools served,

had the advantage over Site 2 in that it operated during the school-day

,

h_/// afternoon. This necgssitated greater LEA/program cooperation. It was
also initiated by a consortium of you;h-serving agencies which provided ©
a broad community base upon which to f;nction. . ‘ '
Each of these proérams has addressed its goals and served approxi- -
mately its projected number of clients. What tﬂe data suggest 1is that
the stronger the initial linkage built between the program and the
school systems being served, the more easily the program can serve
in-school youth. The most efficient means of accomplishing this appears

to be through direct connections between the school and the program, such

as through shared teachers and facilities and through operation during school. time.

Interestingly, the program that appeared to have the most difficult

-

P} Y
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time strengthening 'school linkages, Site 2, was a newly conceived program

operated by an organization that had never before conducted an in school

program. . This suggests that prior experience may be a valuable asset in

.

the conduct of programs of this nature.

As outlined in Interim Report #3, a number of factors may

influence program administration (p. 131). The data discussed here suggest that

these factors also impact upon the ability of programs to form linkages

4

to LEA's. = The linkage process to . )

LEA's may be enhanced by: 1) development from pre~existing programs;

2) minimal of turnover among staff; 3) location within the schools whose

-

youth are being served; 4) staff members who are either members of the

B4

school's faculty or are on the premises daily; 5) operators who are experienced

in working with the systems encoun‘ed when conducting an in-schoo Ll

youth program; and 6) a program that begins during the schooﬁ_day. Points

one, two, and five suggest experience to be 2 useful, if not requisite,

v

quality to possess. The remaining three factors take a somewhat different
approach to linkage formation. By their very nature they force LEA/Program

cooperation. As adherence to these factors diminishes, so too does the

ease of linkage formation. 1

One aspect of these programs that may be overlooked when reviewing
the linkages of these programs, was their role in the legislative plan

to link CETA prime sponsors and LEAs. These programs. were to be cooperative

ventures. In one sense, three were. These threg each’used CETA in its tra-

ditional role of monitor and technical as:i§t€nee source and the LEe?

,

as the source of students. (The fourth site Qas never linked to CETA.)

This .form of linkage was a very narrow, traditional use of these institutions

.
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and did not reflect the actual intent of the legislation--improved

.
3

relations. Interim Report’#l noted that after nine months this linkage had

not appeared to have progressed beyond ;raditioﬁal CETA/LEA roles (p. 23). Since
that time, however, data from Sites 1 and 3 suggest that these sites

have moved beiEEﬁ/the status quo and acted as catalysts for greater

CETA/LEA linkage. At Site 1 extensive deifications necessitated joint
agreements. These, in turn, fostered further joint ventures. At Site

3, the tremendous success of the program led to joint efforts to continue

it. Both situations led to cooperation beyond the scope of the immediate
program. This was evidenced by the request of other school districts near
Site 1 to develop working relatioeships with the CETA prime sponsor and

ot

the creation at Site 3 of a commission to study ways to strengthen the

.

[}

CETA/LEA linkage.
Successful attainment of goals at these progréms hinged on establishing
a clear responsibility for their accomplishment. This was substantiated
at each site. Each program placed youth in work experiences and at
each site someone was given the task of identifying work sites. The work
sites were found.' Two programs proposed the development of mentor éorps
to assist youth. Neither progr;m delegated the responsibility and neither
had mentor corps. Only after a year of opgrat?on was someone specifically
assigned this task at Site 1. The "community partner;" component now
exists. It remains undeveloped at Site 4. |
An important distinction must be made among program goals. lSome
goals were crucial to program operation, such as t£e acquisition of work

(
gites. Others, such as mentor corps,were like window dressing, nice but

not essential. It was along this line that attention to goals by program
L.
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personnel changed. All programs made extensive efforts to address crucial
‘ N\

compdnents such as classroom training and work placements. The let-down

came with the pon—essential goals. One scena;io would suggest that these
non-essential “goals were frills added to a proposal to attract attentiqn.
The reality of actually achieving them may well have been extremely remote.
The extent of program linkages hinged to some degree on the program's
goals and its nged for assistance in meeting these goals. A possible con-
tinuum would have programs running from being completely self-sufficient \

to those in need of extensive community support. Each of the four private

sector sites falls at a slightly differemt point on such a continuum.

Sites 2 and 3 fall near the self-sufficient end. Onlf two major linkages,
to the schools and employers, were essential to program conduct. Site 4,
having.been developed by a consortium of youth—serving agencies and serving
a clientele that includes juvenile delinquents, required a broader net-
work of linkages. Site 1, an alternative school serving youth with a
number of different problems, had the most extensive networg. These latter

two programs also had additional goals,such as remedial education, which

were not present in the first two sites. Linkages varied as programs

became more dependent on commynity gssistance. Overly simplified, it
would appear that gaining entry iﬁto varioug community networks was
dependent on the néed’for those linkages.
It is significant that the feedback on linkages from projects emphasized
the absglute necessity of starting in-school programs in coincidence with the

[ ‘ < o,
school terms. Schools were not receptive to changing their schedules mid-

stream to accommodate a new program. This has been a criticism mentioned

[y

. . * .
many times and documented in prior YNPS reports.  In the discussion of linkages

the issue surfaced once again at Sites 2 and 4.
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A maturation process occurred at all four'programs. Early diffi-

cu%ties (e.g., late start-up) were overcome as staff became more sure

‘of their roles and procedures were cl;rified. As programs ;ettled

into a routine, iinkages were stabilized and strengthened. Unfortunately,
this process was rathgr iong fo£ some programs (e.g., 1l months of a
*15-month grant at one site;. The result was the demonstrati;n of program
worth and the'garnering of support just frior to program termination.

The bottom line for these programs was that longevity yielded credibility.

. s .
The problem was that by the time this status in the community was achieved,

the program was nearly over.
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Postscript
The data has provided a glimpse at the impact of linkages upon pro-
grams and vice versa. For these programs, their links to CETA and the

) schools were crucial to their existence and to their future. As each is

faced with termination of federal support by October 1, 1980, it is:

.

appropriate to note the fate that awaits them.

&

Site 1 established itself as a ne;ded part of the school system.
It was the catalysp for extensive cooperagion between CETA and the
schools. Its future;‘however, is uné tain.’_While needed, it is
expensive to operate at a time of budgetary cutbacks. Exploration for
funds has been initiated by ghe school district with the assistance of
- the.CETA prime sponsor. Itlis anticipated that some form of the program
will be in operation,next year (1;80-81)—-perhaps at a reduced size.
Site 2's linkage to the schools has improved with time, but the
. schools cannot afford to support the program. The linkage to CETA is
«weak. The CETA links that do exist ;re among programs and not with the

administrators controlling fundg. Iropically, the private non-profit

sponsor is not seriously pursuing funds. It appears to have been a -

>

proposed program that was accepted, funded, and allowed to run its

N
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anizations. A replication is planned for the fall 4n another city and
extensive efforts are being made for .national dissemination of the
. ~ g N -

\ 3
program.,

Site 4 has uséd CETA in its traditional ways as a site -monitor and
technical adviser. The program's relationship with the LEA clearly
improved over time in part because of lts need to comply with LEA regu-
lations. There was no data provided suggesting that the program.in
any way stréngthened the CETA/LEA relationship. Presenﬁiy, the Chamber of .

Commerce has agreed to sponsor the program beginning October 1, 1980.

fgﬁifionally, LEAA and the Governmor's 5% program funds are being sought

for program continuation.
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CHAPTER. FIVE
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CAREER AWARENESS

«

The Youthwofk contract referred to the career awaréness focuslarea
as "Careér quormation, Guidance, and Job-Seeking Skills". A sharea . -
goal of the twelve projects funded in fiscal 1979 was to improve the’ . - .
transition of youth from ;ch;al to wo?k, by providing youth with career . -
. informaéion, job-seeking skills, and coun eling. The intent of this
chapter is to descyibe the institutional linkages that occurred during
the implementation'o% three projects. .

Youthwork framéd several questions about institutional linkages for

the career awareness focus area relevant to this chapter in the Knowledge

Development Plan (1978). They were:

1. How actions can be taken for iMproved coordination and
-linkages among separate occupational and educational
information services, systems, and resources.,

»

2. How youth can serve to aid other youth in career planning, and '

3. How employers can participate with schools to improve
efforts in youth career planning),

»’

—121— '




This paper will examine the various roles of the institutions invélved .
in project implementation. The focus will be on the process of imple-~
mentation, in an effort to ugderstand unanticipated obstacles surfacing

during the life of theiﬁiojec;. Pressman and Wilﬁavsky (1979) stated

hat if is not suprising that implemeqtation of new programs is difficult,
ut that the more interesting and useful questions focus on uhderstanding
why 1t is difficult: N : ]

Implementation is evolution. Since it takes place in a/world .
we never made, we are usually right in the middle of the pro-

cess with events having occurred before and (we hope) continuing

aftervord. "At each point we must cope with new circumstances

that allow us to actualize different potentials in whatever

policy ideas we are implementing. When we act to implément a

policy, we change it (pp. 190-191).

Yet while the policy and programs may change, they are being implemented
by institutions that have histories, together or separately, and by people
with histories in those institutions.' The questions that will interest us
will focus on the actions taken by those institutions to facilitate

implementation, especially as daily problems arose for project implementation.
- ‘ ’

Project Characteristics, The three projects included in this case

study began in Fiscal 1979 as part of the initial 48 Exemplary In-School‘
// Demo;stration ?f;jects. Proje;t funding for the three projects ended by
- September, 1950. (See’ Table 1.) — S
&

TABLE 1

CAREER AWARENESS PRQJECT CHARACTERISTICS

Project - Operator’ Population Services . ~ : Dates
‘ 1 LEA 50-100,000  Alternative School ’ 10/78- 9/80
p 2° ﬁPR 100-500,000 Career Awareness, Work Expérience 8/78-6/80
3 CONS 500,000+ Peer Counselors, Work Experience 1/79—6/50‘

.

4LEA = Local Education Agéncy; NPR = Non-profit Organization; CONS = Consortium

Q bSourg:e: 1970 U.S.” Census Data .1‘1-
« 15,
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The, projects varied considerably along the dimensions of program

operator, population of the geographic region, and the services provided. _ .
‘ " Project 1 was an alternative school opérated by a Local Education Age;;y,

an LEA, in a region of Sb,OOO to 100,000 people. A non-profit oiganization

(NPR) oéerated project 2 in an are; of 100,000 to 500,000 people. The

services included career awareness sessions for over 1,000 youth and

work experilence for'uhder 100 youth, each of the project's two years.

JFroject 3 united.a community college and an LEA through its peer counseling

-

and work experience components. The project operated in a large metro-

politan area. .

- The Study. Data for this study were provided by three on-site
observers who worked at the sites for two yeais. They reported obsgrvations
of project linkages and interviewed the project participants and key
informants about those linkages., O0f particular interest for this

2>~ report are the summary protocols that these observers provided. Summary
comments and reflections provided the analyéis teaﬁ at Cornell with a s&n—
thesis of their observations and interview data about iinkages. In addition,
thehon—site observers received a draft of the case study of their site,
aqd were asked to supplement correctiong and additional insights or data.
. Each case study will describe the key institutional linkages for
the particular. project. The roles of the institutions as they relaté to

A28

> % the project are aiscussed, as are the incentives for their roles and the

- “decision#making authority of each institution.
A discussion section follows the three case studies. The impact
’ of the institutional position of the project vis-a-vis the project's
ability to implement different types of seryices will be reviewed.

The relationship between comprehensive servic s for youth and the kind of

. 14 . il

-,
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\inkages for thosp relationships will be examined. Also,the‘impact of

the links on the [future of services provided by the institutions will be

reviewed.

"\

INSTITUTIONAL LINKAGES FOR PROJECT IMPLEMENTATION: THREE CASE STUDIES

¥
Project 1

Project 1

as an alternative junior and senior high school located in a

»»

population area fof 50,000 to 100,000, The school was operated for two-years by a
school district{ (the LEA). It offered a full-day program to a maximuF‘
of 50 students | and counseling services to an.additional 100 students

affiliatéd with an extended day program located within the same school

building.

(1) the project and
”

the LEA; (2) {the project, the LEA and CETA; and.g;) the project and other

The majo‘ instditutional linkages were between:

~

human servicg agencies within the community. The linkages served to

strengthen fhe program's services to the targeted youth and to win

acceptance Jand LEA financial support for the school that will enab
- .

continue ngext year when Youthwork funding ends.

1. 1LEA, Project Linkages: Multi-level Inter-Institutional Involvement.

The project developed relationéhips with the LEA at various inter-institu-
tional levels. These included: the school board and the superintendent;

the middle level LEA aﬁministrators; and the secondary school staff.

School Board and the Superintendent. The school board and the

~ ’

superintendent supported the establishmént of the school. The on-site
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//,/{ o observer repo;ted in /a summary protocol: "The elected school board and
the administration 6f the city schools have publicly sﬁpported this
éroject from‘its beginning. The need for such a progr;m had been shown-
as a result of school surveys, city wide surveys, and an assessment of
needs of the schoolfpresented by a citizen's task force. The central
administration proposed the alternative school project and continued
to be closely involved with the project.”

During the project's two years g#e school board and superintendent
have continued to keep themselves informed ©f the school's efforts. The
superintendent and the associate superintendent of schools acted as the
project operator on alternate years. They visited the school regularly,
‘ attended most of its functions, and worked closely with the principal/

director of the school.

The on-site observer summarized this involvement of the school

board:

. —— —— ——— — —The-school board had three of its members on the alternative -
school advisory committee which met at least once each
semester. Several of the school board members visited the -
school to acquaint themselves with it, and one member served

= / as a volunteer at the school. After the first year, the
advisory board voted unanimously#€o recommend that the Board
of Education adopt a resolution commending the principal,
teachers, and staff for their 'outstanding work in implementing
the alternative school program in philosophy, and for the
services rendered to students during the school year'. The

. ’ board of education passed the resq}ution.

4 .

E Middle Level Administrators. Linkages developed between the

project and middle-level LEA adminis#rators included directors of
vocational education, psychological sérvices, attendance, testing,

secondary schools, pe nel, and commugity—school relations. The

director of personnel he\Rd recruit StQif\f:f the school, noting in an

*
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* interview that the type of teacher differed from that of the regular

schools.
N
The nature of the relationship of these directors most often consisted &
»

of authoritative supﬁort, their belief being that the school was fulfilling a need

<
within the school system. One director acknowledged this and then

described how other directors also shared this perception at An adminis-
3

trative mjzting where budgetary plans were being approved for the following

school yedr:

She mentioned that last week when the oposed bddget for the
city schools was presented, it included monies for the operation
of the alternative school, and permanent faculty positions for
the teachers. Usually, she pointed out, when a federal grant

is terminated, the schoed program it funded is also terminated.
Therefore,.she sees this inclusion in the budget as an acknow-
ledgement by the school system of the value and, worth of con-
tinuing the alternative school.

Secondary School Staff:; Legitimacy of the Alternative School.

Students enrolled in the alternmative school because they had disciplinary

or academic problems in the traditional school. Students complefed work

‘similal tb what would be accomplished at the three'r%gular junior and two senior

L]

high schools in the district. The altetnative school featured smaller

-

classes and individualized instruction, élong with counseling and career

» 3

information classes,

Nine of eleven student interviewed in the spring of the school's
first year (1979) indicated that they had entered the alternative program
becuase they were doing poorly within a traditional school. Excerpts
from interview protocols explain five particular student cases:

.+.Ed* had failed ninth grade and last fall had begun to
fall behind again at the junior high. There were "always
hassles and fights" and he was not getting along with the
other students or the teachers. The guidance counselor
recommended that he transfer to the alternative school.
He went to visit the school, "saw it, liked it, and decided
to go there...at least, it would be better than where I was".

*All names of people and places used in text are pseudonyms ;. ;

ERIC '

-~

N
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...Mary said that she had been expelled from the junior high,
and was out of school for a few days before coming to the
alternative school. She and her mother had heard about the
alternative school and came to inquire about it and was
accepted.

L4

* ...Kenneth said he was "sick of" the junior high he was
attending and "couldn't adjust there'.

...During the interview Dan sucked onja lollypop, while
slumped in his chair. He would bf silent for several
. . seconds after each question and en answer usually in very
few words. When asked why he cape to Glenwood, he replied,
"I had no choice--it was either training school or here'.
He didn't have any expectations about Glenwood and didn't
know anything about it. o J
...Mark said he had been "thrown out of school for getting
into some trouble". He had not gotten a job, and he had
"hung around the house most of the time". He would read
the paper each day, and one day in early October he read
an article about the alternative school that would soon . .
open for students. It announced that the principal would
t be Mrs. Dates. Mark recognized her name and picture--she
had been administrative assistant at the junior high he
had attended and had worked with him there. He called
Mrs. Dates at the school, told her he wanted to return to
school, and asked if it would be possible to get into the

alternative school.. ., She told him a Iittizabout the planned
program and said if he was still-interested he should come
with his mother for an interview. Mark-and-his mother . .. . ]
promptly made an appointment and as a result,,he was the
first student enrolled.

.
&

The perceptions of these youth about the choice to enroll in the
alternative junior high school illustrated the importance of the school
as a-viable alternative to a conventional ju£ioror se;ior high school. It was
within this context that the links with the LEA, with the human service
agencies'in the commuhity, with the local CETA offices, al the

business community began to take shape during the two:year 1%fe of the

‘

program.
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- Most students were referred to the school by principals and gui-
dance counselors of the home school., After acceptance, the student
records were forwarded to the alternative school. The principal at the
home scﬂool also signed an agreement of support fer and cooperation with
the program and the student.

-

Interviews with two principals of the junior High schools indicated

_Wsupport for the school. The on-site observer noted the following conver-
sation with one principal:

. She has been most supportive of the school and spoke posi-
tively about it. She said: "It has filled a great need in
the scl.ool system." She continues to be pleased and impressed
with the school and gives much credit to fhe staff.

When asked how others connected with the school system felt
about the alternative school she remarked that she had "heard

' nothing negative about jt". In fact, she mentioned that last
week when the proposed budget for the city schools was pre-
sented it included monies for the operation of the alternative
school and permanent faculty positions for the Glenwood teachers.

This continued support of the school by the different layers of the
school district's administration resulted in the decision of the district
to finance the school in its third year, Tpe project achieved acceptance
by the administration in that .they wili now makg a financial inves&ment
in thg school. The project alway; had encouragement, trust, and
Support by the administration. The actual operation convinced them of

its merits and feasibility as a programmatic alternative-to meet the

needs of these youth.
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. Secondary School Staff: Follow-up and Role Change in the Traditional

School. The LEA school administrators and staff expressed concern about
the educational future of these youth after their stay at the alternative
school. During the second semester of th; school's second year, the
guidance counselor initiated visits with youth who returned to their home
schools. Because of other demands on her time she expressed: "I do

not know if I can keep it up."

The question of a needed follo&—up on students who reenter the tra-
ditional school brought up two crucial issues concerning the role of the
alternative school 1ﬁ,relation to the traditional schools. First, it
appeared in interviews Eﬁat édministrators supported the temporary shélter
for students at the alternative school, be it several months or two years.
One .administrator noted:

"They cannot live in a dream world forever. They have to
return and cope in the real world...the real world will

not—be giving them the love and attention they get—at—the-
" alternative school.”

The second i;;ue concerned the role of teachers in the traditional
school who will come into contact with those students. The on-site
observer described the following comments by administrators to illustrate
the dilemmas their teachers experienced; dilemmas'between time and

willingness to help, and between cooperhtion and know-how.
#1. A program should be designed to aid in the trarsition
back to school so there is not an abrupt separation
+ from Glenwood where the students have had a warm
loving atmosphere and experience a sense of belonging.
While she feels the teachers at the Home school should
have an active part in the re-entry program, and
acknowledges that it "will be difficult" to get the
teachers to cooperate with their already busy schedules.
"This is an area that needs further study."

-
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#2. "I am SOrry to say...the tedthefs are happy there is an
alternative school so that they don't have to deal with
those kids." He described how one student reentered and
was expelled for behavior problems. He said that there
were no plans made for re-entry adjustment. There is a
need, he feels, for a "half-way house"---possibly temporary
placement in a special skills class at the home school
before the student is put back into the regular classes. ’

He added: "The teachers need to be supportive gag,eépect
success. Too often a teacher remembers the studeit and
has the same negative expectations concerning him/her.

% We need teacher cooperation here to aid in successful
return of our students." ‘

He then spoke positively about the alternative school and
its program. However he lamented the need for it.

"Those students should be able to do as well right here,
and we need to find out how that can be done.

'One key certainly is teacher attitude and cooperation.
. Right now that is definitely lacking here. We are
working on it, but we have a long way to go."

#3. This principal felt that students should mnot return to .
their junior high home school, but to the senior high after '
completing ninth grade at the alternate school.

mthy—during the suicier 1980 served a
twofold purpose, according teo the associate superintendent: (1) dissemination
of information about the project,”and (2) workshops for regular and alternative
school teachers about the content and methg%f’used in the alternative school
tﬂat could be adapted to the traditional school. The on~site observer reported
that these meetings also helped make teachers more aware of the "personal,

family, and financial problems that many of the youth face in this school

district." /

2. LEA, CETA, Project Linkages: A Natural Bridge. The CETA-LEA

relationships had been excellent before the project. The associate super-

intendent reported:

They need to spend money and we are able to use that money in}
legitimate ways.

\‘l‘ e -156
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The prime’sponsor reported thaﬁ 80 percent of the YETP funds were being

’
spent on in-school programs, and that the schools have become more aware
of the role they could play %n programs to train and employ youth:

It is becoming more clear that CETA can be a natural bridge
or transition between school and work and that the two can
\ work well together for youth. '
This.spirit of cooperation and vision of using CETA money to create more

{ in-school programs for youth characterized the CETA-LEA relatiqaghips“
dgring the two years’of the alternative school project.

The principal/director of the alternative school served as ghe
mediator between the project and CETA. Responsibilities inéluded filing

\\\\>reports,questionnai;es, surveys, etc., that were requested by CETA.

xie also attended) occasional meetings with the CETA office and the LEA

. project operat to air opinions, to answer questions, and to resolve

-~
.

problems.
Two problems that arose centered on CETA paperwork and eligibility

of the target group. In both cases CETA facilitated resolution:

First, record keeping and report filing took considerable -

staff time. This lessened as personnel became more familiar -
with guidelines and requirements. Also, as a result of open
communication and cooperation, the local Youth Employment
Training (YET) office started to certify all youth partici-
pants enrolled in the program for eligibility. It was felt that
YET was more familiar with the procedure and in this way could
relieve the school of one aspect of record keeping and reporting.
Also, the YET was conveniently located in the same building as
the alternative school.

A second example of problem solving involved the question of
allowing students to participate although they did not need the
eligibility requirements based on family income. A compromise
was reached which allowed for 10 percent of the participants to
be above the income level. The school system agreed to provide
evaluative information to demonstrate that the inclusion of these
students would not adversely affect the objectives to be met by
the project.

3. Human Service Agencies, Project Linkages: Comprehensive Services.

Links with human service agencies in the community existed throughout the

life of the program, mainly as a means of sharing information that might

\
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help the school or agencies provide services to the youth. The principal
of the alternative school outlined these functions as follows during an

interview. .

-

(1) Department of Social Services--many of the students and

their families qualify-for services from DSS. Some are in
foster homes, some are eligible because of income level.

These students continue to be served by DSS.- DSS and the
administration at Glenwood share information that might be .
appropriate and helpful for the total well-being of the student.
DSS, for instance is more apt to have information concerning

the home life than Glenwood. Glenwood, on the other hand, can
tell more of the day-to-day attitudes, health, behavior and
achievement, (¥ )

(2) Youth Court Counselors: These counselors work very closely =
with the students involved with the courts due to infractions of
oné or more laws. They keep the administration of Glenwood

info - Glenwood provides necessary information to them.
Often, for i:stance, a stipulation of probation is attendance

at school. 80 court counselors gave a two-week mini course

on the Juvenile Justice System recently,

(3) Youth Unlimited: This is a private non-profit group that
works with and counsels troubled youth in a "Christian atmosphere".
This has been a "tremendous help for some of our students who need
and get more in-depth counseling than we can provide." )

(4) City Museum: A member of the staff has given talks and

demonstrations to the social ‘studies classes last year and =

- this year-— — - . -
(5) city PpTA Céuncil:h Worked with Glenwood parents and .
administrgtion in helping establish the Glenwood PTA. .

(6) city Parks and Recreation Department: Provided facility

for Glenwood students to have physical education classes. Also
provided facility and instructors for bread making classes and
ceramics classes offered as electives to the Glenwood students.

(7) County Technical Institute: Has accepted students referred
. by’ Glenwood to work toward their high school equivalency exam.
Also, a course in commercial art was taught by one of the.instructors

whg volunteered his time.

(8) County Health Department: Has provided workshops for the
students. ,

(9) Drug Action Counsel: Has worked closely with a group of
Glenwood students. A person from the council comes to Glenwood
once each week and meets with this group on a "completely
confidential basis". ' ’

. (10) A Y-teens group was formed here at Glenwood last fall
and has become a very active group at the school. The girls
have become involved in some interesting and enjoyable projects.
. « .

»
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The on-site observer noted that incentives for colYaboration with
the human service agencies were reciprocal. The project could increase
services to the youth and avoid dﬁplication of those.services, while the .
human service agencies benefitted by easy access to a target group already
identified. The observer reported:

During’the project's first year, a university graduate

student served her internship at the YWCA. She wanted to

work with a group of "troubled girls". . She was able to do

this through contact with the alternative schoo} and came .

on a regular basis. The YWCA has provided personnel since

then. A Y teen group was formed during the project's second
year to add community and statewide activities for the young

people.
Through this collaboration the YWCA was able to make contact with a new R
target group. The project-increased the amount of services available
by allowing the YWCA access to the students.

Summary, ?he alternative school project was Shtceqsfully impiemented

for two years 1in that it delivered services as proposed to the target

numbe:_gf;yguth_JﬂuLpgéi;iyg_ggl;aboration betwéen(CETA and the LEA

__operator contiiButed in gart to the supportive relationship between the

project and CETA. The prime sponsor helped ease certificatiiggzaperwork

by allowing the YET office to handle ‘student forms and by redefining terms

of eligibility.

Both the LEA and CETA shared a commitment to serve thé CETA:eligible
target group through in—sch;ol programs. THe LEA at all staff levels
recognized that the schoole were not providing adequate programs for these
youth and were eager to have’the proposal for this special school .

funded through CETA funding.

The spirit of serving the special needs of this target group also

explain8 the extensive collaboration ﬂith the other human service

. 4

ageﬁcies in the community. Services were available through these groups
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that could not be provided by tie small staff of the alternative school.

) The human service agencies also benefitted by the easy access to a

target group in one location.

The impacts on the LEA of such closé collaboration were several.
First, the LEA agreed to continue the altérnative school after Youthwork
project funding ended in June 1980. The projeét had kept the LEA informed
of the school program and progress throughout its two years. When the
.+ decision for continuing the scho;l was made in the.spring of the'second

year, the school boarq, a@ministrators;/and superintendent all saw the
school asaviable and worthwhile venture,

The second impact of the alternative school on the LEA was intra-
institutional. The presence of the alternative school)might have heightened
the level of consciousness of the teaéhers and principals to the fact

| that this target group of ‘students was not being adequately served by

the traditional schools, and that separate but equal services were not

~

justifiable. Many principals and administrgggfg ag;ee@ﬁghégighgmygugb,g,,

needed to be integrated back into the traditional school, but that the

services in those schools needed also to be changed in some way. The

’ .

project served as a catalyst in bringing the secondary school to reassess

*

its ability to serve these youth and to consider ways in which this

Qight be done.

Project 2
A non-profit cdreer guidance agency operated project 2 for two years
in a metropolitan area with a population between 100,000 and 500,000. The

project consisted of several components\designed to impact upon the career

awareness of low-income youth. These components included:

154




- -~135~

7

1. Youth advisory-boazd.

2. Work experience for 100 youth the first 'year, 85 the second.

3. (Career guidance support centers in five high schools the
first year, four the second. .

4: Classroom infusion of career awareness into classes of regu-
lar high school teachers.

5. Elimination of sex-role stereotyping through training of

. staff and high school teachers. ) .
6. Junior high school career awareness in project's second year. .
7. Inservice training for project scaff and high school teachers.

The major institutional linkages ‘developed and/or continued during

-

the two years of this exemplary project were between (1) the project,

<

the non-profit operator and the schools (LEA); (2) the project and the

operator; (3) the project, the operator, and CETA; and (4) the project,
N .
the operator, énd the public sector. These linkages resulted in project

implqpentatioﬁ for the proposed target number of students. The linkages

also impaéﬁéﬁ ypon the service delivery of the non-profit operator and the’

\,

LS

,schools. !
ib -
1. LEA, Operator, Project Linkages: Multiple Lirkagess—Theparent

project Héa'é”HIEEOTy’of spUﬁSbring*projects”related~ee~eareer;awaxenqu

through the schools. The new project built upon those linkages and

¥

P

established new ones, which in turn impacted upon inter-institutional
arrangements within the schools.

History of Linkages. The components of the new project resulted

from an expansion of activities that the non-profit operator already
offered in the schools. During the previous seven years, the "parent"
project had established linkages with the LEA central administration, the

individual school principals, and the teachers. Fhe county school super-

intendent was also on the board of directors of the parent: project. /

-
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The original project proposal planned to target career awareness

sessions to the CETA eligible group. Previously, the "parent" project had -

»

delivered such services primarily to middle class students. Concurrent with this
proposal, the county superintendent's office drafted a separate proposal
to fund a work exﬁer}gggg‘program already in existence. At the suggestion

.

of the local prime sponsor, the proposals from the 'parent" project and . N

the superintendent's office were merged 1nto one proposal and submitted to
Youthwork. The non-profit agency would operate the total project to the
. satisfaction of the superintendent's office.
The operator depended upon good working relationships with tﬂe LEA

as a vital part of service delivery. The links gave the operator access///

to clients, clients being both students and teachers in the schools. One

"parent” project administrator said:

"We probably would not have secured any building space. Algo,
teachers and counselors would not have beefi as cooperative."
Sheontinusd —that the success of the parent project really was
related to the administrators and how supportive'they were, and
— : ’*“““***{heiT—WillingneSS'tO*take*tImE‘tU“endorse'and*get'beﬁfﬁn the ~~—

pI'OJ ect. . «
o o N

<

e 7 ) ' . R

New Linkages. The exemplary .project placed career speciallst teams

into the schools to work w1th the target teachers and the target youth. One

pQOJect administrator stated that°the project would not have been implemented
without contact.previously established by the parent pwoject.

During the first year the career specialXst teams consisted of three

persons., Two team members at one school described\ how they made contact with

the targgt youth and how they established their roles within the school.
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-

They described a situation where a business man

had been visiting their portable classroom behind the school doing a
presentation for them, and ran into the football coach. They -
discovered that the football coach and the businessman were

good friends. .

After this experience, the football coach wanlered into their
portable classroom one day and said that he just had not been by, but

wanted to check in and said that he had some seniors that’

really needed some work on goals and wanted someone to work

with them. They then set up a series of two-day events specifically
s «for, these youth. They also did a computer run for getting

) gfbfmation on different colleges and universities, given certain

specifications. The coach had checked with them to see if these

youth -had followed through.

They‘ asked the principal what would be a good time for training,
rather than fixing a schedule without his input.

The career specialist teams also organized\speakers for classes or

assemblies and arranged career carnivals or festivals.

The on-site observer deduced that the role of "expert on site' has

~

~ .
evolved in importance as the career specialists have become more familiar

in the schools. The on-site observer .reported on the interpergonal and

Py

professional competencies of the career specialists: .

These individuals are known personally to the teachers and are
known to be valuable resources.and| experts on site. They‘func~
tion as a sympathetic ear to the strated’ teacher who has not
been able to reach a certain segndent of students in his or her
class. They have abundant igeds and materials for these teachers
to use, and Just being ar nd‘the schools at different times 1

) have seen it happening.

ular resources provided by ‘the

career cemtershas been the arranging of speakers, drawing
upon a pool already in operation under the parent project.
Another important resource is the computer service that provides
ptintouts describing\?ccupations in detail.

I think one of the more p

Another link with the teachers was through the work experience

component, Teachers, the career specialistLjfam, and the student negotiate

a work €xperience contract for granting extra credit for keeping a log,

4 4

giving a pres ation about the work experience, or some other arrangement.

: / i




Tmpact of linkages: Intra—institutional“changesvV The English

curriculum at one high school was altered .partly because of the activities

of the career specialist team at that high school during the ‘project's first .

year. e team member reported:

As a result of the project's experience last year, the English

teachers are,doing the tracking system again. They had been

mainstreaming all the youth. Now the whole English department

got together this year and they changed their curriculum to

provide a lower track. This stresses self-confidence, telephone
» interviewing skills, and job applications. -

1

The career specialist continped to describe how the English teachers came
to acknowledge that students lacked some basic skills and

that they needed to teach them. Many of the skills, such as those listed
by the team specialist were similar-to skills taught by the career team
duriﬁg the projects first year in 10 of the 20 English Classeséb One frus-

tration expressed by the target teachers during the first year was the -

impossibility of much follow-through by career team members who were trying to

feach a large number of students and t&uchers. JDuring the first year the English

curr%sulum change was implemented, the dropout gate -£xom freshman English classes N
was reduced by 50 percent.

One of the high schools which housed a career team decided that they

needed to finance a career guidance specialist. The 'barent’ project helped

the LEA set up a new career center and the project shared this space during

-

its secoad year. The "parent" projéct "provided money for kits and paid 4

a
- 4

a secretary for the computer term%pal and materiafs."

At another school, the career specialist from the project received multiple

requests from career placement groups expressing a desire for entree

-

into the 7€hool. These requests were channeled to her by the principal.
In turn, she requééted a work aide from the principal. The specialist felt

sure that her services would be funded by the school should the federal

.

project end. -

164 T
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2. Operator, Project Linkages: Intra-institutional Changes. The |

»

non-profit operator underwent changes due in part to its involvement with tﬂg

: exemplary project. These included:‘ 1) service delivery for the CETA
éliéible; 2) administrative reorganization; and 3) growth in self-esteem.

The exemplary project wés the operatdr's first experience‘with |

service del%z targeted ,primariiy toward the disadvantaged. The on-site

observer reported these reflections'

During the project's two years the operator has made dramatic
contacts, dramatic inroads toward working with disadvantaged -
youth, using a model that had heretofore been primarily

~ . targeted at middle class youth. '

I think it has been necessary for the operator and the
project staff, who have been very middle class and whose
experience has been middle class, to learn to deal more
effectively with the disadvantaged population.

I have seen them struggle with this last year. I think they.
. have come a long way from last year to this year. I think
' they are far more able (1) to describe the needs of these
youth; and (2) to provide more relevant services to them. .

The on-site observer described an in-service program for target, teachers

*> 4 )

entitled "Building Suécess" that reflected this growth in understanding

I do not believe that they ever dealt with the issues of
. alienated youth quite as in-depth as they did in this sessdion.

N . <. :
Another impact on the operator was administrative reorganization.
’ ’

Therproj ect's visibility, paperwork, and size/cauied the top adminis- ' : }
\\ . .

trative staff of the project operator to experience great pressures
| .
P

that removed them to some extent frog the workings ?f the project

y

staff at the service delivery level. The project hired a consultant’ to

)

help them plan a reorganization. The plan included poeitions for avbusiness

manager and a director of research, plannhing, amd analysis. JQHese changes

would help the project handle the administrative paperWork nzbessary for

‘ o~

%




/ .
federal projects, engage in more long-term planning, and handle large

grants moye easily. Two directors would work on instruction and school

-

relations.

A third impact of the exemplary project on the operator was the
ae,

growth in gelf-esteem. The operator had previously achieved national

recognition by a guidance review panel for developing an exemplary :

career awareness model. The exemplary project brought recognitionm,also,

in the form of many references to Washington, D.C., and the prestige

that could be associated with those linkages. References to such linkages

¢

were made during staff development meetings. Included also in this

linkage were trips and meetings that made people feel that they were

important and doing <Something worthwhile.

.

3. Operator, CETA, Project Linkages: A Beggnning) The operator

formed its first linkages with CETA through the exemplary project. Prior

to this project, the operator had failed to compete successfully with CBOs in securing

grants for federal projects. The prime sponsor explained that he con-

.

sidered it easier for this operator to continue links with the schools

in the exemplary project grant competition than for the CBOs to initiate those links.

Following the creation of this new linkage, the operator experienced

further success in subsequent grant competitions with the CBOs.' The operator

\

secured a Follow Through grant to provide work experience and academic

, .
credit to CETA county employees. The project experienced great frustrations

L)

becoming accustomed to the DOL guidelines, regulations, and time lines

that were not in accord with school schedules and school policies ’

respecting student anonymity.
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4. Operator, Public Sector, Project Linkages: A Beginning. The

project placed students inpublic sector work experience jobs. Although
the job developers had had extensive contacts ﬁerious to the DOL
project with the‘private seétor, the grant specified‘that job placements
for youth be in the public sector. Work was 100 pég;ent subsidized.
They‘herg ablé to secure placements, often creatively, su;h as in cosmetology
though 2 state-operated. company.
. The on-side observer reported that the work
experience employers showed great appreciation of thé program. The
project produced a supervisors manual to help them in working with the -
~

disadvantaged student. Several employers commented that they would use tVTé\

manuel with their regular employees.

Summary. The institutional linkages that took plaqe during the
implementation of project 2 were between the project and the non-profit
6perator, the LEA, CETA, and the public sector. The linkages worked to
promote project implementation as planned in the proposal.

The projecfs entry into the schools benefitted ffom past LEA
linkages with the operator. New linkages centered on contact between
the career specialist teams in the high school;'and junior high schools and the
target teachers and students. The specialists somegimes begame recogn;zed éxperts on
gite. They had contacts with the target gro;p in classes or in the
career center, often when providing a career informati;n éervice or
negotiaging a work experience contract. One school decided to offer a .
lower track basic skills English éourse, with a curriculum iné¢luding content similar
to that offered by the career specialist tegg;, Another school hired a |
career, guidance spe;ialist.

. The project impacted upon service gelivery of the operator; the \ -

%
operator learned to tailor their career awareness sessions to the

1&,
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disadvantaged students. The large size of the project also contributed to adminis-—
trative reorganization of the operator, increasing their ability to

administer budgets, paperwork, and research, gpd keep in touch with staff

’

.
in the field. The project®also increased their self-esteem and national ‘
‘ 1

recognition as an operator.
The operator formed a new link with CETA through the project and
also received approval of another large follow through grant the second

year. The exemplary project opéned the door to other government grants
[ 4 .

through CETA. The operator secured placements for the youth in the public

sector, with 100 percent government subsidizationo

-«

The on-site observer speculated that the incentives for the

[y

linkages could be attributed to "community consciousness and good will",
"professionalism" qf the non-profit operator, and "fiscal incentives'.
(L Ail linking institutions felt some obligation to provide different
or more successful services to the CETA target group. (2) The non-profit
operator had an established its reputation for career awareness during

. ~
the past seven years. The observer reported: 'They presented themselves
well. They were skillﬁul, articulate, competent people. In addition,
they presentéd things in writing." (3) The.public sector accepted st;dents,

~oa N,

partly because the work experience component was 100 percent subsidized

~ {
,and partly for good will.: The project operator sought the grant as
& P y B JriLis, proj P A g g I

Ne o R

an attractive opportunity for their organization, giqen tﬂat funding
from previous sources was ;é ] éyai}able*- It seemed as though this grant
Y ’ m Iy ' .
provided the entree to succedbfully, compete for funds for the disadvantaged.
- N I

¥

The on-site observer reflected: "I think that the operator now will compete

v




for those funds for disadvantaged youth, but it is obvious that if they

are not successful in competing, the operator will not focus its
activities on disadvantaged youth." 1In essence, the observer concluded that

availability of funds would dictate the target audience for career services

-*

Project 3

Project 3 formed a consortium between a board of education (an LEA)
and a community college. The consortium operated the project in a highly
populated metropolitan area for almost two years. Ninety high school students
participated in work experience, and eleven college students were hired

as paraprofessionals to assist the project staff with recruitment and

\
s

processing of high school students.

The major linkages formed for project implementation were between the
LEA, the college, and CETA. Each bureaucracy had multiple and somet imes
overlapping roles in programmatic and'admiﬁistrative decisions. This
resulted in extended project negotiations that'caused delayed implementation,
fewer students served gﬂan originally projected, and fewer services for
the students. The programmaéic énd administrative decisions centered
on (1) the peer counselors component, and (2) the Qork experience -
component. -

1. Peer Counselors: LEA, -CETA, College, Project. The peer éoun-

selor component of the project was considered by Youthwork as a unique
feature of the project. In fact, this component embodied the major’

linkage between the community college and the LEA, as the college students

would counsel high school students involved in the work experience

component of the project. Problems of coordination and decision

making surfaced as unexpected obstacles to implementation of  this
“ Pl
component. ) o
-y
16
J

~
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Coordination problems first involved training of the peer counselors.(
The LEA had processed 200 student applications for work slots in
spring 1979. Since the college peer counselors had not yet been
trained, the project came to a standstill and did not place the high
school students. .
A second stage of difficulties with project implementation occurred in the
late spring and early summer. The ingvailability of job developers, peer counsgjors

and students presented the development of a summer component. Peer counselors not

selected for the project were paid from project funds for work with incoming

Fréshmen. The coliege claimed that their work was therefore associated with the
project. Youthwork however took a different view, placed the project on

probation for this activity, and the expended funds were subsequently returnedlq

to the project budget. - The third stage occurred in iate fall and winter of the
project's second year. Student recruiting began again in the fall and gtudents
were placed in work experience situations even befoée the selection and tra;niﬁgﬁof
the peer counselors, who were not given schqol assignments until December. Peer
counselors had to travel to the LEA high schools and meet with students who were
not in Classes. The LEA coordinator explained the logistics of this operation‘

to the on-site observer:

The LEA coordinator will develop time schedules when students
can be available in the schools. The college staff will attempt
to develop schedules for the peer counselors to watch the
students' schedules.

This now poses a difficult gfme problem, both with respect to

finding a period when the student will be free, and in allowing

the peer counselors as much as two hours for travel for a one °
- hour (or one period) meeting with a student.

All this assumes that the peer counselors can meet with the -
students in the absence of the school liaison person who,
presumably, will arrange for the "interfacing'".

While the schedules were being coordinated, the LEA, the éollege,

17y
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and CETA had shared concerns about the role of peer counselors vis-a-vis

-, -

R g
the students. An unanticipated number of concerns surfaced from all
fronts, resultingin a lengthy decision-making process about peer
counselor roles and eligibility. These concerns included:

...CETA wanted assurance that peer. counselors who were
acadgmically acceptable were also CETA eligible.

...A college student group wanted assurance that minorities
were included.

...The LEA, including guidance counselors, wanted assurance
that peer counselors were qualified.

The discussions led to several changes in the peer counselor role descriptions.
First, it was planned that they wouid counsel high school students in career
plans. Next, they would dosporadic counseling and file aﬁblicati;ns.

Finally, all.parties agreed that the peer counselors, now called para-
professional aides or "paras", would help with recruitment and intake

of high school studentsat the school sites. ‘

CETA's participation in the decision-making process went beyghd vocal
advocacy of adhering to guidelines, such as the eligibility of peer counselors.
CETA also played a part in approval of budget modification, and that process
proved to be lengthy. After the project was placed on pr?bation in the
summer of 1979, CETA monitored the project closeiy and would not advaﬁce
staff and peer cou;selor pay before budget modificatidﬁs were approved. .
Staff 4nd peer counselors consequently had to deal with the troublesome
problem of "no pay" for five months, receiving their checks in February
1980 when the budget modification was finally approved. The observer
reported: "Having gone several months without a reimbursement, the on-site
observer was completely sympathegic with these people about their situation.”

Inter-institutional support from the college for their project staff

was not forthcoming, mainly because the college administration had under-

gone staffing changes of a new president and dean. The exemplary project

17,
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was spparently not high on their 1ist eof priorities for needed at##ntion. Another
natural suppprt factor from the college that was lacking was the charac-
teristics of the college population. Most students were over 21 and -

therefore not,.eligible for paid partioipation in eﬁployment sites,

The on-site observer noted:

The proposal called for a sizeable nunber of college students,
aside from the peer counselors who were considered part of the
project staff, to be involved in workshop training programs.
Nine of. these students were to be placed in work situations.
Several of the workshops were held but the attendance was poor
and ag.this time it was "discovered" that few, if any, of the
college students were under 21. :

In mid-January of the project's second year this part of -the

college program was deleted and no college students were placed

in employment situations. At this time the coilege part of the

program was reorganized, the college coordinator dismissed, and

the college-related effort ¥as focused on the in-school work of

six to seven peer éoupseloré[ The remaining four peer counselors

worked at the college for the balance of the program. v

The coordinat;on of schedules and decision-making process involved in

~~

role definition resulted in a more precise and perhaps operational definition

of what the peer counselors would do vis—a-yis the studgpts, as well as a

less ambitious and responsible role. ‘
The requirement that the institutions form linkages to coordinate this

Project appeared after the two organizations had filed the proposal. In other

words, the plan thgé\the two organizations work closely togéther on‘thig pro- ’

ject was not a part of either organization's proposal. But rather, the plan

was a requirement by’ Youthwork imposed upon them as a condition for receiving

9

the grant. .

2. Work Experience: LEA, CETA,'Private, and Public Sector Project.

Ninety high school students mainly worked in public sgector placeménts after

school hours. The program had originally included plans for career awareness

s

workshops to be conducted by the college guidance counselor and peer counselors,

but these weré never effected.- Near the end of the program some efforts were

»

made in this direZtion. The on-site observer described what happened in these

El{lC ses‘sfions; L 17 2 .

Aruitoxt provided by Eic:

.
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T Specifically, groups of students were brought to the educational
. center. In group sessions, the students completed a questionnaire
that involved statements (checks) about their interests,
g preferénces, etc. This information was fed into a computer that
returned information regarding types of occupations that might fit

their interests, etc.

The questionnaire was compléted by at least half of the students
and the print-out results were discussed with most of them. The
type of feed-back was informative but time did not permit

= discussion of the results with individual students.

>

The bn-site observer commented about the programmatic consequences of '

depending on this linkage which did not occurs
. . ®

In general there have been no in-depth linkages established
with the students. There have been contacts with all of the
students, but these have been brief and served no major
counseling purpose. The students have entered employment
without job readiness preparation and there have been few

- : opportunities for the staff to hold in-depth discussion with

: * students since that time. N
' ’ There has been some follow-up with students, but this has been
indirect, -i.e., through conversations with their employers
when the latter are contacted for time sheets. L’// -

Staff contact with students centered in intake and placement activities.

The on-site observer reported that contact with students after placement

was .limited:

Contacts with the students thereafter were limited to
s brief conversations when thé students c#me to pick up their
paychecks. Since large numbers of students came at the same
time -and had to be processed in a matter of an hour or two,
- there was no opportunity for individual conversation.
There were some exceptions, e.g., when a student had a
particular employment-related problem.

The project staff did make contact with the employers about student™
{ performance near the end,of the program. The results were d;cumented on a
form prepared for this purpose, and it is expected that this information

: | W

should become part of the student's school record.

.
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Another instance-of contact occurred-at the work site between the
supervisor and the student. "The following comments by supervisors helps
ascertain the nature of the relationship.

Day Care Center #1. The director S very pleased with thg

rk performance. of the three students. He felt that they

re interested and cettainly helpfyl. They were working at
tasks that needed to be done and it was not a "make work"
situation. The director felt-th he students were a great
help to the program and he was of the firm opinion that the

“r program and its staff re/providing assistance and experience

that were valuable to thé students. They were treated as regular
employees and they participated in all the activities of the . o
school that were being carried out at the time of day (3-6 p.m.) ’
when the students were present. -

The director felt that the program was very much worthwhile,
but he felt that they could be of greatest service to students R
when they are held accountable for quality work and are trained
to handle their work in a responsible manner. The students
séem to be eagdr participants, they are always on time and
they do their work under the supervisor of program teachers
and staff. ‘ . .
L - ) . .

The director indicated that the staff, on maﬁy occasions,
discuss with the students the work of the.day care centers,

i teaching, career possibilities, etc. L . g

Departggpt of Health. A supervisor reported that the staff

of the facility are interested in the four students and often
discuss work-related matters with the stydents, the importance
of continuing their education, etc.

.

The students work at a number of types of jobs in the facility,

for example, they act as messengers, they handle the telephone,
serve as file clerks, assist in packaging school materials,

etc. The students have an opportunity to become involved in .
all the departments of the facility, such as dental, child

care, eye, immunization, working papers, etc.

. Day Care Center #2. Two teachers and the director partici- -
pated in the interview about two students. Jean works well ’
with the children in 1/1 situations but has some difficulties
in adjusting to group situations. Although ghe came to the
program without prior experience in this area, she apparently
brought several ideas that she felt the school should carry
out. This could not be done, according to one of-the teachers,
and Jean seemed to lose some of her enthusiasm.

Emily is also working out well although, according to the
director, she has more personal problems than a sixteen year
0ld should have to bear. The staff discuss her problems with
her and attempt to help her as much as they can.

Q. | | ' 174




The director indicated that they kept some type of record of
job performance and would be willing to feed back information
of this type to the program staff. Apparently, no provisions
have been made, as of January 1980, for such feedhack, although
this is obviously important to both the program and to the

- student. .

As indicated by the comments of the observer and the work site
supégvisors, decisions about work and interaction with students were
left to the emp%oyers once the placements occurred. Incentives for the

\link.befween employers and- youth were largely financial. The placements
were mostly in the public sector, at worksites much as day care centers,
that were anxious to have fully subsidized personnel. One employer -

did mention that she felt that students, such as Emily at day care center
#2, did need such a program: ]

»

She (the worksite supervisgor) is concerned about the welfare of
the youth and feels that work at the school provides a support
for Emily. Obviously,®she hopes that the program caa continue
and that Emily can continue to work at the school during the
summer. As with other day care centers, city and state
guidelines prevent the employment of youths under 18 or

without their high school diploma.

Another factor that simplified the public sector placement was that 'the .

T

certification and .payroll processing were handled by a department within

the LEA that was very familiar with YETP procedures..
Originally i?e project planned to place two—thirds'of the students in
“private sector placements.n The project would reimburse the employer
for one-half of their wagéé. The project placed four students in private
séctor slots. The on-si;e observer reported that the placement process
| was slow; due to a siow certification proceduré at CETA, to difficulty?

in locating employers to pay 50 percent of student's salary, and to

.employers being more selective than in the public sector. The final straw came

when the LEA had difficulty budgeting in funds to reimburse the employers.

The LEA coordinator reported to the on-site observer that this became

a rather time-consuming problem:

C 175
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. - “The coordinator indicated that.the funds had not yet been
made available for payment to the private sector empléyers :
and hg hears from them often (March 1980). -He indicates ‘ : \
that a great deal of ‘his time is consumed in responding '
- to their inquiries and complaints. It is-not anticipated-

that additional private sector work assignments will be made.

Linkages established between the LEA coordinator and another CETA funded -
R projecF made it possible for the High school work expevience students to be

Placed in subsidized summer employment of the ‘CETA project. The on-site

observer reported that a phone call to the director indicated that 'it was

likely that most, or all, of the students were working. The observer's
random c@eck with gwo students. indicated this to be the case. qe LEA
‘ coordinator had facilitated the placements by submitting the student appli-

4 ’
cations prior to the end of the school year,. . "

Summary. Project 3 depended upon the cooperation of three large

bureaucracies for implementation. The peer counselor component of the
I =’
project depended upon schedule coordination of staff and students

“1

within the three bureaucracies as well as input into the role definitionsM
of the peer counselors. The result of the lengthy negotiaqions was
delayed.implementation and a limited use of the peer counselors. The
failure of tHe peer counselor component becomes more understandable

when viewing this component as a ex post facto feature tacked to two

proposals submitted- independently by two institutions.

Failure of the peer counselor component also affected plans for ¢
the work experience component targeted toward high school students.
The career awareness sessions for the work experience students as originaliy

- planned were never effected, but near the end of the program some efforts

weré made in this direction. However, interview-and observation data

indicate that the interactions between the work sipe supervisorsfand the




v
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" students served this function to some extent. It is ironic that this

linkage between the public sector employers and the students proved to

be the most successful linkage, as)it did not depend upon "institutionai
linking", but ragher,upon orie-on-one relationships. On the ¢ne hand, the
LEA did facilitaté‘fhis ;elationéhip? simply by noninterference., That ié,‘
the LEA allowed students to be ggnéabted Fhrough the schools, but students
worked after school and didAﬁof'fgégive any academic credit. On the othe;‘
hand, the LEA had a separate department—tﬂat.was attuned ;o processing
youth credentials for YETP grants, and tﬁis department serviced the -
exemplary project in an expeditious manner. )The private sector linkag;
failed because of CETAfs slow credentialiné process, and because of the
iEAfs problem with reimbursing tﬁe empioyers: 'Ih conclus%gn, one must

ask of this project whether the linkages were really necessary. .




., DISCUSSION: INSTITUTIONAL LINKAGES

The three case studies of the exemplary in~school career awareness

projects demonstrated three distinct roles of the project,operatofé. The

three project operators each assumed roles vis-a-vis the LEA, CETA, the’

public sector, and the other human sérvice agencies that impacte%’upon

implementation, the types of services delivered, and consequent institu-

+ tionalization of the project ideas and programs.

Operator Roles ‘in the Linkageé. Project I was operated by an LEA

. L 4
and was closely linked to multiple administrative and delivery levels of

the LEA. The relationship of the project t® the LEA, CETA, and the

human seryice agencies had been characterized as cooperative, in that

L * g

these organizatiens were supportive. The operator served as an engineer

who designed plans for implementation”of a program's idea deemed wlrth-

h ¢

while by CETA and the LEA.

.

~ Project 2 was operated by a nan-profit organization that had a ®.

~ole

e . Y

»

re e C

history of good working relationships implementing cadeer awareness projects in

LEAs: The no

n-profit operator's linkages with CETA and the public employment

secéor‘commenceh with the in-school project and grew quickly. The

*
i
-

relationships with these organizations resulted frmg\;he operator's

a

ability as ankentrepreneur, that is, its_abiiity to adapt services ;nd

aéyinistration to a changing darketplacq for- career awareness

activities. , . ?

v

. " An LEA and a /fommunity college collaborated together asZ
- ./- . - . /
consortium to operate project 3. Project implementation depended upon

shared decision making by both bureaucracies. -CETA also took an

active role-in decision making. To the extent that the three bureaucracies

- R

s

’
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_could agree on schedules and roles qf peer counmselors, the extent of services
. 5 fae’
decreased and implementation was slow. All bureaucracies were in*a sense gate-

~ ' keepers of theiry institutional norms and culture.
The three roles of engineer, entrepreneur, and gatekeeper each
- + impacted upon (1) the project's ability to be implemented;'(Z) the
pes of servicee delivered; and (3) the institutionalizatien of the o ’
e ﬁiﬁ adbject ideas and programs. _ ‘ ' o
e . 1. Project Implementation. The LEA's role as engineer in project f/

»*

1 he}ped gain ace ptance for the project from the sthart. The project

idea had beerd wi; the community for several yeara, put without funding
until the Youthwork pr jects. The LEA designed plans for the alternative

~ school and provided supports at muitiple levels of the schools to staff
the'project, provide students, and maintain services. 1In addition, the

operator had/;thstor§‘of hy altny working relationships nith CETA. By

supplying the project with agcess to these 'supports, implenentation of
v ] 4

was enhanced

-

le in project 2 as entrepreneur also «

-

v .
-

« The non—profit operator )

'. enhanced préﬂecr implementation. ”"e\CETA grant foxmed a n!w link for

\
this operator. The operator 's capa ity to deal with paperwork,
N

fun howed a great ability to*absorb

changing regulations, Vand s‘

8 each had institut:ional norms and a culture

The program operators ‘became
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gatekeepers. It has been noted that thd(;;ea of collaboration appearéd
expost facto of the proposals from both institutions. One may speculate )
that the idea oﬁ collaboration was incompatible with counseling standards

of the LEA and was impractical fromha practical standpoint of.the age and
phys;cal 1ocati§n of the community coliege. It appears that the most
successful link of the project was between the individual students and

their work site supervisors in the public sector-in effect, a non-insti- -

tutional linkage. The activities of the students at the work sites and

their interactions with the supervisors were not planned or monitored by

the operators and did*not happen during LEA time.

- 2. Types of Service Delivery. Project 1 created an intensive
service, an alternative school, closely linked to the traditional public

schools. This close coordination and supervision of the school may be

partly explained by the role of .the LEA as engineer, taking care to

design the services as part of the total system.
Project 2(offered several components. Among them were the

-

work experience, the career awareness sessions for studenté, training

sessions for teachers, and career centers. The entrepreneur was able

to tailor some services they had previously delivered to the new project,
. .

as well as create new ones. The services took place in the pigh schoold v

during and after class time.

Project 3 was successful in placing‘stpdents in work experience

after school time. This did not interfere with the gatekeeping functions

*
of the operators, but in fact, worked around them. Unsuccessful componenté//‘”

fell victim to institutional norms and the cultures of both institutions.

3. Institutionalization of Project Ideas and Programs. One

of the most importaht questions relating to project linkages is: What

.
. \ 2,

Q -~
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;§§\J happens to the programs after the Youthwork.money ends?b
!

Project 1 will continue as an alternative school funded by the
LEA operator. The exemplary in-school project provided the LEA engineer

=an opportunity to test its plan for feasibility. Success meant that it

L 2

decided to integrate it into its total program with financial support.
LEA administrators continued to question the principle involved
in creating separate services for the CETA~eligible target group. On the

one hand, they recognized that the needs of this group were not presently

’

being met by their schools. On the other hand, they feared that

isol;tion from their peers who were successful in the traditiomal

schools could have long-range impacts on their ability to deal with the

" real-world, not only in school but out of school. This recognition

of the dangers inherentiin creating separate services made the project &

staff at the.alternative school insist upon maintaining standérds,but ~
through intensive individualized instruction. The c;ntral admini;trators

and high school administrators stressed that re-entry into the traditionai .

schools was necessary, even if perhaps not until high school. But they felt that

re-entry sHou)d happen and that the schools would have to consider

changing theiX programs and what people did in the programs to better

meet the needs o group. One might speculate that the second
- impact of the project was to bring this agenda to the forefront and to
start people talking about it. ,

Project 2 will end with the funding. However, several impacts

were felt by the schools and by the operator. One school altered its

curriculum for English, instituting a lower track for youth needing

skills similar to those offered thfough the project. The value of such

’

, N 18,
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.
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A

an impact needs to be considered serisusly, as such a curriculum lessens

the opportunities for advancement of some yéuth, particularly if they .
cannot move outside of such a track. On the other hand, this reform aid

iessenvthe dropout rate of English sfudents, so its merits capnot be

easily dismissed. The important factor is that the entrepreneur having .

both interpersonal and professional competencies introduced new methods
: \

and content into the curriculum that appealed to the youth and to teachers.
However, t;e innovation was not of a structural nature to change the s;hooi
day for the youth, nor.to change the classes for the year. 'The innovation
did impack upon the struqture of English classes for some'students.

Othgr program componenés.frdm tﬁe entrepreneur may or may not continue.
One school decided ?o buy the time for' a career gﬁidance_specialist and to
- start a center. Pérsonnel at another school thoﬁght that’the principal

* might be simil;rly inclined if project monies ran out.

It is diff}cdlt to speé;late aboutrthe impact of project 3 on the
institution as significant. The work experience component, the most
successful component, was implemented with little involvement on the part
' of the schools. It appears that if the LEA and theﬂcollgge\received another

grant,:they too would‘hire special project staff to %mplement the project

.with little or no input frdm the on-going LEA'staff. “Hopefully, the

experignqes of this project could be used in designing and implementing a

more effective project, if another grant were received.
. .

v
.
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CHAPTER SIX . -

’ JOB CREATION THROUGH YOUTH-OPERATED PROJECTSl

- .
/

Introductidn

~ Job creation through youth-operated projects was selécted as a
program.focus for Youthwork, Inc., because the area raised important
issues in national policy toward youth. Youth are normally the con-
sumers of employment/training services and are not involved in the
decision—maéing arenas. As consumers only, youth have been denied
important experiences and skills .that could ﬁé gained from being
actively involved from the planning stage through the creation, imple-

mentation, and completion of the project effort. The Department of

.Labor and Youthwork, Inc., (DOL Application Guidelines--Exemplary

Program, 1978) have considered this involvement of youth the primary

distinction between exemplary programs chosen for this area and programs
.o £ :

~

)
supported under the other focal areas.

In its design of a pilot Youth Enterprises Development Corporation,
the Work Institute of America cited the "need to find ways td create

LSpecial thanks go to Pam Dickey, Paul De Largy, Tim Hatfield, Sharon
Levine, and Ruth Morgenson. Extensive use of summaries provided by
them have been used in the preparation of this chapter.

v
- ¢ - . .
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youth-operated enterprises to: (1) increase opportunities, (2) provide.

outlets for youth leadership abilities, and (Q) provide training in

management and entrepreneurship.”" Youth-operated projects were

established to give youth a chance to manage their own affairs. In
clarifying its aims, the Institute stated (1979:31):

The solution of the youth employment problem has become
synonymous with the development of programs to prepare
youth for employment i:\institutional settings and in
activities planned and operated by adults. In most
respects, this is as it Should be because (1) large
numbers of youth will be helped in this fashion, and
(2) most will eventually have to work in large insti-
tutional settings.

But not all are best helped by "enrollment' in such
organized activities, and not all have to work for
large organizations. An unknown but significant number
of youth in the innexr city have leadership ability and
no way in which to exercise it. It is a mistaken
assumption that all youth who live in' the inner city
and are without jobs are unpracticed in organizing,
persuading, identifying opportunity, and taken advan-
tage of it. Street life and a wide range of economic
activities that, if not extralegal, are not advertised
in ‘the Yellow Pages, have given some youth in slums
opportunities to develop these talents. They are a
base on which to build.

-

Youth-operated projects are d@n example of a federal program
. \

trz}ng to capitalize on skills youth have already developed. Uéiﬁg

\ R , "
skilled community persons as advisers, youth are allowed to participate

Y

in the on-going economic life of the community in a meaningful way.
N k ¢ N R

Thq_goal of this effort is to enable increasing numbers of poor youth

. ‘ )
© té participate in the labor market successfully.

- . -

PROGRAM CHARACTERISTICS
The Youthwork gfaﬁﬁgprocess selected 12 projects for funding

within the yohth—operated category. The sites are both rural’and

. ) -

]
by
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>

urban and ﬂave served anywhere from 30 to 300 economically disadvantaged

youth. The total number expected to be involved in the projects is approxi-
mately 1,750 youth. Three projects are located in major cities with
populations‘exceeding one million people. Four are located in cities

with populations between 100,000 and 500,000 people. Three are in y
cities not quite large enough to qualify as prime sponsors but with

populations over 50,000, and two projects are in very remote rural areas.

" Each of the twelve youth-operated projects are described below:
Site 1: A student-operated planning, management, supervision,
and personnel office.

Site 2: An alternative learning center that, will provide .

- -

opportunities for'career.ehucation through work
experience. :
Site 3: A career’/planning and youth employment and
placemer}t service. | t .
. Site 4: A center providing carter counseling, remedial *
instruction "in basic skills andﬁyork experience.
. Site\ﬁs A youth-operated recycling center.accompanied.by

career guidance and’counseling.

.

Site 6: A youth-operated business f;gh academic credit ’/}
“offered through several aIfernagive schools.
Site 7: A‘schoo}-sponsored program offering training in
\\*} . agricultural swine p;oduction,'child development
- } and’care, ébnstructions skills, and business office

skills. - _—

Site 8: Youth-operated businesses giving academic~credit

for w@é& young people learn.

e ¥

U e
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Site 9: A school-sponsored program §;gnting academic

credit for competencies acquired through -

x -
[y N -

work experience.

-

. - - e

Site 10: A youth-operated print shop and newspaper.

Site 1l: A‘'youth-operated business leading to academic

4

creditt
Site 12: A youth-operated project that provides work
experiences, counseling, academic credit for

basic skills af:tainment .

-

Of the twelve sites, four provided data for this report. .The other

eight projects have either ceased functioning or no longer have on-site

»

observers as a part of their research strategy. Each project has
operated, at least in parf, from local school facilities. The sites

have been in operation for up to 21 months. Table 1l presents a summary
of ﬁrogram characteristics‘fo} youthfoperaged projects.

.
’

E

FINDINGS .

CASE STUDY i#1

This project proposed to create fourteen youth-run Youth-Site com-

mittees to "broker" youth services to the community. Ninety youth were

to be hired.and were to work §,m4kiﬁdh of 15 hours per week over a 78-week

period. An additional 60 youth were to partiqipate,allpwing for turnover.

A central youth committeé was to be created to oversee the work of the

14 site committees. Through thistodel, youth were to be encoﬁraged"

”

to contact whatever agency, business or individual who could most

effectively assist them in the deéelopment of inaividual(projects.
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TABLE 1 2
Charactefistics of Youth-Operated Sites
;
s where
population program _date of
a b range (in is o program
program operator thousands) conducted initiation
A CBO 50-250 training Feb. 1979
center ‘
. ‘i
B LEA 1000+' school Dec. 1978#
c* CONSORTIUM 0-50 training Oct. 1978
A center
{
D LEA , 1000+ ' trainidy Mar. 1979
center
E . CONSORTIUM 0-50 * school Oct. 13}6”—\\\\_
F LEA ’ 50-250 school -
) G - Tribe 0-50 training -
cefiter
- H CBO . 1000+ - -
I \\\QONSORTIUM 50-250 school Jan. 1979
. \
J* LEA 50-250 school Dec. 1978,
K* LEA 0--50 school Nov. 1978
L LEA school Sep. 1978

~250-500

- . ' >
aPrograms with an asterisk~prdwiisd data for this*report.

LfA = local education agency; CBO = community based organization;

b

K

CONSORTIUM = combination of agencies come together to foster youth programs.

cTrainipg centers are located at facilities owned by these organizations.




Specific Linkages and How They Worked

The internal linkages at this project have been primarily among
the various service efforts, advisers,, and agencies. In;er—institutiogél
linkages were limited to those with the larger CETA network. The lacR of
inter-institutional linkages aé this pgojeét was all the mdre interesting
in that the project was developed as a result of linkages among several

youth-serving agencies in the community. This group was called the

youth consortium. 'Y

»

The Consortium
] g

The consortium wrote the proposal for this project. It was organized
as a reéponse to a federal dictum that agencies could not submit another
Title VI (CETA PSE) proposal in the same form as the previous proposal.

The consortium was organized-to write a joint proposai. As this effort e o

.

was coming to an end, the application guidelines for the Youthwork
programs were.published. The membe£s of the consortium felt that the

consortium would be a good vehicle for coordinating a project such as that

outlined in the Youthwork proposal guidelines.

The original intent of the program was that the consortium would be

the program operétor. However, the consortiuﬁ never was the program
operator because it lacked the administrative and technical facilities -

to take on sﬁch a task. A CETA employee was hired to:head the.project,

’

and control was shifted from the consortium to CETA. Various inter-

pretations_have been suggested for this shift of responsibility. One

) . -
...1it was always assumed that CETA would administer the project
since the uth consortium was not a legally incorporated body -
and none of the individual agencies had the facilities to run a
large county-wide rather than city-wide program (1/80). . .

former Youth Consdrtium official felt qhat:

. ' 185




~-163- ’

Another participant suggested that: -

-..0ne reason was that the director chosen for the program
happened to be a CETA employee. She pointed out that any
other agency could have suggested an employee for the director
position and thus, retain control over the project (l/80)

The major linkage between the consortium and the project was through the

"advisory committee" set up by the consortium to help run the project.

.

This comeit;ezjhelped the project director over some early rough spots

and provided #echnical expertise to \he various individual projects by
screening‘oreliminary proposals of the youth. In this manner, the
committee could exercise veto power over the project's activities.

However, the observer suggests that on closer scrutiny:

r

...1it seems apparent that the members of the cémmittee were’

not representatives of the youth consortium as.much as they
were representatives of their specific agencies. This was
obvious during committee meetings when one committee member
very clearly demonstrated in his questioning of youth who had
written the proposal that he had loyalties to other "competing"
'sites (5/80).

The Youth Consortium ceased to oggrate during the spring of 1979 for
a variety of reasons that were not connected with the e;:;plary project.
A major reason wasithatTCETA monitors found serious problems with the
Title VI project. The basic oroblem was that people were not doing
what their job description called for. These pgobleus soon monopoli;ed
the monthly meetings, which led to organiiations (that did not have a
Title VI project) losing interest in the consdrtium.

The demise of the consortium brought to an end any hope that the

&
project would be able to become linked with the wider comnunity. When
the consortium folded, most agencies lost interest in the exemplary
project and instead of being actively involved with the youth project

‘ at their site as was-fproposed, their only role was that of landlord.

-
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ction of an Adviser
The agenc:fes where youth were involved in a service ef:‘ort were
origdnally to provide an adviser from its own professional staff. This

[ ] . -
person would serve as a link between the service effort’and the dgency and

faci¥itate .the sharing of services both with the host agency and other

13 ~

agencies.

@

The motivation for the adviser was to have been his/her concern for

t

7

the welfare of youth plus an interept in participating in an exciting,
experimentél program. ‘It was @s ed that a person of some responsibility
at the agency would choose to 8erve as group adviser. This assumption

was unrealistic. Agency staff were simply not willing to undertake angther

| -

. -

demdnding commitment. ‘ k%/

As a result of the failure to recruit profeséional staff from the
agencies, all of the service efforts were headed either by persons who
had no formal affiliation with the host agency or else by persons of fairly
low rank in the organization. This resulted in the planned host/exemplary
relatf%nship heéoming a ;landlord/tenant relationship" wgere the hosé
aéency-haa little interaction with the youth project. A second conseqﬁence
was the diminished ability of the youth project to draw on services from
other agencies in the community.

The adviser situation changed in later stages of the project as

the students began to choose their own advisers. This resulted in the

further 1imiting of the contalk between the youth since effort and the

st agency. Supposedly, this lachor contact between the adviser and

the service agencies yas to be balanced by the new dviser's experience

in an area related to the kind of work that the youth project was involved




in. This too did not work as anticipated. The adviser to the new
restaurant was hired supposedly because he had business and bookkeeping
experience. As far as the observer could determine:

...his only related experience was a bookkeeping course in

high school and art experience which helped considerably in

the decoration of the new store. He had no restaurant experiencﬁ}
7 -
The Prime Sponsor

The CETA gfime sponsor adopted the project after it became apparent

that the Youth Consortium could not operate it. The observer at the

project felt that CETA was given control for the following reasons:
(l)\the ability to handle the massive amounts of paperwork; (2) the
presence of an empioyee who was suitable for the position of project

d1rector, and (3) the fact that it was an agency that could request funds.

\ B e o oy ees m, P 00 Aoy - LI

Its exercise of control over the program, however, fluctuated. The

assistant director of CETA had veto power and used it at all times. The
observer provideg:an example:

The assistant director visited one project, a novelty shop,

and was not pleased by either the goods or the services. He saw
the project as selling.magerials that were offensive to the
community and he ordered the stare closed (3/80),

CETA's internal problems .also affected the project. Political
problems in ETA led at onme tifme %o a demand increased publicity,
accountability, and paperw Tk. One member ofﬁf:g advisory c0mmittee h
felt that the internal needs of CETA affected the project in eAdeeper,
more long lasting way. The prqjeéfﬁh?d had minimal links,witi thewlocal\4~

educational establishment,. This informant thought that one reéason for
this was what he saw as the major goal of CETA--to put as many people -
to work as possible. 1In hie opinion, the project sacrificed quality for

quantity, dealing with many youth supefficially rather than giving -

o)
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fewer youth a more intensive educational experience. This informant

summarized his feelings as follows: 'The learning précess was seconda;y
to getting people jobs." R b >
Synopsis’ and Discussion:for Caseé Study #1 _ -

The earliest linkage established at thié project was the oﬁe that
eventually.led to the creation of the project itself. The youth consortium
o8
was made up of a group of agencies that éervéd youth in the.local
community. According to the on-site observer:
: .+.The youth consortium was to pro&ide many of the ties between

the exemplary program and other non-profit agencies in the local
community (5/80). -

The consortium had not functioned since June 1979,and with its d;mise
came the severing of most of the linkages that had been originélly
established through this éroub.‘ One reason for the demise of the youth
consortium kas its f;ilure to become institutionalized. When indlvidual
members changed jobs or lost interest in the affairs of the group, the
agency that had originally appointed this person did not bring someone
else on baard as a replacement. ‘This, perhaps, was related to the
initial taék the yOuéh consortium was crea;ed to perform.

The consortium was orlginally created to apply E;r Title VI (CETA)
funds. The individual agenéies had been told-by the federal govefnment
that they could not apply for these fgnds‘with Ehe same proposal as the \
previous year. The agencies came together and wrote a joint proposal.
The’ proposal was subsequently accepteh. .

Aboutéhe timmethat the joinfiproposal was accepted, the announcemenE
f&r the Youthwork Exemplary Demonstration Project had become public‘

-

and members of the consortium

o 19,
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saw this as an opportunity to bring more money into stheir agencieé to )
. ”~
serve needy youth. The exemplary project stressed linkage and c%ordinati n,’

¥

among the various groups, and the youth consortium proved to be an ideal

vehicle through which to submit a grant application. Once the grant
wasj&ccepted, it Becane immediatedy apparent that the consortium did
not have the administrative means or know—how to run the program. It .

was subsequently decided that the prime sponsor would act as operator and
s [
that each of the local -agenciegrwould have &s own project to conduct

under the auspices of the CETA-operated project.

The other major linkage between the oroject and the host agency

invo;ved the selection of an adviser for each group. Theoretically, the

*

adviser was to be a professional staff person of the agency and was to
JURAR

act as adviser because of his® or her active interest. in having youtb involved

in community affairs.' However, the idea neveg became reality Many of

the advisers turned out to be college students or 8ther people in the
”/ . [ N
community who had little or no relationship to the organization which

was supposed Lo be sponsoring the project. ;he failure to link with *
. - J .
the proposed egoﬂsoriﬁg agency through the adviser position posed

problems for_the various youth service efforts. The extra effort -that

\ K
was required ‘of the inexperiencedfgivisers to create relationship

L

with other agencies took bdth time and energy away, from the primary

L gl

task of developing a youth-operated business.

I'a . . -
& - . #
- . - ]

-Incentive for Linkage

' v

The -incentives evolved over time. In the proposal,/srofeshional

people and experts were expected to become involved as advisers because

3 ’ L ) .

14,
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of qhe experimental nature of the program and because of their interest
in seeing youth involved. This did not work. Subsequéntly, monetar§

incentives had to be devised to attract qﬁvisers. Because of the low

*

wage eventually offered, the pérsons attracted were not what the .
. ¢ r .
original proposal had envisioned. Further complications arose when cer~

tain landlords insisted upon greater incentives to allow the youth to

4

.

rent their property. ,

) There has been very little organized privateisector involvement at )

¥ /

this project. 1In Spring 1980, the project had attempted to link with

the local Private Industry Counc%; (PIC) to garner more private sector

participation and expertise, . The results of this effort have yet to
L)
- 1)

.become visible. . . .

~-Decision-Making Authority

Decisiontmaking authority at this project has been vested in the

project director and her employer, the CETA primé éponsor. In the beginning,

+

the youth consortium acted as an advisory board and helpgd the project

director to work through many of the’problems'associated with implementation

\

of the ppoject. When the youtﬁ ansortium disbanded,much of the shared
1:aking that had previolisly occurred ceased.

decfsion
T \'

CASE STUDY #2 ) - Lo -
4 % - '

'
T' The goal of this project was to estabI®h a solar enérgy cooperative

with youth learning ‘all- of the skills related to solar technology and
;}.
. ﬂ\ providing the skilled laﬂgr'%or the cooperative. A non-profit organization

with a str?ng'ﬁﬂékgrOund in salar energy was to act as spomnsor for the

- /
project. As thex;roject achieved its goal of becoming a profit-making

N
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business, <t would spin.off from its non-profit sponsor and incbrporate
into a separate entity. The project is adult operated but has youth

. ) . .
who are trained in the various ipbs that the business requires.

Academic credit for the experience was not a primary concern.

Specific Linkages and How They Worked

This project was developed.out of a relationship between two non-
f

profit organizations interested in supporting the development of higher'

technology in energy fields. A Washington-based group was instrumental

N
in writing the initial pr;stal and in selecting the barent group to

. a -
organize the project. Once underway, the Washington group has had only

peripheral contact with the on-going froject.
The project director was hired by the barent organization. in June
1979, Initii} communications between the parent organization staff and

the new director were strained. The second on-site observer noted that
- ¥ N
the first observer (a member of parent organization wtaff) saw the

) - »

director as "not communicating ‘well with the parent organization staff."
The new -observer felt that this feeling was related to” how the project

. ‘ I L.
had been presented to the parent organization staff in the beginning
J

and to the inexperience of the parent organization staff with business
) R

»

and educational jargon. For example, they were not familiar with product
contracts which were to be the new directwy's primary mode of task

.. . \
completipn.; . . ‘,l . .

. In spite of the initial reaction by paren ization staff, the
current observer, describes™the new director as having Ydone a. . ’
fantastic job, getting refunding and perhaps even starting, a new school

\. J'\/

~ .

which will be related to the project." The observer goes on to note

3
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on the work of the new director and the project there is talk of

s

replicdting ‘this project nationwide.

/} . The parent organization and staff were of little help to the new
o, & . v

project d%@ector. When the director asked for feedbagk on sped&f&c
- - \
proposals, he received little help from the parent group. According to

’ the observer, the director's attitude about it was.that Qs was hired to *
, ¢ -~ 1}

do a job and he would do it with or without their help.

Al

One point where the parent organization was valuable was after the.

students joined t;e program @¥Vember 1979). The parent organizétion

became involved when its technicians helped‘studeﬁts as instructors for

il’ on-the-job training. The role of the‘parent organization was brief .
7 . - .
since a special RJT instructor was hired soon afterward. ' ,
8

/’:;\, By March 19805—fhe board of diregtors of the parent organization
had decided to let the projéct spin off from the parent group. This

was ot a major shift since the parent organization had had little .

.

{
'interacgion with the project since its inceé%&on._ As the observer

’

noted in a recent protocol:

...Thée linkage between the parent organization 4nd the project
has been severed almost completely. The break will be complete
when the project moves to new quarters soon (3/80). _ / \\

¢ ‘

\
Furthe& examples of the nature of the split illustrate the overt reason

for the decision. The observer notes:

...0n March 3lst the Qirector of the parent organization told
: me that he did not want his group to be connected with the .
- 4 Pproject in any publicity. I (tb@iobserver) was astonished
) / (3/80). : !

~
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5% Subfequent investigation by the observer discovered that one of ,the’

4 . ~

reasons for this decision was to protect the non-profit status of the

”

v -

parent organization. Siﬁce the[projec; had been envisioned as'profit- t .
making from the.peginning, 1t was natural fol. the proggst to bec§me
independent of the non-profit organization. The project director.érovided
a co;cise description of the decision to split and its effect on the ‘ ’
l#égégg_betweén the two groups.. The di;thor of the project explained:

+-+ This would probably happen to any project which .
{ became self-sustaining in a profit-making form (4/80).

. - .
The observer noted that, according to the diréctor, _ ) (/

+-.Ther'e had not been much of a linkage aryway because the g
decision making had been all his from the beginning. He :
simply gave a report of what had been done either “to the T .
board of the project or to the direcﬁb;_of.the parent

organizatiop (4/80). / i ' -

The project moved to new quarters on June 1, 1980, and officially
+ ended the linkage between the project and the parent group. The new T
quarters are more spacious and ipclude classrooms, workshops, and ! '

,/9 officés. This move‘c‘incides with the refunding grant from Washington;

,.

which will make the project independent of the parent organization. '

o

Foremost among the other linkage% for t?t‘project was éhe local

.

vocational high school.. This linkagé began in the spring of 1979 when

the former director of the parent organization went |\ ]
« to tell the principal of the high school about the new project. The
LY

principal seemed agreeable and 4ﬁ£ediately included the project on the
RY)

-

"school's schedule for the foL{?wing fall. The priﬁcipal was very

[ »

disappointed when the.project was not ready to begip when his school_

-~

«
began.1 After the failure of the project to begin on timet he was .no

no longer very cooperative. Th® project has used a classroom in his

. 7 /

-




school ®nd made opntracts with the drdfting, carpentry, and marketing
N .

instructors to teach students ‘in the project after school. The incentive
v N * *

‘Epr the ipstructors to become invoived was’that the§ have been paid over

and above the{; high school dalaries. =~

g . .
The observer at this froject described the linkage with the vocational
14 4

high school aq-"not-éieat--but okay'". The project, as a result of the
con!igion of the linkage, is looking in%ﬁ“etarﬁ{gg its own ‘school next
yea}. A person-has begp hired to do the feasibility study for the school,

N * A -
wirich mﬁgt bevable to give academit~cyedit for the training. A meeting

3

was to be held with the city 2bning4autpprity fo sef if a school
could be located near the new hEadquarters{/ The observer cites this
Lo ' .
vas another example of the project director's ability "to get things dome'.
&

There hag been one example linking project activity directly to

-

,

\

said that she would give the student extra credit in her course for work

- A .
he does for the project. No other teacher has done this. A a rule,

what hagfens in thF vocational high school. One student's English teacher
. * / .

< Qﬂ@tudents do not get academic credit for their project training, although

they do considerable reading and some wiiting as a reéult of the project.
¢ N \

An alternative high school (different from the vocational high

)

school) gives credit for w?rk dene by their students at oject.

There are only two students from this schodl working At the project. )

»

The observer, in describing tHis linkage suggesté:
. ~ .

...The linkage at Alternative High School should have been |,
built up. I guess it was not built becausé of the lack of time on

the part of the instructors and the director. Aiso, the fact
that the school is brand new this year may have had an effect

(4/80). ‘
At the end of the school year (May 1980), the linkage-with the

- 4

vocatignal high school was terminated. The feeling by ‘the-observer was

4 D

iy

\
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that the project "may not have made much of an impreéssion on the principal,

but there was interest in the project from students .and at least (two

.

instructors." . v

N~

The Prime Sponsor P : o

Linkage with the CETA prime sponsor has been virtually-noneXiStenta
This was to be expected given the nature of the funding for this project
(bypassing the prime 533h80r). The project has followed CETA guidelines
for iggggg level but that is about all. The prime sponsor has planned

to study this project to see if it could be replicated.

1 . :
Other Linkages ) .

By the first of July 1980, the project will have been incorporated

»

with its own board of directors. This advisory board is a goad linkage

to the private sector boqh in the surrounding community and nationally.

The board was. appointed by the project director and includes representiitives
, from Youthwork, the Washingtdn-baEed non-profit group wh%sh was instru-
ment;l ;n proposing the project in the beginning, the State Housing

Authorityy a contractor, and several representatives from other interest

groups. The positions that these people hold are seen as valuable assets-,
.y

to the project and will be instrumental in the, efforts to secure ;
contracts and become'a successful profit-making Business. Several
members of the board have alre;dy %Lcluded the project in proposals for
funding and other members have hefbed to puglicize the project's work.
All other linkages of the project have been made through formal

contracts with individuals or organizations to produce specific

products. An example of this is a contract with a~do§umentary film ‘»hu .

-

‘maker who hE?’taught students how to make photos and process black and white
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»

pictures as well as make movies. Two other examples include the following: 1) an

+

artist was cémmissioned to design a logo for the project and then taught the
. ~ -  §

’

students how to silkscreen the logo on tee-shirts;, and 2) a contr;ct for
publicity that has already produced calls for energy aud#ts on siﬁéle—/
family dwellings. This gave'students more oﬁ;the-job trainiﬁg and may
yet develop into additional contracts for the budiness. °

A critical aspect of this project, from the observer's perspective,
was the granting of product contrélcts,,L The observer felt that these con~- //,
tracts, which spe%} out duties, responsibilities, and areas of decision . '
making, went a long ways towarq solving many potential problems In getting
the york do;e. In the ;bserver's opinion, the su;cessful development of
these linkéges depended upon clear definisién of Zhe tasks.bu ined by
the contracts and tHe professiJLal attitudes of all invoived. 3More

discussion of this aspect 6f the project 1s presented at the beginning

of the next section. ! ‘ 1

3

Synopsis and Discussion £br case #2

Almost a1£\45§£;;2h through this project seem to be initiated through

ggp_ ¥ . .
or by the project director. His method of creating these links was