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 UPDATE EVALUATION REPORT FOR THEAYOUTH SERVICES COMMISSION
The City of Philadelphia—(Subigrant #PH-74-C-B1-5-298)

AN

Submitted by: R. C. Gulezian

February 27, 1976 TER LG

This report constitutes a followup of the Revised Refunding- Report,
dated October 21, 1975, submitted by this evaluator. Thé contract
period for which this report applies extends from November, 1974
through January, 1976. The Commission.is ¢ tly operating under

a second LEAA subgrant (FED. DISC. {(//76-ED-03-0001p for capacity
building purposes which applies to thE& ing~pPeriod August, 1975
through July, 1976, The present evaluator also serves as evaluator
for this subgrant, but under a separate contract. Since the capacity
building grant is an integral part of the Commission's activity under
the regular subgrant, the two will be treated together in this report.
Where possible, components of the capacity building grant will be iso-
lated in the discussion.

The main criticism detailed in the Refunding Report was that the oper-
ations of the Commission were poorly organized and that requisite pre-
liminary work, planning, and coordination of activities was sorely
lacking. At that time, it was not clear what the Commission intended
to do, both conceptually.and operationally. Based upon the results of
the previous evaluation report, three meetings of the Juvenile Justice
Task Force of the Regional Coun¢il, and numerous meetings between the
Commission staff and that of the Regional Council agreement was reached
regarding a set of operational goals to be used to guide the Commission
in its future activity. The results of the staffs' efforts during the
period December through January culminated in the present subgrant ap-
plication (#PH-75-C-4B-5-450) which was conditionally approved by the
Regional Council and is subject to approval by the Governor's Justice
Commission on March 1. In addition to activities associated with the
Discretionary Subgrant, the Commission has been engaged during the last
month in fulfulling the goals spelled-out in the current subgrant ap-
plication.

Commissioners. More commissioners than in the past are taking an ac-
tive role in the activities of the Commission. Most of this centers
around the activities of the Executive and Personnel Committees. There

‘appears to be explicit recognition of the need for greater commissioner

awareness and involvement regarding the activities of the staff. No
mechanism for determining overall Commission policy based upon staff
input has been developed to date, however. Greater knowledge and sus-
tained involvement on the part of the commissioners regarding Commis-
sion goals and activities is necessary.

The long-standing proxy voting issue is unresolved to date. The issue
has been addressed at Commission meetings since the last report, and a
decision was made to seek the position of the Attorney General regarding
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the status of the Commission on the issue as it relates to continued
funding. The exact status of the proxy. issue at the present time is
not known by this evaluator.

Staff. The Commission staff is presently comprised of the following
filled positions:

Executive Director

Director of Rescarch § Evaluation
3 Rescarch Associates

2 Rescarch Assistants

2 Planners ox Program Analysts
Field Coordinator

Office Manager

Executive Secretary
Information Specialist

4 Clerical and Stenographic
Special Project

Two research associates, the two research assistants, the executive
séeretary and the information specialist were hired since the last re-
port. A director of field operations has been hired and will assume

the position on March 1. The position of Director of Planning has re-
mained unfilled since the last report. It is assumed that this position
is to be handled by the Director of Field Operations until a planning
director is hired. Other positions yet to be filled are a director of
administration and finance, a systems analyst, and two field coordina-
tors. ‘

Members of the planning staff are presently engaged in activities which
are aimed at degeribing the process flow of youth through the current
system of services provided by the Police Department, the Courts, and
the Board of Education. In addition, the extent to which these insti-
tutions will contribute to the operations of the Youth Service Commis-
sion is to be established. A detailed schedule of implementation goals
has been prepared by the planning staff and initial contacts have been
made. Ultimately, the planning staff is to utilize the information ob-
tained in conjunction with information from the research and evaluation
staff in order to develop an operational plan which is to serve as a
blueprint of Commission activities and goals for the 15 month period
beginning July 1. The plan is to provide the basis for a Youth Service
system and will delineate requisite details necessary to launch a pilot
intake, screening, and referral operation at this time. At this time,
it is not clear how the planning function is to utilize data collected
by research and evaluation in order to develop the plan.

Members of the research and evaluation staff are presently undertaking
the following activities:

(1) a survey of youth serving programs and agencies
(2. a needs analysis by surveying youth within the
publie, private, and parochial school systems
{(3) a survey of professionals dealing with youth problems
(4) a literature search
(5) documentation of all existing sources of data on City youth



With respect to the survey of agencies and youth programs a questionaire
has been developed and printed and a sampling frame has been delineated.
The information from this suxrvey is to serve two purposes (1) as input
into the development of an operational plan, and (2) as the basis for

a data bank of agencies and programs which is to be employed by field
personncl for referral purposes once an intake, screening, and referral
system becomes operational.

It is anticipated that a directory will be developed on a contracted
basis with a private firm, based upon an internally developed coding
format, Based upon a proposal submitted by an independent contractor
and discussions with rescarch staff members, the update capability of
the proposed system is not clearly delineated. Whether this applies to
the addition and/or substitution of agencies and programs conforming

to a fixed format or to the addition of information which is supple-
mented to the initial survey information should be considered in greater
detail. The required computer component for purposes of data analysis
is also to be considered on a contracted basis. A specific internal
format for data analysis has not been documented to date.

The needs survey is directed toward determining actual youth perceptions,
needs, and attitudes regarding various problem areas. At present, a
questionaire has been developed and arrangements are being made to ad-
minister the survey to school youth. Documentation regarding specific
methods of data analysis and the manner in which the survey results are
to be used is not available to date. Further contact between the evalu-
ator and the research staff is anticipated in oxder to make a more spe-
cific determination regarding the way in which the survey results are

to be analyzed and used as input in documenting youth problems for plan-
ning and decision-making purposes. The initial reaction to the needs
survey is that the questionaire is quite lengthy and that information
obtained from the anticipated pilot sheuld be scrutinized carefully be-
fore additional plans regarding the needs suwrvey are made.

The development of statistical measures to be used as the basis for
establishing an ongoing monitoring system of the condition of City

youth has not been initiated to date. The evaluator has been advised
that this will take place after an advisory board of professicnals is
convened and corresponding recommendations are obtained. All data col-
lected and analyzed by the research and evaluation staff is to be used
to make assessments regarding the scope of services to youth and problem
areas to be corrected through the implementation of a youth service sys-
tem.

The three surveys to be conducted by research and evaluation are funded
under the federal discretionary grant. Also under this grant is the
responsibility for the design and development of an evaluation system
for youth projects, programs, and agencies. It is anticipated that this
shall begin after the results of the program and agency survey are com-
piled. There is, however, a current need to consider project evaluation
which relates to present plans of the Commission to undertake various
demonstration projects. Evaluative criteria should be built-in to the
project performance at the outset of each such project. This was not
the case for the youth employment project funded by the William Penn




Foundatlon. Although an evaluation was.performed, as a demonstration
project is was not designed with predesignated criteria which relate
to the overall objectives of the Commission, Details regarding the
youth employment project appear in the previous refunding report. The
extent to which the results of the project are to be used in future
Commission activities will be evaluated after the last report is pre-
pared by the staff. To date, it is not clear whether another such
project will be administered this year.

Plans for the development of a computer activity which were outlined
in the previous refunding report have been abandoned. As mentioned
earlier, new plans are being formulated by research and evaluation to
contract for computer services. At present, documentation of all com-
puter needs of the Commission is not available,

Another objective contained within the discretionary grant is that of
public education and citizen participation. Much of this is to be ac-
complished through the newly hired information specialist. It is too
early at this time to determine the impact of this activity upon the
overall objectives of the Commission.

Other plans and activities of the Commission staff to date include:

(1) Parent Councils . .
(2) Development of family services projects
(3) Coordination of various girls clubs activities
(4) South Philadelphia Conference of Agencies
(5) Planning Network for Youth Study Center Alternatives
(6) Urban League Juvenile Justice Task Force
(7) Health & Welfare Committee for Coordinated Services to
Children in Their Own Homes
(8) Sports Camp demonstration project
(9) Neighborhood forums in conjunction with Temple University
School of Social Administration
(10) City-Wide Athletic Association
(11) Multi-Agency Polydrug Program

Some documentation of the nature of the above plans and activities does
exist, however, it has not yet been made explicitly clear how each re-
lates to the complete system to be developed by the Commission staff.

Concluding Remarks. Overall there appears to be greater definition of

staff responsibilities during the last month. Greater efforts must still

be undertaken to coordinate and unify the activities of the individual
staff members. Although greater documentation of staff activities ex-
ists there is a neced for further documentation, especially in terms of
the interrelationships among the various activities within the staff.
Most importantly, there should be grecater delineation of the manner in
which collected data is to be analyzed and used; how collected data is
to be incorporated into the planning and system development process is
unclear. Morcover, there does not appear to be a clear distinction be-
tween the concept of an intake, screening and referral system and a
"youth scrvices system''. A more active role on the part of the commis-
sioners in the operations of the Commission is essential.
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As o whole, the Comnission is active in its attempt to meet project goals.
wuch of this activity can be attributed to small number of Commissioners,
and members of the projece stalf. The staff is beset with certain organs
izational dJifficulties which have humpered its propress. This is true,
primarily with respect to the fact that organizational lines of wuthority,
which were formulated in February, are not operaticaal, Greatet coordin-
ation among the activities of staff membars is necessary also. Since new
personnel for two key positions are now required, a fully operational
stalf orvgunization is not aballable at present, Until the positions of
director of planning and computers and systems are £illed, a serious.gap
in the organization exists,

Mo measurable data is available from the project to date, The available
output which is tangible takes the form of a summey cuployment program
which is presently to be evatuated, and a comprehensive plan for youth
services. Problems exist with respect to the employiment program in terms
of accountability and cuntrol over the participating agencies, The Com~
prehensive Plan which was recently completed is @ fragmented document

which is too peneral and vague to provide any substantive information or
set of procedures that can Le useful in order to vope with the youth ser-
vices problem, The document does cite many picces of the problem, how- '
ever, much additional work nmust be undertaken in order to provide a use-
ful plan, Moreover, the pleces could apply to any large city and arc never
divectly related to the specific youth servicing system in Philadelphia,
nor to the criminal justice system in the City. '

Other activities arc being undertaken by the Cormission, and are at var-
ious stapes of development. 'Two pilots of an intake, sereening and refer-
ral system are in the planning stage. Many of the accompanying procedures,
especially thoese associated with a needed computerized information system,
need further development, Information regarding youth needs is to be col=-
iected., This is to be based upon specific forms of survey information.

The evaluation of this project has heen an extremely diffiecult task, due to
the fact that dJocumentation of staft activity is fragmented and incomplete.
This is coupled with the fact that, in the absence of a well prepared and
thought-vut plan or blueprint of goals and activities, there uxists no solid
basis upon which to determine what the Comgission actually intends to do and
how it is to be done.

very little work of any substance has been dirvected toward the specific
powers and duties delineated by Bill 824, which is the basis for the Com-
mission's existence,

(a) With regard to the responsibility of serving as an intake, sereening .




2,
and referral agency pluns have Leen stated in terns of thedevelop«
ment - £ an ageney inventory and the inltiatien of two pilot regional
burenus or centors, Howhere, however) does there exist documentation
vegavding specitie input Irom the Juvenile Court fntake,” the Police '
Department!s remedial function, the schools, and other social agencies,
Apparently, an initial contact has been made with Family Court, huwever,
no outcore of the contact is available, ner is there any docwaentation
regarding the Courts specific role. With respect to the Police Deparvt-
Bent, no evidence is available, Some contact has been made with the
School Board, however, it has not been possible to determine the role
of the schools in the Commission's planning,  Specitfic details regards
ing the passage of a youth through the YSC system, based upon any type
of refexral, ave not available.

W) With respect to the responsibility of serving as a planning apency
which coordinutes existing services and recomnends wow services, ne
information of a uvseful nature has buen collected I order to systens
atically deal with the preblem, Furthersors, no eperational plap for
YSC activities has been developed,
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Anactivity report regarding the functions of the vesearch and evalu-
ation compruent has been developed, alonyg with a corresponding schedule
for the cowing year., No specific methodology for analyzing or using
any cullected data has been developed.

The post important point to note, however, is that the vole of rescarch
and evaluption has not clearty been established, especially as it is

to relate to the planning funcetion and field eperation,  No detalls
reganding the manner in which LLAA funded projects are to be apprassed,
is available to date,

s folluwing vepresents a list of recommendations, based upon the evalu-
atae's observations, which scem necessary to follow in order for the Commis-
saon to achicve its goals,

(1) Effores should be made in order to invelve.all commnissioners in the
actual operation of the Cowwission, rather than Just attendance at
reguiarly scheduled meetings,  ‘The wanner in which resourcus Tepre=
seinted by cunmissioner affiliations ean be contributed to the Comunis=
sivh should be explored, and developed where possible.

1) A well seleeted group of commissioners should be chosen and entrusted
with the responsability of appralsing the performance of the stuff on
a repular basis,  Procedures neeessary to hold the stalf accountable .
for specific performasce should be inscituted., '

(3) "Efforts made in order to maximize the contribution of the Youth Ade
visory Council should be entrusted to the conmissionsy with the ve-
Sponsibility to folluw through on Comuission intentions snd recoms
mendations regarding the Council.

(4)  In order to facilitate better understanding, the roles and duties
of the key staff positions should be fully delineated and commumni-

*
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cated throughout the staff,
Basoed uﬁon the delineation of roles and dutles, stricter lines of
authority shuald be drawn. In addition, greater coordination of
the main staff activities should be instituted,

Definite reporting procedures should be developed which provide
written docunentation of the detailed progress of the staff on a
periodic basis, .

A central filing system should be instituted which would house all
docuwients produced by staff and commissioners, so that a definive
chronology of activities and work effort iy available.

Greater emphasis should be placed upon the role of research in the
plamnving process, As part of the rescarch function, an on-going
monitoring system of all aspects of the state of youth throughout

the City should be instituted. Speeifre and neaningful measures

must be defined and developed associated with cach aspect of the
condition ot youth, ‘ihis should include ¢11 apency and demographic
data’available, Means of specitically incorporating such informa~
tion into the planning process should be developed,  Moveover, such
monitoring should be used to wmuhe vverall assesspents regarding youth
as one part ol the evaluation process,

Bach of the required infovmation and retrieval systems associated
with various tield operations planned should be developed and in-
terfaced in complete detail (reporting forms, fecdback mechanisms,
programs, case confidentiality, vte.) belore field tplementation,

The entire Youth Ewplovment Project should be carefully analyzed in
order to obtain any intormaticn that may be useful in undertaking
and evaluating future projects,

The Comprelensive Plan should be veformulated so that it not only
meets contractual requirements, but serves a useful purpose as an
overall putde and tinetable associated with Curmission activities,
The Plan should focus on the three main functicns of field opexa~
tions, planning and research and evaluation.

Within each function speeifically delineated operational poals should
be developed which are consistent with the overall objuctives of the
Conmission,

Specific tasks and activities associated with each foal then should
be developed.  The relationship of the tashs and activities amony
the various functions should be delineated clearly,

Tashs and activities among the functions should be merged.  Corre-
sponding resource and manpower requirements associated with achiev-
ing the tashs and performing. the activities should be developed,

A realistic assessment of the time required to perform tasks and acti-.
vities based upon resource and manpower avallability should be under-
taken,

R
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REVISED REPFUNDING EVALUATION REPORT FOR.'THE YOUTH SERVICES COMMISSION
The City of Philadelphia (Subgrant #PH-74-C-B1-5-298)

Submitted by: R. C. Gulezian
October 21, 1975

I. INTRODUCTION

This report represents a revision of the Refunding Evaluation Report, dated
July 21, which was associated with the Youth Services Commission of Phila-
delphia, Inc. Much of the material of the previous report has been retained,
however, the revised portions have been introduced in order to reflect
changes in the Commission's status during the past three month period, in
addition to comments and suggestions based upon discussions regarding the
previous report with the executive director, staff members and officers of
the Commission. This evaluation report relates to the period November, 1974
to the present.

The overall objective of the Youth Services Commission is directed toward
the improvement of the lives of Philadelphia youth. The basic objectives
of the Youth Services Commission are to prevent and control juvenile de-
linquencey and neglect, to protect, safeguard and improve the physical, men-
tal, emotional and moral welfare of all the youth of the City of Philadel-
phia by strengthening and improving home, family and community living con-
ditions through the initiation of new programs and facilities and synthe-
sizing and coordinating all existing programs and facilities within the
area of youth services, These objectives were preceived as the outgrowth
of a lack of coordination of youth related problems by the multitude of
public, private, and governmental agencies which are concerned with such
matters.

Bascd upon Bill No, 824, an ordinance of the Council of the City of Phila-
delphia and approved by the Mayor on September 5, 1973, the Commission is
empowered with the following

POWERS AND DUTIES
The Commission shall have the following responsibility:

(a) Serving as an intake, screening and referral agency in
the juvenile field fox:

(1) Non-arrest cases that are referred to the Commis-
sion by the Juvenile Court Intake;

(2) All cases which are presently handled through the
: Police Department's "remedial® function;

(3) Non-serious arrest cases that are referred by Ju-
venile Court Intake and which could more effective-
1y be resolved through referral to the community
agencies ratuer than invelvement in formal court
process;
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(4) Cases submitted by schools, social agencies,
parents and Youth Services Commission's out-
reach staff}

(5) Self-referrals.

(b) Serving as a planning agency for youth services, both
governmental and voluntary to the end that existing
services are coordinated and new services are recom-
mended and fostered, with responsibility to collect
and analyze information and program developments in-
side and outside the Philadelphia area. The Commis-
sion shall particularly be charged with developing a
system for exercising its own functions through de-
centralized, community controlled action in the areas
of greatest need for youth services,

(2) Establishing a research and evaluation center for the
purposce of collecting and evaluating statistical data
and information reclated to youth and experimenting with
and developing new methods and techniques to provide
for the needs of youth with the specific requirement
of appraising projects approved for funding with LEAA
funds and municipal agencies concerned with youth on
no less than an annual basis. Such annual appraisal
shall be delivered to City Council and published at the
same time for citizen availability by December 31, of
each calendar year.

(d) Developing a model program for control and elimination
of juvenile deliquency. Such program shall be in ser-
vice not more than twelve (12) months after the date
of appointment of the members of the Youth Services
Commigsion.

II. PROJECT ACTIVITIES

Commissioners. The Commission is scheduled to meet regularly on a monthly
basis, and, at times, meets bi-monthly, A certain core of commissioners
consistently attend, while a particular segment of ex-officio members con-
sistently are absent. Attendance averaged about sixty percent of the 31
members through April. Since then attendance has dropped, and frequently,
2o the point where a quorum was not available. Moreover, a handful of
commigsioners are involved in the day to day operations of the Commission.
An election of officers took place on April 23,

A continued preoccupation with the proxy voting issue has been present
throughout many meetings, without resolution. This issue is coupled with
a recognized need to resolve the procedures for amending Commission by~
laws, Prioxr to January of this year the Commissioners voted to allow

2,

T

sl



o o 808 1 -
e IV T

proxies representing Commissioners a full vote at Commission meetings.
Subsequently, by a 10 to 6 vote, the proxy vote was climinated., The val-
idity of the vote to climinate proxy voting was challenged at a later
meeting, since it was said to be in violation of the Commission By-Laws.
The entire matter was referred to the By-Lows (Ways § Means) Committee in
order* to finally resolve the proxy vote issue, The issue has not been
resolved to date.

Guidelines associated with the role of the Personnel Committee were adopted
by the Commission. These guidelines are primarily associated with major
staff positions and deal with the development of job specifications and
hiring practices which are to be exercised in conjimection with those of the
Executive Director. Difficulties associated with staff cffectiveness are to
be investigated and resolved by the Persomnel Committee,

The Executive Committee is now fully staffed, and is to serve as an interim
decision-making body. A Rescarch and Evaluation Committee has also been
formed., The detailed role of this committee still must be established. The
Structure and Sites Committee located sorely nceded office space. Staff is
still in the process of settling in the new quarters, located at 1616 Walnut
Street, Philadelphia.

Members of the Model Progrom Committee have met repularly toward the devel-
opment of a model propram, A take force was assembled whose prime function
was to augment the Committee in its gathering and sifting of information,

A series of ten public hearings or community workshops led by different
commissioners was held. These workshops were designed to provide the come
mmity with information regarding the role of the Commission and to obtain
comrunity feedback which was to be incorporated into the construction of a
comprehensive model program. Attendance by the community was sparse; the
attendance was dominated by representatives of various servicing agencies,
with no control over the representation. Attitudinal responses were com-
piled from the various workshops and used as input into the newly developed
Comprehensive Plan, which was formulated by the Commission staff. The Plan
will be discussed in a subsequent section of the report.

Some of the commissioners participated in a seminar initiated by the staff
which was concerned with the requisites of a youth sexvice system. The
principal speaker was Robert M. Hunter of the University of Colorado. Dr.
Hunter provided insight into the required structure and components of a
youth service delivery system. The material presented was based upon re-
search undertaken at the University, the corresponding conclusions for
which are those of the National Strategy for Youth Development, adopted by

the office of Youth Development, Department o Health, Bducation and Welfare.

Components of the Strategy were also used as inputs into the Comprehensive
Plan.

Youth Advisory Council. The Youth Advisory Cowncil presently is comprised
of eight wembers of the total of a possible fifteen. They have partici-
pated in Commission meetings and are in the process of making recommenda-
tions to the Commission. Difficulties have been expressed by members of
the Council with regard to the recruitment of additional members, member-
ship in the Commission, and their impact upon the Commission. The recruit-
ment problem has been hampered by the lack of cooperation of individual
members of City Council. These problems recently have been recognized by
the Commissioners, and are to be given greater attention.
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Staff. Through March of the current contract period, the Commission staff
were at times assuming a number of different roles simultancously, due to
insufficient personnel and cextain organizational problems. As a result,
the staff undertook a process of ereating a more formal organizational
structure in order to correct the problems recognized to exist. This is
reflected in the February 3 budget modification approved by the Regional
Planning Council. The newly designed orgunizational structure centers
around the individual components of Bill 824, This was recognized to be
the most effective way in which responsibility can be pinpointed and di-
rected towurd accomplishing the main functions indicated by the Ordinance,

The three main functions of Field Operations, Planning and Development,
and Rescarch and Evaluation are to be separated and report dirvectly to
the Executive Director. It is planned that cach unit will be headed by
highly qualified personncl associated with each of the separate funce
tions. The computer programming and computer systems function was to be
separated from research and evaluation so that it could provide the re
quired services to all activities within the Commission, Since that time,
plans regarding programming and systems have changed, and they are now to
report to Research and Evaluation,

The planning ond development function is respensible for the identifica-
tion of the needs and problems of youth in the City, and to establish
objectives thut must be met in order to satisfy these noeds and solve the
problems associated with them.  In addition, it is to identify nceds not
being met by existing governmental and community agencies, and to initiate
new problens to create resources to meet the needs not met by existing
agency services,

The rescarch and cvaluation function is responsible for the development
of all measurable criteria and methodology associated with the collection
and analysis of all data necessary to meet the requirements of the entire
Commission. Serutiny of all existing research and documents which might
serve as input into the asctivities of the Commission resides in this
function also.

Field operations is responsible for the management and development of all
Commission operations in the community which are initiated by the planning
function (this includes, but is not restricted to, an intake, screening,
and referral system mandated by Bill 824). In addition, it is to imple-
ment reporting procedures associated with field operations which are de-
veloped by the rescarch and evaluation function, and pilot projects initi-
ated by planning and development.,

Model program development is to be under the direet responsibility of the

planning and development funetion, but will be developed jointly over time
by the three main functions within the orpanization. Input Lfrom rescarch

and evaluation and feedbaek from the field is essential in order to devel-
op an elfective program.

Based upon the newly defined organizational structure, progress was being

made in filling key staff positions. At present, however, two key positions

previously filled are now vacant; these unfilled positions arc those of di- |
rector of planning and program develwpent and computer and systems analyst. ;
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A dircctor of field operations was hired, and just recently assumed responsi-
bility for the position.

The entire Commission staff at present is comprised of the following 12
filled positions:

Executive Director

Research § Evaluation Dircetor
Dirccetor of Field Operations
Research Associate

2 Planners or Program Analysts
Office Manager

4 Clerical and Stenographic
Special Project

According to race and sex, the staff breuskdown is as follows:

e Female Male Total
Caucasion 3 2 5
Negro 2 4 6
Spanish Speaking 1 0 1

Total 0 6 12

A further breakdown by position and salary would have no meaning, due to the
small number of personnel,

Based upon new funding in the. form of a LEAA discrctionary grant and the con-
tinuation of the present subgrant, it is plunned to expand the size of the
staff, primarily in the form of support positions in Rescarch and EBvaluation
and Ficld Operations.

The Youth Services Commission had formulated preliminary plang to utilize the
computer in three of its proposed activities, but has only partially initiated
one such operation, In precess is the development of a complete inventory of
youth services and resources to tie into the intake screening and referral
system. Late last year access to the Computerized Social Service Information
(CSS1) System developed at the School District of Philadelphia Division of
Instructional Systems for the Philadelphia dModel Cities Community Information
Genter in 1973 was acquired. Installation of teletype hookup with the School
District Hewlett Packard Time Shared System 2000/¢ was instituted. The C8SI
System contains approximately 1200 social service agencies indexed into 16
main categories. The "1200" services represent both multiple locations of
one ageney (i.o., 8ll Free Library of Philadelphin branches) and various di-
visions of single agencies (e.g., Jewish Pamily Service: Business Coune
seling and Loans, Homemaker Service, Information and Referral Service, ecte.).

The C8SI System was intended to be used by information specialists who (1)
interview a youth client, (2) consult a thesaurus of categories and sub-
categories, (3) enter client elegibility requirements of age, sex, zipcode,
language and hours available plus the selected category into the computer
via teletype terminal. hookups, (4) analyze the output for the most appro-
priate sexvice, Available information includes the agencies' demographics
(i.e., loeation, hours, phone, contact, ete.), diseription of all services,
and intake poliey.

Only very minor update efforts have been made since accezs to the system was
acquired, and before it can be utilized in the intake, screening, and refers
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ral pregrow a major spdate must be made.  The "1200" listed agencies are
not contidered to represent a complete list of Jhe youth serving agencies
it Philwae dphia, in fact some speeifically exclude youth (i.e., geriatric
serviceos The possibility of acquiring additional data thru the Urban
coalitivn virectory of Services, Family Court Directory, Philadelphia City
Catalog, IRAS, Policy and Deportment of Recreation Lists, and School Dis-
trict Directories, cteo has been montioned, No decision or action has been
tuhen regarding the update and the completion of the computerized agency
inventory.

The YSC further anticipates utilizing youth agency information in order to
establish an evaluation of the agencies and a prioxity syStem. In order to
do so, however, specitic youth agencies need to be isolated mand a different
type of information collected than is presently available from the C8SI
Systen, i.e., funding and other datu which fits evaluation criteria, While
it appears Ingical to begin with the present CS88I list, this has not been
mentioamed o he LEAA proposal, in fact, separate research associates and
assiotants ave requested for this task widch is described in isolation from
the inventory. The use of an IBM 370 is suggested for the data analysis,
although the location is not specified. It 1s assumed the CSSI System can-
not be expanded to include the additional information or program:; necessary
to perfornm the reguired analysis,

Computer unalysis is planned for the study of the youth nceds, youth ser-
vice agencies, and youth practitioner surveys, A data analyst and pro-
grammer are proposed, although the type of computer oxr computational pre-
requisites arve not. The relation of this computer activity to the previ-
ously discussed activities is not specified.

While the initial groundwork for the agency inventory has been laid, con-
siderable update and merger operations are required to facilitate the in-
take, screening, and referral component. 'The present €851 system appears
to be capable of performing the necessary storage and retrieval operations.
Whether the systom is to be used has not been made clear.

While the inventory is related to the intake, scrcening, and referral,
youth service survey, and evaluation components, the interrelationships
are not discussed, and the possibility of a duplication of personnel,
equipment, programs, and activities is present. The potential of using
the €851 System as input into a larger system desipgned to store and pe~
trieve woth inventory und evaluation data huas been explored, A single
systen world have the capability of (1) storing more data than the present
L8981 Systen is designed to hold, so that agency data (2) need not be rep-
lieuted cven partially in two different systems, (3) saving personncl over-
lap, covte, and duplication of effort. sSuch a systen could be used by buoth
evaluation and intake specialists and cenfidential information could be
puarded by the use ef retrieval codes.

It is plunned that intake, sercening, and referral is to be implemented
through « nmupber of conmunity service centers placed in the field, 'Two
pilot certers are anticipared. Before this is done, however, it is necess
sary to develop a systenm {for storage and retrieval of caseload informa-
tion. ‘Ihe reporting procedures and requisite forms consistent with the
needs of the rescarch md evaluation function must be developed also.
Although *he case confidentiality ifssue is presently being considered, no
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documentation regarding the Commission's position on the issue is avail-
able, Before an information and retricval system becomes operational, the
individuals to have access to the information must be defined and proced-
ures to insurc that only those with designated authority can obtain in-
formation must be institited.

The community service centers are supposed to implement all other field
operations developed by the Commission. At present, it is anticipated
that required agnecy coordination will be administered through the conters,
A job allocation system has been outlined, and it is anticipated that it
will operate from the community centers also. A computerized employment
data bank must be developed. Part of this is to be done in conjunction
with the update agency information cited earlier.

The Commission through the staff is engaged in the coordination, monitor-
ing, and evaluation of a work program for youth, The Youth Employment
Project, an eight menth $500,000 demonstration program funded by the Wil-
liam Penn Foundation, provides summer and fall cmployment for Philadelphia
youth., It's objectives are to (1) furnish a constructive work experience
as preparation for future labor market activity, (2) document the impact
of placement upon youth; (3) promote innovations in employment counseling
and placement; (4) identify successful employer practices; and (5) develop
specific recommendations for strengthening future youth employment pro-
grams.

Three non-profit agencies; the Crime Prevention Association, North City
Congress and Greater Philadelphia Federation of Scttlements are adminis-
tering the project through their 41 member agencics. Approximately 485
trainees and 79 supervisors between the ages of 14 and 26 were employed
for a maximum of eight weeks during the summer ¢ $2.75 - $3.57 an hour,
and 140 youth will be placed during the fall, The member agencies are
solely responsible -for interviews, employer contacts, placements, termin-
ations, and records.

The Youth Service Commission's role in the Youth Employment Project is
that of planning, interagency coordination, monitoring, evaluation, and
reporting. The coordinator and evaluator, who were hired in May, struct-
ured their activities to encompass the specific evaluation of the project,
a comparative analysis of data from two similar projects, and the pro-
vision of technical assistance. The coordinator is no longer with the
project,

The evaluation phase began in May with the initial site visits to the
three delegate agencies, review of youth employment rescarch, develop-
ment of a statoment of propgram goals and objectives, and the design of
data-gathering instruments: application forms, youth assignment shects,
and monthly agency report guidelines. The trainees began working at the
end of June, and site visits were made to the 41 menber agencies where
observations and informal interviews were conducted. These visits
assessed the youth selection, employer, and job development protesses,
project communications, and agency evaluations of the program. Similar
site visits and interviews with approximately 95 non-agency employers
are presently underway. During the month of August, concurrent with the



employer interviews, the staff varified all program dropouts/terminations
and coordinated the administration of trainee evaluations by employers
and supervisors, Finally, each trainee will be requested to fill out a
close-ended, attitudinal survey.

During August the staff began the data analysis of the summer phase.

The following outcome measures will be used as evaluative criteria: num-
ber of youths placed, types of jobs, presence of supervision, additional
services provided; trainee; staff, and employer opinions. The subscquent
analysis will cncompass five areas: (1) an individual case study of each
of the Youth Employment Projects as administered by the three delegate
agencies, in terms of outcomes, processes cmployed, problems encountered;
(2) a comparative analysis of the project as administered by the three
delegate agencies; (3) comparative analysis of the overall project vis-a-
vis other youth employment projects; (4) an analysis of the trainec popu-
Tation; and (5) analysis of the issues related to policymaking concerns
regardlng job development, matching, and coordination. A draft of an
interim report was submitted at the end of the summer phase of the pro-
ject, The draft is in the process of being revised, and as a result,
outcome information is not available. A wmore complete final report is
anticipated early next year.

ITI. EVALUATION ACTIVITIES

The evaluation of the performance of the Youth Services Commission upon
which this report is based was conducted during the period November,

1974 through mid-October 1975, The evaluator engaged in a number of
activities in oxder to obtain information regarding Commission perform-
ance, Much time was spent participating in various meetings connected
with the Commission. These included all rcgular Commission meetings, the
"structural requisites seminar', meetings of the Regional Council and
task force, and joint efforts between the YSC and GJC staffs.

The evaluator worked extensively with the GJC staff in order to resolve
problems created around the YSC budget modification. Regular contact
was maintained between the evaluator and individual commissioners and
staff members. Scrutiny of all regular meeting and available committee
minutes was undertaken, in addition to all other documents and written
plans developed by the Commission.

IV, PROJECT RESULTS AND ANALYSIS

No information in measurable terms is available to date in order to assess
the performance of the Commission. Tangible output available is in the
form of the already mentioned summer employment project and a Comprehen-
sive Plan for youth services. Problems associated with each will be dealt
with subsequently.

From the very beginning, the project has been beset with organizational
problems which have hampered the development of the Commission. At first
the staff was inadequate, and as a result, too much responsibility was
placed upon too few individuals, Already cited were measures taken in
order to alleviate the problem. A formal organizational structure was
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instituted, however, it is not operational. As a consequence, personncl
in key positions work in isolution, without coordination of activities
that should be interrelated., Lines of authority scem not to have been
drawn. Whenever funding documents are to be prepared, the entire staff
becomes completely disrupted. A standardized reporting system documen-
ting staff activity does not exist. Moreover, there is no central filing
system from which one may obtain an ordered set of documents which de-
scribe the activities of the entire staff over time.

Aside from the many individual tasks needed to be performed at the staff
level, the main function of developing a youth service system requires a
great deal of organized, interrelated effort among the functions associ-
ated with the field, planning, research and computer systems. Without
such an effort, it is impossible to assemble a comprchensive plan that
can become operational. Admittedly, a larger staff is required in order
to accomplish the many essential tasks necessary for the Commission to
meet its mandate, however, with proper planning and coordination of ef-
forts much more can be accomplished than is presently available. Such
planning and coordination of efforts is also necessary in order to pro-
vide a realistic determination of necessary personnel.

Youth Employment Project. The type of technical assistance, evaluation
and coordination provided by the Youth Services system for this project
can be construed as a prototype for other projects which the Comnission
plans to undertake. As such, it should be closely scrutinized in order
to avoid problems and mistakes in the future.

The following problems were identified:

1. Facilities. Limited number of Youth Services staff assigned
to the project; limited funds; limited space; late starting
date; time lost renegotiating the program's goals and objectives,

2. Accountability. The member agencies have rarely ever had to
be responsible to their parent delegate agencies. Undex the
Youth Employment Project guidelines, they agreed to be account-
able to the delegate agencies; to perform certain activities
andprovide specified information on an on-going basis. This
appears to be the greatest problem encountered to date by
the YSC. Many member agencies have not supplied the required
information and their delegate agencies do not have the names
and locations of the employed youth. Hopefully this infor-
mation will be forthecoming. Furthermore, because the mem-
ber agencies are often small and rather informally organized
and administered, when a site visit was made, it was not al-
ways possible to speak with the individual who made the orig-
inal agreement and/or hired the youth, consequently the inter-
view data contains ua high number of missing observations.

3. Youth Services Commission Relationship. While the YSC negoti-
ated the original contract, hired the staff, provided space,
duplication equiprent, and supplies, therc appears to be no
other formal ties to the Youth Employment Project staff: no
lines of authority, no additional funds, secretarial support,
computer access, or staff input have been provided. For ex-
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ample, there has been no working relationship with the Re-
search & Evaluation component of the Youth Services Com-
nmission.

Because of these problems, the staff has been severcly hampered in their
evaluation. Given the above constraints, they have developed an overly
ambitious plan of analysis which appears to be balanced between an empir-
ical methodology and subjective observation. Knowing the unsurmountable
problem of lack of access to computer facilities, they have been forced

to curtail probes for documented information in favor of a case study
approach relying on a more haphazard analysis. Not wishing to compromise,
however, they have continued a data collection plan which will result in

an overabundancy of information which will hamper their later analysis.

For example, while site visits to the 41 member agencies can be justified
in terms of technical assistance and coordination, interviews with the 98
private employers appears unnccessary when a random sample of a far smaller
number would suffice, or a mailed instrument. The same can be observed
about the two to three trainee evaluations collected for each youth. While
their coordination and technical assistance has been admirable, the re-
sponse has not been overly positive and the reliability of their evalu-
ative instruments can be questioned for this reason.

The Comprehensive Plan. In addition te certain specific functions, the

Youth Services Commission is required to develop a master plan to attack
youth crime through a comprehensive program of jobs, recreation, voca-
tional training, and education, This master plan has been prepared in
the form of a document entitled, A Comprechensive Plan for Youth Services.

The Comprehensive Plan submitted by the Youth Services Commission is a
poorly written document. It is written in such a manner that one must
constantly search and rercad many scctions of the document in order to
determine what really is being provided. The usc of terminology is vague,
ideas and concepts are not defined, and important concepts which should
be interrelated are not. It does not provide any really substantive in-
formation regarding the solution of youth problems. Not only is this
document not a plan in any sense of the usage of the term,the document
does not fulfill the self-stated goals that it sets down to achieve,
Nowhere is consideration given to the specific institutional framework
within the City which presently provides services related to youth.

The next six pages deal with the Plan in detall. Normally, this much
attention would not be devoted to a single document, however, it is

felt to be necessary, since planning is vital in order to carry out

a task of such a magnitude as that confronted by the Commission. More-
over, it is felt that the plan is a very recal reflection of the manner
in which the staff of the Commission has continued to operate, and, as

a consequence, the following discussion highlights many points that must
be considered seriously in order for the Commission to be a success.

Chapter I addresses itself to the concept of the National Strategy for

Youth Development, and opens with the thought that "it is impossible
to talk about the notion of a Youth Service System without discussing
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the Natiopad strategy.oo.o..." 0 Yet, novhere in the remainder of the
document i« the material presented explicitly linked to the National
Strategy, erther in an idealized or operational manner, Many of the
points made tater do have an implieit connection, but the similari-
ties to and departures from the National Strategy should be made clear.
Thig is of especial importance in terms of cmphasis to be placed upon
serving ayencies and the needs of the individual, and the areas of pre-
vention and diversion,

Chapter [I presents the overall goal of the Plan, which Mis to indicate
what has been accomplished, what is intended to be accomplished in the
next fiscal year, and how this plan was approached in terms of the
methodoloygy employed.' It never really becomes clear in the document
whether this objective is associated completely with the Plan itself,
or with the activities of the Youth Services Commission, or both.
Specific inputs utiliszed in preparing the Plan are clted, howevern,

the quoted methodology is not delineated clearly. Moreover, the

cited nceds analysis has yet to be undertaken, wheras a substantial
portion of the document is devoted to specific youth needs. In no
way can one determine the munner in which this information is to be
used in order to update the needs specification provided in a luter
chapter, or whether it 1s to be used for purposes of an update in the
future. The diagrammatic representution of the organization of the
plan presented indicates an ongoing compenent; this, however, has not
been spelled-out in any detail whatsoever,

The four basic objectives served by the Plan are presented at the be-
gimming of Chapter III. Except for the last of these which relates to
the "stimulation of discussion of youth problems', the remaining three
deal exclusively with the definition or delineation of the youth prob-
lem. Actually, it is never made clear whether the Plan is addressed
to the definition of the youth problem as it exists, or the delinea-
tion of the youth problem in operational terms so that it cun be dealt
with by the Commission. It appears that elements of both are being
addressed in later portions of the document, however, the two are not
clearly distinguished, and as a result it is difficult to determine
what is actually accomplished.

Nowhere does there appear an actual methodology that can be used to
define the youth problem. If, instead, it is intended to present an
actual definition of the youth problem, either in idealized or opera-
tional form, the Plan is incomplete and poorly organiced; further-
more, little or no supportive explanations in a logical sequence are
provided so that the reader may know what is presented.
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Much attention is deveted to the problem of priority assessments, however,
the purpose of such a priority system has not been made clear. Whether
this system is desipned to mect the request of the Regional Planning Couns
cil in order to make funding decisions about LEAA funded projects, programs
and projects in peneral, youth problems dealt with by the Commission, or
servicing agencies to be dealt with is not apparent,

Mention is made of o more specific delineation of objectives that identify
ways that goals are translated into activities, A list of six pgoals is
presented, however, it is never made clear which huve been accomplished
and which are yet to be attacked., ‘The only actual activity given atten-
tion is the intake, sereening, und referral system presented in the fol-
lowing chapter, Moreover, the work program of activities cited in order
to updute the Plan hus not been presented,  Actually, it is unclear
whether this plan is to provide such a work schedule, or whether this is
a consideration for a later time, Such a task involves the interrelated
input of all functiens within the Commission staff and is considerable in
magnitude,

Chapter IV is addressed to the preventive youth services system for Phila-
delphia. The opening statement of the chopter suggests that the Compre-
hensive plan presented previously "identifiecs the top svstem-buillding pri-
ority of the Youth Services Commission as a Youth Services System designed
to prevent delinguency and which is capable of woving an individual youth
through a progressive series of steps that range from problem identifica-
tion to treatment. In no way does the previous chapter dealing with a
comprehensive plan refer to this as a goal or a priority. A list of necds
are presented, together with an ill-defined priority system, however, no
meaningful reference to an individual's passage thru the system is made,
The six steps presented as an outline of the "basic approach' does not
consider delinquency as "top priority", nor does it address itself specif-
ically to the individual in a coordinated and meaningful way. What sup-
posedly was intended has not been made clear. The interrelationship be-
tween Chapters IIT and IV has not been made apparent explicitly.

The content of Chapter IV deals with the structure of an intake, screening,

and referral system and the concept of purchase of agency service., llow

the system acts as a preventive system is never spelled-out, More impor-

tantly, however, is the fact that the Plan set out only to define the youth

problem, and then introduces a method of implementation to satisfy a set

of goals that have not been clearly defined, Furthermore, 1f implementa-
tion is to be considered, fur more is necessary beside intake, screening,

and referral in order to implement a complete youth service system and

ghe 3rigina1 objectives upon which the Youth Services Commission was man-
ated,

The Comprehiensive Plan representsg a poorly structured document which pro-
vides a set of fragmented concepts with nc logical consistency whatsocver.
One cannot be sure as to the conncction between each of the various cotie

ponents, and to what extent the document provides a basis for any meaning-
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{ful avtion on the part of the Commission. In essence, it is not a plan
which can o used as a guide to organizational action, nor is it a plan
thut i o oused to meaningfully define the youth problems that exist and
the probiv. o youth services, It is not a definition of the youth sers
vices problea. At best, it is a deseription, to some extent, of isolated
cumpsiicnite and types of problems that nust be dealt with by the Commission,
Marevwor, it Jdeals with only one of the four major tasks mandated by Bill
Sde and spocitfied in the vardous subgrant applications submitted to the
Governor's 'ustiee Commission.  The relationship between the Comprehensive
Plun and thie Model Program has not been speeified,

apeeriie puints regarding detuils of the Comprehensive Plan:
Chupter T, The National Youth Service System Concept.

I, Assuming the Nutional Strategy is to be used as a guide to the
development of the Commission and the Plan, no specifie mentisn
is made regarding the relationship between the theoretical
elements of desirable sveial roles, alienation, and negative
labelling to the components of the Plan.

2. How does the Plan aim to deudl with the three basic elements in
operational terms?

3 Is the plan te consider research regarding other determinants of
delinquency beside the three basic elements dealt with in the Na-
tional Serategy? ;

4. What aspects of the National Strategy, if any, are nut to be con-
sidered in the Plun? How does the Plan deal with the probiem of
Hdiversion'?

Chapter 11, Development of the Comprehensive Plan.

1. 8Specific methodology used to arrive at contents of this plan are
not presented.  One could never determine how the material was
developed on the basis of the information provided.

2. Although cited, no model of the Youth Services System is provided,

3. The Plan is supposcd to be based upon a youth needs survey, The
survey has not been undertaken, yet the Plan is availuable and a
list of needs are presented in Chupter III.  Also, what method-
ology or procedures are to he used to incorporate youth infor-
mation into the Plan?  What if youth needs.as given by youth.
conflict with acceptoble social behaviory how is this to be in-
corporated into the nethodology?

4. ‘The overall goal stated at the beginning is vapue and does not
tell the reader whether what has been and will be accomplished is
in reference to the Plan or the Commission's activities,

. The speecitic measures tuken by the Commission to attrasnt communi-
ty wenbers to the workshops is not provided,

b. Since "seriousness scores™ are provided, the specifie manner of
computation should also be given in order to provide a better un-
derstanding of the meaning of the scores.
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No justification for considering seriousness scores exceeding
2,50 as indications of '"casualty" arc provided, If such a dis-
tinction is to be made, why isn't the distinction between causal
factors and "symptoms' utilized in the delincation of youth prob-
lems in Chapter III?

Nu explanation regarding the disparity between responses to the
tws questionaires regarding the most important problem (drug and
alcohol abuse vs. uncmplovment) exists. Furthermore, it would
seen that drug and aleohol abuse are symptomatic rather than
causal,

How c¢an the use of the workshop results be justified, since by
design they were to vepresent a community input into the Plan?
Those that attended were primarily agency representatives.

How is information similar to the disparity between partieipants
responses as professionals and orxdinary citizens (p.32) to be
considered in solving the youth problem? Such conflicts which
arce real would seem to be a contributing factor to the youth di-
lemma,

The survey research activities have not been undertaken to date,
and as a result bear no relation to the contents of the present
plan, As a consequence, these should be placed in Chapter V,
with an explicit discussion regarding their contribution to an
update of the Plan,

No specific explanation is provided with respect to the manner
in which the material of this chapter is related to or used as

a basis for material in subsequent chapters,

Chapter III. A Comprchensive Plan for Youth Services in Philadelphia.

1l

2.

6.
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It is not at all clear how the first three of the four basic
ohjectives relate to the overall objectives specified in Chapter
11,

Six "funetional networks conceived as goal areas! are presented
together with a set of more specific objectives., No indication
of the source of these objectives is provided. Are they based
upon collected information, and if so, how? Or, are they based
upon judgenent and experience?

It has not been made clear whether cited "youth problems" is
synonymous with the "youth services puzzle'". From an operational
point of view, this is important since the problems facing youth
represent a part of the task of solving the youth services prob-
lem confronting the Commission., The latter is to include: In-
take, Scereening § Referral; Planning and Coordination; Resecarch
& Evaluation; and the development of a Model Program as they re-
late to problems of youth. The distinction between the two prab-
lems has not been made clear anywhere in the document.

The purpose of the priority system is not clearly specified in
operationul terms.

How do the stated programmatic goals relate to operational ob-
jeetives of the Commission itself.

It is not clear whether the list of needs and programmatic goals
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Chapter
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presented represent "the ideal conception' or whether this repre-
sents a begianing point which is to be modified based upon col-
lected information, If it is the former, it is unclear as to how
S5tep #3 under the Basic Approach can become operational without a
much greater input.

Steps #1, 3, 5, & 6 rely heavily upon the Research and Evaluation
function, yet the Plan as spelled-out in this chapter is to be
implemented through Intake, Screening, and Referral exclusively
according to Chapter V.

Sections on program priorities and systems priorities are com-
pletely unclear. The words program and system are not defined.
Can a program be a servicing agency? Or, is a servicing agency

a subsystem? Or, is a program a funded project granted to a
servicing agency? Comments on page 58 suggest that resources

can be systems! Before these terms are defined in an understand-
able fashion, it is impossible to know how the priority system

is to be used.

According to the program priority system presented, low priorities
will be given to programs with an important need but low impact
resource, One of the problems facing the Commission is to £ill
gaps in service to youth, If a low priority is associated with an
important program with little resources, a gap in service may be
the result, and, as a consequence, not be filled.

Why was this priority system for programs chosen? What alternative
schemes exist? -

On page 60 of the Plan, specific program priority choices are
listed. How werc these seclected? Was quantified information

or data of any kind considered? How were numerical estimates of
Ynumber affected' and "cost' made? What measures of “seriousness',
Heffectiveness", and "unmet neced" were employed?

The relationship between the chosen method of choosing systems
priorities and the specific choices on pp. 63-64 is completely
unclear,

How are priorities assigned to multi-service programs?

IV. A Preventive Youth Service System for Philadelphia,

thas chapter deals with implementation of the Plan.,  As such, it
does not spell-out sufficient detoail necessary to implement an
entize Intake, Screening, and Referral System. Factors such as
wase confidentiality, the role of computer systems and programming,
the role of research and evaluazion, feedback from the field, and
nes of feedback information for decision making and system modifi-~
cation must be considered.

Pp. 73-74 refer to "purchase of service" agreements with agencies.
This became an issue some time in the past and the conecept was
subsequently dropped. Some clarification is necessary regarding
decisions made in favor of such agreements.

V. Future Commiszion Avtivities.

No mention is made of a research activity.

15.
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2. With respect to the evaluation component outlined, consideration
is given to projects and programs. No consideration is given to
the use of intake, screcening, and referral data as it should be
incorporated into an overall agency evaluation and update. Ob-
taining in-depth agency information is a real problem. ilow is
this to be dealt with by the Commigsion?

3. In order to determine overall impact and the condition of youth
throughout the City, demographic data and corresponding measures
should be utilized in oxder to monitor what is happening to youth
over time (ep. crime rates, recividism, amount of child abuse,
nature and amount of anti-social gang activity, housing conditions,
ete,), This should be correlated with corresponding adult data
in order to determine the nature and magnitude of departures be-
tween the two segments of the population. Moreover, differences
among different sections of the City should be observed.

4, The section on surveys to be conducted considers the same time
frame for all surveys. It is questionable whether this is real-
istic, especially in the case of the agency survey for which re-
covery of the questionaire may be much slower., TFurthermore, if
mail questionaires ave to be employed, problems of non-responge
and inadequate information may dictate followup measures,

5. With respect to the agency survey, compilation of a suitable
sampling frame may be quite time consuming,

6. No consideration of pilot samples to detemmine the usefulness of
survey data has been considered. In surveys of this kind, the
uscfulness of the information obtained can be of limited quality
and should be assessed before large investments are made,

7. No time has been allocated for developing methods of analyzing
the recovered data, What is to be done with the data and how it
is to be used should be considered before cach of the surveys
are performed.

8. An unrealistic appraisal regarding key punching and questionaire
costs are given in the corresponding LEAA proposal. These could
be considerable, especially in the youth needs survey of 100,000
youths, Moreover, the sample size of 100,000 should be reassessed
in terms of derived reliability of results and the type of anal-
ysis to be undertaken., It is quite possible that satisfactory
results can be achieved vith a smaller sample, provided other
relevant factors are consistent with such a reduction.

9. It is not clear as to why the development of the inventory of
services and resources has been separated from the survey of
agencies. The two are related, and could possibly be done joint-
ly. The estimuted time and cost to compile a useful inventory is
unrealistic, Furthermore, it is questionsble whether accurate
funding information will be provided by the agencies.

The quality of work effort necessary to accomplish the Commission's goals

must greatly exceed that of the Coumprehensive Plan, which represents the
only major accomplishment of the Comxmission to date,
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Unmistakably, there exist mitigating circumstances that can be associated
with the Commission's pexrformance, For one, the sheer magnitude and com-
plexity of the youth problem is a contributing factor. Secondly, the de-
sire to meet, in some cases, unrealistic deadlines can be a hindrance to
quality., The office space provided for the staff was far too little, and
not conducive to a quality work effort. Lack of appropriate personncl
and preoccupation with funding are other possible reasons, With this in
mind, however, the realities surrounding the project should be taken into
consideration, and, as a result, programmed for in an orderly and organ-
ized manner,

V. CONCLUSIONS AND RECOMMENDATIONS

As 4 whole, the Commission is active in its attempt to meet project goals,
Much of this activity can be attributed to a small number of Commissioners,
and menbers of the project staff. The staff is beset with certain orpan-
izational difficulties which have hampered its progress. This is true,
primurily with respect to the fact that organizational lines ol authority,
which were fommulated in February, are not operational. Greater coordin-
ation among the activities of staff menbers is necessary also. Since new
personnel for two key positions are now required, a fully operational
staff organization is not available at present. Untll the positions of
director of planning and computers and systems arve filled, a serious gap
in the organization exists,

No measurable datsi is available from the project to date. The available
output which is tangible takes. the form of a summcr employment program
which is presently to be evaluated, and a comprehensive plan for youth
services,  Problems exist with respeet to the employment program in terms
of accountability and control over the participating agencies. The Com-
prehensive Plan which was recently completed is a fragmented document
which is too general and vague to provide any substantive information or
set of proccdures that can be useful in order to cope with the youth ser-
vices problem, The document does cite many picces of the problem, how-
ever, much additional work must be undertaken in order to provide a usc-
ful plan. Moreover, the pieces could apply to any large city and are never
directly related to the specific youth servicing systcm in Philadelphia,
nor to the criminal justice system in the City.

Other activities are being undexrtaken by the Commission, and are at var-
tous stages of development. Two pilots of an intake, sereening and refer-
al system are in the planning stage. Many of the accompanying procedurcs,
especially those associated with a needed computerized information system,
need further development, Information regarding youth needs is to be col-
lected,  This is to be based upon specific forms of survey information.

The evaluation of this project has been an extremely difficult task, due to
the fact that documentation of staff activity is fragmented and incomplete.
This is coupled with the fact that, in the absence of a well prepared and
thought-out plan or blueprint of poals and activities, there exists no solid
basis upon which to determine what the Commission actually intends to do and
how it is to be done.

Very little work of any substance has been directed toward the specific
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(5)

(v)

(19)

(11)

cated throughoat the staff,

Based upon the delineation of roles and duties, stricter lines of
authority should be drawn. In addition, grecater coordination of
the main staf'f activities should be instituted.

Definite reporting procedures should be developed which provide
written documentation of the detailed progress of the staff on a
periodic basis,

A central filing system should be instituted which would house all
docunents produced by staff and commissioners, so that a definite
chronology of activitics und work etffort is available.

Greater emphasis should be pluced upon the role of rescarch in the
planning process.  As part of the rescarch {function, an on-going
montitoring systen of all aspects of the state of youth throughout

the City should be instituted, Specific and meaningful measures

must be defined and developed associuted with each aspect of the
condition of youth, This should include all agency and demographice
data available. Means of specifically lucorporating such informus-
tion into the planning process should be developed, Moreover, such
monitoring should be used to muke overall assessments regarding youth
as one part of the evaluation process.

Euch of the required information and retrieval systems associated
with variovus field operations plunned should be developed and in-
terfaced in complete detail (reporting fomms, feedbuach mechunisms,
programs, case contidentiality, ete.) before field implementation.

The entire Youth Lmplovment Project should be care®ully analyzed in
order to obtain wny informaticn that may be useful in undertaking
and evaluating future projects.

The Comprehensive Plun should be reformulated so that it not only
meets contractual requirements, but serves a useful purpose as an
overall puide and timetable associated with Commission activitices,
The Plan should focus on the three main functions of field opura-
tions, planning and rescarch aand evaluation.

Within each function speeifically delineated operational goals should
be developud which are consistent with the overall objectives of the
Commission,

Specific tacks and activities w-sociated with each goal then should
be developed. The relotrenshiy of the tasks and activities among
the various functions :rhould be delineated clearly,

Tashs and activities upony the junctions should be perged, Corre-
sponding resource and mnpowes repuirenents assoclated with achiev-
ing the tasks and performing e activities should be developed.

A realistic assesspent of the tive regeired to perform tasks and actis

vities based upon resource and o ampower availability should be under-
taken,
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Mrocedures for tracking goal achievement should be instituted, Mores
over, specific procedures for updating the Plan based vpon actual
gon! cciieverent, constantly acquired inforsation and duta from the
projoct, and re wsesspents of resource and mapower availubilities
shovld also be instituted,

pased upon the pertfotianee of the Cmaission to date and the nature of the
project, it is the personal feeling of this evuluator that the aticiputed
quest fog oarvey type data and the indtiaticn of new projects should be
deenphusized ut thiv time,  Instead, considerable effort should be placed
upon detereining the specific extent to which the major institutions and
ageneies within the City (espo Family Court, Police Department, Department
of Welfure, and Beard of Education) can and will contribute to the basic
poals of the Commission.  In addition, « determination should be made re-
wrding the magnitude ef the various components of the youth probles based
upon already seewulated and publiched duta (de. In terms of specific neas
sures developed intemally).

Unee the information eited above is obtained, It cun be used to more clearly
define the problem contrented by the Commission, and ean be used as a basis
tor develepine a corplete blueprint of operational gouls and corresponding
aetivities, and which interrclutes the three rain staff functions,  Further
mformstion needs and new programs eun then be developed as part of the overs
all plan in g unified wand coordinated manner,
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REVISED REFUNDING EVALUATION REPORT FOR THE YOUTH SERVICES COMMISSION
The City of Philadelphia (SUBGRANT PH-74-C-~B1-5-298)

Submitted by: R, C, Gulezian
March 10, 1975

I. SUMMARY OF EVALUATION REPORT

This evaluation is associated with the Youth Services Commission of
Philadelphia, Inc., whose primary objective is directed toward the im-
provement of the lives of Philadelphia youth, Progress by the Commis-
sion is slow; the Commission remains in the developmental stage to date.
Recognition by the commissioners of the immensity of the problem with
which they are faced is presently developing.

The staff of the Commission has been plagued with many problems and de-
lays, and is in the process of modifying its organizational structure in
order to pinpoint responsibility associated with the three main functions
specified by Bill 824. If accomplished, the staff structure will be much
better .adapted to operate effectively. Responsibility for each of the
functions Planning and Development, Research and Evaluation, and Field
Operations will be pinpointed.

Work is in progress which will form the basis for an intake, screening,
and referral system and is exvected to be piloted by June of this year.
Moreover, a crisis intervention program and a job allocation system are
presently at the planning scage. Tie-in with a computer facility is
expected shortly. This is necessary in order to implement the various
service systems anticipated. It is also essential in order to analyze
the large volumes of data that must be processed in order to formulate
individual components of the project.

The main conclusions, based upon the observations of the evaluator,
are as follows:

A full committment to the success of the Commission by all
members is lacking. The major contribution from the commis-

sioners is based upon contributions of select individual
members,

. The Youth Advisory Council seems dedicated, but is not given
full support by the Commission. Greater interest by Commis~
sioners and staff seems to be forthcoming.

. Day to day involvement and understanding by commissioners of
staff activities (planned and actual) needs to be developed.

. Recognition by the commissioners of the existing problems is
presently forthcoming.

. A proper staff organizational structure to operate effectively

.
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is necessary. Functional responsibility has not been pin-
pointed to date, Recent plans have been adopted to hire
additional staff and correct the existing organizational
problems.

The Commission vote to eliminate proxy voting has been chal-
lenged as invalid and is under consideration by the Ways and
Means Committee. Lack of resolution of the issue appears to
be a detriment to attendance at regularly scheduled meetings.

The emphasis placed upon the Model Program to date has been
unrealistic, Although individual components are being assem-
bled, more time than is mandated is necessary to implement the
program., Recognition of the need for more time is being real-
ized at present. ‘

Plans are being prepared in order to initiate various field
operations; however, there exists a need to delineate the
plans in greater detail. The programs considered include an
intake, screening, and referral system, job allocation and
training, and gang control programs. Coinciding with these
programs are plans to institute community service centers
with access to a computerized resource and case record infor-
mation system.

The research, analysis, and evaluation functions have been
neglected. The newly anticipated organization structure is
designed to correct this problem.

Recommendations:

(1)

(2)

(3)

¥

Efforts should be made to obtain a full committment of all
commissioners. A greater understanding of the detailed
operations would enable each commissioner to provide indi-
vidual expertise and recommendations which could contribute
to the success of the Commission. Through their own affili~-
ation with youth related programs, possible resources could
be contributed. At the very top, it seems necessary that
the Mayor's positive endorsement is necessary, not only to
provide legitimacy to the Commission, but to break loose
City facilities that would contribute, rather than compete,
with the Commission''s activities.

Efforts made in order to maximize the contribution of the
Youth Advisory Council should be entrusted to a commissioner
with the responsibility to follow through on Commission in-
tentions and recommendations regarding the Council.

A well selected group of commissioners should be chosen to
deal with the activities of the Commission staff on a moxe
direct basis than just regularly scheduled meetings.
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4)

(s)

(6)

(7)

(8

9)

(10)

(11)

(12)

Although the power to hire and dismiss persomnel should re-
main with tho executive director, the Personnel Committee
should take a more active role in establishing key appoint-
ments to staff. Since the ultimate responsibility for per-
formance lies with the Commissioners, they should understand
the personnel nceds to the point where they are able to make
internal assessments regarding staff performance,

Definite reporting procedures should be developed which pro-
vide written documentation of the detailed progress of the
staff on a periodic basis.

The newly anticipated organizational structure should be
given top priority and instituted as quickly as possible,
The directors of the three main functions should be selected
carefully, since these positions are vital with respect to
an effective operation.

Requisite methods of data analysis, followup procedures, and
methods of data collection should be carefully and completely
delineated under the direction of capable personnel before
any data gathering is undexrtaken,

An ongoing monitoring system of all aspects of the state of
youth throughout the City should be instituted. Specific and
meaningful measures must be defined and developed associated
with each aspect of youth condition.

Each of the required information retrieval systems associated
with the various field operations planned should be interfaced,
and developed in complete detail (reporting forms, feedback
mechanisms, case confidentiality, etc.) before implementation,

A critical assessment of the status and timing of the Model
Program should be made, and subsequently aligned with the in-
formation gathering and operations functions of the staff.

More emphasis should be placed upon the evaluation function
which is comprised of two parts: (1) Evaluation of agencies
and the youth service delivery system in the City (2) .In-
ternal evaluation of the effectiveness of the Commission's
programs and activities.

The Commission should develop ways of engaging the business
and labor community into the activities of the Commission
which may lead to contributions of added resources, youth
job opportunities, and expertise.

IT. PROJECT ACTIVITIES

The basic objectives of the Youth Services Commission are to prevent
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and control juvenile delinquency and neglect, to protect, safeguard
and improve the physical, mental, emotional and moral welfare of all
the youth of the City of Philadelphia by strengthening and improving
home, family and community living conditions through the initiation
of new programs and facilities and synthesizing and coordinating all
existing programs and facilitles within the area of youth services.
These objectives were perceived as the outgrowth of a lack of coordin-
ation of youth related problems by the multitude of public, private,
and governmental agencies which are concerned with such matters. The
programs failed to meet the needs of Philadelphia youth for two major
reasons: (1) Established agencies fail to function properly (2)
Groups and agencies involved in youth problems tend to arise on an ad
hoc basis, thereby creating a significant degree of duplication of

effort and crisis oriented programs instead of well planned prevention
programs,

Based upon Bill No. 824, an orxdinance of the council of the City of
Philadelphia and approved by the Mayor on September 5, 1973, the Com-
mission is empowered with the following

POWERS AND DUTIES
The Commission shall have the following responsibility:

(a) Serving as an intake, screening and referral agency
in the juvenile field fox:

(1) Non-arrest cases that are referred to the Com-
mission by the Juvenile Court Intake;

(2) All cases which are presently handled through
the Police Department's "remedial' function;

(3) Non-serious arrest cases that are referred by
Juvenile Court Intake and which could more
effectively be resolved through referral to
the community agencies rather than involvement
in formal court process;

(4) Cases submitted by schools, social agencies,
parents and Youth Services Commission's out-
reach staff;

(5) Self-referrals.

(b) Serving as a planning agency for youth services,
both governmental and voluntary to the end that
existing services are coordinated and new services
are recommended and fostered, with responsibility
to collect and analyze information and program de-
velopments inside and outside the Philadelphia axea.

4.
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The Commission shall particularly be charged with
developing a system for cxercising its own functions
through de-centrualized, community controlled action
in the areas of greatest need for youth services,

(¢) Establishing a research and evaluation center for
the purpose of collecting and evaluating statistical
data and information related to youth and experi-
menting with and developing new methods and tech-
niques to provide for the needs of youth with the
specific requirement of appraising projects approved
for funding with LEAA funds and municipal agencies
concerned with youth on no less than an annual basis.
Such annual appraisal shall be delivered to City
Council and published at the same time for citizen
availability by December 31, of each calendar year.

(d) Developing a model program for control and elimi- ,
nation of juvenile deliquency. Such program shall :
be in service not more than twelve (12) months after
the date of appointment of the member of the Youth !
Services Commission, ]

|
Commissioners. The Commission meets regularly on a monthly basis, and w
at times, bi-monthly. A certain core of commissioners consistently \
attend, while a particular segment of ex-officio members consistently

are absent. Attendance averages about sixty percent of the 31 members. :
Moreover, a handful of commissioners are involved in the day to day

operations of the Commission.

The officers of the Commission are developing a greater awarencss of |
the magnitude of the problem with which they are confronted, A greater
attempt on the part of the other commissioners is continually made to
understand the details of the problem, however, progress is slow. A
continued preoccupation with the proxy voting issue is present through-
out most meetings, without resolution. This issue is coupled with a
recognized need to resolve the procedures for amending Commission by-laws,

e

»

Prior to January of this year the Commissioners voted to allow proxies
representing Commissioners a full vote at Commission meetings. Subse-
quently, by a 10 to 6 vote, the proxy vote was eliminated, The validity
of the vote to climinate proxy voting was challenged at a later mecting,
since it was said to be in violation of the Commission By-Laws. The
entire matter was referred to the By-Laws (Ways & Means) Committee in
order to finally resolve the proxy vote issue. The scheduled vote on
the issue by the Commission was not taken, since the required number of
menbers was not present at the last scheduled meeting,

A decision was made regarding the role of the Personnel Committee to

certify appointments made by the executive director, and not screen
applicants, The executive Committee is now fully staffed, and is to
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serve as an interim and decision-making body., A Research and Evalua-
tion Committee has also been formed, The detailed role of this com-
mittee still must be established, A crisis intervention program was
submitted by the Crisis Intexvention Committee and subsequently adopted
by the Commission. It has not been made clear what part of the Com-
mission or staff is to implement and administer the program. Further-
more, it was not clear whether the program is to operate through the
community service centers planned by the staff or through a separate
vehicle. Some clarification has recently been provided by the staff,
which appears in the form of a draft of a preliminary proposal regard-
ing gang related projects. This will be elaborated upon in a later
section of the report.

Members of the Model Program Committee have been meeting regularly,

It has been recognized that the year deadline specified by Bill 8§24

is unrealistic, and that the Commission cannot develop a Comprehen-
sive Model Plan of Philadelphia without a massive gathering of infor-
mation from a variety of sources., A task force has been assembled
whose prime function is to augment the Committee in its gathexing and
sifting of information. A series of ten public hearings and community
workshops have been planned. The first was held on March 6. The
hearings and workshops are designed to provide the community with in-
formation regarding the role of the Commission and to obtain community
feedback which is to be incorporated into the comprehensive model pro-
gran. A report regarding the status of the model program is expected
by June of this year,

Some of the commissioners participated in a seminar initiated by the
staff which was concerned with the requisites of a youth service system.

The principal speaker was Robert M. Hunter of the University of Colorado.

Dy. Hunter did provide some insight into the required structure and com-
ponents of a youth service delivery system, The material presented is
based upon an extensive amount of research undertaken at the University.
The Commission staff plans to use portions of the material in the de-
velopment of a YSC system in Philadelphia.

Dr. Hunter made a distinction between official or reported delinquency
rates and actual rates of delinquency; he then emphasized that the offi-
cial 7rates are the ones generally used to measure program success.
Unfortunately, official rates reflect policy changes to a preat extent
and not the actual changes in delinquent behavior. This discussion

was summarized in terms of a pyramid of delinquency criteria (see di-
agram on following page) in which a true strategy for delinguency pre-
vention, it was suggested, must direct its attention to reducing con-
ditions which lead: to the performance of delinquent acts focussing

on the broader base of the pyramid in addition to the generally treated
higher levels of the pyramid.

The next point made in the seminar related to the theoretical compo-
nents of the national strategy for delinquency prevention. These were
atated as
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(1) Increased access to desirable social roles
(2) Prevent inappropriate negative labelling
(3) Reduction of alienation

Upon questioning, it was determined that Dr. Hunter's research led

to the conclusion that the threc components accounted for thirty-five
percent of the variation in delinquent acts, This was not, however,
translated in terms of actual cases or amounts of delinquent behavior,
so that the impact in terms of number of offenses and number of indi-
vidual offenders is not determined. Furthermore, the details of the
research was never made available. The above discussion was related
to actual implementation of a youth service system, which is summar-
ized in diagram form and appears on page 9.

Youth Advisory Council. The Youth Advisory Council presently is com-
prised of ecight members of the total of a possible fifteen. They have
actively participated in Commission meetings and are in the process of
making recommendations to the Commission. Difficulties have been ex-
pressed by members of the Council with regard to the rceruitment of
additional members, membership in the Commission, and the corresponding
impact upon the Commission. The recruitment problem has been hampered
by a lack of cooperation of individual members of City Council., These
problems recently have been recognized, and are to be given greatex
attention by the Commissioners.

Staff. The present Commission staff is comprised of the following
filled positions:

Executive Director
Director of Planning & Program’
Development ’
Computer Services Director
Fiscal Managex
2 Plannexs
2 Clexk Stenographers
Clerk Typist

Due to insufficient personnel and usual start-up problems, members of
the existing staff were at times assuming a number of different roles.
The Commission stafif is now ih the process of creating a more formal
organizational structure in crder to correct the problems recognized
to exist., This is reflected in the February 3 budget modification
approved by the Commissione ; and the Regional Planning Council. The
anticipated organizational structure, which is to be in effect with-
in three months, is centered around the individual components of Bill
824. This was recognized to be the most effective way in which re-
sponsibility can be pinpointed and directed toward accomplishing the
main functiens indicated by the Ordinance,
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GENERALIZED MODEL OF A YOUTH SERVICE SYSTEM
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The three main functions of Field Operations, Planning and Development,
and Research and Evaluation are to be separated and report dires{ly to
the Bxecutive Director. It is planned that each unit will be hesved by
highly qualified personnel associated with each of the separate funce
tions. The computer programming and computer systems function is to be
separated from research and evaluation so that it can provide the re-
quired services to all activities within the Commission.

The planning and development function is responsible for the

(1) ddentification of the needs and problems of youth in
the City, and to establish objectives that must be
met in order to satisfy these needs and solve the pro-
blems associated with them.

(2) identification of needs not being met by existing
governmental and community agencies.

(3) initiation of new programs to create resources to
meet needs not met by existing agency service,

The research and evaluation function is responsible for the development
of all measurable criteria and methodology associated with the collec-
tion and analysis of data necessary to meet the requirements of the
Commission., Serutiny of all existing research and documents which
might serve as input into the activities of the Commission resides in
this function also.

The field operations function is responsible for the

(1) management of all Commission operations in the
community which are developed by the planning
function (this includes, but is not restricted
to, intake, screening, and referral mandated by
Bill 824)

(2) implementation of reporting procedures associated
with field operations which are developed by the
research and evaluation and the computer systems
functions

(3) implementation of pilot projects developed by
planming and development

In order to complete the anticipated organizational structure, five new
positions are to be filled by June of this year. These include an ex-
ecutive secretary, one clerk typist, a director of research, a research
associate, and a director of field operations.

Model program development is to be under the direct responsibility of
the planning and development function, and will be developed jointly
over time by the three main functions within the organization. Input
from research and cvaluation and feedback from the field is essential
in order to develop an effective plan. As indicated earlier, all con-
ponents of the model program have not been delineated to date, but will
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include such components as input based upon community woxkshops, job
allocation and training, gang rclated projects, and activities associ-
ated with intake, screening and referral,

Staff is in the process of assessing the mexits of various computer
systems throughout the City, with the intention of establishing a re-
mote terminal hookup needed to process data and institute the various
computerized systems associated with plammed field operations. The
Model Cities tape of agencies has been acquired, which is to be screcned
for youth serving agencies and subsequently updated. A questionaire

to be used for updating purposes has been acquired and is to be modi-
fied to meet the current YSC needs. Corresponding survey procedures
must be developed,

The updated tape, together with a youth needs assessment to be admine
istrated through the School Board, and pilot field information is to
provide a major component for establishing a detailed determination of
future Commission objectives and activities. Appropriate demographic
data regarding City Youth is to be collected also, Suitable methods of
analysis and data processing must be developed. The updated agency tape
will also provide the basis for referral information which is an essen~
tial input into the proposed intake, screening,and referral system,

Intake, screening, and referral is to be implemented through a number
of planned community service centers placed in the field., Two pilot
centers are anticipated by June, 1975, Bofore this is done, however,
it is necessary to develop a system for storage and retrieval of case-
load information. The reporting procedures and requisite forms con-
sistent with the needs of the research and evaluation function must be
developed also., Although the case confidentiality issue is presently
being considered, no documentation regarding the Commission's position
on the issue is available. Before an information and retrieval system
becomes operational, the individuals to have access to the information
must be defined and procedures to insure that only those with desig-
nated authority can obtain information must be instituted.

The community service centers are to be used to implement all othex
field operations developed by the Commission. At present, it is antie-
ipated that required agency coordination will be administered through
the centers. A job allecation system has been outlined, and it is
anticipated that it will operate from the community centers also. A
coinputerized employment data bank must be developed. Part of this is
to be done in conjunction with the update agency information cited
earlier.

As cited earlier, the Commission staff has issued a preliminary pro-

posal associated with gang related projects. The proposed components
of the system are as follows:

11.
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.G, Youth Sexvices Commission

Managing Director (City of Phila.)

. Operational Committee (Commission)

. Central Staff (Commission)

N. Crises Intorvention Network (M.D.)

C.T. City Wide Crises Team (M.D))

S Youth Consexvation Service

.G, Regional Community Service Center (Commission)

T. Regional Crisis Intervention Team (M.D.)

. Parent Council (Y.8.C.)

Youth Advocacy (Y.S.C.)

Intake Counselors (Y.S.C.)

Resource Development (Y.S5.C.)

Safe Strects

Network

North Central Youth Acadeny

Neighborhood Youth Coips

Crime Prevention Assoclation: Youth Sexvice
Burcau
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It is intended that the proposal be cireulated in order to obtain re-
levant input which will in turn be used to modify the proposcd system,
One problem with the proposal stands out at present; that is, the pro-
gram organizution does not indicate the link between the Managing Di-
rector of the City and the Youth Services Commission, The role of the
Managing Director is somewhat puzzling, especially in light of the re-
cent application for funds by the City for erisis intervention which
is planned to operate out of City Hall,

ITI. EVALUATION ACTIVITIES

The evaluation of the performance of the Youth Services Commission upon
which this report is based was conducted during the period November,
1974 through mid-February 1975. The evaluator engaged in a nuhber of
activities in order to obtain information regarding Commission perform-
ance. Much time was spent participating in various meetings connected
with the Commission. These included all regular Commission meetings,
the "structural requisites seminar', meetings.of the Regional Council
and task force, and joint efforts between theyYSC and GJC staffs.

The evaluator worked extensively with the GJC staff in oxrder to resolve
problems created around the YSC budget modification. Regular contact
was maintained between the evaluator and individual commissioners and
staff members. Sexutiny of all regular meeting and available committee
minutes was undertaken, in addition to all other documents and written
plans developed by the Commission.

This report covers all Youth Services Commission activities to date.
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Unfortunately, ne quantified data is available in order to assess the
pexformance of the Commission more objectively. The Commission still
remains in the developmental stage; however, it is anticipated that
some hard data will be available by June of this Year.

IV. PROJECT RESULTS AND ANALYSIS

The project which still is being organized has been beset with a number
of difficulties which have hampered its progress to date. It should be
noted that the nature of problem dealt with by the project is immense,
and, therefore, the slow rate of development is not unusual relative to
projects of similar magnitude and complexity.

The commissioners and staff members have been rushing about in order to
meet unrealistic deadlines, while concurrently being preoceupicd with
funding problems. Organizationally, the staff was not structured prop-
erly, duc to insufficient personncl, to operate effectively. Responsi«
bility for the major functions and activities was fragmented and nos
pinpointed, The research and data analysis capability is presently in-
adequate. Moreover, the rescarch, measurement, and cvaluation function
was not given proper emphasis.

Under the newly proposed organizational structure, given sufficient
personnel, it should be possible to operate effectively. ‘The speci-
fication of implementable objectives would be concentrated under one
unit, planning and development. Necessary data and corresponding
analysis and research would be the responsibility of one person re-
porting directly to the executive director. The computer activity is
designed to service all project activities, and would not dominate the
research and analysis funetion. Proper emphasis can then be devoted
to measurement, rescarch, and evaluation, Vitally needed field opera-
tions could then be directed properly.

V. CONCLUSIONS AND RECOMMENDATIONS

The main conclusions, based upon the observations of the evaluator,
are as follows:

+ A full committment to the success of the Commission by
all members is lacking. The major contribution from the
commissioners is based upon contributions of seleet indi-
vidual nembers,

« The Youth Advisory Council seems dedicated, but is not
given full support by the Commission. Greater interest
by Commissioners and staff seems to be forthcoming,

. Day to day involvement and understanding by commissioners

of staff activities (planned and actual) needs to be de-
veloped.

13.
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» Recognition by the commissioners of the existing
problems is presently forthcoming,

« A propor stuff organizational strueture to operate
effectively is necessary. JFunetional responsibility %
has not been pinpointed to date. Recent plans have {
been adopted to hire additional staff and correet the
existing organizational problems,

. The Commission vote to eliminate proxy voting has
been challenged as invalid and is under consideration
by the Ways and Means Committee. Lack of resolution
of the issuc appears to be a detyiment to attondance
at repgularly scheduled meetings,

« The emphasis placed upon the Model Program to date
has been wsrcalistic,  Although individual compo-
nents arce being assembled, more time than is mun- ;
dated is necessary to implement the program, Rec-
ognition of the need for more time is being realized
at present,

e Sk

«  Plans ave being prepared in order to indtiate vavious L
field operations; however, there exists a need to de- |
lincate the plans in greater detail, The programs |
considered inelude an intske, screening, and referral :
system, job allocation und training, and gpang control ‘
programs, Coinciding with these programs are plans to
institute community service centers with access to a
conmputerized resource and case recorxd information systenm. }

« Therresearch, analysis, and evaluation functions have °
been negleeted.  The newly anticipated organization
structure is designed to correet this problem.

Recommendations: |

(1) Efforts should be made to obtain a full committment
of all commissioners, A pgreater understanding of
the detailed operations would enable each commis-
sioner to provide individual expertise and recom-
mendations which could contribute to the success
of the Commission. Through theix own affiliation
with youth related programs, possible resources
could be contributed. At the very top, it scems
necessary that the Mayor's positive endorsement
is necessary, not only to provide legitimacy to
the Commission, but to break loose City farilities
that would contribute, rather than compete, with
the Commission's activities.

14,
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(2) Efforts made in oxder to maximize the contribution
of the Youth Advisory Council should be entrusted
to a commissionexr with the responsibility to follow
through on Commission intentions and recommedations
regarding the Council.

(3) A well selected group of commissioners should be
chosen to deal with the activities of the Commis-
sion staff on a more direct basis than just regularly
scheduled meetings.

(4)  Although the power to hire and dismiss persomncl
should »emain with the executive director, the
Persomnnel Committee should take a more active role

in establishing key appointments of staff. Since

the ultimate responsibility for performance lies

with the Commissioners, they should understand the
personnel needs to the point where they are able to
make internal assessments regarding staff performance.

(5) Definite reporting procedures should be developed
_which provide written documentation of the detailed
progress of the staff on a periodic basis,

(6) 'The newly anticipated organizational structure should
be given top priority and instituted as quickly as
possible. The directors of the three¢ main functions
should be selected carefully, since these positions
are vital with respeet to an effective operation.

(7) Requisite methods of data analysis, followup pro-
cedures, and methods of data collection should be
carcfully and completely delineated under the di-
rection of capable personnel before any data gather-
ing is undexrtaken.

(8) An ongoing monitoring system of all aspects of the
state of youth throughout the City should. be insti-
tuted. Specific and meaningful measures must be de-
fined and developed associated with each aspect of
youth condition.

(9) Each of the required information retrieval systems
associated with the various field operations planned
should be interfaced, and developed in complete detail
(reporting forms, feedback mechanisms, case confiden-
tiality, ete.) before implementation.

(10) A critical asscssment of the status and timing of the
Model Program should be made, and subsequently aligned
with the information gathering and operations functions
of the staff.

15.
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(11) More emphasis should be placed upon the evaluation
funhction which is comprised of two parts; (1) Eval-
uation of agencies and the youth service delivery
system in the City (2) Internal evaluation of the
effectivencss of the Commission's programs and activ-
ities.

(12) The Commission should develop ways of engaging the
business and labor community into the activities
of the Commission which may lead to contributions
of added resources, youth job opportunities, and
expertise.

16.
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REFUNDING EVALUATION REFORT FOR THE YOUTH SERVICES
e COMMISSION

THE CITY OF PHILADELPHIA (SUBGRANT PH-74-C-B1-5-298)

LY 2

Submitted by: R. C. Gulezian
s February 12, 1975

I. SUMMARY OF EVALUATION REPORT

This evaluation is associated with the Youth Services Commission of Phila-
delphia, Inc,, whose primary objective is directed toward the improvement
of the lives of Philadelphia youth. Progress by the Commission is slow;
the Commission remains in the developmental stage to date. Recognition by
the commissioners of the immensity of the problem with which they are faced
is presently developing.

The staff of the Commission has been plagued with many problems and delays,
and is in the process of modifying its organizational structure in order to
pinpoint responsibility associated with the three main functions specified
by Bill 824, If accomplished, the staff structure will be much better
adapted to operate effectively. Responsibility for each of the functions
Planning and Development, Research and Evaluation, and Field Operations will
be pinpointed.

Work is in progress which will form the basis for an intake, screening, and
referral system which is expected to be piloted by June of this year. More-
over, a crisis intervention program and a jub allocation system are presently
at the planning stage. Tie-in with a computer facility is expected shortly.
This is necessary in order to implement the various service systems antici-
pated. It is also essential in order to analyze the larpe volumes of data
that must be processed in order to formulate individual components of the
project.

In order to insure success of the project, it is necessary that a more com-
plete committment on the part of the commissioners be realized., Also, an
increased amount of communication, associated with the detailed operations
of the staff, between commissioners and staff seems essential. [Definite re-
porting procedures on a periodic basis are recommended. Much more detailed
attention should be devoted to the collection and analysis of data associ-
ated with youth by qualified personnel. Moreover, a greater amount of de-
tail is needed in the development of the underlying information and retriev-
al systems before they can become operational. The case confidentiality
issue needs to be confronted directly. Greater utilization of critical path
type planning should be instituted in order to provide realistic¢ opera-
tional goals. This is especially true of the Model Program specified in
Bill 824,

II. PROJECT ACTIVITIES

The basic objectives of the Youth Services Commission weve to prevent and
control juvenile delinquency and neglect, to protect, sar.guard and improve
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the physical, mental, emotional and moral welfare of all the youth of the
City of Philadelphia by strengthening and improving home, family and com-
munity living ¢onditions through the initiation of new programs and facil-
ities and synthesizing and coordinating all existing programs and Ffacilities
within the area of youth services. These objectives were perceived as the
outgrowth of a lack of coordination of youth related problems by the multi-
tude of public, private, and governmental agencies which are concerend with
such matters. The programs failed to meet the needs of Philadelphia youth
for two major reasons: (1) Established agencies fail to function properly
(2) Groups and agencies involved in youth problems tend to arise on an ad
hoc basis, thereby creating a significant degree of duplication of effert
and crisis oriented programs instead of well planned prevention programs.

¢
Commissioners. The Commission meets regularly on a monthly basis, and at
times, bi-monthly., A certain core of commissioners consistently attend,
while a particular segment of ex-officio members consistently are absent,
Attendance averages about sixty percent of the 31 members. Moreover, a
handful of commissioners are involved in the day to day operations of the
Commission.

The officers of the Commission are developing a greater awareness of the
magnitude of the problem with which they are confronted, A greater attempt

 on the part of the other commissioners is continually made to understand

the details of the problem, however, progress is slow. A continued pre-
occupation with the proxy voting issue is present throughout all meetings,
without resolution. This issue is coupled with a’recognized need to re-
solve the procedures for amending Commission by-laws.

A decision was made regarding the role of the Personnel Committee; that is,
it is to certify appointments made by the executive director, and not screen
applicants. The Executive Committee is now fully staffed, and is to serve
as an interim and decision-making body. A Research and Evaluation Committee
has also been formed. The detailed role of this committee still must be es~-
tablished. A crisis intervention program was submitted by the Crisis Inter-
vention Committee and subsequently adopted by the Commission. It has not
been made clear what part of the Commission or staff is to implement and
administer the program. Furthermore, it is unclear whether the program is
to operate through the community service centers planned by the staff or
through a separate vehicle.

Members of the Model Program Committee have been meeting regularly. It has
been recognized that the year deadline specified by Bill 824 jis unrealistic,
and that the Commission cannot develop a Comprehensive Model Plan of Phila-
delphia without a massive gathering of information from a variety of sources.
A task force has been assembled whose prime function is to augment the Com-
mittee in its gathering ans sifting of information. A series of public
hearings are planned for information-gathering purposes. A report regarding
the status of the model program is expected by May of this year.

During the last meeting of the Commission, the last of many budget modifi-

 cations was approved. This modification is of especial importance since its

acceptance depended upon the adoption of more realistic and more effective
organizational staff structure., More will be said about this at a later
point in the report.
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Some of the commissioners participated in a seminar initiated by the staff
which was concerned with the requisites of a youth service system, The
principal speaker was Robert M, Hunter of the University of Colorado. Dr.
Hunter did provide some insight into the required structure and components
of a youth service delivery system., The material presented is based upon an
extensive amount of rescarch undertaken at the University. The Commission
staff plans to use portions of the material in the development of a YSC
system in Philadelphia.

Youth Advisory Council. The Youth Advisory Council presently is comprised
of eight members of the total of a possiblg fifteen. They have actively
participated in Commission meetings and are in the process of making re-
commendations to the Commission. Difficulties have been expressed by mem-
bers,of the Council with regard to the recruitment of additional members,
membership in the Commission, and the corresponding impact upon the Com-
mission, The recruitment problem has been hampered by a lack of cooper-
ation of individual members of City Council. These preblems recently have
been recognized, and are to be given greateér attention by the Commissioners,

Staff. The Commission staff is in the process of modifying the present
organizational structure in ovder to be more effective by correcting pro-
blems that presently exist. The anticipated rcorganization, with is to be
in effect within three months, is centered around the individual components
of Bill 824, This appears to be the most effective way in which responsi-
bility can be pinpointed and directed toward accomplishing the main func-
tions indicated by the Ordinance.

The three main functions of Field Operations, Plaaning and Development,
and Research and Evaluation are to be separated and report directly to the
Executive Director. It is planned that ecach unit will be headed by highly
qualified personnel associated with each of the separate functions. The
computer programming and computer systems function is to be separated from
research and evaluation so that it can provide the required services to
all activities within the Commission.

The planning and development function is responsible for the

(1) identification of the needs and problems of youth in the City,
and to establish objectives that must be met in order to satisfy
these needs and solve the problems associated with them,

(2) identification of needs not being met by existing governmental
and community agencies. .

(3) initiation of new programs to create resources to meet needs not
met by existing agency service.

The research and evaluation function is responsible for the development of
all measurable criteria and methodology associated with the collection and
analysis of data necessary to meet the requirements of the Commission.
Scrutiny of all existing rescarch and documents which might serve as input
into the activities of the Commission resides in this function also.

The field operations function is responsible for the

(1) management of all Commission operations in the community which

*
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‘are developed by the planning function (this includes, but is not
restricted to, intake, screening, and .referral mandated by Bill
824)

2) implementation of reporting procedures associated with field
operations which are developed by the research and evaluation

and the computer systems functions

(3) implementation of pilot projects developed by planning and develw

opment

)

-

Model program development is to be under the direct responsibility of the
planning and development function, and will be developed jointly over time
by the three main functions within the organization. Inmput from research
and evaluation and feedback from the field is essential in order to develop
an effective plan.

Staff is in the process of assessing the merits of various computer systems
throughout the City, with the intention of establishing a remote terminal
hookup needed to process data and institute the various computerized systems
associated with planned field operations. The Model Cities tape of agencies
has been acquired, which is to be screened for youth serving agencies and
subsequently updated, A questionaire to be used for updating purposes has
been acquired and is to be modified to meet the current YSC needs. Cor-
responding survey procedures must be developédd.

The updated tape, together with a youth needs assessment to be administered
through the School Board, and pilot field information is to provide a major
componient for establishing a detailed determination of future Commission
objectives and activities. Appropriate demographic data regarding City
youth is to be collected also., Suitable methods of analysis and data pro-
cessing must be developed., The updated agency tape will also provide the
basis for referral information which is an essential input into the pro-
posed intake, screening, and referral system.

Intake, screening, and referral in to be implemented through a number of
planned community service centers placed in the field. Two pilot centers

are anticipated by June, 1975, Before this is done, however, it is necessary
to develop a system for storage and retrieval of caseload information. The
reporting procedures and requisite forms must also be consistent with the
needs of the research and evaluation function., Case confidentiality needs

tv be considered seriously, also.

The community service centers are to be used to implement all other field
operations developed by the Commission. At present, it is anticipated that
required agency coordination will be administered through the centers, A
job allocation system has been outlined, and it is anticipated that it will
operate form the community centers also. A computerized employment data
bank must be developed, Part of this is to be done in conjunction with the
update agency information cited earlier.

3

I1I. EVALUATION ACTIVITIES

The evaluation of the performance of the Youth Services Commission upon which
this report is based was conducted during the period Nove-ser, 1974 through
mid-February, 1975, The cvaluation engaged in a number ¢ acticities in order
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to obtain information regarding Commission performance. Much time was spent
participating in various meetings connected with the Commission. These
include all regular Commission meetings, the '"structural requisites seminar",
mectings of the Regional Council and task force, and joint efforts betweun
the YSC and GJC staffs,
The evaluator worked extensively with the GJC staff in.osder to resolve pro-
blems created around the YSC budget modification. Regul.r contact was main-
tained between the evaluator and individual commissioner: and staff members.
Scrutiny of all regular meeting and availakle committee *:nutes was under-

~taken, in addition to all other documents and written plans developed by

the Commission,

; . ‘
This report covers all Youth Services Commission activities to date., Un-
fortunately, no quantified data is available in order to assess the perform-
ance of the Conmission more objectively., The Commission still remains in
the developmental stage; however, it is anticipated that some hard data will
be available by June of this Year.

IV. PROJECT RESULTS AND ANALYSIS

The project which still is being organized has been beset with a .number of
difficulties which have hampered its progress to date. It should be noted
that the nature of problem dealt with by the project is immense, and, there-
fore, the slow rate of .development is not unusual relative to projects of
similar magnitude and complexity.

The commissioners and staff members have been rushing about in order to
meet unrealistic deadlines, while concurrently being precccupied with
funding problems., Organizationally, the staff was not structured properly,
due to insufficient personnel, to operate effectively. Responsibility for
the major functions and activities was fragmented and not pinpointed.

The research and data analysis capability is presently inadequate. More-
over, the research, measurement, and evaluation function was not given
proper emphasis. Actually, it is too much to ask of the executive director
to provide overall project direction, attend all requisite meetings, answer
to the Commissioners and various interested groups, and simultaneously
direct each individual activity properly.

. . . .. \
Under the newly proposed organizational structure, given sufficient person-

nel, it should be possible to operate effectively. The specification of

implementable objectives would be concentrated under one unit, planning
and development. Necessary data and corresponding analysis and research
would be the responsibility of one person reporting directly to the execu-
tive director. The computer activity is designed to service all project
activities, and would not dominate the research and analysis function,
Proper emphasis can than be devoted to measurement, research, and evalu-
ation. Vitally nceded field operations could then be directed properly.

V., CONCLUSIONS AND RECOMMENDATIONS

The main conclusions, based upon the observations of the evaluator, are
as follows:
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Recommendations:
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A full committment to the success of the Commission by all
members is lacking., The major contribution from the commis-
sioners is based upon contributions of select individual wem-
bers. :

The Youth Advisory Council seems dedicated, but is not given
full support by the Commission.

Day to day involvement and understanding by comnissioners of
staff activities (planned and actual) neceds tt 3e developed.

Recognition by the commissioners of the existing problems is
presently forthcoming.

A proper staff organizational structure to operate effectively
is necessary. Functional responsibility has not been pinpointed
to date. ‘

The emphasis placed upon the Model Program to date has been un-
realistic.

Plans are being prepared in.order to initiate various field
operations; however, there exists a need to delineate the plans
in much greater detail, .

The research, analysis, and evaluation functioms have been
neglected,

(1)

(2)

(3)

(4)

(5)

(6)

Efforts should he made to obtain a full commitiment of all
commissioners.

Efforts should be made in order to maximize the contribution
of the Youth Advisory Council.

A well selected group of commissioners should be chosen to
deal with the activities of the Commission staff on a more
direct basis than just regularly scheduled meetings.

Although the power to hire and dismiss personnsl should re-
main with the executive director, the Personnel Committee
should take a more active role in establishing key appoint-
ments to staff. . o

Definite reporting procedures should be developed which pro-
vide written documentation of the detailed progress of the
staff on a periodic basis.

The newly anticipated organizational structure should be
given top priority and instituted as quickly as possible.
The directors of the three main functions should be selected
carefully, since these positions are vital with respect to
an effective operation.

we
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(8)

(9

(10)

(11)

(12)

Requisite methods of data analysis, followup prrcedures, and
methods of data collection should be carefully wd completely
delineated under the direction of capable persennel before
any data gathering is undertaken.

An ongoing monitoring system of all aspects of the state of
youth throughout the City should be instituted. Specific and
meaningful measures must be defined and develop:sd associated
with each aspect of youth condition.

Each of the required information retrieval systems associated
with the various field operations planned should be interfaced,
and developed in complete detail (reporting forms, feedback
mechanisms, case confidentiality, ete,) before implementation.

A critical assessment of the status and timing of the Model
Program should be made, and subsequently aligned with the in-
formation gathering and operations functions of the staff,

Greater utilization of critical path type planning should be
instituted in order to provide realistic operational goals.

More emphasis should be placed upon the evaluation function.
This is comprised of two parts: (1) Evaluation of agencies

and the youth, service delivery system in the City (2) Intern~
al evaluation of the effectiveness of the Commission's programs.








