Seattle Youth Violence Prevention Initiative

Outcome Map Description
This explanation of the violence prevention initiative outcome map describes the steps that will be taken in three areas of Seattle (Central Area, Southwest Seattle and Southeast Seattle) to implement programs that will engage 800 young people, their families and their communities in activities, services and treatment to deter them from violent behavior and thereby make our city safer.  The outcome map has been developed by community partners in government, neighborhoods and community-based organizations (CBOs) representing all three areas.  The “system leaders” (or the agencies that will likely lead the initiative for each area) are The Urban League, Southwest Youth and Family Services, and Atlantic Street Center.  
The outcome map represents system leaders’ and other CBO partners’ commitments to work together in common ways but also in true collaboration by integrating their activities, data, evaluation methods and what they learn about what is working or not working.  This initiative differs from previous efforts to address youth violence in Seattle in its intentionality and purpose in three major aspects.

1. It will have a concerted effort to identify youth involved in violence from many outreach partners while also identifying youth likely to become involved.

2. It will place great emphasis on providing more services to these youth, their families and their communities that have been shown to be especially effective in working with youth facing these problems.

3. It will emphasizes coordination and collaboration across service providers through linkages in the case management process and oversight from a network coordinator, as well as coordination and collaboration across networks in order to create a learning system for ongoing improvement
The initiative has the goal of achieving substantial reductions in youth violence, indicated by a fifty percent reduction in juvenile crime referrals among participants and a fifty percent reduction in the number of suspensions/expulsions due to violent incidents in selected middle schools. 

There are many youth of high school and middle school age at risk in all parts of Seattle.  The resources available in this initiative will allow the agencies to work with approximately 800 youth participants over a period of two years.  Several outreach mechanisms will exist to identify youth who may need services of various kinds: referrals from schools (in particular the middle schools targeted by the initiative), courts, police officers and a variety of community-based organizations; referrals from the youth themselves or from their friends and family; and the deployment of trained youth outreach workers who will engage youth in their communities.  Target participants will include youth with a history of school suspension or truancy and/or who exhibit behavior problems that could lead them to violent behavior; youth who have been arrested but released without being charged; youth who have been perpetrators or victims who might seek revenge; and convicted youth who are about to be released or have been released and who are at risk to re-offend.  Information on youth who will be engaged under this initiative will be collected by a single centralized screening coordinator working across all agencies that have implementation responsibilities.
After identification, youth who are willing will complete assessments to help all CBOs identify the services that the youth might need.  Delivery of these services will be coordinated by neighborhood-based case managers working in collaboration with the primary system leaders and will include activities that occur both inside and outside of school.  In each area, case managers will ensure that referrals made to particular service providers result in engagement and actual service delivery.  In addition, a neighborhood network coordinator (not involved in service delivery) will verify case management continuity and monitor the quality of service delivery by following up to ensure that services are being delivered as needed and that ongoing assessments are conducted to see if the services are effective; and to help manage the data that all service providers, case managers and system evaluators will need for ongoing oversight.  
Throughout their work, participating organizations will maintain strong commitments to be proactive in coordination and collaboration with each other and in engagement of youth with ongoing services selected and managed to meet immediate and long-term needs.  For example, while community stakeholders in one Seattle neighborhood recently collaborated to preempt gang violence by proactively engaging the youth involved, such collaborations do not occur in all neighborhoods and, where they do occur, they are organized informally.  This initiative will aim to formalize a cross-neighborhood system for violence prevention by initiating, extending and coordinating collaborations across all three areas of Seattle to reach out to and engage youth before they resort to violence.  When youth are engaged, coordination of services will connect activities that occur inside and outside of school to provide continuity in meeting the multiple needs of each individual youth in various contexts.

To make this possible, several key supports to program providers will be initiated.  These include:
· Collaboration in program design so that identified best practices are implemented with fidelity across programs;

· Ongoing sharing of strategies and results;

· Developing common outcomes and indicators of success;
· Sharing data via an online database on participants in present time to enhance service delivery and prevent dropping out;

· Staffing of key providers to discuss needs of individual participants or group issues whenever there seems to be a need for increased collaboration among service providers;
· Cultural competency trainings for service delivery staff and other system partners; and
· Case studies of incidents of youth violence to identify better approaches to serving present and future participants.

· Evaluation for ongoing improvement & reporting

The proposed database deserves special attention.  We envision developing an online database into which key service providers will enter data on the background of the participants and on the services that they provide to them.  This will allow new service providers to more easily obtain the historical information that they need to better plan and deliver services.  As services are delivered, partners will record non-confidential information about the services provided in the database.  This will make it easier for the case managers and the neighborhood network coordinators to see that youth in need of services do not fall through the cracks or experience long delays that might leave them at greater risk of becoming or staying involved in violent behaviors.  Data sharing agreements meeting all federal, state and local government and all CBO partner guidelines will be secured and data will be managed to maintain confidentiality wherever it is needed.

System partners have identified several general approaches that they will keep in mind and use throughout their work.  These include:

· Management with strong, representative advisory board

· Linking the initiative to “environmental strategies” for community-wide change;

· Engaging neighborhoods, parents and youth in strategy development;

· Engaging organizations with substantial youth involvement;

· A commitment to serve youth;
· Listening to youth;
· Being non-judgmental and respectful to youth;
· Engaging youth wherever and whenever; 
· A balance of services to help but not overwhelm youth; and

· A commitment to changing organizations and institutions to be more effective (with youth involvement).
An important theme in these approaches is the inclusion of youth, as well as parents and other community members, in the planning and implementation of the initiative.  Youth will be consulted wherever feasible to ensure that program design matches their needs.  In addition, parents, community members, CBOs with substantial youth involvement and even youth themselves will be represented on the advisory board charged with managing this initiative.
Core strategies described through work initiated by City of Seattle staff will serve as a primary menu of services that have been identified as most effective.  These include:

· Outreach;
· Anger Management;
· Community School Officers;
· Community-Based Mentoring;
· School-Based Mentoring;
· Youth Employment;
· Apprenticeships; 
· Culturally Appropriate Services; and

· Services in multiple languages.
The services delivered to individual youth will be varied and tailored to their needs for immediate support and problem solving and with an eye on long-term needs so that a continuum of services can be provided over time until youth reach adulthood.  Services will be provided at the appropriate times and in ways that do not overwhelm youth with too many commitments at once.  The list of potential activities (most of which are currently available somewhere in the service areas of the system leaders) include those listed below.  Key services are bolded.
Activities and Services

Case Management:
· Involve the parents

· Identify support systems

· Be a listener so that youth can be heard

· Conduct outreach to high risk youth and their family

· Provide non-judgmental services (cultural competency)
· Provide culturally specific services (includes multiple languages)

· Provide crisis intervention
· Provide drug and alcohol services

· Conduct universal risk assessment

· Conduct case studies of incidents

· Access community resources – be informed

Mentoring:

· Engage youth wherever they may be (step to their turf)

· Get youth involved in positive community activities
· Engage families and community in services and projects

· Provide parenting classes to teen parents

· Deploy violence interrupters – quick response teams
Family Involvement:
· Provide opportunities for family involvement
· Educate families and communities so all adults know risk signs and know strategies to talk to/intervene with their kids
School Discipline (keep kids in school):
· Advocate for youth in school discipline situations
· Pay attention and retrieve youth not going to school (safety net gets weaker at high school level)

· Involve police in prevention efforts in middle school

· Increase coordinated and system-wide alternatives to suspension (more positive, school-based responses to disciplinary issues)
After-School Activities:
· Create after-school incentive projects

· Provide access to technology training (bridge the digital divide)

· Provide tutoring
· Provide programs and activities specifically for girls

· Provide paid employment opportunities
· Provide constructive recreational outlets for middle school/high school youth

· Provide evening/weekend/summer programs (age-appropriate, culturally appropriate)

· Provide opportunities for skill building

Organizational Collaboration:
· Work collaboratively across networks
· Create a common data collection and outcome system
· Provide data management system for various agencies to access info about child at risk
Delivery of these services and participation in these activities are expected to lead to a set of outcomes or changes in participants’ knowledge, attitudes and behaviors along a developmental continuum leading to a stable adulthood.  These outcomes are listed below with key ones that are the focus of this initiative bolded.

Youth Participant Outcomes

· Increased awareness of services & opportunities

· Increased engagement in positive activities (e.g., recreation, sports)

· Increased sense of hope for change soon (e.g., improve grades)

· Increased engagement in services

· Increased goal setting

· Decreased school dropout rates

· Changes in attitude (youth specific)

· Decreases in risky behaviors related to violence

· Strengthened vision of a long, positive life

· Increased resiliency to setbacks

· Decrease in referrals for violent behavior

· Decrease in arrests 

· Increased successful transitions to high school

· Increases in seeking/obtaining paid employment 

· Increases in high school/GED completion

· More high risk youth become positive role models

· More successful transitions to higher education / employment

· More youth enter adulthood with the skills and motivation for success in life

This initiative is also expected to result in some system change outcomes.  These are listed below with the most significant and immediate ones in bold type.
System Change Outcomes

· Schools have system for addressing discipline without suspension

· Increased collaboration among service providers

· System developed for ongoing verification that services are meeting needs

· Within neighborhoods, participants have access to services and programs

· Service providers have access to the information they need to adequately serve participants

· Barriers to services and opportunities are identified
· Decreased barriers to services and opportunities for youth

· Increased police involvement in outreach efforts

· Lasting community collaboration actions between all stakeholders (e.g., City agencies, providers, community groups)

The implementers of this initiative expect that by creating these youth participant outcomes and system change outcomes, the longer-term outcome of a substantial reduction in youth violence can be achieved. This outcome will be measured by two key indicators:


· 50% reduction in juvenile crime referrals in network areas and

· 50% reduction in the number of suspensions/expulsions due to violent incidents in selected middle schools.

Achieving these outcomes will enable the city to move much faster toward some longer-term goals of:

· Improved public safety;
· Youth have hope and a sense of a positive future;
· Youth feel they are a welcomed part of their communities; and
· Youth contribute to their communities.
Achieving these outcomes and demonstrating progress made towards greater collaboration is envisioned as a long-term process.  The system developed in this initiative is expected to be ongoing and to be one that will continuously improve.  To that end, a well-focused and manageable evaluation plan will be developed and implemented.  The evaluation will provide ongoing data and other feedback to system partners and funders as well as data for periodic analysis and reporting.  We are confident that it can be done, and we are committed to making it work.
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