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Collaboration is an
important and
necessary strategy

but it is not a goal.

The Young Adult Task Force is an
‘ad hoc’ group of public- and
private-sector stakeholders repre-
senfing city agencies, community-
based organizations, business,
foundations, program providers,
and infermediary groups with
responsibility for or interest in
helping young adults succeed.

Task Force members believe the
time is now for New York City to
work in concert and commit its col-
lective resources toward ensuring
that 25,000 young adulis are
connected to high quality academic
learning, career development, and
supportive services within the next
24 months.

This document is based on the col-
lective views and deliberations of
the Young Adult Task Force. It was
written with the assistance of Neil
Kleiman of The Center for Urban
Future and William Bloomfield of
Civic Strategies.

The members of New York City's
Young Adult Task Force would
appreciate your thoughts on the
issues The Time Is Now raises about
New York City's disconnected young
adulis and the recommendations
the Task Force has put forward.

The Time Is Nowis the NYC Young
Adult Task Force’s first report in a
planned series of occasional papers.
If you would like to receive further
information about the work of

the Task Force, help to support its
aims, or have specific feedback,
please contact:

William Bloomfield, Ph.D.

Civic Strategies

35 Corporate Drive, Suite 400
Burlington, MA 02420
617.630.9898 (Phone)
617.965.3855 (Fax)
whloomfield@«civicsirategies.org



INTRODUCTION

Over fifty influential stakeholders have formed a remarkable public and private sector consensus to improve

the economic and career prospects for unemployed young adults in New York City.

This consensus agreement is not just a policy vision of the future or simply well-meaning ‘good intentions’ —
it is a framework for immediate and direct collaborative action among a powerful network of nonprofit

organizations, public agendies, industry and labor, and private funders to accept joint responsibility for doing
what’s necessary to build on, expand, and create job and career opportunities for a growing segment of the

‘emerging workforce” that has been left behind.

For the first time in nearly 20 years, a core group of public and private leaders has coalesced around
the issue of employment for the growing percentage of out-of-school young adults who are 7oz

likely to earn a high school diploma. This renewed sense of urgency is based on the fact that upwards
0f 200,000 young adults (16 to 24 years of age) in New York City are disconnected from the main-
stream — not attending high school and ill-prepared for
work or higher education; and of that number only a
small percentage (fewer than one in ten) receive any sub-

stantial assistance.

Although this is not new news, these unfortunate num-
bers are a direct hit to the city’s economy, which is
increasingly dependent on skilled workers at the same
time as skilled older workers age-out of the labor force
and youth, many of them unskilled, try to enter. While
there is an emerging awareness of this issue among
public and private sector leaders, and an interest in find-
ing solutions, a greater investment in connecting this

growing population to good programs and to employers

is needed.

Recognizing that preparing young adults for the increasing demands of today’s workforce is a critical
need in the city’s economy, this group of stakeholders — the Young Adult Task Force — believes the
time is now for New York City to immediately target a greater share of its collective resources toward
preparing those young adults who have not graduated and are unlikely to return to high school or
earn a diploma for the future. This report is just the beginning, not the end, of a process that will
continue for the rest of this decade and into the next to equip NYC’s young adults for productive
citizenship, entry-level jobs, and for those who pursue special skills training and higher education,

rewarding careers.

There is no question that finding genuine solutions requirsa targeted, innovative, and comprehensive
approach using proven models. Getting from here to there is contingent on having all stakeholders
be willing to acknowledge that no single institution — public or private — can succeed single-handedly
and that everyone needs to play a role in building an inter-connected system for meeting the needs

of disconnected young adults.
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NYC YOUNG ADULT TASK FORCE RECOMMENDATIONS

The driving force behind each recommendation is the single-minded consideration of what is going to make
a positive difference for 16 to 24 year-old disconnected young adults in New York City. The first tangible
decision needed from public and private-sector leaders is a commitment to expand high quality community-
based, academic learning and career development strategies! for 25,000 disconnected young adults in 2007

and 50,000 by 2010 - five times more than are presently receiving services today.

Despite uncertainty about the shifting economy, future funding, and the challenges that lay ahead, the initial
step that The Young Adult Task Force recommends is for New York City stakeholders to commit the time,

talent and resources to expand the city’s program capability at the neighborhood and community level to:

o Prepare 50,000 disconnected young adults (not attending or returning to the public schools) — for entry-

level jobs leading to career-paths and long-term economic self-sufficiency;

o Quadruple services at the neighborhood-level to engage, encourage, prepare, and successfully transition

these older young adults into mainstream jobs, skills training programs, and post-secondary education;

o Raise program quality and implementation standards for all community /neighborhood-based young adult

programs to meet today’s labor market needs and industry requirements; and,

o Establish a citywide coordinating and convening model aligned with existing structures, systems, and
networks to link multiple stakeholders and sectors together in a systemic effort to expand high quality,

comprehensive community /neighborhood-based programs throughout the city.

There is also little doubt that achieving these ambitious recommendations will meet with set-backs,
frustration, differences of opinion, and open disagreement. Even so, considering the alternatives, Task
Force members believe that there is no time to waste in creating a comprehensive action agenda that
connects at least 50 out of every 100 out-of-school young adults seeking a better life to work and

learning opportunities that will lead to decent jobs and careers in the city’s mainstream economy.

Background

For the past 24 months, a core group of over 50 individuals from major public and private sector
stakeholder institutions and organizations spent many hours in intense discussions and small work-
groups identifying gaps in the current youth system, learning about new and projected program
initiatives by city and state agencies, working through roadblocks and defining bottom-line priorities,

confronting assumptions and beliefs, and reviewing research about what works for this population.

ICareer development strategies include ‘soft skills' (e.g.: career exposure and planning, and job readiness) and the ‘hard skills’
(e.g.: work skills and industry-specific training) that prepare young people for work.



In the research phase, Task Force members discovered that while various research, policy, and pro-
gram entities arrived at the same conclusions about the problem, little information was available

on effective solutions at the scale needed in NYC.2 With all the data and history in mind the Task
Force hammered out a blueprint for putting in place a coordinating and collaborative mechanism
for community-based young adult initiatives with the aim of reducing programmatic fragmentation,
establishing common quality and implementation standards across institutional boundaries, and a

more coherent approach to funding it.

The goal at this point is not to talk more but instead, to implement high
quality, comprehensive, and intensive services for disconnected young adulss
at a scale large enough to make a difference for individuals and to the

economy of the city.

This ‘ad hoc’ coalition is built on a number of new partnerships and a growing atmosphere of collab-
oration within the city around better supporting young adults. The bold agenda presented here is

an entirely unprecedented effort for New York City and it won’t be easy to accomplish. It will require
discipline to stay focused on the big-picture and common goals. It will also require that flexibility

be built into the strategy in order to overcome the inevitable hurdles, rather than being distracted,
becoming polarized when confronted with competing options, or getting diverted from the impor-

tant task at hand.

We know from experience that small, collaborative steps are critically important in getting things
started, building confidence, and making a real difference in the short-term. The front-end work
to build a common agenda, authentic trust, and momentum are necessary prerequisites in order to
create the platform to connect these young adults to the economy and in doing so help New York

City maintain its unique place as one of the world’s great cities.

Better preparing young people for long-term employability in local labor markets throughout the
city will require public agencies, institutions, elected officials, community leaders, and private funders
work in concert to make the most of their capabilities, skills, and unique roles in the city structure

to create and sustain an innowative, aggressive, multi-laye red across-the-board effort. Most importantly
it will require the full participation of employers — private sector and nonprofit, and particularly
small and medium businesses in the community — the critical partners in any workforce development
strategy. Given the broad attention and initial support that the Task Force recommendations have

received the larger, more comprehensive program efforts are within our grasp.

This working paper is a roadmap for how to get there.

2Ronald Soloway, Ed. “New York Foundation Conference on Youth: A Policy Perspective.” Center for Policy Advocacy
Research. February 1984.
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The problem of unemployed, out-of-school young adults

The numbers alone speak volumes. Recent census data show that over one million 16-t0-24 year-olds
live in New York City — 12.5 percent of the city’s population. Among those are more than 200,000
older disconnected youth who are out-of-school, unemployed, and without sufficient literacy and/or
job skills. A 2005 report by NYC’s Community Services Society (CSS) represents the most recent
assessment of “inactive” young adults who are not in school and not working.3 Using the Current
Population Survey CSS found that New York has a far greater share of youth who are disconnected
than the national urban average; 1.7 times more disconnected urban youth (16.2%) than the nation
as a whole (9.3%). They include drop-outs, young people coming out of jail, foster care youth and

those who have been ‘pushed out’ of the public schools.4
An earlier study by Northeastern University’s Center for Labor Market Analysis also cited New York

City as having the most out-of-school, out-of-work young adults of any city in the United States.

Most New Yorkers would be troubled by the idea that we can write off such
a large group of young people. — Senior Policy Analyst, NYC

The number of disconnected young adults has grown

Number of 16-24 year old out-of-school, out-of-work young adults of since the end of the 1990s boom — between 20,000 and
the five largest cities, 2001 annual averages 30,000 of the city’s teens leave NYC high schools each

year without graduating. Based on reported dropout
New York 202,000 ) ) o
figures and an estimated 10 percent increase in this pop-
Chicago 97,000 ulation from 2000 to 2005, the number of out-of-school

and out-of-work older youth in the city could be in the

Los Angel 88,000

e ' neighborhood of 240,000 or higher this year or next.
Houst 55,000

. ' Using data from the Current Population Survey, CSS
Dallas 49,000 tabulated how many of the one million-plus 16 through

S S W 24 year-old New Yorkers were in-school or in the labor
market in 2003. The pie-chart on the next page “classifies
these young people into one of four mutually exclusive

categories. Slightly more than half (51.3 percent) were in school. A little more than a quarter (27.4
percent) were not at school, but were working. A small proportion (5.3 percent) were out of school
and unemployed (jobless and actively seeking work). Finally, one-in-six (16.0 percent) was neither in
school, employed, nor seeking employment.”> While the statistics are not aggregated to show ages
within this range, one can assume that the percentage of youth in school drops even more sharply for

youth between 18 and 24.

3In January 2005, NYC’s Community Service Society reported that in 2003/2002 there were 220,000 disconnected and
unemployed young people in NYC — with significantly more males than females.

4The term ‘push-out” refers to past practices in some NYC secondary schools whereby low-performing high school students or
those with too few credits to graduate were encouraged to drop-out.

SMark Levitan. Out of School, Out of Work...Out of Luck? New York City’s Disconnected Youth. Community Service Society. New
York. 2005. The Young Adult Task Force Recommendations are focused on the 22.3 percent of young people neither in school

@ or employed.



Out-of-school young adults, particularly immigrants, African-Americans, and Hispanics lacking
education and job skills tend to be locked into the low-end of the labor market through adulthood
(low-level sales and services, and laborer/helper/cleaner) with little chance for advancement.® Few

earn a salary above the poverty line.”

As high as these numbers are, too little has been done over the

Sahisol Favrollnrent and Laber Market Siwivs past fifteen years to plug young adults back into school, skills train-
ol BYC Youth, 3003 /400 ing, or a job even though there are programs that really work.8
The Task Force conducted an informal analysis of locally-based
Het b fehwoed, Bt f . .
by Bt = 14105 nonprofits serving older youth to determine the number of young

people served by both public and private funds. They conserva-
tively calculated that fewer than 10,000 received any services in
2002. The various programs ran the gamut from “tryout” job
ot placements and skill training to G.E.D. preparation and intensive
academic coaching to help individuals get back on track to a
degree. The best estimate of those served translates into a meager

five to eight percent of the young adults who could benefit from

career development strategies and employer connections.

Source: Out of School, Out of Work... Our of Luck? New York Citys Disconnected
Youth. Community Service Society; 2005. This is obviously bad news for New York’s older youth, but it spells

trouble for the local economy as well which is facing an increasingly
serious and measurable gap in the labor force pipeline.? Today
tens of thousands of low-skilled young people face a bleak future, at the same time as there is a grow-
ing skill shortage in a number of industry sectors within the New York workforce. This emanates
from three factors — one structural and the others demographic. First, jobs are increasingly demand-
ing higher skills, second; the most skilled workers are retiring and leaving the workforce, third, (and
the only one that is potentially reversible) is the high percentage of unskilled and undereducated

youth that ‘should’ be filling the first two labor gaps but do not have the skills to do so.

Indeed, the nation is at the front edge of an unprecedented demographic shift in which some 70
million members of the Baby Boom generation — the largest, best educated and most highly skilled
age cohort in United States history — will begin to retire in large numbers. At the same time that
skilled workers are aging out, there is a youth boom approaching — census projections note that there
will be an additional 200,000 youth in the city by 2010.19 Employers frequently complain that young
people are unprepared for the demands of today’s workplace but they also recognize that something
must be done about it. Taken together, these major transitions offer both a tremendous opportunity, for
young workers to move into well-paying jobs, and tremendous economic and social risk, if we fail to

replace the millions of retiring workers with younger workers that have equivalent or better skills.

6Andrew Sum, Ishwan Khatiwada, et al. Paradox of Rising Teen Joblessness in an Expanding Labor Market: The Absence of

Teen Employment in the National Jobs Recovery of 2003-2004. Center for Labor Market Studies, Northeastern University.
Boston. 2005.

7American Youth Policy Forum. See www.apyf.org/forum briefs/1997/f6041897.htm

81n its 1984 report, Reducing Youth Unemployment in New York City: The Case for a Fresh Approach, Interface found services for
young people to be fragmented and uncoordinated and there was no city policy or structure to improve the situation.

9Youth suffered huge job losses in the 1970’ and have never recovered. In addition older youth have suffered disproportionate

®

job losses since 9/11.
1011 2000, the U.S. Census Bureau projected a 20% increase in NYC’s youth population by 2010.



In other cities business leaders, government officials and nonprofit executives are recognizing that
they need to combine forces to address the workforce needs of their community.!! Nationally,

the Ford, Annie E. Casey and Rockefeller foundations are supporting a new initiative called the
Workforce Intermediary Project.12 California is working to implement its A/ Youth One System
strategy with more than 50 Youth Councils and a nonprofit intermediary, New Ways to Work. All
these communities recognize that they have a vested interest in helping disconnected jobseckers

connect with growth areas of the economy.

Key decision makers are coming together

A similar consensus has begun to take root in New York
City through the efforts of city officials, nonprofit lead-
ers, corporate executives, and private funders. The focus
of New York’s consensus is straightforward: increase the
employability of New York City young adults by link-
ing them to high quality academic learning, skills and
training focused on high-demand and emerging occupa-
tions, and then connect them to employers. On the
public side, there is an understanding that many city
agencies provide similar services for similar groups.
Recognizing that more could be accomplished by identi-

fying and connecting these resources the Bloomberg

administration has zeroed in on the issues of coordina-
tion and quality in youth services, encouraging agency heads to work together and tackle the core
challenges and obstacles in the field from contracting to oversight. The Workfore In vestment Board,
Youth Board, and Youth Council are discussing ways to link young people to employers through
the city’s One-Stop Centers, including the possibility of establishing a ‘youth one-stop” and other
innovative employer connections.!3 With leadership from City Hall, New York City’s youth and
education agencies!4 have begun to focus on increasing programs serving youth in after-school pro-
grams by assembling disparate public resources and service systems created over decades into a

more coherent whole.

Referencing tens of thousands of young adults who have not earned either a high school diploma

or a General Equivalency Diploma in his 2005 State of the City Address, the mayor described the
situation as a “tragedy and one we must address head on...to give all of our young people an oppor-
tunity to succeed.” Recently, the administration formed a commission to determine how to expand
job opportunities in the construction industry for young adults, and the Department of Education
announced a new initiative called “Learning to Work,” to help over 5,000 youth earn vocational and
educational credentials in the next two years, and link them to career connections in emerging and
growing sectors. Additionally, the Department of Youth and Community Development sees self-

sufficiency and work readiness as critical elements in realizing its vision for NYC’s young people, and

' This alignment of interests and unified effort is occurring in Philadelphia, San Diego, Baltimore, San Francisco, Los
Angeles, and Boston.

12Efforts are underway in Austin, Boston, Northern California, here in NYC, and the Commonwealth of Pennsylvania.
131n June, the Youth Board and Youth Council endorsed a Joint Resolution on Disconnected Youth, citing the Task Force’s
efforts and recommendations.

14 NYC Departments of Youth and Community Development, and Education



is building education and adolescent literacy components into its portfolio of youth initiatives and
long-term plans. The Campaign for Fiscal Equity is looking into increasing in-school services for
older youth. Innovative programs developed at City University of New York and New Visions offer

additional insight about creating successful models and effective practices that can be expanded.

Opver the past five years private funders have invested in a number of organizational capacity building
efforts to create multiple routes to self-sufficiency for out-of-school youth and expand and improve
the quality of services. These efforts include the Clark and Tiger Foundation supported Neighbor-
hood Youth Employment Program.!> The Youth Development Institute at the Fund of City of New
York has spearheaded the Young Adult Capacity Initiative (the city’s largest privately funded effort)
and United Neighborhood House coordinated the start-up and expansion of new programs for young
adults through the Neighborhood Youth Workforce Development Program in settlement houses
across the city. United Way of New York City is preparing to launch “New York Works”, a major
citywide effort supported by City Council.

“The work of the Task Force clearly lays out the challenge of building a com-
prebensive and accessible citywide network of quality employment services
for disconnected young adults. This vision has been instrumental in helping

UNH reassess how we and our member agencies might most effectively
contribute to creating this network.” — Ken Walters, Director, Membership Services

United Neighborhood Housing Services

Private foundations are leveraging their investments in New York City workforce programs through
joint funding and by setting common priorities. A group of influential funders, including the New
York Community Trust, The Clark Foundation, ]J.P. Morgan Private Bank, The Tiger Foundation, the
Rockefeller Foundation, and the Altman Foundation has organized itself under the umbrella of the

New York City Workforce Development Funders Group.

Opver the past three years, this relatively new assembly of over 25 funders has pooled their expertise
and resources on projects of mutual interest. First, they have supported the Fund for the City of New
York’s Youth Development Institute to integrate youth development principles and outcome measures
in WIA funded youth programs. Second, they retained SEEDCO to work with youth and workforce
development agencies to strengthen their financial management systems and business practices. In
2003 the funders worked with the New York City Department of Small Business Services to support
the Workforce Innovation Fund. The first initiative of this Fund is to support new collaborative sec-
toral employment programs in the health care and aviation sectors as prototypes for a more systemic
approach to bridging the gap between the needs of employers and job seekers. Additional projects in

this direction are being considered.
These and other local efforts demonstrate a growing understanding that for all young adults to be

successful there needs to be more high quality coordinated interventions at all levels.

15See Final Report on the 3-year Neighborhood Youth Employment Program, September 2003 (available from The Clark

Foundation).
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PROGRAMS FOR OLDER YOUTH

As the number of early-school leavers has grown over the past 40 years, an array of out-of-school
programs have been established that aim to help out of school and unemployed young adults that are
in danger of leaving school to continue their education and prepare for a career. The programs span

a range of activities.

Education-focused programs attempt to get young adults back into high school once they’ve dropped
out, graduate them, or help them successfully obtain a G.E.D. Workforce-based programs teach spe-
cific work related skills aimed at getting young people jobs in an industry, for example construction,
finance or healthcare. Youth development programs foster strong continuous relationships between
youth and adults, along with a range of transformational life-skills, and opportunities to exercise lead-
ership and independence — crucial components in reconnecting young people to the mainstream.
Underlying all of these programs is a goal of improving young people’s transition to adulthood and

preparing them for long-term employability.

How what’s available now is falling short

A number of public and private funders support youth development, ‘recovery’ and employment
programs but overall, these efforts don’t add up to nearly enough.1¢ At the same time as the number
of disconnected young adults is growing, the public investment in older youth programs declined.
Federal dollars, traditionally the lion’s share of financial support for this population, are at their low-
est level in decades.l” And during the 1990s, private foundations that had previously supported
programs for older youth shifted their funding priorities to school reform efforts and after-school
programs for younger populations, further reducing the resource base. As a result of public and
private disinvestment there simply aren’t enough community-based programs to serve the current

number of disconnected young adults.

Beyond the lack of funding is the issue of program quality and standards. While there are significant
examples of excellence in this field, there is a lack of implementation and oversight standards and
insufficient investment in program leadership, management, and staffing. As a result, the quality and
capacity of provider agencies varies tremendously. Far too many community-based programs are not
fully aware of how their local labor market works, what jobs are in demand or what skills are required,
nor are program services sufficiently comprehensive or intensive enough to enable disconnected young

adults to successfully compete for limited entry-level positions against more experienced applicants.

Compounding this unevenness is a lack of community-based referral-networks and virtually no coor-
dination or genuine collaboration among programs and stakeholders. Without an interconnected
system in-place, employers are not consulted about current entry-level job requirements, and agencies
rarely ask for help or share information and expertise to ensure that their program model is sound

or cohesive, and that they are providing up-to-date information and services. These and other known
implementation gaps will need to be filled well in advance of ‘scaling up’ community-based services

for the thousands of young adults who need them. There is no time to waste.

16Reviewing existing data, Civic Strategies estimated that 10,000 young adults participated in these services in 2002 and less
in 2002 and less in 2003, 2004, and 2005.

17New York City’s share of Workforce Investment Act funds also show a downward trend — declining 22% from a high of
$45,013,764 in PY2001 to $35,095,172. in PY2005. Overall federal funding has dropped from about $15 billion in the late
1970s to about $3 billion today, See One Third of a Nation: Rising Dropout Rates and Declining Opportunities. Paul Barton,
Policy and Information Center, Education and Testing Service. February 2005



RECOMMENDATIONS

A roadmap for improving education and job preparation services for out-of-school young adults
Having fewer than 100 out of every 1,000 unemployed young adults receiving academic learning and

career development services is an economic and socially detrimental position for New York to be in.
The Task Force proposes a straightforward plan:

e Increase capacity in programs targeting young adults;
o Improve the quality of these programs; and

e Boost the coordination of programs and organizations working with ‘disconnected” young adults.

This means making a firm commitment to serving a much larger proportion of young adults and

holding those participating in this effort to a rigorous set of standards.

Increase Capacity:

The first step is committing to increase the number of young adults presently served by 200% and
enrolling 25,000 16 to 24 year olds who are not in-school (and not going back) in high quality
programs by 2007. The second step is identifying the specific work readiness needs of employers in
both traditional and emerging economic sectors, putting a compelling ‘package’ of services and
supports together, and gaining the confidence of all stakeholders by executing the plan on-time and
on-target. This can be done by creating a strategic compact between program providers, govern-
ment, foundations, labor, and private sector businesses to invest in NYC’s young adults and then by
tenaciously focusing on achieving the agreed upon outcomes. To accomplish this ambitious agenda,
providers will need to become more accountable for results, government will need to create flexible
and supportive policies and pay for it together with other funders, and businesses will need to pro-

vide pre-employment exposure, internships/work experience, and access to job opportunities.

Young adults continue losing ground in todays economy ‘At the same time
that the dropout rate is increasing and out-of-school education and training
opportunities are dwindling, the economic status of young dropouts has been

in dﬁ€€ﬁ[l since the late 1970s.” — Paul Barton, Education and Testing Services

A third crucial step toward creating this system is to quickly increase the number of high quality
programs and the space available within existing programs so that more young adults can be served.
Given the huge unmet need for these services, Task Force members feel that in order to make a sig-
nificant dent in the high numbers of disconnected young women and men, current program capacity

must be quadrupled within five years.

Many federal, state and local funding sources support programs that help young adults obtain a
G.E.D. and job skills and to find work. In some cases, those funds can be better used. Improving the
coordination and streamlining the reporting requirements of different funding sources that support
similar or even the same programs is a cost-neutral approach that should be considered. Aligning the
government bureaucracies that oversee spending can also be pushed further. The Task Force’s goal

of enrolling 25,000 young adults in high quality programs by 2007 translates into more than $100

®



million dollars (assuming an average per participant cost of between $4,000 and $8,000) to provide
the range of coherent and comprehensive services required to prepare this segment of the emerging
workforce. While it would be naive and irresponsible to underestimate the challenge of raising large
sums of money for disconnected young adults, a well-respected community leader stated that while
$100 million was a big number, it is not unrealistic or unattainable if it results in cost-effective solu-

tions for what, to date, has been an intractable problem for the city.!8

This is not a call for just pouring more money into a needy system. By boosting the number of quali-
fied entry-level workers, employers benefit from lower recruitment and training costs and higher
productivity, and more New Yorkers earn wages to spend on goods and services (young adults with
associate’s degrees earn $6K to $12K more than high school dropouts and there is a 70% difference
in earnings between high school and college graduates). Government benefits from reductions in
public assistance and other interventions, including various social costs: medical care subsidies, cash
and in-kind transfers to support individuals and their families, incarceration and criminal justice sys-

tem costs, and reduced incidents of poverty, dependency, and homelessness.!?

The following two recommendations focus on improving quality and coordination to generate some

additional dollars immediately and ensure new funds are well spent.

Improve Program Quality and Participant Qutcomes:

Operating guidelines and quality standards for all program providers must be established as part
of any expansion plan. To that end, Task Force members call for the implementation of clear and
concrete performance measurements for the multitude of programs in the city serving older out-of-
school young adults. The success of programs should be judged based on whether the participants
successfully complete a core curriculum leading to three critical and interconnected outcomes and

can demonstrate their newly acquired skill-set by:

e Earning an education credential (e.g., G.E.D., Regents diploma);

e Becoming proficient in the critical ‘soft’ skills all industries and employers now require and in key
career and life-skill competency areas (e.g., career development, workforce readiness, day-to-day
self-sufficiency, citizenship and social skills);

e Enrolling in and completing an academic development/career preparation program from an accred-
ited post-secondary institution (e.g., certificate, associates or bachelors degree); and finding a good

job that might lead to further advancement, additional training, higher wages, or a long-term career.

Task Force members recognize that a differentiated approach is best and that each and every out-of-
school young adult is not starting out in the same place or has the same interests. Program models
and services need to be flexible because every participant will not be involved in the same activities
and will not advance at the same pace or rate. Therefore, the outcomes cannot be mutually exclusive—
young adults will achieve one or more of them at different times based on their individual needs and

capabilities, motivation, and goals.

18Twemy years ago, CityWorks' (a NYC coalition focused on youth employment and education) annual budget was in the
range of $10 to $12 million of tax-levy dollars. Recently Boston’s foundation community has leveraged private and public
dollars by combining forces with city and state government to create a $15 million pool of funds to help low-wage adult workers.
19 Andrew Sum, Ishwan Khatiwada, et al. Paradox of Rising Teen Joblessness in an Expanding Labor Market: The Absence of

Teen Employment in the National Jobs Recovery of 2003-2004. Center for Labor Market Studies, Northeastern University.
Boston. 2005.



Rigorously pursuing these standards citywide will make it possible to reduce dramatically the num-
ber of directionless young adults as well as evaluate and improve program quality. This can be done
while also responding to the diverse range of young people’s skills, interests and backgrounds. For
example, there can be no “one size fits all” approach to programs or evaluation. Readiness criteria
and assessments need to be built into program practices and become part of the graduate’s new
résumé and/or college application, which might include portfolios, recorded presentations and

demonstrations, internship evaluations, and job simulations.

One possibility is the Workforce Readiness Credential project under development by two sub-
committees of the New York State Workforce Investment Board (SWIB). If adopted, this valid and
reliable national, portable credential will provide youth and adults with a standardized legal and

defensible way to document their work readiness skills to employers.

Imagine what might be possible if operating guidelines and quality standards for program providers
were built around these outcome standards, prompting organizations to improve how they recruit,
hire, and support qualified staff, how they manage fiscal and administrative operations, and how they
provide services on a day-to-day basis. Standards and progress benchmarks would serve to advance
sound, innovative and rigorous program models, and provide existing and new program providers with
the impetus to upgrade the professionalism of their staff and services, enabling more participants to

achieve positive outcomes. Higher standards provide funders and employers with clear proof of success.

Increase coordination and connectedness:

Greater coordination and alignment is crucial to this entire effort — it will benefit youth and their
families through easier access to information and services. Those running programs will have new
resources and tools to reduce the barriers to success, help those they can help and send those they
can’t to the right place. This level of coordination and
institutional connectedness can only be accomplished
by expanding and strengthening the capacity of New
York City intermediary organizations and establishing
a neutral and sophisticated structure to oversee the

entire effort.20

This does not necessarily necessitate creating a new
organization. The last thing needed is another layer of
bureaucracy. Instead, Task Force members are calling for
a convening and coordinating structure to outreach
effectively to businesses, city government, and founda-

tions, broker key partnerships amongst public and

private leaders, and provide technical support and assis-
tance to all organizations involved in assisting young
adults. While it is not yet determined whether one or more existing organizations have the capacity
and interest in fulfilling this role, the Task Force is clear about its mission. The pressing question is

who will step into this role and what is the most effective way to do it over the long-term?

20The work of the Intermediary Network (INet) offers concrete examples of how this array of functions are accomplished in

O

other cities, http://www.intermediary network.org/



This convening and coordinating structure envisioned by The Task Force will fulfill several important

functions that will improve young adult services including:

o Represent the system to employers and to the public. This will be done by establishing genuine partner-
ship relationships with employers and employer groups, K-16 education and other postsecondary
institutions, community-based and proprietary organizations. This body will also engage in a city-
wide communication/marketing campaign to increase public awareness and garner support from a

range of key audiences, diverse constituencies, and communities in all five boroughs.

o Function as a central convening and information-gathering body. There needs to be one place offering
up to date, reliable information about existing programs, new approaches and effective practices.
This might be done through a ‘virtual’ information technology structure, linked to key public and
private agencies with responsibility for older teens and young adults and to community-based
organizations and other engaged partners. Having this central function would make it easier for
those groups concerned with youth employment policy, such as the Youth Council and Youth
Board, the Interagency Coordinating Council, and private funders review the recommendations

and incorporate the underlying principles into their oversight of existing and new funding streams.

Coordinate and cultivate mutually beneficial working relationships. The ongoing sustainability of
this effort requires keeping the momentum going by organizing and coordinating stakeholders to
work together on citywide and more focused neighborhood initiatives, facilitating cross-sector/
institutional relationships, identifying mutual priorities and brokering sustainable and beneficial
relationships among the various stakeholders as the need arise, and staying focused on achieving

scale and reliable outcomes.

Collect current data. Every stakeholder needs to know the current conditions in NYC for young
adults borough-by-borough. That data can be used to assist organizations providing services to

tailor those services to actual needs.

Identify effective practices. Data assessment and outcome standards will encourage wider use of those
practices proven to work. This structure will provide ongoing opportunities to test the efficacy

of different types of services, program models, and innovative approaches. Knowing ‘what works’
makes it possible to better advocate for the routine adoption and institutionalization of proven
breakthrough solutions. The structure would also maintain a user-friendly information system that
produces real-time program data and intermediate evaluation reports to enable providers to contin-

ually manage performance and measure their long-term impact.

Provide technical support and assistance. This function is universally needed by policymakers, fun-
ders, organizations that design and operate programs, and those that intersect with young adults
and agencies. This needs to be done in part by formal training and intensive ongoing coaching to
embed sound program standards and proven implementation methods into day-to-day practice.
Increasing peer-to-peer support can expand existing forums and start new networks where sub-sets
and groups of stakeholders can listen to, discuss and debate, and learn from one another’s experi-

ences and knowledge as colleagues.



A PRAGMATIC PROGRAM APPROACH

Connecting thousands of New York City’s out-of-school and unemployed young people to com-
munity-based programs is achievable by 2010 7f'public and private-sector stakeholders commit the
necessary time, talent, and resources to creating coherent and comprehensive program models that
provide young adults with literacy, basic academic skills, and supportive services necessary to turn

their lives around and to meet employers expectations in today’s changing labor market. This requires:

o Upgrading the design and delivery of services based on proven practices, rigorous performance
expectations, cutting-edge curriculum, and measurable outcomes;

e Recruiting qualified professionals with the skills, experience, and credibility to work with New York
City’s disconnected young adult population; and

o Increasing the capacity of community-based providers to build stable, professional, and accountable
organizations with the capability to scale-up services without a decline in quality, and the leadership

to effectively manage and support staff in doing so.

“The Time is Now’ for policy-makers, city agencies, funders, employers, and program providers to
work in concert so that thousands of disconnected young adults — a growing percentage of the city’s
emerging workforce — will have a fighting chance to gain the critical knowledge, competence, and
confidence to make connections to decent jobs and careers, thus improving their lives and the lives of

their family, and become contributing members of New York City’s diverse economy.

“In order to serve disengaged older youth/young adults more effectively in
the future, partnerships should be encouraged between community-based
organizations and youth employment agencies. CBOs would do the outreach
and connect with the youth. They would provide the initial soft skills,
literacy assistance, G.E.D. preparation, education/career counseling, social
services and referrals to child care, health and housing. The CBOs would
then refer the participants to youth employment agencies with training pro-
grams that best suit the participants interests, whether it be for example
office skills, graphic design or medical billing. The purpose of such a part-
nership is that quality training would be delivered within a broader
context; young people would have more options and be able to make more
informed choices about their future; their obstacles could be better met; and
the limited funding for these activities would, hopefully, be more efficiently
distributed and result in better outcomes for youth.” - Laurie R. Dien, Senior

Program Officer, The Pinkerton Foundation



PRELIMINARY TASK FORCE FRAMEWORK FOR DISCONNECTED YOUNG ADULT PROGRAMS
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ACTION NOT WORDS — NEXT STEPS

This Task Force report is asking for a big lift — for business, government and nonprofit leaders to join

together in a major effort to move struggling young adults onto a solid career track.

This document is not a policy report but a framework for direct action. Top leaders in New York
City have come together to find common ground, develop an action agenda, and produce this docu-
ment. While collaboration is an important and necessary strategy, it is not the goal. The goal of
serving 25,000 young adults over the next two years is the target the Task Force has set before us all.
Yes, we need buy-in, plans, more capacity — and additional funding. Yes, we need to be cognizant

of what’s been effective in the past, whats already in the policy pipeline, and we must build on it.
Yes, there are many initial activities that can start to make an important difference. But without the
public and political will to rethink existing efforts, consider alternatives, and generate resources to
implement these recommendations now, it is a given that the headline of tomorrow will scream out

that New York City has failed to invest in its ‘emerging workforce’ because it failed to act in time.

As New York City secks to create greater linkages and better alignment
between workforce and economic development, it is becoming increasingly
important that we actively engage out-of-school young adults through
coordinated, effective programming. The Brooklyn Chamber understands
the opportunities small businesses can provide for young people. We also
recognize the value young people can bring to these companies. Working
together we have a truly historic opportunity to create a system that can
effectively prepare and link young adults to the labor market, while simul-
taneously meeting the needs of emerging sectors in our local economy.” -

Randolph Peers, Vice President for Economic Development. Brooklyn Chamber of Commerce

There is great power in mutual accountability. Now, the circle of leadership must be broadened to
determine who can and should take responsibility for different component parts, create and enforce
new accountability measures, overcome policy and structural impediments to action, and commit
the human and financial resources that will spur the economy and put this and future generations of

young adults into NYC'’s vibrant job market. Nothing less will do.

IMAGINING FUTURE SCENARIOS

Similar efforts in other cities have focused more narrowly on reducing juvenile crime, improving foster care
services, dropout prevention, and youth employment, but no city has taken on the scale or scope of New
York City’s Young Adult Task Force recommendations.

Taking immediate and decisive action to act upon the Task Force Recommendations is the most

important next step and also the most difficult because it involves leadership, change, and risk. The

challenge is significant, the stakes are high, and no one has all the answers. Bob Granger, president
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of the W.T. Grant Foundation, points out that it is possible to make a genuine difference for this
population as long as the high numbers “don’t paralyze people.” The problem is big, but Granger

thinks that it is possible to tackle this issue and gain significant ground.

Because of the sheer size and complexity of the city, it is difficult to imagine how a citywide effort
would work. The good news is that one doesn’t need to start from scratch. Even though there are

p rogram and quality gaps in the existing system there are also excellent and effective models, capacity-
building efforts, and structures already in-place and operating. What's needed now is to use these

recommendations to connect the dots and build on what is already taking place throughout the city.

Expanding Existing Community Models

Historically, community-based programs have faced operational and resource challenges without suf-
ficient support. Imagine the possibilities if the recommendations were implemented over the next 12
to 18 months? With additional funds, larger facilities, qualified staff, stronger labor market links, and
aggressive community outreach, both established and new programs could become more stable and

build capacity to increase the number of young adults they serve each year.

"Now What...? a program of Good Shepherd Services is one of the city's best examples of a flexible
wrap around case management support system built into a variety of community based employment
and education services. It is designed to mobilize and sustain disconnected young adults (17 to 22
year olds) and keep them focused and engaged as they wrestle with the inevitable ups and downs
that come with changing attitudes, old habits, and learning new skills. "Now What...?" programs
have worked with over 500 young adults and has a solid track record of delivering measurable results
over five years. Good Shepherd Services is currently operating three program versions of the"Now

What...?" model in The Bronx.

The New Heights Neighborhood Center serves young adults in Manhattan’s Washington Heights
neighborhood. New Heights is a relatively new program that has successfully adopted best practices
from a number of disciplines to better address the range of social, emotional, academic, and pre-

employment needs that surface as these young adults begin to re-connect and put their lives together.

The Door is one of the most unique and innovative models that provide comprehensive and inte-
grated services among existing service systems. Founded in 1972, over two hundred disconnected
young adults over the age of 16 are involved in The Door’s academic and career development efforts
every year. Each year, over 7,000 young people come to The Door for primary health care, health
education, counseling, legal services, tutoring and homework help, college preparation and computer

classes, job placement, daily meals, arts, sports and recreational activities.

Brooklyn’s St. Nicholas Preservation Corporation, in Williamsburg/Greenpoint, is home to
“YouthWorks”, an innovativecommunity-based model that aims to provide basic academics and
G.E.D. instruction, work readiness and occupational skill development, combined with a unique
childcare career-track option that offers young adults training and practical work experience.
“YouthWorks” teaches young adults to overcome personal roadblocks that can get in the way of

future success. As of January 2005, 131 young adults have completed “YouthWorks.”21

21The Youth Development Institute/Fund for the City of New York. Infocus. Vol. 2, No. 1. January 2005.



Recognizing that long-term program success depends on a coherent vision consistent performance,
solid partners, and a personalized approach with young adults, the expansion process would need
to be carefully designed, structured, and implemented to retain the unique character and program

elements of these and other effective models.

In addition to increasing the capacity to serve more young adults, there are systemic benefits from

expanding proven community-based programs:

e They have expertise around program development, service delivery, management and staff support

that new and even existing programs can learn from.

e Expansion creates opportunities for others to collaborate with organizations having special expertise

without the higher cost associated with building in new program components from scratch.

e Having several ‘anchor programs” throughout the city might lead to systematic cost savings through
joint technical assistance, sharing data analysis services, cooperative social service referrals, and

sharing operating expenses among several providers.

With a commitment of three to five years, it would be possible to develop and expand ‘anchor pro-

grams throughout the city and enroll and graduate thousands of disconnected young adults each year.

Building Real Networks with More Capacity and Expertise

The Task Force recognized early-on that there simply were not enough community-based providers
with the experience and expertise of working with this population to produce the results needed in
the future. The Task Force recommendations call for rigorous implementation standards, more coher-
ent services and a comprehensive, integrated approach that connects academic learning needs with
job readiness and career development with the aim of engaging, educating, and preparing young

people for the demands of today’s job market.

One way to leverage the expertise of successful programs and providers is to organize and support
provider networks that provide the kind of training, technical assistance, and peer support needed.
There are NYC networks that do address these capacity issues and could do so much more. For

instance:

e The Fund for the City of New York’s Youth Development Institute (YDI) runs the “Young Adult
Capacity Initiative” (YACI) which provides training and support for 13 youth organizations and
schools to embed youth development into program philosophy and activities. Increasing the num-
ber of agencies in their network would enable YACI to broaden and deepen the youth development

training process.

e YDI works together with SEEDCO to provide business plan development, youth development
training, and technical assistance to 8 WIA contractors. With funds to increase citywide capability

with other agencies, YDI and SEEDCO could further leverage the work of both organizations.

e United Neighborhood Houses (UNH) represents 36 settlement houses and community centers
throughout the city. By linking their members’ existing employment and support services with
organizations having expertise in literacy, workforce readiness and career planning, UNH would fill

critical service gaps and strengthen the city’s workforce development network in neighborhoods

@



where the needs cannot be met by a single organization. A UNH model could demonstrate how
innovative strategic partnerships can make quality comprehensive services more accessible to

young people where they live.

The practical effect of bridging organizational boundaries through planned collaboration would
increase the capabilities of every provider to serve more young adults with higher quality programs.

For example, a structured capacity building strategy will:

e Create a set of effective practices that are being used in NYC that can serve as working examples

and a ‘learning lab’ for existing and new programs;

e Build an ongoing information network to disseminate training material and advice to program
providers, e.g.: supporting line-staff, recruiting young adults, engaging employers, literacy and

workforce readiness curriculum and instruction, case management, support services, and the like.

e Strengthening the ‘field’ as a whole by increasing the talent pool of program leaders, instructors,

and counselors with the commitment and skill-set to establish successful programs for young adults.

Using ‘Best Practices’ to ‘Grow’ New Community-based Providers

Recruiting existing organizations with a track-record — to provide services to thousands more discon-
nected young adults — is far more cost-effective than building one from the ground-up. While some
young adults have no difficulty traveling within or even between boroughs to get the services they
need, others don’t have the confidence or comfort-level to seek out programs outside their neighbor-
hood. Practically speaking, more providers need to be created or recruited in the neighborhoods in
which these young adults live. New York City has effective CBOs and other agencies in just about
every neighborhood but for whatever reason, many of these organizations have not yet offered aca-
demic or career development services for young adults. Assuming that these agencies are willing to

consider adding services for disconnected older adolescents, next steps include:

e Establishing a steering committee including the agency director, the board president, and Task
Force representatives to determine agency interest, capabilities and resources, and develop a game-

plan for expanding.

e ‘Anchor’ programs — such as The Door, or “Now What...?” and other experienced Task Force mem-
bers could assist in reviewing ‘best practices’ and help develop the most appropriate model, and

preparethe staff to implement it successfully (e.g;: training, technical assistance, and progress reviews).

e Other key organizations (e.g.; city agencies, Chamber of Commerce, labor unions, local employers,
colleges, and other CBOs) could assist in increasing the capacity of the agency to meet citywide and
government performance standards (see Task Force recommendations). These collaborative efforts
might include: resource development, sharing administrative/program services, recruiting and train-
ing staff, referring young people, employment services (e.g.: internships, skills training, pt/ft job

placement, career planning, business enterprise, etc.), and evaluating progress.

e Within a six month period, services could be put into place, and linked with a broader network of

providers and collaborators from multiple sectors: all with the same goal to assist young adults.



Thus, existing CBOs can use ‘best practices’ and ‘anchor’ program models to expand services signifi-

cantly to young adults, with the following benefits:

e Well-run CBOs and agencies will have a shorter ‘learning curve’ than starting a new organization

from scratch and will be able to hit-the-ground running.

e New providers will have access to proven education and employment models and will not have to

create a new curriculum, staff training, implementation procedures, and the like.
e Resources would be used more efficiently and effectively.
e Collaborations will emphasize the skills and abilities of different stakeholders to improve results.

e More disconnected young adults will receive the level of attention and quality services they need in

their neighborhood. Both groups will benefit from a targeted expansion throughout the city.

Engaging Local Employers Borough-by-Borough

Getting employers to participate in career development programs for youth is a challenge. They are
leery of getting involved in activities that take time away from their business objectives. And there

is an uneasy understanding between nonprofits and employers. This can be frustrating to public
sector and community-based agencies which are often more focused on social service outcomes than
workforce goals. Without the active involvement of corporations and small and medium businesses,
there is little potential to meet the employability needs of NYC’s disconnected young adults, now or

in the future.

The first priority is getting many more employers — large corporations and (mostly) small/medium
businesses — to consider helping. This is much easier to accomplish when an organization with the

respect and trust of both constituencies brings everyone to the table. For example:

e The Brooklyn Chamber of Commerce is interested in recruiting and supporting Chamber members
to: 1) collaborate on a workforce readiness curriculum (e.g.: the Work Readiness Credential project
of the State Board) that meets industry standards, introduce young adults to Brooklyn’s unique
labor market, and gives them the pre-employment tools to succeed on-the-job; 2) become a mentor
to young adults, 3) provide work experience, internships, and entry-level employment to qualified
young adults. Partnerships with other Chambers, trade associations, or business groups in other

boroughs can use this same model.

e The Youth Council and Youth Board plans to convene a series of meetings with employers, CBOs,
government, and funders to share ideas and explore how to work as partners and collaborators to
support these and other efforts. Facilitating a dialogue with labor and industry leaders on how to
build a stronger private sector constituency on behalf of NYC’s young adults is an important and

necessary step.

e The One-Stops throughout the city could develop with providers a solid referral system to community-

based programs for disconnected young adults who need pre-employment services to be successful.



The Task Force is convinced that working with the Workforce Investment Board and business to

create mutually beneficial partnerships is crucial to:

e Convincing the business community — particularly those sectors likely to hire young adults — that
investing time and resources will build a stable and qualified workforce over the next decade and

that they will see a return on their investment;

e Showing that the public and nonprofit sector has the capability to deliver solid programs that

consistently meet the changing needs of NYC’s employers;

e Enabling disconnected young adults to access both traditional and emerging industry employment

opportunities, and more importantly, the hidden job market;

e Connecting these young adults to NYC’s broader economic and workforce development agenda,

which can lead to future job opportunities with career potential; and

e Proving that securing jobs for disconnected young adults is a viable and important economic

development strategy for New York City.

The most powerful cement in society is created by common valves, mutual interests, and a sense

of common destiny.

The group that came together to produce this report is a mix of senior executives and principals of nonprofits, foundations,
government agencies, and business who saw the need to completely re-think youth employment programming. This effort was
originally convened in 2003 with support from The Clark Foundation, which made a formative grant to Civic Strategies?2 to
identify key stakeholders and assess the potential for such a group. Since then, additional funding for the Task Force’s action
phase has been provided by Brooklyn Chamber of Commerce, IBM, JP Morgan/Chase Foundation, W.T. Grant Foundation, and
United Way of NYC. Institutional support has also come from the Department of Youth and Community Development in provid-
ing a forum to discuss the preliminary recommendations at their 2004 youth conference, the Community Service Society, and
United Way of NYC for co-sponsoring Task Force Briefings.

Task Force members agreed that if they didn't devote the energy needed to sustain the effort, it would cease to exist. Civic
Strategies conducted interviews, gathered research, convened briefings, and facilitated a series of frank discussions among
individuals and organizations that care about young people regarding the long-standing need to better address young people
who leave school without the skills they need for working and for adult life. The group assessed and documented the education
and pre-employment needs of young adulis, reflected on the results of city policymakers’ actions aimed at improving these
services, and examined the potential for creating a large-scale effort to improve our system of programs for young adults.
Recommendations for immediate and direct action were crafted and agreed on in 2004 and Task Force members confinue fo
meet with Civic Strategies to create the operational framework to implement the recommendations.

This working paper and its recommendations have only been possible through the commitment and thoughtful discussions of
many individuals.

22Civic Strategies is a nonprofit education, social policy, and consulting group that is well-known for bringing together
disparate groups around common problems and to help them build sustainable solutions with the aim of improving learning

and career opportunities for youth.
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