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Building Partnerships (and Performance
Management Systems) for Effective
Employability Development
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YWorking It Out Il builds on lessons learned over 20 years and draws on a virtual anthology of state and local
strategies as well as innovative partnerships engaging government, philanthropy, business and non-profit
organizations. Working It Out I: Performance Management Strategies for Increasing Services to At-Risk Youth was
also prepared by Brandeis University, Center for Youth and Communities and published by USDOL to guide
improvements in the JTPA system. JTPA was superseded by WIA in 1998.
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(What hinders or facilitates them? And what causes them to fail?)

Backdrop

Over 30 years and at least 3 “bursts” of partnership
efforts

Some “pockets of success” & many false starts

Few “sustainable”, fully functioning partnerships of the
kind you are talking about today

What makes this time & place different?

“Knowledge Explosion” in last decade about what our
clients need and about partnership development

Shifting demographics and labor market demand
Economic collapse/financial crisis
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Based on research and evaluation, what do
clients really need?

What works with them?
What doesn’t work?

How do coordination and collaboration across
programs help make this work?

Recommendations for partnerships and
performance management.

What the heck is a “three tiered model”?!
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Healthy
Well Educated
Prepared for Adulthood

AKA: Ready for College,
Work and Life
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Research Is driving a more holistic
approach requiring partnerships.
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Identified Assets That Predict Adult Success
Physical development
Good health habits, risk management skills

Intellectual development

School success, critical thinking, decision-
making, life skills, vocational skills
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Psychological and emotional development

Good mental health, positive self-regard, self-
regulation, coping skills, autonomy, effective
time management

Social development

Connectedness, sense of place, attachment to
pro-social institutions, ability to navigate cultural
contexts, commitment to civic engagement
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Ensure that places they spend time have:*
Physical and psychological safety
Appropriate structure
Supportive relationships
Opportunities to belong
Positive social norms
Support for efficacy and mattering
Opportunities for skill-building

Integration of family, school and community
efforts

* Features of Positive Developmental Settings




l:; I-;: l [ l i I {'n l S l [ l l V ‘n I. S II \ The Heller Sch r'.J-'-i.-"l_.."'.'r_n" S f"'-'.i.-'f.f.r': v and Man agement

YES!!
For example:

Research shows that youth with supportive
relationships on entering high school are 5 times
more likely to leave high school ready for their next
stage than those with weak relationships...

... and those seniors who were ready at the end of
high school were more than 4 times likely to be
doing well as young adults.

Finding Out What Matters for Youth: Testing Key Links in a Community Action
Framework for Youth Development
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Communities should provide an
of program opportunities...through
local entities that can such work
across the entire community...[and]

...put in place some
for monitoring the
of programs...
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We are truly “client-centered”.

But how do we close the gap
between what we know and
what we do?
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Three Magic Questions

Who are we serving?
What outcomes do we need to achieve?

What mix of training, supports and
opportunities do we need to provide?
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Partnership Strategy Consensus—pased '
Implementation Plan E

THEN A
MIRACLE . %"

Sufficiency

_GOOD %R K}
BuT I THINK We
NEED JVUST A
LITTLE MORE |
DETAIL RigHT HERg!

DOL/ETA
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For every complex problem, there Is
a simple answer —

and It is usually wrong.

Anonymous




MANAGING COMPLEX CHANGE!

Incentive Ownership A;lt;?]n Evaluation

Incentive Ownership Aslt:r)]n Evaluation

Shared
Vision

Shared

- Incentive Ownership Evaluation
Vision

Ownership Alglt;cr)]n Evaluation

Shared
Vision

Incentive AEE Evaluation
Plan

Shared
Vision

Shared

- Incentive Ownership Evaluation
Vision

Action
Plan

Shared

Vision Incentive Ownership

SHARED
VISION

INCENTIVE OWNERSHIP ASLT A%N EVALUATION

+- .

1Based on the Managing Complex Change Model developed by the Center for Youth and Communities (1996) with acknowledgement and input from
The Leadership Spectrum, Mary Lippett, 2002.
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Taking It Home:

Potholes and Pathways to Working Partnerships

In order for partnerships to work, we need to
be open to learning and changing.
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“Partners using a collaborative strategy establish common
goals and agree to use their PERSONAL and
INSTITUTIONAL POWER to achieve them. They agree to
commit resources and alter existing policies and
procedures to attain measurable goals... They accept
Individual and collective responsibility for outcomes.”
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“The ultimate achievement for a collaboration or
partnership is not that it worked well among
collaborators, although that is to be highly desired.
Rather, it is that outcomes beneficial to a
community are brought about.”

“Partnerships are never perfect,
but they become easier with practice.”

- From a “Case Study of Interagency Collaboration” (Dunkie & Surles)
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Their Goals and Priorities:

Serving as many youth as possible. (16,650)

Spending the ARRA funds quickly and wisely with
transparency and accountability. ($37M)

Providing meaningful summer experience to
participating youth.

THEY DID IT!
With a “disciple of innovation” (Drucker)

-an absolute focus on mission, results and ongoing
evaluation
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“Assets and Innovations”

Beyond the goals driven by ARRA and ETA guidance,
each of the four communities tied the SYEI to a local
vision and built on existing and new partnerships to
carry it out.

Public-private collaboration & leadership in Detroit
City Hub & Spoke Model in Chicago.

Partnership, work and learning in Indianapolis & Marion
County.

City-County Coordination in Phoenix and Maricopa County.
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Key Findings: Leading Best Practices and
Management Innovation

New operating structures: Mission driven and
results oriented leadership

Strengthened public-private partnerships
Meaningful work and learning

Continuous Improvement

Responsiveness to local needs and strengths
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Summary of Common Challenges

Eligibility

Funding/Cash Flow

Job Matching

Assessment and Reporting
Green Jobs
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The Main Ingredients
Leadership Trumps All
Cross-Sector Partnerships are Necessary

Incorporation of Youth Development Principles
Adds Quality & Skills

Alternate Pools of Money & Flexible Lines of Credit
are Helpful

Think Big: Consider the Role of Work & Learning in

Preparing Youth for Post-Secondary Education,
Work and Life
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GETTING
TOGETHER
. TN
{ Repeat
\ the Process

® Build community constituency
® Build govemence structure

® Design a fiscal strategy

® Despen coliccorative culture

*® Develop Interprefessional tralning

® Develop ccllcborctive lecders

® Adapt and expand prototype

STAGE5 \_ _
GOING TO SCALE -

Reflact &
Calebrote

STAGE 4
TAKING ACTION ® Evaluate progress
® Recognize diversity
® implement cutrecch strategy

® Formulate staffing strategy

Reflact &
Calebrate

STAGE 3
DEVELOPING A
STRATEGIC PLAN

® Fermallze Interagency relationships
® Develcep technical tools

® Design service delivery protetype

® Define target cutcomes

® Conduct a neighborhood analysis

&
® Focus en a nelghberhood é(o
QX‘
@)

STAGE 2
BUILDING TRUST

® Develop a mission and community presence

® Deflne shared vision and geals
® Cenduct a community assessment
® Develop a base of common knowledge

® Commit to collaborate
® [nvelve the right pecple
® Decide to act

STAGE 1

GETTING
TOGETHER
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“We will have to learn, before understanding any task, to first ask the question,
‘What information do | need and in what form and when?’ The next question people
have to learn to ask is, ‘To whom do | owe which information and when and where?’

- Peter Drucker in “Information Ecology”
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From projects set to succeed to those set to fall

THE DURATION of time until the change program
IS complete if a short life span; if not short, the
amount of time between benchmark reviews.

The project team’s performance INTEGRITY, i.e.,
its ability to complete on time. Depends on skills
and abilities relative to requirements.

THE COMMITMENT to change that top
management and employees affected by the
change display.

THE EFFORT over and above usual workload that
the change Initiative demands.

Source: Boston Consulting Group, 2005, Harvard Business Review
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CONTINUUM-OF-PRACTICE:-FROM-CO-EXISTENCE-TO-PARTNERSHIPY

Examples: of "making-active-business decisians-which-respect -nurture, and- strengthen-the: long-term- health- and-vitality-of cammunity. .y

1

DecisionPointa

Co-Existencen

Cooperationo

Coordinationo

Collaborative-Business-Community:
Partnershipso

Tﬂ}&'ﬂf‘ﬂctiviwﬂ s Mtually-exclusivegoals-and | *—Shod-termdransactions: s Evpanded-self-interest] s [ncluzive mutual gosls-and-roles Y
roless meeting immeciate-ohjectives |« Mutidimensional project-activities—adhea | +— Activities-on-broadscaleswith long-term
for-one-groug-or-ancther- senseof-longerdenm-consequencestomest: vizionT
o Artivities of-imited - single: needsw = Yalue-based and-value-added propositions s
focuzto-meet-key-husiness:
needs
Effectiveness-of | *— Minimaly s Atench perindic- meeting=Y 4 Regular-meeting=Y # & On-going:-formal anck casualcommunication:
Communicational *-* Feshondto-reguestsx +—+ Task-basedcommunication] | +-» Beainning to"crackthe code™—learnthe hased onrelational assets and-esned rustd
s Ipdates ontraneactiors] language and culture- ot potertial partnersY

e Problem-zolvingd

s Sharedideas tools-of the-trade]

* s St standards-for-coordinated-action

* = |Inderstand-supnly-and-demand: chains: of:
each potertial partner |

* = Regularly-scheduled meetings: for-on-gaing
communication-and- relstionzhip-building 5

Planning-&-
Decision-Makingo

s B tonomous-internal desizion-

miakings

s Project-hazed planning and:
decizion-making by operating:
staffn

4 [mvestment-inresearch-anc development: for-
joint-vertures

s Co-created programa

# & Tactical planning-andeam-decizion-making:
for-continuos- improvement

& Shared deckion-making ]

¢ Joint-undertakingy

= Sfrateqic-objectives are-established anc
results monitoredieported by-and-for-
partriersy

= Focyz-onchanges in-policy - practice -and:
outcomess

Commitment
Leadershipa

= fo-vericakintegration|
= Point-of-contact-in-corporate:

* & Way- participate:in-one-time:
events-(panelspesker e )

# = Mvee-of the-needfor-vertical- and- horizontsl
irtegration-of staff- and-leader ship-to-he

= Top-company-and nonprofit-leaders-
engaged knovviedneshle - and supparive of

"giving" office s suCessfile the-partnershipy
s Dedicated-staff
E{||_|'._"||i'['luf'|)f' ¢ -Eachizatubronrits o s Seek-assistancefrom-each: L Estahlishing-naw-'\salue-prmn;ﬂinn,“-value- = Extablizhed relstionshipz]
Partners hottom™ otherd exchangelvalue-added-dimension-o +—+ Shared respargibility-and accountakilty s

# s Cuttureof-'teticerce” 2

#

#

Eed
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Credibility &
Legitimacy
of Partners

Credibility &
Legitimacy
of Partners

Credibility &
Legitimacy
of Partners

Credibility &
Legitimacy
of Partners
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Commitment
to Invest in
Partnership

Commitment
to Invest in
Partnership

Commitment
to Invest in
Partnership

Commitment
to Invest in
Partnership

Core
Leadership &
Management

with

Resources

Core
Leadership &
Management

with

Resources

Core
Leadership &
Management

with

Resources

Core
Leadership &
Management

with

Resources
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Framing
Expectations &
Value Added
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Framing
Expectations &
Value Added

Framing
Expectations &
Value Added

Framing
Expectations &
Value Added

Framing
Expectations &
Value Added

Learning
Language &
Culture for Joint
“Ownership”

Learning
Language &
Culture for Joint
“Ownership”

Learning
Language &
Culture for Joint
“Ownership”

Learning
Language &
Culture for Joint
“Ownership”

Learning
Language &
Culture for Joint
“Ownership”

Building
Relationships
Tapping Core Values
& Motivations

Building
Relationships
Tapping Core Values
& Motivations

Building
Relationships
Tapping Core Values
& Motivations

Building

Relationships
Tapping Core Values
& Motivations

Building
Relationships
Tapping Core Values
& Motivations

Evaluation

Evaluation

Evaluation

Evaluation

Evaluation

¢
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A lack of experience and clarity around expectations,
roles, and purpose of a partnership.

Many partners interviewed said it
was important to ensure a positive experience for them. They worried
that negative experiences or “getting burned” would limit their ability and
Interest in establishing future partnerships.

A partner’s lack of a proven track record
could be a big deterrent to partnership development. Partners said time
and again that they first looked for a positive reputation and track record
In the community.

Almost all partners said one of their

greatest challenges was finding adequate time and resources to commit
at the level they thought necessary.
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Executive

Mid-Mgmt
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“Taylorism”
Manufacturing Major

Quals:
Have you worked?
Did you graduate?

Can you read?

Growth Area
“Information Age”
Higher Order Skills

Vanishing Jobs




Brandeis University i teter school for Social Policy and Management

DEMAND POPULATION

Employable

“Trimming”

: - Nearly
Right sizing

Employable

Least skilled
growing in
proportion to

others
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POPULATION

Employable

Nearly
Employable

Pre-
Employable

The Heller School for Social Policy and Management

PROGRAMS — Work Force Dev.
Supports & Opportunities, Education
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The Old Way:

Matching Youth to Existing and Traditional "Slots"

Youth Population Employment Training Program

The Heller School for Social Policy and Management

/\

Pre-Employable
{many)

The New Way:
Matching Needs with Services

> $

[ N

Short Term

Job Placement Programs

(most)

b ol lagepdd

Classroom Training

Som¢ Work Experience Comporents

(some)
~

with Support Services
Long Term

(few)

>

Comprehensive Work and Learning Program

>

A program mix that is flexible and varied
enough to address a spectrum of individual
needs and skill levels and that has the
means (through assessment) to identify
those needs;

The capacity to provide intensive and
long-term programming, with appropriate
interim outcomes, for those youth with the
greatest deficiencies;

An integrated and collaborative
approach that can provide an array of
services;

A graduated sequence of services that

extend over time, combining, for example,
school-year and summer programming
over several years, to provide for the
development of hierarchy of skills and

experience.

Il

Change is Inevitable
Partnership is Essential
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Who do you want to serve?
How do you define levels of employabllity?
What outcomes do you want to achieve?

How do you assess those outcomes — both
iInterim and final?

What strategies and activities, opportunities
must you provide?

Who has to be engaged to make the whole
system work? How do you define each role?
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Tier 1:
Employable
(Advanced)

Tier 2:
Nearly Employable
(Intermediate)

Tier 3:
Pre-Employable
(Basic)

Sample Services (USDOL)

Career Awareness
Job Search Assistance
Placement

Pre-Employment Skills
Training

Tryout Employment or On-
the-Job Training

Basic Education Tutorials
within schools and in
alternative settings

Intensive Work Site
Training w/competent adult
as supervisor, guide,
“mentor”
(Behavior/Attitudes, Work
Maturity)

Employment Related Basic
SIS
Counseling/Coaching

) Iy i | I y S B 5 f :
Hhe Heller School for Social Poliev and Managemeni

Sample of Partnership
Help Needed

Private Sector
Employment competency certification
Quality placements

Education

Trained instructors

Curriculum development

Private Sector

Quality worksites for training
Effective supervision

Employment competency certification

Social Service

Enhanced counseling capacity (family,
drug abuse, etc.)

Transportation

Curriculum devel.

Food/nutrition assistance

Housing stabilization

Education

Trained instructors for in school and out
of school

Functional curriculum development

USDA

SNAP

USHHS

TANF
ASSETS

USHUD

HUD
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Little Rock, City-Wide Youth Employability Development Model:
Funding Patterns for Integrating Work, Service, and Learning

Stage of Employability
Among Youth

Snmple Services

Sample of Partnership Help Needed

Employable
(Mastering High School)

Carecr awareness
Job scarch assistance
Placement
Apprenliceship
Communily service

Employment and Training:
Labor market exchange - job malching only
Educution:
Meaningful high school diplomas
Private Scctor Employers:
Employment competency cerlification
Guarantced meaningful jobs
Community Service:
- Internships for service learning

Nearly Employable
(Strupgling to Make
the Grade)

SCANS skills development

Part-time employment or service
learning

Basic education {utorials within schools
and in workplaces

Integrated work and learning

Education:

- Instructors for active-learning curriculum

+ Functional context curriculum development for
employment competencics/SCANS skills
College campus worksitcs

Private Scctor Employers:

»  Quality "learning-rich" worksiles for training
Effcclive supervision
Employment competency certification "work
ready”

Community Scrvice:
Internships for service learning

Pre-Employable
(Out-of-School Youth)

Intensive work and learning with a
competent adull as supervisor, guide,
mentor (behavior/attitudes, work
maturity)

Employment-related basic skills and
SCANS skills

Counscling/Coaching/Support

Social Service:

Enhanced counseling capacily (family, drug
abuse, etc.) '

+ Transportation
Curriculum devclopment for life skills

Community-Based Organizations:
Comprehensive program operators

Educution:

+ Instructors for active-learning curriculum
Functional context curriculum development for
employment competencies/SCANS skills
development

Employment and Training:

Paid work experience, team-based

Emphasis for

Financial Investors

Business Schools

|¥

R M SRR ST P Y B O I TED b B R EE M PR

A SRR RIS T [ M A P T A B
~
T PRNCI SIS T [ ] 1 P e e

CBOs E/T SS Com.Serv
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“Plus ca change, plus c’est
la méme chose.”

-Jean Baptiste Alphonse Katrr,
French Novelist
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Our job as Academic Activists = “To make
knowledge productive” for policy makers,
managers, leaders, practitioners in government,
business and nonprofits and “change agents”
who want to close the gap between what we
know and what we do on behalf of children,
youth and families, particularly those who are
vulnerable as a result of poverty, economic
Insecurity, gender, homophobia, racism, disease,
ethnic discrimination, disability and age.
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Mission: Excellence in evaluation research, coaching and capacity building to
help prepare young people and their families for education, work and life.

Close the education achievement gap among young people in the United
States

Improve access, retention and advancement for young people in the 21st
Century workplace

Strengthen youth’s connections with their families and communities

Using science-based research to improve the quality and impact of youth
programs and policies, including education, workforce development and
family support system

Strengthening governance, leadership and management in philanthropy,
government, the non-profit sector and socially responsible businesses

Developing and using outcome based planning and evaluation methods
to deepen public understanding, strengthen programs, prove the efficacy
of particular models and shape policies







