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This 1ssue attempts to provide some initial answers

to questions about the use of case management in serving

d- sadvantaged youth. "Case Management with At-Risk Youth" presents
some basiC lessons synthesized from a review of case management in
employment programs and in services for teenage parents, the elderly,
and the developmentally daisabled. It attempts to describe some
important aingredients for case management and some key steps commcn
to case management systems. The second article, "The BEEP (Boston
Education and Employment Program) Collaborative: A Case Management
Partnershaip for Court-Involved Youth," offers a counterpoint to the
first article. It 1s an interview with Leo Delaney, a Boston-based
practitioner who, in 1984, founded a case management prc~oram for
court-involved youth. The conversation with Delaney focuses on the
1ssue of how to mase case menagement work and how to create a
multi-instatutional system that guarantees youth access to services
from a variety of agencies when they need them. Delaney's answers
come from his experience with one approach--a provaders'
collaborative that developed a common referral svstem and clear
agreements on access Lo the serviaces of a number of employment,
educacion, and social service agencies. "CHR Notes" describes some
comprehensive programs for disadvantaged youth. (YLB)
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Case Management with At-Risk Youth
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Hector 1s a seventeen vear old dropeut. living
on the streets Barelv hterate m English and
Spantsh. he left school two vears ago after
repeating the wnth grade umsuceessfully - He hay
never held a steadv job and has had several 1un-
my with the law He s alternately charming and
angry. and not sure what he wants  He needs. ar
the very least, basic education. skills paning.
howstng assistance, counselmg and a job

Julia 1s fifteen. a high school sophomore, and
several months pregnant— She has gotten along
v school, Pur she onlv reads at the seventh
grade ievel She 1y planmng to drop out of
school soon and go to work, though her only
experience v ay a babvsitter  She 1s gomg to
need help staving e school and staving  healthy
remedial education, health and dav care. career
educanon and some mnal work cperence

ED301662

Hector and Juha represent a growing challenge
for youth practivoners: how to access and
manage the ncreasingly complex set of services
needed by at-risk youth As youth employment
and education programs expand their services to
those most at nisk, they need to coordinate not
only employment and tramming services, but such
services as remedial education, fanuly
counseling, health, housing. public welfare, and
day care. And as the number of organizations
involved 1n serving each youth grows, so do the
problems of deternuning service options, making
suce ful referrals, and tracking chent progress
over an extended period of ume
For many youth practitioners, the answer to

\ these problems 1s case management. the use of
a broker — the case manager — to help at-nsk

youth idenufy, gain timely access to, and

successfully complete an individualized set of

services provided by a varnety of instututions

(‘(‘\ Case management 15 not & new idea - social
workers and others have made use of 1t for

\_ decades. But 1t 1s one that has only begun to be

applied 1n the fields of education and youth

N employment.

! Recently, the Center for Human Resources at

Brandeis University was asked to examine case

managemcnt practices in several fields and to

provide some guidance for youth practitioners.

What we found was that case management s an

N
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exciting concept It otfers the potential for
customized services, coordination, and a MATERIAL HAS BEEN GRANTED 8Y
coherent. coniprehensive approach to the B oo
problems ot at-risk youth -1 LE}W
But case management 1s not a magic bullet
The reality 15 that an effective case maragement ro THe EDUCATIONAL RESOURCES
effort 15 tozh and tme-consuming to INFORMATION CENTER (ERIC)
implement  Whatever form 1t takes (and 1t takes
many forms), case management 1s more hkely to
pave the way for valuable, but incremental.
improvements in services rather than wholesale
change  Moreover, case management 1s,
ultumately. a "pohtical” system  Case
management’s success depends n large part on
the willingness of estabhished nstitutions to
change therr traditional ways of domng business
This article presents some of the basic lessons
that we <ynthesized from our review of case
management 1 employment programs, and in
services for teenage parents, the elderly. and the
developmentally disabled. Its goal 15 not to
provide a simple. standard case management
formula — there 1s noie Dui 1t does attempt to
identify some important ingredients for case
management and to descnibe some of the key
sleps common to case management systems.

PERMISSION TO REPRODUCE THIS

What is Case Management?

One reason why 1t 1s difficult to provide a
state-of-the-art formula for successful case
management 1s that nobody agrees about what
case management actually 15

In This Issue — Fall 1988

Case Management with At-Risk Youth ... 1
About Case Manangement ..........cccooooiienenennn 2
BEEP Coilaborative: A Case Management

Partnership for Court-Involved Youth ... 8
Center NOES  ovveviriie e 14

Youth Programs is Published by the Center for
Human Resources, The Heller School, Brandeis
Jniversity, Waltham. Massachusetts, in Association
with the National Youth Fractitioners’ Network.
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About Case Management

Case management has long been a common ool m trelds as
diverse asv gerontology, nental health, and rehabilitatien But 1t 1s
Just beginning to- be apphied m the field of youth employment
and education OQur nterest in it comes from the recogmition that.
as we serve anereasingly  disadvantaged youth - that v youth
with a muluplicity of needs = we need 10 tind wayvs of
organizing and miplementng more compley sets of services Al
the same time. while we we hearing more and more about Case
management. none ot us are any 0o sure what 1t really s o
how to make 1t work

This assue ot Yourh Programs tnies o provide some il
answers o those guestions The opening artidde summurizes some
of whet we at the Center tor Human Resources hove leared
about case management based on our reading of the published
hterature and discussions. with @ number «f practiioners It 18
very much g preliminary  discussion - we are workimg on g
mere thorough paide for this Spring But. v ¢ wanted 10 pass
dong at feast some of whai we have already learned about the
essential elements of an etfective case mwnagement system and
the key steps in the case management progess

The second article otters 4 mice counterpoint to the st It s
an interview with Leo Delaney. a Boston-based practmiorer who.
in 1984, tounded a case management program tor court-im ohed
youth Our conversation with Delaney focused on the tssue of
how vou make case management work. and how you credte a
multi-institutional svszem that guarantees kids dccess o .ervices
from a vaniety st agencies when they need them Delaney s
answers come from his experience with one approach - g
providers collaborative that developed a common ieferral systen
and clear agreements on access 1o the services of 4 number of
employment. education and social sersice agencies

With this 1ssue we also find that we owe our subseribers. some
of whom have called looking tor our Summer 1ssue. an apology
and an explananon As many of our readers know. this s the
first year in which we have tried to pubhish Yourh Programs on
a quarterly basis That v quite a challenge, and 1t has taken us
longer than expected 1o get the hang of 1t As a result. this 1
only the third 1ssue this year —  there was no Summer 1ssue

We do expeet that, with practice. we will be wsuing Youth
Programs on a more regular schedule In the meanume. we want
10 reassure our subseribers that vou wall sull get a tull four
tssues with your subseripuon And it you haven't subseribed o
Yourh Programs, we sull hope you will jon us by using the
reurn posteard enclosed wn this issue The subscription price 18
only $25 tor tour issues for mdividuals and $50 for institutions
For more intormanon, write or call us at the Center’s  toll-tree
number (RO0) 343-4705
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Case Management, conttnued from pace |

Atter reviewing the hterature on the use of
case management with the elderly. James
Callahan, a Brandeis Universaty policy expert,
concluded that 1t has become "a Rorschach test
Fach protessional tends to understand case
management based on his or her own setung
and experience ” Others have drawn similar
conclustons, commenting that the term 15 "mired
in controversy and contuston” and that "its
tunctions have been interpreted in disparate
ways, often making  case management a
paradonical assortment o activities

Common Definitions.  Some common themes,
however. can be tound One authority. the Joint
Commission on Accreduation ot Hosprtals,
detined case management services as "activities
ammed at linking the service system with a
comsumer. and coordinating the various system
components to achieve a successful outcome
Case-management 1s essentially a problem-solving
tunction designed to ensure conunuity of

servic s and to overcome systems rigidity.
tragmented services, msutilizanon of certain
tacihities. and taccessibility

A second defimuion echoes the first: "At the
systems devell case management may be defined
Ay g strategy for coordinating the provision of
services 1o chents within that system At the
chent Ievel. case-management may be defined as
« chent-centered. goal-onented process for
assessig the need ot an individual for particular
services and obtaming those services "

As we reviewed mare than a dozen
detimtions. several consistent ideas emerged
Case manzgement 15 an approach that secks to
make service delivery

= Chent-Centered
* Goal Onented
Flevible

Cost-Ettecnve
Comprehensive

» Integrated

» Coordinated
*  Accountable .
» Sequenced .
» Sustained .

It can best ke appreciated as an opportunity for
instituons 1o link cauth other instututions n a
coordmated tashion that ulumately  henetits the
client because 1t

* Incorporates a4 coherent, sequenual. mulu-
dimensional, problem-solving  approach.

* locates the chient within a particular "hite
space” and socral framework,

Youth Programs




o weeks to stimulate change both within the
chient and the overall environment of which he
or she s a pant

Why is Case Management Needed?
At-risk youth have needs that are olten compley
and intertwined  They require help deternuning
which among a vapety of senvices they need,
when, ond i what order They require assistance
hinding and accessing those services, and support
to suceesstully complete those services

Human service mstitutions, on the other hand.
are otten one-dmer 1onab and speaahized They
tvprcally ofter services that are tunded and
provided as separate entities housing 1 the
niche of one agency, education that ot another.
and job training tha of a third

The result s that there 1s often 4 mismatch
between the behavior ot the helping-professions
and the needs ot the youth whom those serviees
mtend to help Without case management,
interventions dare otten uncoordinated and scarce
resources squandered A young person can casily
tall through the cracks or give up tuymg 1o
navigate what 1s. m most locdles, a disjointed
multi-imstitutional "non-system ™ The tunction of
Case management s 1o overcome the mesmatch
between institations and client needs and o
provide the continuity  of services that s critwal
tor at-risk youth

Effective Case Management

In order 1o locate and walk a young person
through a4 sequence of seiviees, the typral case
management system has the tollowing
components

o Finding and attracuiing appropriate chients

o Intake and assessment.

¢ Designing a serviee plan,

o Intervenmg in the commumty  brokermg,
advocating, and nking,

o Implementing and monttoring  the service plan,

o Evaluating the etfectnveness ot cose
management

What makes these activities effective. however,
v the philosophy or approach that guides them
As we reviewed the hterature and talked with
pracutioners, four major themes stood out as

Fall 1988

Aruitoxt provided by Eic:

central to atmost every aspect of the wase
MANAgeMent process

Case Managemeni Requires Partnership Case
management 1s, tirst and foremost. a system ot
partnerships  between case manager and chient,
and between organizations  in an cettedtine aase
management system. the case manager works
partnership werh the chent, sharing responsibilin
rather than working on the chient There s 4
division, rather than a substitution, of labor
Case management also mvolves partnerships
among mstwnons At some level. cach must be
witling 10 be tlevible and to share access 1o
services or resoutces  Inthat context. the case
manager works tor ait the partners. helping
insttutions access chents. and hinking chents
with those istitutions that offer the services
voung people need

Case Management Must Provide
Predictability  Many disadvantaged youth
experience Itte as a4 serres of random events
over which they have hittle control Successtul
case management systems work to rebuild that
sense of contiol and predictabihty by helpmg
voung people to plan, 1o set godis, and to
undertake a4 systematic process ot meeting those
godls Young people learn that they can make
chorces and that therr actions lead directly 1o
conerete outcomes

Case Management Demands Aceountability
Chient trust and ettective coordination rest on
the delivery  of promised serviees For case
mandgement to work, Jhients. case managers, and
institutions nuist be dear about then 1oles and
responsibilities, tasks and assouvated tmehines
must be wintten down. and ambiguity must be
replaced by exphiat agreements When
dccountability 18 not dear case management
systems break down

Case Management Communicates Respect for
the Client The success of any case
management ettort depends on the degree to
which the young person s engaged i the
development and wwnt ownership ot a
remediation plan, and has a major stake
msuring ds sueeess A strategy that s mmposed
with Iittle regard tor g chient’s mterests or
concerns has Iittle chance te bear it Inoeven
aspect of case management. theno the chient has
to be treated as o mature, responstble aduh

not as a number or a Jhild

o
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Making Case Management Work
These themes set the context for case
management and shape much of what takes
place 1n cach step of the case management
process

Finding and Attracting Appropriate Clients
The initial contacts with 4 case management
system are an mmpo.ant opportunity to establish
a relationship and set expectations  Predictabiliny
and acco intability should be hallinaiks ol those
contacts  Potential chients need 1o be onented to
the purposes and structure of case management,
what 1t can and cannot provide, and what therr
responsibiliics: will be They should clearly
understand early on that case managers work 1n
partnership with them., not on them, and that
development of a case management plan may
constitute 4 commitment to long-term services

Equally mportant, those mtial contacts need
to convey an attitude of respect Case managers
and therr supporting service providers need to
show a genumne teeling ot enthusiasm, caring.
and digmity to the youths who approach them
This includes imtial telephone contacts No
contact with a young person should be
conducted 1n an 1impersonal, bureaucratic mannei
it will only turn that young person oft

Lastly. case management 15 not tor everyone
To be ctfective, 4 case management system
needs to adentify a target population that can
benefit from long-term, hohstic services, and that
1s amenable to receiving them The marketing
and outreach campaign needs to be clear about
what 15 bemg ottered while highlightung the
benefits of a long-term. individualized approach

Intake and Assessment  [ntake and assessment
should also be caring. professionally-handled
eaperiences that communicate  respect to the
chent.

The enrollment process sets a tone for an on-
going relattonship When the case manager (not
a clenical tunctionary) nterviews the chent, he
or she sbould retrieve not only the mtormation
typically sought 1n the organization’™s regular
intake process, but also data related to compre-
hensive, tong-term services  This intormation will
contribute to current and later accountabihty At
the same time, to contribute to the chent’s
sense of predictability and partnership, care must
to be taken to ntorm him or her about win
data 15 bemng gathered and how 1t will be used

The most eftective assessment tool (s a
series of personal appointments in which the
case manager hears, sees, and senses the young
person’s situation, The case manager can learn

[

)

who this person 1s. what strengths can be
worked with, and what vulnerabilitics must be
compensated tor Interviews should shed hight on
such guestions as

* What social skills does the chient possess?
How developed are verbal and expressive
capacities” What attect and emotional tone are
conveyed? How organized 1s the client? How
does he or she deseribe prokioms, possible
solutions, and future ambitions’

» What support network already exists? Who
within the chent’s environment can be turned to
for help? Are there role models”?

» What s the client’s school history”? What
problems crop up and when? Do patterns
emerge in the relationship of the clwent to
teachers and school authorities”

* What 15 the chient’s  employment expenience?
What 1ssues recur” What vocationar interests are
expressed? Are the dhient’s expectations realistic?

* What 15 the chient’s service history? Is 1t
possible to pick up where a pievious service
provider lett off?

Assessment will probably also involve testing,
however, 1t 1s important to choose tests capable
of generating infortation that s accurate and
that a program will actually use Many testing
mstruments exist, however, no one test renders a
complete understanding ot a client’s problems
and potentialities  In addiion, unless testing s
related to 1ecal program options and can help
determine which options make sense for a chent,
the entire process becomes o musleading excercise.
Respect for the client leads to the rule “collect
all the mformation you can use, and use all the
intormation you collect”

In sum, the intake and assessment process
helps map out the terms of the case
mangger/chent partnership, subject, of course, to
revision and renegotiatton But 1t 18 equally
mimportant to note that, while there are
advantages 1o gathening lots ot good data up
front, assessment 15 an ongomng process  The
case manager will need to wark hard over time
to develop a relationship with the chent and to
continually track his or her progress

Designing a Service Plan  The allance
between case manager and chient 1S intended o
bring about change The case manager works 1n
partnership with the client to develop clear

Youth Programs
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After aansting a chert o adentity the problems
he or she taces  translatmg those problems mto
service needs. and ginvmg cadh an appropriate
prority. the case manager gencrates o set ot
service options trom which the chent can
choose Betore choosing the case manager and
chient discuss how cach option nught meet the
chient’s needs Isues such as the reputation
of cach ageney  then chigtbihity requnements and
tees the amount of tme the chient will have to
spend e oservice. andageney locations and
proxvmuty to transportation

Once the dhient has chosen an option he or
Jie needs to hear about the retenal procedure m
simple step-by step terms Bdeally, the chent will
then e the case manager’'s presence. aall a
known person at the referral organization and
schedule anappomment In all cases  the chient
should wiite down the appomtment date. time
contact person s names and directions to the
weterral ageney Predictabiinty s the watchword

The case manager also needs o determme
how much addittienal support the chient needs to
catty out the reterral successtully dtransporaation
hand holdimge. baby-sitting  ctey and help the
chient airange for that support

Lo ensure accountability. the case nianager
usudllv contacts both the chient and the seternal
agency shortly atter the chient s appomtment to
identity what transpired s seen through the eves
of both patties - perceptions often ditfer - The
chient and case manager can then determme what
the chient s neat steps are how the case
manageer can support then taplementat s and
whether a revision of the service plan s called
tor  These tasks are witten down and hecome
part of the service plan O course. 1t the chent
did not attend the appomtment as planned. 1t s
through such montormg that the case nuanager
fedams that correctine aclion s necessdiy

After a chient has been successtully - placed
mto a program the case manager momtors the
placement to assure that at meets the needs et
torth i the service plan Hothe chient completes
a ~ervice he o she can then move on to the
neat (predicted) aspect ot his o1 her serviee
plan On the other hand if the chient s unable
to achieve his or her goals thiough the reteral
it may be e for the case manager o
mtervene with the seferral agency  or even o
review and adjust the senvice plan

Accountability and predictabthty
mplementing a service plan abso depend on
communication among  the seivice providers  As
much as possible, there should be regular team
meetings face to face. with the vanous human
seivice workers associated with cach case

Problems must be worked out. histones shared
capectations estabhished  Feam meetings tease
conterences) are at the heart of “contmuity - of
cdie

Pinally - the long-term goal of any service plan
should be for g chie t eventually to no longa
need case management - Partnership, predictability
accountabrhty and respect are all amied w
helping voung people to complete thenn sernvice
plans learn how 1o access other services on
then owne and teef ready to handle hite without
protessional mtenvention e short to be ready o
break from case management dependence

Evaluating the Effectiveness  of Case
Management.  Case management s expensine
and time consumimg it s important - theretore.
that 1ty 1esults be evaluated Some ot the
questions that need to be asked are

o Over several vears do the numbers

financial analvsis placenients positive
termimnations ete hear out what practiioners’
cut level views may have aalled suceess?

» Have the services and resources to which
chents have heen reterted been appropriate and
adequate o meet then needs? Was case
management ettective dt aceessing and
coordimatig those savices and resourees”’

* What has happened 1o chents one vear and
Mo vers atiel Ceasing Gse Nanagement
stppert” What might have happened it case
manageiment had not been provided?

o It evaluanon imdicates that case management
may not have been successtul should 1t be
discontmued o could some adjustment make 1t
viable!?

While these wie tough questions they are antical
to undastandimg if case nanagement s working
and whether the cttort gomg mto at s ultmately
paving oft

The Case Manager's Role
The basic prinaples ot case management pomnt
to a multitaceted role for the case manager  In
essenee, case managers are jacks ot all trades”
They stmuilate coordinate. and monitor service
delivery so that youth do not tall through
crachs  They do whatever s necessary to remove
batriers hindenng a chient’s advance towards ~elt-
sutfrorency

According o one teat. case managers Chelp
chents develop and etfectnvely utilize then own

Youth Programs




mterndl problem solving and copmy resources
aid - tfaahitate ongomg anteractions between
resource systems to enable those system to
work together more ctfectively Case managers
facthitate and mmprove mteraction between statt
within resource systems to promote e etfective
and humane operation of these systems and 1o
mahke them responsive 1o chient needs  They
ostablish hinkages between chients and 1esource
Shstems, and hetween resource SyVAICS
themselves to make them accessthle o cach
other They develop new 1esource systems to
meet the needs ot chents © {Anne Minahan
"Generahists and Spearabists e Social Work,
Vrere (all 19709

Case mandgers seive ds surtogate parents 1ol
models. counselors, soaral entreprencurs, and
polittical advocates They nag. capole. prod  and
encourage chients They pressure insttutions to
act 1esponstbhy or tubnicate the gears between
imstitutions They mahke reterrals, and monitor
chient fit They deal with the chent's tannly
e work and schooll social services and public
istitutions They alter chient behaviors
stiengthenmg chent capacity to exercise selt-
determimation and  autonomy

Qualifications  for Case Managers  What are
the proper quabifications ot o case manager”’
They vary according to the context A national
study exvamming 1O Case managers oSy e,
for example. tound that 1oughly o third had less
than a college degree 5% had tour sears ot
college and oniy 150 were master’s level
Socdl work taimng was tvpraale but not
obhigatory  Case managers serving teenage giils
often had o nursing background  Ex-gang
members sometimes did case management work
with gangs AL times, parents senved as case
managers for developmentally - disabled childien

Disciplined Fmpathy  Case management
qudditfications retlect Tocal environnients,
nevertheless, some cross-cutting entena can he
identficd For examiples eHedtive case managers
seem to exhebit whit nught be called
“disaphined empathy * They tespeer and care
about therr dients, and can develop partnerships
with those chients They  histen to what chenas
say. read between the hnes. and size them up
They can work with the chient o develop a
service plang and can have the chent "buy ™ to
it as b 1t were his or her sdea moothe first
place.

Ltfective case managers demand  accountabihity
trom Jhients They hase a compassionate but
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tough-minded understandimg ot the youth they

work with an abihity o develop a therapeuti
alhance. and to challenge and contront kids 1o
meet then end ot the barean

Partnership Skills At the same tmies case
mandgers have o have the skdls o develop
partnerships with insututions PDiplomatic
sensitivity s a ke trart Case managers
negotiate *ath burcaucreaies for services To do
~soowell e qunes adept soanal skills and an
ability to read institunonal cultures Crossimg
jurisdictional Times entanls a dehicate batanamg act

domg Fusmess on somceone else vt Ouwt
stattoned staft must be able o assert chient
mterests while bemg creatinve and  tlevble
cnotgh to make case management complement
the mission of the host

Bemg mdigenous o, o at deast to have a
worhmg knowledge of ther community can he o
plus for a case manager Bemg ot the same
raaab or hnguistic background as the majonity - ot
chients s also desmabte Nerther v o
precondition

It also helps if case managers have o human
seivices onentation  They need o adopt
philosophy that harniers to chient selt-
determmation are borh imterna and external and
constantly nteract Intenventions must am  at
changinig both the mdividual and ' the
environment

Entrepreneurial Ingenuity  Fially case
managers should exhibit entieprencurnial insenuity
Because 1esources are not mmmediatels
accessthler effective case managers need 1o he
dble to fashion chent support networks from
resources under others™ conttol Thes need to be
able to medate atlionces among competing
agenares  establish trast and articulate mutual

INLCICSIS

Staft Development Key It must be
acknowiedged. ap tronte that 1t s rare for an
organization to hire an ideal. ready-to-operate
case manager Intact at s nether teasible: non
destable that case managers have a standard
resume  Rather, good case managers are
created  They enter the tietd with sohid Mraw
matenal,” but at s gwnmg that molds them mto
cticctive professionals

The Rey 1o that process s on-gomg statt
development that acquan ts - potentidl case
managers with the muluple clements of good
aase management. and  convess the capaaity to
connnued on page 15
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Powant to be dlear. this wasntw sttuation
where T osaid T give you sttt moretum tor
some vague tvpe ot “cooperation ” Hhere was
concretes and otten 1iskys trade They had to be
withng to change then wav of domg business
For example. T didn t o just want slots an then
programs. I wanted immedate admissaon,
whether they had 4 waiting hist or not |
cxpected them o open up doors that would
otherwise have taken months to get thiough
When they got g call from a case manager. they
hat 1o give priongy admission o the yvoung
person represented by that case manager So
where b ohad somethmg ot value to otter T owas
looking tor somethimg valuable m oretuin

The Benefits of Collaboration

CHR  You e talked about how vou attracted
organizations to the coligborative Over the long
run, what turned out to be the redl moentives
tor mvolvement i the collaborative?

DELANEY  Lhere were many, and they vaned
from ageney 1o ageney  and from person o
peison

Fust. BELP provided an opportunity 10
successfulby serve a very ditte alt populanon that
most of the organizations saw regularly. but
couldn™t work wetl with The agenaies had that
m common  they'd never done g good job with
court-mvolvad kidse and BEED was certamlhy
worth a iy

Another obvious reasen 1o work together was
funding  Our grant cave us fmancid] tesoutces 1o
do what we needed to do T owas able 1o
negoticte subcontracts with some of the agenaes
I could buy ~ots for kids they otherwise
wouldn't take or couldn t handie It an agena
didn’t have funding to cover the costs of
setving a4 particular kide we could purchase that
service from them That wav. collaboration
woula not drain then budgets they knew
they wouldn™t lose money because they
collaborated

A Place to Trade Ideas A thitd major
meentive - one that we didn’t realize at it
was that through the process of working

together, agencies got to learn about one
another’s techmgues  what worked and what
didn’t We educated cach other At one meeting.,
one BEEP member asked another, "What do you
do when a Kid shows up drunk tor his
counselimg appomtment?”  That question set ottt
a whole new realm ot cooperation We traded o
lot ot good deas  Betore BEEP, we'd never
had a good forum tor tolking about thrs stutt

Ay another example, one education program
had an exttaordmary attendance rate Fhe
collaborative gave the other agencies the chance
to tind out what that program was domg that
was sooeffectne  Fhey took some of those adeas
back to then agencies. and mmproved then own
programs conier uratehy

Once we recognized what was happenmg. we
Took 1t a step harther We set up a sub
comnuttee ot the edu ational sites 10 1o develop
mutually-agreed-upon pertormance standards. to
fcarn about cach others” meentives and rewand
swatems to hash out thnsportation issues and <o
on While that was gomg on our best case
mdnager worked with counselors and teachers
from the programs to improve then skills with
svouthtul offenders how 1o deal with them how
to set himits how to be supportine, and so on
BEEP gave us all o chance 10 work together
toward a common goal For the first ime we
had the same mission tovether 1o senve hids
m the best way possible

A\ Chance to Cut Red Tape  Another bond
hetween us was that die Ve counal members
had cathier been trustrated with aed tape Betore
BEEP we ali had tought the burcaucracies
made and outside of our own organizations
BELP was atttactive beaause 1t was based on a
philosophy that "the tules™ shouldn™t get o the
wayv of mecting hids needs BEEP gave us an
cxeuse 1o do thmgs ditferently We were not
gomg to et our buteductdtic systems well-
meanmg though they night be. get m the way
of domg what had to be done tor a kid in
other words, we didn’t torce hads 1o tig the
system we foreed the svstem 10 adjust to the
kids

Fimally. the BELP collaboratinve swas new  and
cxartimg It gave ageney leaders a chanee to
work with cach other Boston™s vouth serving
dgencies had always competed with cach other
tor tundimg BEEFP gave them o reason o put
competitton aside and work togethes

Negotiating Common Strategies
CHR  Iid you tun mto any migjor problems
along the way!?

DELANEY  Oh, svcal' From dhe beginming, we
had a lot of work to do. and none of 1t was
casy . We had o deal with reterrals, the mtake
systeme what we wanted, what we © anted 1o
correct, and ~o on We argued about data
collection, what we'd need and wouldn™t need
We all had our brases Sometmics we “dlawed”
cach other pretty good entoute We certami: - had

Youth Programs




plenty of heated discussions

For example we had to work out what
mformation was really needed by cach agency 1o
senve dhient ettectnvely It took o couple of
neetings and o 1ot of newsprnt chaits qust to
remaodel my onginal vision o the mtake syvstent
into what the other instiitutions wanted - We
hashed out what mtormation BERC would
provide 1o cach agency e fit then unque ntake
and reporting redquirements, and we agreed that
they would not do therr own mtake procedures
on top of the ones BERC would do We
cisured that the numbers reported to TTPN by
BLERC and the agenaies would not be double
counted

Lesting was another example Phere waeie two
niajor who should do tesung and what
tests should be used” Mthough U'd ongmally
envisioned BERC handling  aff assessment sonie
agencies felt otherwise  They stressed that BERC
was an emplovment center

ISsSUesS

iy assessmient was
ccared towards cinplovaoihiny So alihough BE RC
could do a geod job with emplovment assess-
ment. the other agenaies telt th educational
testing - acadenie background, and other
educational assessment should be handled by the
cducational \ter some mipressive fights
the counal deaded that testmg would be done
by two of the cducational programs That was a
voal comproause but one that was necessany to
seatre those programs™  cooperation

Then we had arguments about what tests
evenvone woedld aceept Practicatly every agenay
used a ditterent test and felt that s own
testing procedures were best Fhere were major
batdes about uniform what needed
to be imcluded and what didn t N compromise
resulted 1t was agreed that we could all aceept
tor better or worse. the TABE

SHes

dAssessents

Case Manager Authority

CHR  What would vou sav was the toughest
e’
DELANEY  Case management was the piece

that made BEEP work. but at tist some aspedts
of 1t were hard tor of the partner agencies
to aceept, particulatly the case manager's
contiming authority once a referral made
Fhe parters tad to agreed tor example. that
they would not expel o BEEP south trom then
program withont the case manager’s agreement
Agencies wete willing to collabotate They were
willing to take mmediate referrals But many - of
them asked. "Why should the case manager have
all this mfluence and power over kiuds once
they're o programs””

some

Wads
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It took them a winle to recognize that the
ase manager had already deseloped a personal
refationshp with the chient one that could be
used o the kid ~ advantage one that the
partner nstitutions didn’t have And atter alll
kev philosophy behimd  case management was to
nor foree the chient to develop now trust
relattonships with service providers evervwhere
he o <he went

Exentually all the parier mstitutions 1ealized
that the case manager had 1o have tinal say
over what happened o a hid o BEEP The case
manager had to be mvohved momterpreting
assessmient resultse detimmg what program: the
kud should enter and  deading whether the vouth
should be termimated from a program o
transtened to anotha

This was a amical pomt The case manager
was the one person without whom evervthing
might tall apart B Keds could take the sk to
develop a relationstup with the case managet
they noght have o chance The case manager
was someone they could count on Fhey could
tiust one personand the agencres would make
sute thae 1f the case manager promised
somethme a1t would be dehivered  These
didn’t have much else mothen Tves that
that ~olid that would be dehivered

kids
MAS
promises

Qualities of a Case Manager
CHR  Could vou detine the most miportant
qualities of a4 case manger”’

DEL ANKY

Manager s

Fet's talk tirst about the case
relationship with kids v case
manager needs toomtermiy hindness waith
frrmness to know mtuitively when to be
supportive and when to acally chew the kad o
Our best case manager et hids know she cared.
but she made her bottom Time very dlear She
spoke sottly - but kids Iistened Shie gave o ot
of huds something they didn’t get anvwhere else

she showed them that she cared about them
while givimg them sttucture She expedted  them
to tultadl then part ot the bagam and she did
what she said she’d do She'd really come
down on them it they didn't do then part but
they sespected that becanse they hnew she cared

Nota Nine-to-Five Job  Case managers also
have 1o work hard  They have 1o hustle
can’t do thenr jobs at their desks
co out to the kids They have o uggle
schedules My hest case manager used to tell
me that she kept her schedule open between
1100 am and 200 pm cach day becanse she
knew there would be problems comimg  She also

Lhey
They have to
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didn ©ovew case nnmasaoment as o mne oo
b She voald get up at 000 am o mak.
wake up calls 1o chients sothat thes deet ap
te s~ hool When her chents had o ble et
pror doup by the pohice o had o appear i
court ~hed be there wath them

The case manaeer also has 1 beresponistoe
whether deahng with Kids o nstitutions Whion
our case manaeer sard she d doosomethiny she
didat T oeever cot oo clb g 1 calicd ha
but vour case manager novar ailed me back
or Yourr case nandeer dedn’todoswhar sheosad
she was vomg o do When an agenay had
hassle wath o chient o swhen o ked dido o show
up tor chass the case naneger would et o call
In no tnme she d be on the phone to the chent
o goout to then home She put the hds tirs
and did whatevar it wok o do e job gl

The Case Management Process
CHR Lo talh o e about the case
nunagement process  How many kds dud vou
st Matiagers swork oaath and where did thoy

come fromy!

DET ANEY (i case mandeaors had o caseload
of about 25 Kids ot amv oo tme Some p b
were reterred directhy o BERO Sy the crnmmind
TUNTUEENEN I the state ~ Depantecat ot
Yourh Serviees Other chients came Loy o
parinet aechaes

court anvobvod kid doome char o cane mtake

thew doticn come across o

proceses and wout b odvert sho B docone mn
BEEEP Phoy d walk the bid oo toous ot i
!” l }‘ Tohe onv ot

CHR Wha hoppone e

PELANEY Foso the chont vas assos e bng
cisc meaer T e e aecr wond speae
the P halt how just vettin e o banes
NI DU N fornte Do pocrag, st
le cave the kd o chanes tooohaey amd o e o
Fnovoand ttasn the case manaee ootk

Fhen the case manacer wolbd stare e e
provess b tindme ot woar the dlient s mcrosts
and nceds woers Mot o e kids o wanioa eb
A tew awantad edncation whethor now s
cottims o GEDY o an Lhiemany el - b
diplomie o ever eeting back mty the publ,
sehoor svsrene Irothe Kl hadiet boen e o
schoob that fone somenmes we cound do soni

toublcshoomy and yet hoe back moe e ode

{
~chool or mavbe cot lam vanster-ad 1o anotha
schoob A aepresentatne of the school depariment
wds onour collaborative coundtl so that vave

us some ddouat

“leeting mmediate Needs  Thoo were plenn
ol othar thines the Kids noeded that the casg
nanages would adentty Rieht away wed
hatedieo o Kid s most immcdiate nedds 1 a0 Kad
nadn tocaten tor oo whide we dover em o
McDonald ~ 0 Subaway tokens Pocket money
There was oo sl Ny Navy store whe ooae
cotld send o ked tor ddothes Wo had our own
Jheckbook tor chient setvices that Was an
i oable resource

Amvway wed detine the Kd s percened
necds and o we d far the kid know what reanty
WS somctmes we san necds the kid didit
Anow about Then ved Wt prionbes amony
whatever services the bidoand the o se manaect
daerced woie needod Some esoimg usaallvo come
next When kuds necded cducate s the case
moaager would walk them over o one of the
o educational pregrams chargad waith wesange
Based oo test results we d make e that the
brd ot mmmedhate enrolliment i whatev el
provram he or she needed fose 1 we had done
o qob neht the collaboratne otterad tha
provam

Fhe mmportant pomt s that when s
cniofled  oncan cmolled a1 day o tan
NWoath comt v olved vouth o we drdint mowe
quichTv s o dose thaone W o respand o
thon oanediar necds Wt anow sk
populanon vou ey ot Kids who need
ot thine aaportint oeht a1 vou ot
handbe thar the o ot sour sonvices will nevae
rah e hold Thees Bads amen b v Ld o wtline
vomnd vhor somcone prot s thens something
dowrn the road Thoy ve hoon baned oo muam
tiaes bayoentuaabice promoscs Bag b von unvg
o somcibnn s they necr wotroe they 1 baien

Toovenn more Lates

Making the Collaborative Work

BEEE coale Bt oo poanae e e s
At ettead o an trent by Wb b ronans
who orcd the collahortny hat the e by

s the tacr ity BEEDP wa o amzod e

covaried oty Tee tost e a0 dind o was
o~ b o colbiboronnve counca that
Poethany e doven the oot tove s

mrplomeniaton and poaton o etens s
thvoueh thar connon 1w Ta hos onl wh
weowonid de v e s tabe awer i
whio cach ooy b v o il e e o

the harean
CHR  Whoe o o doac b the counctd pran?

DEF ANEY Ioroaiiv was o problbn solvine

torum For ovample we had seveial o the
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city’s JTPA people sitting 01 the council There
weie plenty of trmes when we made them
squirm, but they were good people who were
committed to kids They'd go back to therr
offices and see 1f they could find ways to make
the council’s moves "acceptable” to the
government Sometimes. though. we huad to say
to them, "You can leave or close your ears. but
this is the way we are gowng to do it”

But more important, the council was there to
solve our internal problems. The collaborative
was new, We hadn’t thought everything out
completely. and we did run into questions about
who was really in charge of a kid’s case. Each
agency hud 1ts own philosophy und structure for
dealing with kids Euach had its own counselors
Each felt protective of turf and hesitated to give
up authority.

As I mentioned before. one of the cent:ul
issues was the case manager’s authonty and
ability to demand enrollment One way we
solved that was by having case managers
participate in the colluborative board meetings <o
that they could quwckly get to know the agency
directors personally. and vice-versa. Then the
case managers could cail agency directors After
that. it was only when some difficulty was
encountered that I'd be called upon to intervene
And after about six months, when everybody
had time to learn how to work together, 1t was
rare for me to have to do even that.

No Easy Solutions. Of course. this 15 not to
say that everything came easy. Not all of the
agencies bought 1n to this approach immediately.
After all. 1t wasn’t easy for them to move away
from their established ways of doing things It
was uncomfortable to take risks. especially when
some of the risks might offend the funders.
There were several council members with whom
I had to spend a lot of tune — many private
lunch meetings — persuading them to break
away from thewr usual ways of doing business
But after getting past their reluctance. thewr
unwillingness to take a chance. I was able to
get them to give 1t a try. And once they saw
that they could handle things without a major
crists, they bought mn and had some fun with
the rest of us.

Flexible Funds

CP" Do you think BEEP would have been as
e’ cctive 1f you didn’t have the funds to buy
Slow ?

Fall 1988
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DELANEY [ think a collaborative like this
has to have some unrestricted money available
for collaboration. purchase of services. meeting
kids’ immediate needs. and the hke And on the
institutional end. no agency should get hur
financially because 1t chose to work wnh other
istitutions With BEEP. 1if an agency didn’t
have funding to do what we needed. we were
able to shde some money therr way. That
helped For example. one of the education sites
was funded to serve 16 through 21 year old
youth. I needed them to take a few kids who
were 14 years old. Their funders wouldn't cover
those kids. so BEEP did And P'll tell you.
having personal finuncial support money —
pocket meney. food and clothing money —
essential.

was

Barriers
CHR: What do you see as the biggest barmer to
making a case management collaborative work?

DELANEY: Probably the biggest barmer occurs
when funding agencies don’t recognize that
services for at-risk kids. collaboratives. anrd case
management all take time and don’t work well
under traditional rules. Partnerships among
institutions and solid case management systems
take lots of time to put together If funders push
for immediate results. they get poorly planned.
rushed systems that produce poor results

Leadership

CHR You played the central role 1n
organizing BEEP and pulling together the
colluborative If another city was thinking of
organizing a case management partnership, what
kind of person would you tell them to look for
to heuad the etfort?

DELANEY. Keep in muind that what we've
talked about most 1s starting the BEEP
colluborative. For any collaborative to get oft
the ground. 1t has to have a leader .a vistonary.
I had to do a lot of up-front work where 1t was
my vision, and | wuas the person taking the
r<ks So. you need someone with an 1dea who
s willing to pursue 1t.
Secor o, the person who brokers a
collaborative has to be prepared to spend /o of
time on it. That 15 probably the most important
lesson. For the first eight months of BEEP. |
spent over half of my time on 1t — and 1| had 13
my own agency to run too. I never expected
continued on page 15
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CHR Notes

by Ltk Butler

As the articles i this 1ssuce
suggest. our mittal emphasis on
cmployment and training
programs for asadvantaged
vouth has gradually broadened
to encompass not only tratning,
but hinkages with education,
weltare. housing and the hke
Today. the tocus of much of
our work. and that of the held
as a4 whole, 15 on the design ot
comprehensive programs and
systems. and the development
of the community-wide

partr erships needed to bring
them mnto being

Foundation Innovators
Much ot that shitting focus has
been the result of innovations
mtroduced by demonstration
projects launched by private
toundations We have reported
on a tew of them previously m
Youth Programs The Edna
McConnell Clark Foundation
has shown consistent
commutment to the concepts of
local partnerships and. more
reeently. to early interventions
aimed at muddle school-aged at-
risk youth The Ford
Foundation has been a major
supporter of basic skills
cducation in youth employment
programs  The Rocketeller
Foundation helped to begin the
Youth Practitioners™ Network
aere at Brandeis. and recently
launched the Communty
Planning and Action Projects n
sIX cities, reported on briefly
our tast 1ssue  And the
Commonwealth Fund. Gannett
Foundation. and the MacArthur
Foundation have helped us
launch our own Career
Beginnings program Many
other corporations and
toundations ~  Actna. Taconi,
IBM. Publhic Welfare. Primenica.
Lilly. Pillsbury. Hewlett, W T
Grant. Carnegie. Arco. to name
Just a few —  have simlarly
shown not only general support

tor the tield. but 4 1cal
willingness to lead and to
innovate

The Casey Foundation
Once of the latest foundation
players 18 also. nearly
overmnight. one ot the most
sigitticant The Annie E Casey
Foundation, c¢stablished by Jim
Casey. one of the founders of
the United Parcel Service. has
fully dedicated its considerable
resources to programs and
services for disadvantaged and
at-risk children and  youth
Although the Casey Foundation
has for years operated an
mpressive foster care program,
the recent death of Jim Casey
has prompted a dramatic
growth I its activities As a
result, i addition to major
programs in juvenile justice and
child weltare, the Casey
Foundation has launched one ot
the most exeiting vouth
iitratives in the country  New
Futures

New Futures
The New Futures mitiative 1s 4
five city cttort to create
commuaity-wide strategies for
serving at-risk  young people
aged 12-18 Over the next five
years, Dayton. OH.  Lawrence.
MA. Lattle Rock. AK.
Pittsburgh. PA. and Savannah,
GA will recerve an average ot
$10 - mithon cach to develop
collaborative .iructures and
systems that knit together all
the agencies and organizations
responsible for serving youth
and that result in an mtegrated.
case-managed system for
delivening youth services

The goals ot New Futures
are .mbitious.  Through carly
intervention: and significant
institutional change. the
mitiative aims to

+ 1mprove academice achieve-
ment and reduce school dropout

rates.
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* reduce the incidence of
teenage pregnancy  and
parenthood, and

* reduce rates of youth
unemployment and mactivity

for educators 1n the tive
aties. New Futures translates
tnto a major school reform
mtrative For employment and
traming practitioners. the
challenge will be to integrate
JTPA and non-JTPA resources
nto a coherent system  For
peoole concerned about teen
pregnancy. New Futures ofters
an opportunity to access the
major youth-serving institutions
i cach community And for
those interested tn collaborative
systems, from job and
education compacts to case
management. New Futeres
means learning about
partnership on a scale never
before attempted.

The New Futures Institute
The Center tor Human
Resources 18 pleased to have
been selected to develop and
operate the New  Futires
Fstiture. the technical assistance
resource tor the New Futures
imttative. During the neat few
vears, we will be providing
statt and board tramming.
intormation. and technical
assistance serviees to the
people - all frve cies and
workmg with the Casey
Foundation to assure the cities
the best possible chance ot
meeting the impressive
chatlenges of an ambitious
undertahing . We are very
eacited at the prospect of
hetpig to make this inttiative
work and at learming a gre:l
deal more than we know today
about system-building and
collaboration We will use this
space (o report on progress in
the tive cities and to speculate
about what the experience
means for ouwr held.
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Case Muanagement, continued from page 7
design - mnopartnership with clients - a
strategy of predictable remediation and  support
Case managers should leamn to conceptuahize the
uportance ot fanuly. group, community, and
soctal policy as they etfect schemes ot
intervention  They  should understand the
components of accountability — a4 good case
record. and clear entries for ntake, referral,
service delivery. termination. and follow-up  Cawe
managers should be able to detine and give
examples of advocacy technmiques  Finally, case
n.anagers must grasp the need for partnership -
agency coordination and instututional
collaboration — and understand the barrers
which stand 1n the way ot building such
alhances. and how these barners can be
overcome

The Case for Case Management
In the end, case management cannot be seen as
a cure-all tor all the problems of serving at-risk
youth. It v ditticult to mmiplement, ume-
consuming and resource IRtensive 10 operate
well, and depends on the willingness of
estabhshed institutions to change therr long-
standing ways ot domg business

But cate management sull has much 1o ofter
pracutioners serving at-risk youth When given
the care and attention required. a case
management approach can provide an essential
measure of coordimanon and support for youth
in need of assistance  And as human service
professionals confront increasingly  complex
problems and seeh new ways 1o recpond. case
management can provide a valuable coneeptual
framework 1n which services can be planned and
new techniques tor bringing those plans mto
operation

This arncle draws on research conducted by
Andrew Hahn, Paul Aawron and Chris Kmgslev at
the Cenzer for Human Resouwrres for the New
York Communuy Trust and the Exvon Education
Fund It also blds on the Center’s work for
the Annie E Casev Foundation’s New  Futures
mittative This and additional material form  the
basts for a forthcoming (Spring, 1989; Center
Jor Human Resources publication on effectve
case management practices For more information
on that publicahon, write Chris Kingslev ar The
Center for Himan Resources, The Heller School,
Brandeis Universuy, 60 Turner Street, PO B
9110, Waltham, MA 02254-9]110
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BEEP Collaborame, continued from page 13
that hind of ume commument, and 1t was tough
But. BEEP Taoked so good. 1t was such a
challenge. and 1ts potenual benetits 1o Kids
scemed so important, that 1t was worth the
ctiort 1T had a vision of how 11 should be, and
I wanted that vision and dream to be a reality

Clearly. another mmportant quahlinicatnon s the
ability to be very persuasive. You have to be
able to get other people to buy-in to your deas
You abse have 1o be willing to fight hard There
wili be plenty of bammers that hinder
collaboration  The leader has to fight many ot
them When the heat comes down on you you
have to be able to handle n

Finelly, BEEP may sometimies sound hke nn
program  But I hope I've made 1t clear that a
prime quablification v the willingness to transter
ownership 10 other partners  Ailthough BEEP
started as my adea, in the end. we all owned 1t
It you talked to the other agency directors 1n
BEEP. they'd say that 1t was their program too
There was a Tot of pride i what we did you
could see that pride ot ownership m the council
mecetings

CHR What kind ot a ditterence did BEEP
mahe tor s clients?

DELANEY  Scveral of the agencies told me
inut they couldn™t have done a good job with
court-mvolved kuds were 1t not for BEEP They
needed the extra support that case management
provided.

At the systems end, T think that BEEP's
single entry point and case management
approach were very mportant Tough kids don’t
go around telhng their bte histories over and
over again - BEEP gave them the opportunity 1o
bare their ~ouls once and only once. | think
hids appreciated that and stuck around

Lasdy, we iet kids know that they weren't
alone, and I think they valued that They had a
cartng «ase manager to talk 1o The case
manager was theirs = someone they could call
to complam ¢ And when a kid hit a bammer
and thought that he or she couldn™t conunue,
the case manager’s antervenuion, and the help
that resulted, often made the ditference between
complet ng the program or dropping out
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