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!/e 10/ IA a seventeen lea,- old &Lipoid. hvin,4
on the .streets Barely literate in f.nglish and
Spanish. he left school two %i ars ago after
repeating the ninth grade unsuccessfully Ile has
never held a .steady doh and has had several Hal-
ms ninth the law Ile is alto-natelv (harming and
angry. and not sine what he wants Ile needs. at
Me rely 'cwt. basic ethic mien, skill.% Paining.

accistanie, «inseling and a job
Julia is lifteen, a high _school ciphomoie, aml

several months In egnant She has gotten along
in Ina she 011IV reads at the seventh
izrade level She is planning to drop out of

Arum and go to WOI k. though her only
etpetient e i s as a liahswei She IA goIllg to
need help staying in hoof an .1 ta ving healthy
erred ial edit alum. health and day c are, c weer

education and snow antral snarl c kperience

Hector and Julia represent a growing challenge
for youth practitioners: how to access and
manage the increasingly complex set of services
needed by at-risk youth As youth employment
and education programs expand their services to
those most at risk, they need to coordinate not
only employment and training services, but such
services as remedial education, family
counseling, health. housing. public welfare, and
day care. And as the number of organwations
involved in serving each youth grows, so do the
problems of determining service options. making
succ_ ssful referrals, and tracking client progress
over an extended period of time

For many youth practitioners, the answer to
these problems is case management. the uNe of
a broker the case manager to help at-risk
youth identify, gain timely access to, and
successfully complete an individualiied set of
services provided by a variety of institutions
Case management is not a new idea social
workers and others have made use of it for
decades. But it is one that has only begun to be
applied in the fields of education and youth
employment.

Recently. the Center for Human Resources at
Brandeis University was asked to examine case
management practices in several fields and to
provide some guidance for youth practitioners.
What we found was that case management is an

exciting concept It offers the potential for
custoimied services, coordination, and a
coherent, coniprehensive approach to the
problems of at-risk youth

But case management is not a magic bullet
The reality is that an effective case management 10 THE EDUCATIONAL RESOURCES

effort is toi.th and time-consuming to
INFORMATION CENTER IERIC)

implement Whatever form it takes (and it takes

many forms), case management is more likely to
pave the way for valuable, but incremental,
improements in services rather than wholesale
change Moreover, case management is,
ultimately, a "political" system Case
management's success depends in large part on
the willingness of established institutions to
change their traditional ways of doing business

This article presents some of the basic lessons
that we synthesiied from our review of case
management in employment programs, and in
services for teenage parents. the elderly, and the
developmentally disabled, Its goal is not to
provide a simple. standard case management
formula there is no'ie But it does attempt to
identify some important ingredients for case
management and to describe some of the key
steps common to case management systems.

PERMISSION TO REPRODUCE THIS
mATERIAL HAS BEEN GRANTED BY

What is Case Management?
One reason why it is difficult to provide a
state-of-the-art formula for successful case
management is that nobody agrees about what
case management actually is
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About Case Management
Case management ha, long been a common tool in Held, a,

er,e a, gerontology, mental health, and rehabilitation But it p,

Jug hegtnning to he applied in the field of youth employ merit
and edue anon Our interest m it come, from the recognition that.
a, we wry e increa, nigh, dkach antaged youth that p, 011111

with a multiphe we need to find ways
orgamimg and implementing more complex ,et' of ,ery lee, At
the same time. while we are hearing more and More about ease
management. none of us are an too sure w hat it really is or
how to make it work

This ',sue of youth Po oer am\ tries to pro% 'de some initial
answer, to those questions iho opening ankle gnman/es mime
of V.1-1,1 we at the Center for Human Resource, e leaned
about arse management based on our reading of the published
literature and dkeussions. with a number o 1 practitioner, It p,

very much a preliminary discukkion we are w (irking on a
more thorough t..ffide for this Spring But, e w anted to pay,
along at least some of ,shalt ,ce ha% e already learned about the
e,,ennal clement, of an ef fectk e Law m..nagement ,y,tern and
the key gel), in the Law nianagenient proee,,

The second article offer, a 'nee counterpoint to the first It 1,

an interview with Leo Delaney, a Boston -bawd practitioner who,
in 1984. founded a ease management program for court-im ed
youth Our conversation with Delaney focused on the 'yak! of
how you make caw management wo& and how you create a
multi-institutional \\ von that guarantees kids access to ,en lees
from a variety d agencies w hen they need them Delaney
an,w ers come from hp, experience with one approach a

provider, collaborative that de \ eloped a common referral ,tens
and clear agreement, on acre,, to the ,er fee, of a number of
employment. education and social ,er, ice agencies

With the, issue we also find that we owe our subscriber,. mune
of whom have called looking for our Summer is,ue, an apology
and an explanation A, many of our readers know. Mr, 1, the
first year in which e ha c tried to publish Youth oL'/am \ on
a quarterly bags That is quite a challenge, and it has taken u,
longer than expected to get the hang of it A, a result. this is
only the third issue this year there was no Summer ',sue

We do expect that, with practice. we wdl he issuing Youth
Program\ on a more regular schedule In the meantime, we want
to reassure our subscribers that you will still get a full tour
rues with your subscription And if you haven't sub,cribed to
Youth Progr arm, we still hope you will Join us by using the
return postcard enclosed 'n this issue The mike ription price 1,

only S25 for four issue, for individual, and $50 for ingitution,
Fmr more information, write or call u, at the Center', toll-nee
number (8(M)) 343-4705
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Ca\c ,Ifamn;ement. ontimied /tom pa L:e
After re \ cw mg the literature on the Ike of

ease management with the elderly. Jame,
Callahan. a Brander, t nixenrt\ pulley expert.
concluded that it ha, become "a Rorm. tide h test

deli protekktonal tends to under stand Law
management bawd on his or her ow n setting
and experience Other, have draw n ,titular
eonclugork, commenting that the term 1, "mired
in controversy and lonttmon" and that "it,
t um. non, ha \ e been interpreted in disparate
way s. of ten making CaN,e management a
paradox le al assortment of Ali\ ."

Common Definitions. Sonic eommon theme,,
how e er. can he found One authority, the Joint
Comm ',sum on Accreditation of Hospitak,
defined ease nianagenient service, as "activities
aimed at linking the ,er ice sc,tem w ith
consumer. and coordinating the various system
component, to achie e a gicces,fu I outcome
Caw-management 1, essentially y a problem -,olcing
tune non designed to enure continuity' of
wry '\ and to oyereome ,y,tems rigidity,
fragmented services, misutilliat ion of certain
acilme,, and maccesgbdity

A second definition echoes the first "At the
,y gem, level, caw management may he defined
as a strategy for coordinating the pro\ 'sum of
wry ice, to clients within that ,v,tem At the
client lc \ el. case-management may he defined as
a L. hent-e entered. goal-oriented process for
.1,,e,sing the need of an inch\ 'dual for particular
,en ice, and obtaining those services

As we reviewed more than a doien
definition. sec era] consistent idea, emerged
Case mamgement is an approach that seeks to
make wry lee delivery

Integrated Client- Centered
Coordinated Goal ()ciente('
Accountable
Sequenced
Sustained

Cost-Et f ce tive
Comprehensive

It can best he appreciated a, an opportunity for
institutions to link w ith other ingitution, in a
coordinated fagnon that ultimately henehts the
client because it

incorporate, a coherent, sequential, multi-
dimensional, problem- solving approach,

locates the client within a particular "life
,pace" and ,octal framework,

Youth Programs



',COL, to q111111late lhallge hath thin the
client and the a' erall en \ ironment of huh he
or he I. a part

Why is Case Management Needed?
At-risk youth ha\ e need, that al e often L ample \
and Intertwined Tho \ Ielluire help determining
which among a \ 4.1 at ser\ IL es the \
when. ond in what order The require a.sistaike
finding and accessing thaw sCr\ Ice,. and support
to suLLesstully complete thaw ser \ !Les

Human 'Nen. Ice 111,alaltlall'.. an the othei hand.
are of ten one-dimei ional and spellall /Cd 1 he \

type all \ otter .er\ Ice, that are t 1.11litt'd and

provided a, separate entities hawing I, the
niche of one agent.). , education that at anal her.
and jab training dm, at a third

The result is that there is at ten a mismatch
het een the helm \ ior at the helping-pi aleY,Ions
and the needs at the 1. auth w ham Iliac 1!1 \

Intend to help Without Law management.
inter\ ehtion. are Often uncoordinated and st. aiLe
iesources squandered A oung pet sal] L an Ca'a

tall thiaugh the crack or give up tiynlg to
navigate what I,. in most 'male.. a dispirited
multi-institutional \ ,tent I he tuncttan at
Law management I, to a\ ercome the riu.111,liCh

het Cell institutions and L bent need, and to
pros ide the continua \ at ser \ t 'c- that is a itiL al
tar at-risk south

Effective Case Management
In order to locate and walk a ming pei.on
through a sequence at sets Ices. the t\ ilk, al L.

management sy stem has the tallow Mg
component,

Finding and am ac ling apptopt late L hents

Intake and assessment.

Designing a en, Ice plan.

Intervening in the L. manumit \ hiokering.
ad \ ()eating, and :liking.

Implementing and monitoring the set e

Evaluating the et teL ti \ (Mess at Lose
management

central to almost ('\en aspect of the Lau'
Management pi a. ess

Case Nlanagemeni Requires Partnership Cane
Management I,. 111,1 and foremost. a sydem at
partnerships between Law manager and L bent.
and het w een ()rpm/mums In an Mimi \ e Law
management s \ stem. the case manage! V, ark, in

partnership a /di the client, sharing responsibilit
rather than working on the client There n a
do nun. rather than a substitution. at labor
Case management also in\ oh, es partnerships
among institution. At some le\ el. each must he
willing to he flemble and to share access to
set Ile, or reall1Le In that Lome t. the Lase
manager work, tar all the partners. helping
institutions access L. !lents. and linking L. 'Wilk
with those institutions that otter the \ R. es

oung people need

Case Management Must ProNide
Predictabilit Mans disad \ antaged south
e peoence Itte a, a series at random e \ ents
a \ e r which the ha N. e little canna] SucLesstul
Lase management ,\ stein, V. ark to rebuild that
,erne at L. ()mud and prediL hv helping
v ming people to plan, to .et goat,. and to
undertake a s \ stematiL process I meeting thaw
goals \ ming people learn that thev L an make
chokes and that their actions lead dueL \ to
Lam. lete auk nines

Case Management Demands %ccountabilit
('heat bust and et lecti \ e coordination test an
the \ eiv at promised 'NCI N. ILL', Fat L
management to V. k. L lents. Law manage's. and
institutions must he cleat about then Tole, and
te.ponsibi Imes. tasks and associated timelines
must he V. i Inell da\N. 11. and ambigua \ must he
replaced e \phut agi cements When
aLcountabilit \ b. not cleat cane management

telll break down

Case Management Communicates Respect for
the Client The ,mt.e,, at an \ Lase

management et tart depends an the &glee to
plan. which the young person is engaged In the

de \ elannitmt aid t, Iran ownership at a

iemediation plan, and has a maim stake in

insuring It, success A strategy that i, imposed
\\ ith little regard for a L hem 's interests or
Lancers, has little chance to hear hunt In O. \

aspect at cane Mallagelllent. then, the L hem has
to be treated a a mature, responsible adult
not a, a number or a child

What makL, these activities et tech \ e. how e\ et.
is the philosophy or approach that guides them
A. we reviewed the literature and talked with
practitioners. four maior theme, stood out as

Fall 1988
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Making Case Management Work
These themes set the context for caw
management and shape much of w hat takes
place in each step of the Lase management
process

Finding and Attracting Appropriate Clients
The initial ontaLts with a case management
system are an impo.,ant opportunity to establish
a relationship and set expectat ions Predictability
and acco intability should he hallmarks of those
contacts Potential clients need to he oriented to
the purposes and structure of case management.
what it can and cannot provide, and what their
responsibilities will he The should clearly
understand early on that case managers work in
partnership with them, not on them, arni that
development of a case management plan may
constitute a commitment to long-term services

Equally important, those initial contacts need
to convey an attitude of respect Case managers
and their supporting service providers need to
show a genuine feeling of enthusiasm, caring,
and dignity to the youths who approach them
This includes initial telephone contacts No
contact with a young person should he
conducted in an impersonal, buleaucratic mantle!
it w ill only turn that young person oft

Lastly, case management is not for every one
To he effective, a case management system
needs to identify a target population that can
benefit from long-term, holistic services, and that
is amenable to receiving them The marketing
and outreach campaign needs to he clear about
what is being offered while highlighting the
benefits of a long-term, individualised approach

Intake and Assessment Intake and assessment
should also he caring. professionally-handled
experiences that Lommumcate respect to the

The enrollment process sets a tone for an on-
going relationship When the caw manager (not
a clerical functionary) interviews the client, he
or she stv,uld retrieve not only the information
typically sought in the orgamiation's regular
intake process, but also data related to compre-
hensive, long-term services This information will
contribute to current and later accountability At
the same time, to contribute to the client's
sense of predictability and partnership, care must
to he taken to 'Mom him or her about 1t by

data is being gathered and how it will he used
The most effective assessment tool is 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 is, what strengths can he
worked with, and w hat vulnerahilitie s must he
Lot pensated for Inter shed light on
such qustions as

What social skills does the client possess')
How developed are ei hal and expresso. e
capacities.' What affect and emotional tone aro
conveyed'' How orgam/ed is the client? How
does he or she describe pros! ms, possible
solutions, ind future ambitions'

What support network already exists? Who
within the client's environment can he turned to
for help') Are there role models')

What is the client's school history') What
problems crop up and when'' Do patterns
emerge in the relationship of the client to
teachers and school authorities''

What is the client's employment experience')
What issues recur'' What vocational interests are
expressed') Are the client's expectations realistic'?

What is the client's service history? is it
possible to pick up w here a previous service
pros icier lett or

Assessment will probably also involve testing,
however. it is important to choose tests capable
of generating infonaation that is accurate and
that a program w ill actually use Many testing
instruments exist, however, no one test renders a
complete understanding of a client's problems
and potentialities In addition, unless testing is

related to seal program options and can help
determine which options make sense for a client,
the entire process becomes a misleading exercise.
Respect for the client leads to the rule "collect
all the intormation you can use, and use all the
information you collect

In sum, the intake and assessment process
helps map out the terms of the case
manager /client partnership, subject, of course, to
revision and renegotiation But it is equally
important to note that, while there are
advantages to gathering lots of good data up
front, assessment is an ongoing process The
Law manager will need to wt rk hard over time
to develop a relationship with the client and to
continually track his or her progress

Designing a Service Plan The alliance
between case manager and diem is intended to
bring about change The case manager works in
partnership with the client to develop clear

Youth Programs
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1 tie! ,t hem to idennt \ the plot-11cm.
he or .he take. 11,111.1,0111g Ihc,.0 ptohlem. into
.er \ Ike need.. and gm ng eat. h an applopHatc
pi writs.. the k a.c manager generate. a of

.mk ()piton. IioIU \thrch the bent k an
chou.r Bet ore ,hoo.ing the ka.k manage' and

11C111 th.k u.. hoot each option might meet the
k need h a. the leptitation
of cat. h agent_ then C11,;1111111, ICtI1111C111C111,, arid

ICC. the M11011111 01 time the diem \t ill ha \ e Iu
Tend m .t.t1 \ ur. nd agent_ \ lot_ anon. and
prosonut \ to tran.porionon

Ore e the k bent h,l. k horn an option he 01
.11C 11CCtl 10 heal ,1110111 111C 1C1Cllal prok Mule in
.unple .tktp lei tn. Ideall)., the chess \\ Ill
then in the ka.c manager '. pi e.cnkc. La!' a

knov, n per.on at the Ietcrrol gam/anon and
hedulc an appointment In all k a.c. the client

.hould \\ rite dot Il the appointment date. time
k (intact pet .on name, and thick tion,, to the
etc! ral agent_ \ tahi \ the \is Such \is (nd

I hr lass manage! al.o need. to dc1,21 mine
hoot much achhintnal %support the client need. to
k \ 0111 111C 1C1C11,11 Mli.A.C11.111 \ 111,11-N1011,01On

hand holding. hah \ sitting cik I anti help the
bent angc tot that 11ppo1 I

1 0 CI1M11C at.t_011111,1111111, . 111C t. d'' 111,111,q1C1

101,111 \ t.0111,1t.IN both the them and the Ictenal
ageno. short s\ \ at the k bent ,,opointmcni to
identit \ \\ hat nan.pired a. seen through the 0,r.
01 110111 11,1111C,, pel t. C1111011,, ot len (1111c1 the
chins ,1116 t.,1C 111,111,0!Cl c all then dCle1111111C NA hal

the dint \ t \ ILT ate him the case
managel k an uppoit hr!! miplementan )11 and
\is briber ,t lei I.ton of the \ Ic c plan 1. k ailed

tot I hem.' ta.k. ,tic \is men dovt.n and hekomc
pad of the ',et ik e plan 01 enure. it 111c L 1tcnt

(11(1 not attend thc appointment 1%. planned. It I.
through such motutoi mg that the case manage!
Icain. that t0!Iettnr at.11011 I. 11Ct.C,,11 \

111C( client 11,1, been \ 111,1t_Cd
into a pffigram the cow managei monom. the
plat. einem to a.,,tne that it niect the need. .et
frnth in the .rllltr plan II the t.1 [cot t.0111pleIC
a ' l\rce he of .he k an then mo\e (m to the
ne Ip!ed!ctcdl o.pet. t of het '.mulec
plan On the other hand, it the k licnt I. unable
to ak Inc \ e hi. or her goal. through the I cteti
it ma \ he 111110 101 111C LAM! 111,111,1,1rT 10

1111C1 \ C11C Vs 1111 111C 1C1C11,11 agent_ \ of r\ en to
\ ievs and aditt.t the ,,e1 \ Ice 1)1,111

\t_t_ountahilm. and predik tall]] \ iii
implementing a .11 \ Ike plan al.° depend On
t u t uumuuIlion among the tier \Itr pro \ 'der. .1,,

much a. po..ible. there should he regular 1C,1111

tali to face. 1111 the \ anon. human
.e '. u NAM kCI a..ut LUC(' NA 1111 Cat_ h case

mu.i he \tothed out. Imam ie. .hued
c )1/4 pet. tation. e.tahli.hcd I cam incei tt. a.c
onteicnkci arc at the ',call of -,onimun

inall the long-term goal of an), ',en. Ike plan
he 101 t_ 11C 1 C \ \ tO 110 long,1

nerd ca.r management Pai ptecliktalnlit
,Itcolllll,lhllit\ and ICpCt_l ale all aimed at
helium '.flung people to komplett: then .ruler
plan. learn host to at. kc.. ()Mei .cr \ Ike. on
then ovs n, anti ICCI Wad N. to 'Lindh! IOC \11010111
plute..unlal Intel \ ennon m .hart to he !cad \ to

bleak 110111 lam_ 111,111,1,CC111C111 drpcndrncr

aluating the Hi eness of Case
Management. Cdc management I. pen.] \
and time k on.unung it I. important their etoi e.

that It. ic.ult. he \ alualcd 1/4,0me ot the
that need to he ,t.ked ale

ON, ci s.,c% et di \ cm., do the numhci.
Imank anal \ .i. plat. po.di \
ter mutation. cIL heals out \t hat plat titionci..
gir le, cl \ \ ha \ c tolled ',mt.

I Ia \ e the .c!tlte. and le.outke. to \thlth
k 'lent. hay hecn relei red heen pplopi late and
adequate to fleet the!! need.' 11,1. Lame
management ellrcinr al accr..In and
ooklinating thus \ alld

\\ hat ha. happktned to k I lent one . ear. anti
vs 0 \ eat. attei a.k management

\tippet ' 11 hat might ha\ e happened it case
maddrciticill had not horn pi (0,

If c\ alu,lnun 111dlcMc. 111,11 cause 111,111,1gC111C111

111,1' 1101 have heen Mk. t_CY.1111 110111t1 11 he

di.kontinued of could some ad itt.inient make it

\ isthle

111111C these al( lot1,11 titiL low, 111C \ ale t.1111t_ ,11

to 1111(.4.1 '.1,111(11112 11 ltrt 111,111,41CMCill VS 01 k

and vs hellici the et toil going int() it I. ultimate'\
p,t mg of t

The Case Manager's Role
I he hassn. piiixIple 01 case 111,111,01C111CIll point
to a Inuit Oak etcd ole tot the ca.r 111,111,q!Cl In

t.,1C 111,1114'CP. ,Iii f,lth. 01 all 11,1de,,

I he \ stimulate koonlinate. and monitoi
deli \ \ .1) that \ ()nth do not tall thiomili
eac h. I lIcN, do NA hate I. to retinaeo
hairier. hindei mg ,t k I tent '. ad \ dike totcald, .elt

t tem \
ALL oi ding to one te t. case manogei "help

k I lent. de \ clop and Met. ti \ el \ utillie their ()NA n
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internal prohlem sok ing and 4. opine! resources
and tae !Indic ongoing imeme irons hem een
resouree sk sterns to enahle those , \ stem to
L\ ork together more Mee t \ ely Case managers
tae dilate and unproL e interae t ion hem een stall
\\ ohm resoure e ,stem, to promote tie ettee tiL e
and humane operation of these sk stems and to
make them responsiL c to .hens needs !het
establish linkages hem cell .bent, and r esouree

,stem,.stems. and hem ecn resouree sL 'items

themsek es to make them ae e essi He to eaL h
other 'Utley deL Clop nev% icsi stems to
meet the needs of L bent, 1 lane 1lI11,111.111

"Generalist, and Sive ',dist, in Sou al Work,
Crete 1FaIl I Q7()

Case manager, sec e as sur rogate par ents role
models. Lounselok. soLial entrepreneurs. and
pol meal ad ocates 1 he nag. Larole, prod and
ene mirage Lheuts I he pr essure institutu in to

esponsthIL or IllhrIL ate the gears het v.een
institutions 1 heL make referrals, and monitor
.bent ht heL deal L\ ith the e !rent 's Lund
Idea L\ ork and ,e110)1. social seme es and puhhe
institutions he \ alter .Item helm\ lois
sat el11,_IllellIng .bent e apae itL to e Ise self
determination and autonorin

Qualifications for Case Nlanagers Vhdi ale
the proper quahheations ot a e i.e( manage!

hey \.u\ (ILL outing to the Lontekt 1 !binomial

stud L (limning 140 Lase managers rn sr. uses.
tor e ample, found that n)ughIL a thud had less
than a ol lege degree 5'1' had tout L eats of
.()liege and onk 15', \\ere master', le L el

Soc. rid L\ (irk training L\ as te peal. but not
ohligatory Case managers sera rig teenage girls
of ten had a nursing hae kground -gang
menthe!, sometimes did Lase management v.ork
L\ ith gangs At times, parents ,erred as ease
managers for deL elopmentalk disabled e hild! en

Disciplined Empath ase management
quahheatioirs wheel local em uonments,
ne L ertheless, some Lross-euttino. criteria an be

identit red Fri e ample. cite. e Lase manage!.
seem to ekinhit Mutt might he e ailed
"(Ike mimed empathy They respcer and .ate
ahout their e !rents. and e an deL clop partnerships
\k, ith those cheats The L listen to ghat e hei
say, read hem een the lines. and sr/e them up
They can \\ ork v( rth the e hent to deL clop a
,enter plan, and can here the diem uhuy to
it as it it acre his or her idea in the hrst
place.

Itteetnve case manage!, demand aLeountahilitL
from e hems 1 heL ha\ e a compassionate but
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olcel understanding ot the Louth thc L
L\ ork L\tth an ablin \ to deL clop a therapcutre
al hark e. and to e hallenge and L4)11110111 kids to
meet then end of the bar gain

Partnership Skills 1t the same time. Lase
mana,!iels hare to hare the skills to dek clop
partner ships L\ ith institutions 1)11\14)114Hk.

sensitiL itL is a keL trait Case managers
negotiate ith hureaueriie les serL i.e. 1 o (I()
so L\ ell re tune, adept ,oval skills and an
ahtlth It) lead IllshnIllonal Lultule, ( r) ssmg
thrisdie tional Imes entails a &Ilk. ate halarkumg it_ I

doing hilsalless on someone eke s out Out
stationed stall must he ahle to asseu .bent
interests v.htle heing e ream e and tle\thle
enough to make ease management Lomplement
the mission 4)1 the host

Being indigenous to. or at least to hen e
L\ of king knoL\ ledge of then LonummuL Lan he a
plus for a ease manager Belly. 01 the same
urinal or I inguishe hae kground as the maiorik ul
.bent, n aka) desnahle Neither is a

preeondition
It also helps it Lase mairage! s line a human

semees orientation IheL need to adopt a
phdOsoph that hall rem. to e bent self
determination are Intl internal and eternal and
onstantly mteraet Inter\ e talon, !Mist aim at

e hanging hoth the indk dual and tire
em ironment

Entrepreneurial Ingenuity 1-ohtlh .a,e
managers should e hibit entrepreneurial ingenuity
Hee (ruse resourees are not immediately
aeLessthle, eheetk e Lase managers need to he
ahle to I ashion .bent support nem mks hom
re,ourees under others' Lonnol I he' need to he
ahle to mediate alh ark es among e ompeting
agene les establish trust and arne utak: mutual
Interests

Staff Del,elopment Key It must he
ae knoL\ !edged. up front, that it is rare for an
organi/ation to hire an ideal. ready -to-operate
Lase manager In tad. it is neither teasthle nor

des!! ahle that Lase managers hare a ',Linda! d
resume Rather, good Lase managers are
ltcated hheL enter the held Lk ith solid raL\
material." but it Is !laming that molds them into
et tech\ e professionals

I he key ten that Foe ess r, 4m-going stall
deL elopment that aequan ts potent al ease
managers Lk ith the multiple elements tit ;groat

case management. and Lon\ cL s the L apae Hy to
«MIMIC(' MI 011;('
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\\ ant to he deaf, this, 1i..111 I a Ittlat1011
hen: I 'aid I II ,:".1 e ou ',tl.tt n Ietutn tot

.ome \ ague t pe of -t.00pel anon Hick: \k, ., a
\on\ tete, and otter \ - trade l'he \ had to he

[HMI., to kilainle then a\ of doing busane..
I or e \ ample. I WW1 t lusa ant ',lot', ill then
programs, I \\ anted immediate adnu..ion.

IletheT the \ had a \\ ad mg 11.1 of not I

e \ pc\ ted them to open up ito.ii that \\ on 1(1

othei \\ hale taken month. to get nuough
W hen ihe got a tall from a r.a.e manage'. the \
ha ! to gi \ e prim admi..ion to the \ oung
pet.on leple.ented h\ that r.a.e manage! So
\\ here I had .omething of \ alue to offer I \\ a.
looking for .omething \ aluahle to letuin

The Benefits of Collaboration
e talked about lum \ ou attiaoed

oiganuation. to the (.A1,11101,11 e U\ el the long
hat Willed out to be the real in\enti \

tot \ ement in the \ ollahoian \ e

D114;1_ NEY thew \k.eic inam, and the\ \ ailed
from agent. to agent. and twin per.on to
pc! .on

LP o \ ided an oppoltunit to
\ e a \ dirt' tilt population that

mo.t of the oigam/ation. ,1 . but
aluldn't \\ k ell \\ ith Hue agent. ie. had that
In minium I he 'd he \ et done a good lob \\ th
Court- m\ol\Cd kid., and BHT \\ t.eitaink
\\ oith a ti \

Anothei oh \ teat n to \\ ark togethei \\ a',
f uhding Out giant \ e t wank.' al re.ouir. e, to
do \t hat \\ e needed to do I \\ a', able to
negon-te ith mune of the agenue.
I Could hto, .lot', tot kids, the othei \. I .e
wouldn't take or Louldn t handle If an agenr \
didn't ha \ e Inndutg to co\et the Lo.t. of
%set \ ing a pal ular kid. \\C tuuld purt.lia.e that
',er\lie from them I hat \\ \ ollahoranon

ould not di am then budget. the \ kne \\
the \ ouldn't lose mone her. au.e the \
ollaborated

1. Place to Trade Ideas A thud maioi
mcenth e one that \i.e didn't RAUL' at IN

\ka that thi ()ugh the pirk es. of \\ oi king
together, agent ie', got to learn about one
.mother'', ter. hnique \1, hat \\ irked and cthat
didn't We educated eau It other At one meeting.
one BEEP member asked anothei, "What do

10 do when a kid shows up drunk for hi',
counseling appointment.'" '1 hat question set of f
a 1, hole new realm of cooperation We waded a
lot of good ideas Before BEEP, we'd ire \ er
had a good forum for talking about this stuff

anodic' e \ ample, one edur.ation piogiam
had an e \ naohlinai \ attendant. e late I he
uollah \ ga\c the other ,tent ie. the ( hank. e

to I Ind out \\ hat that piogi am \\ a. doing that
\\ sso et fa \ e I he \ took .onie of tho.e ideas
hack to then agent. IL's, and unpfa\ed then n

plogi onnuc" inatel
Ont. e we lea )gni/ed \\ hat \\ happeiong. rte

NIA it a step the! ',et up a ttl)
Onlithttee of the edu anonal .ite', to to de \ e!op

mutual! \ -agieed-upon pet tot Mani. e idildank, to
learn about each othei. enti \ es and re \\ ,nd
\ \tem', to hash out ti in.portatton and so

on While that it as !.I0iint on out best case
manager 01 ked ith Counselors and teachers
hunt the program. to impio \ e then skills \\ ith
\ outht id of fender', ho \\ to deal it ith them [KM
to set hunk ho \t to he .uppoith e, and .o On
HI I P r..a\ e us all a t frame lo \talk together
toward a Lodunon goal I of the first time e

had the %same mi..ion to:,!ct/ret to \ e
in the hest it a\

Chance to Cut Red lane. , nothei bond
hem een us that d members
had eat het been f t ussti Sited ith led tape Bet me
1311 1' e alt had fought the bulearmaues
inside and outside of out 0\, fi of gdm/at ions
HI EP \tas attiat.ti \ e berausse ass based on a
philo.oph \ that -the !tile." shouldn't get ill the
it \ of meeting kid. needs RI-11) gate us an
e \ um: to do thing. dif I el end \ W e \\ eie not
going to let out huicatioatir .tem', it el I-
meaning thought the might he. get in the it
of doing \\ hat had to he done tot a kid in
other \lotus,, \\ e didn't bola' kids to fit the

\ .tem e f ofted the ',\ ',tent to adjust to the

I mall\ . the HI I P (.011,11101,01i a Ile and
e \ \ ing It ,ga\ e agenc \ leader, a th,ulte to
\\ ork \\ ith cad' ()the! Boston.. outh set \ mg
agent. ies had al \\ a\', t.ompeted ith eat. It other
for funding P ga \ e them a reason to put
Lomplition aside and \\ k togethei

Negotiating Common Strategies
(1114 Did ou tun into an maw! pi ()Hem.
along the it a\'

DELANE Oh, \ eah' 110111 !he beginning. \\ e
had a lot of \talk to do. and none of it

ca. We had to deal \\ ith Ietetrats, the intake
stem, it hat it e it anted, V.11,11 Vre anted to

corral, and so on We argued about data
collation, v. hat we'd need and wouldn't need
We all had out biasses Santetunti \\ e clawed''
each °thet pi cit\ good enroute We \ ertainl: had

Youth Programs



plenk of heated di u..ion.
I 01 \ \%. e had to \(111\ out \%. hat

Illf01111,nion %a realk needed h\ ear. h agent. \ to

ele a ,bent et fedi\ el It took a touhlr of
InCe111112 and a lot of neL .print L halt. ill.' to
ICInOdel ill\ 01 Tina! I1011 01 the intake
Into ha' the other nt.utunon. \L anted
hahCd out \%. hat Int 01111111011 hi RC v. mild
pi 0% !de to eaL h agenk. 1. to hf tunqu;
and f erof ting counement., and %%.e a,eteed that
the% %%. 011hf nut do then 11%%. n intake pioteduie.
on top of the one. I31,k( ould do \\, e
en.wed that the numher. repotted to I I P \ 1-1\

Iii R(' and the agenL %%mild not he double
L owned

I c.t %%. ,t. ,ulmthet e\antl,le Ihete %%. Cie %%.

InajOi 1tie \Olt) do ICtillg and %%. hat

lea should he used' IthOlnIll I'd onginalk
en \ RC handling all am....,,ment .once
went ie. telt (Oct %% 1.e I he \ .ne.ed that 131 R('
%t a an emplo ment tenter a..e..ment
.caned km aid. cinplo \ amid \ `.w alrnough lil R(-
tould (10 a ,aood joh %t nth emplo meat
men!. the ()Mei a;;L'11(.1e felt th etiutauonal
te.ting aL adenth bar. kgr and eibei
edut. at tonal should he handled 1-1\ the
eduL at ional \ her .mite \ e 142111.

the Lounr. d der. ided that tedilig %%. otifil he done

h t\\o of the cduLational p1ogiam. I hat \L a a
al Lonipiorni.e hut one that \L a. neL

.ender' Thome plogi am.' L oopci anon
I hen %(.' had al gument. about \L hat tc.t.

e \ one Oald IR. all \ \ .111e11. \

used a dIffel ent test and felt dill It Mk 11
tetli.: purr. crime. %%. CI e het Ihete \\rte 111,11OI

hank abOlit U111101111 a 0,111(211t \%. hat needed
to he included and \L hat thrill t ,\ L 01111)101111.c

IL...tilted It %t agiced that \L ,mold all a(Aept
101 better 01 %km .e. the I ,\

Case Manager Authority
('FIR \\ hat %%. ould \ Ott ,1% 1(11,q211C1

IWI.ANEN Caw mandeincot a. the piece
that made BHT Mork. but at 111.1 ine ,tpet1"
of it \\ rte !laid 101 0111e of the panne! agenr
to aLLept partiL ttlai l) the tame manager'.
continuing authorth once a referral V,.1 made
Fite patine' Lad to agtee, lot eample, that
the', \\ mild not e pel a RI-FP )(ull hom then

ogt am \\ alma! the tame manager ' agreement
Agent_ ie. \\ Cie \\ill rig to L ollahot ate Ihe

to take immediate IA:nal. Rut man \ of
them asked, Wh). should the cam: managei ha \ e

all tut influence and pO \\CI 0 \ el kld unto
they) e Its tan ptogram. )"
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It took them a \\ fide to ick. of.2.111/C that the
Lam. manag.ci had ahead% LIL. eloped a pet 011,11

ith the L hent one that Could he
u.ed to the kid ad', antage one that the

in.t Hutton,. didn't h,\ \ nd at ter all, a
philoorh hchind t e.e fifnagement %%.a to

//ot torte the to de elop v,

relation.lu p. \\ith .rt\itr pi 0% ides ci
11: ,,he

\ entualk all the paunci m.tttuuon. !call/err
that the L a.c manage' had to ha \ e I mail .a

\\ hat happened to a kid m HI 1 P the tame
managei had to he im ed m inter pi eting
a..e..ment it:milt., del nine %%. hat pi ogi am the
kid should ;Wei and dek.1,1114: %heihei the \ °rah
.houkl he telminat-1 hom a ptogt,um 01

an.f cued to anothL
I In. %%. ,1%., a L !lift pout the tame managei

%kJ', the (we peion nth rut %% hom \ \

1111.1111 fall apart II kid" toultl take the li.k to
de clop a R..1,111011.1111) ith the tame mangel
the might ha e a L hank. e I he tame manager
\L a. .0meone the \ Could Count on I he\ Could
n ri.t one pet ,011 and the agen,_ tr. %%. OfIld Make

.me that if the tame manager purini.cd
munething it \\ mild he deli \ eied hem: kid.
didn't ha \ e nnuh cl.e ill then Ise. that \\
that mrlid onn.e. that %%mild he deli eted

Qualities of a Case Manager
tint ( (mid \ on define the ino.t infrof Lint
qualitie. of a tame '

DEL \ Ll I et'. talk f .1 dhotit the
manage! ith \ tame
inan,wei need. to mtchno, kindne. %%. ith

11111111e to klIOk intintkek %%. hell 10 he

.uppolik e and %%. hen to it all lie the kid out
Otu hem tame manage! let kid. knov, -The L.med.
but .he made hei bottom line \ \ L leaf She
poke .01 t I\ but kid. Wetted She ga e a lot
of kid,. unething the \ didn't get an \ bete elC

e \\C(1 them 010 1re toted about them
%%. hik :.21% 114! LIL C \ pe(.10.1 111C111

10 tultill then pal t of the hal gam and he did
\L hat he he'd do She'd lealk ,ome
dok n on them if the didn't do then rah but
hie te.pcf.ted that he,. au.-2 the> knv. he t,,ttcd

Not a Nine-to-FIN e Job ( oholay.el also
ha \ e to \ nik hal d I he ha% e to hustle I lie

Can't do then foh at then de.k I he ha%e to
go out to the kid. I he ha%e to niggle
,Lhetiule, \ heat tame managef used to tell
nlr that he kept het .L hcdule open het \L ;Tit
I I 110 a in and 2 (1(1 pin each da \ heeaue he
knev their vonild he pioblem coming She also
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city's JTPA people sitting in the council There
we,e plenty of vines when we made them
squirm, but they were good people who were
committed to kids They'd go back to their
offices and see if they could find w ays to make
the council's moves "acceptable" to the
government Sometimes, though, we had to %ay
to them, "You can leave or close your ears, but
this is the way we are going 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 had its own philosophy and structure for
dealing with kids Each had its own counselors
Each felt protective of turf and hesitated to give
up authority.

As I mentioned before, one of the cent:al
issues was the case manager's authority and
ability to demand enrollment One way we
solved that was by having case managers
participate in the collaborative board meetings so
that they could quickly get to know the agency
directors personally, and vice-versa. Then the
case managers could call 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, it was
rare for me to have to do even that.

No Easy Solutions . Of course, this is not to
say that everything came easy. Not all of the
agencies bought in to this approach immediately.
After all, it 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 time many private
lunch meetings persuading them to break
away fr im their usual ways of doing business
But after getting past their reluctance, their
unwillingness to take a chance, I was able to
get them to give it a try. And once they saw
that they could handle things without a major
crisis, they bought in and had some fun with
the rest of us.

Flexible Funds
C1-1" Do you think BEEP would have been as

cctive if you didn't have the funds to buy
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DELANEY I think a collaborative like this
has to have some unrestricted money available
for collaboration, purchase of services, meeting
kids' immediate needs, and the like And on the
institutional end, no agency should get hurt
financially because it chose to work with other
institutions With BEEP, if an agency didn't
have funding to do what we needed, we were
able to slide some money their 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 I'll tell you,
having persona/ financial support money
pocket money, food and clothing money was
essential.

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

1

DELANEY: Probably the biggest barrier occurs
when funding agencies don't recognize that
services for at-risk kids, collaboratives, and 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 in
organizing BEEP and pulling together the
collaborative If another city was thinking of
organizing a case management partnership, what
kind of person would you tell them to look for
to head the effort?

DELANEY. Keep in mind that what we 've
talked about most is starting the BEEP
collaborative. For any collaborative to get off
the ground, it has to have a leader .a visionary.
I had to do a lot of up-front work where it was
my vision, and I was the person taking the
risks So, you need someone with an idea who
is willing to pursue it.

Secor the person who brokers a
collaborative has to be prepared to spend lots of
time on it. That is probably the most important
lesson. For the first eight months of BEEP, I

spent over half of my time on it and I had
my own agency to run too. I never expected
«moulted on page /5
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CHR Notes
ht IJ II, Butler

As the articles in this issue
suggest, our initial emphasis on
employ ment and training
programs for usadvantaged
outh has gradually broadened

to encompass not only training,
but linkages with education,

eltare, housing and the like
Today, the focus of much of
our work, and that of the held
as a whole, is on the design of
um/mei/ems/re progranis and
systems, and the development
of the community-w ide
part' erships needed to bring
them into being

Fouidation Innovators
Much of that shifting focus has
been the result of innovations
introduced by demonstration
projects launched by private
foundations We have reported
on a few of them pro, musty in
Youth Programs The Edna
McConnell Clark Foundation
has shown consistent
commitment to the concepts of
local partnerships and, more
recently, to early inter\ ent ions
aimed at middle school-aged at-
risk youth The Ford
Foundation has been a major
supporter of basic skills
education in youth employment
programs The Rockefeller
Foundation helped to begin the

outh Practitioners' Network
Mere at Brandeis, and recent IN
launched the Community
Planning and Action Projects in
six cities, reported on briefly in
our last issue Arid the
Commonwealth Find, Gannett
Foundation, and the MacArthur
Foundation have helped us
launch our own Career
Beginnings program Many
other corporations and
foundations Aetna, Taconic,
IBM, Public Welfare, Primerica,
Lilly, Pillsbury, Hewlett, W T
Grant, Carnegie, Arco, to name
Just a few have similarly
shown not only general support

for the field, but seal

to lead and to
intim ate

The Casey Foundation
One of the latest foundation
players is also, nearly
overnight, one of the most
significant The /lame E Cases.
Foundation, established 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
impressive foster care program,
the recent death of Jim Casey
has prompted a dramatic
growth in its activities As a
result, in addition to major
programs in juvenile justice acid
child welfare, the Casey
Foundation has launched one of
the most exciting `outh
initiatives in the country Nei,
Futures

New Futures
The New I.utures imhati e is a
Live city etlort to create
community-w ide strategies for
serving at-risk young people
aged 12-18 Over the next live
years, Dayton, Oil, Law rence,
MA. Little Rock, AK,
Pittsburgh, PA, and Savannah,
GA will receive an average of
$10 million each to develop
collaborative ,;ructures and
systems that knit together all
the agencies and organ /at ions
responsible for serving youth
and that result in an integrated,
caw-managed system for
delivering youth services

The goals of New Futures
are ambitious. Through early
interventior, and significant
institutional change, the
initiative aims to

improve academic achieve-
ment and reduce school dropout
rates,

reduce the incidence of
teenage pregnancy and
parenthood, and

reduce rates of youth
unemploy ment and macho ity

For educators in the five
cities, New Futures translates
into a niajor school reform
initiative For employment and
training practitioner~, the
,:hallenge will he to integrate
JTPA and non-JTPA resources
into a coherent system For
people concerned about teen
pregnancy, New Futures offers
an opportunity to access the
major youth-serving institutions
in each community And for
those interested in collaborative
systems, from job and
education compacts to case
management, New Futures
means learning about
partnership on a scale never
before attempted.

The New Futures Institute
The Center for Human
Resources is pleased to have
been selected to develop and
operate the Neti rum/ es
Instaute, the technical assistance
resource for the Nev, Futures
initiative, During the next few
years, we will he providing
Matt and hoard naming,
information, and technical
assistance ser ices to the
people in all five cities and
working with the Casey
Foundation to assure the cities
the hest possible chance of
meeting the impressive
challenges of an ambitious
undertaking We are very
excited at the prospect of
helping to make this initiative
work and at learning a gre:.t
deal more than we know today
about system-building and
collaboration We will use this
space to report on progress in
the five cities and to speculate
about what the experience
means for out held.

Youth Programs
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design n partnership with clients
strategy of predictable reniediation and support
Case managers should learn to conceptualife the
importance of family, group, community and
social policy as they effect schemes of
intervention They should under stand the
components of accountability a good case
record, and clear entries for intake, referral.
service delivery. termination. and follow -up Caw
managers should he able to define and give
examples of advocacy techniques Finally, case
managers must grasp the need for partnership
agency coordination and institutional
collaboration and understand the barriers
which stand in the w ay of building such
alliances. and how these barriers can he
overcome

The Case for Case Management
In the end, case management cannot he seen as
a cure-all for all the problems of sere mg at-risk
youth. It is difticult to implement, time-
consuming and resource intensive to operate
well, and depends on the willingness of
(:stahlv.hed institutions to change their long-
standing ways of doing business

But cage management snit has much to oiler
practitioners serving at -risk youth When given
the care and attention required, i cast.

management approach can provide an essential
measure of coordination and support for youth
in need of assIstante And as human service
professionals confront increasingly complex
problems and seek new ways to respond, Lase
management can provide a valuable L on,eptual
framework in which seroces can be planned and
new techniques for bringing those plans into
operation

7 Ins aft bele chats s on ieseaic h cnndac led hs
And, en' Hahn, Paul Aaron and Chos Kingsley at
the &Wei for Human Resouires tor the Nett'
Yoi I. Community Ti u.st and the Elton Mut ation
Fund lI al.so Inahls on the Center', work to,
the Annie E Casey Foundation's Nest. mines
Initiative Ti,, , and additional material loon the
hams for a jortlurmung (Spring, I989) Center
for Human Resource.% publication on elle(

UV' management practice.% or more information
on that publication, write Clint King.slev at 7 he
Center for Ilanian Room c es, 1 he Heller S111001,
Brandeis Univeimtv, h0 Turner Street, P U Hot
9/10, Waltham, MA 02254-9110

Fall 1988
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that kind of time L onmutment, and it was AS tough
But. BI- EP looked so good. it was such a
challtmge, and its potential benefits to kids
seemed so important, that it w as worth the
etlort I had a vision of how it should be, and
I ,c anted that vision and dream to he a reality

Clearly, another important qualit icanon is the
ability to he very' persuasive. You have to he
able to get other people to buy-in to your ideas
You also have to he w tiling to fight hard There
will he plenty of barriers that hinder
collaboration The leader has to fight many' of
them When the heat comes down on you you
have to he able to handle it

Finally, BEEP may sometimes sound like m
program But I hope I've made it clear that a
prime qualification is the willingness to transfer
ownership to other partners Although BEEP
statted as my idea, in the end, we all ow ned it
If you talked to the other agency directors in
BEEP, they'd say that it was their program too
There was a lot of pride in what tie did vou
could see that pride of ownership in the council
meetings

('HR What kind of a difference did BEEP
make for its clients''

DELANEY Several of the agencies told me
tma they couldn't have done a good lob with
court-invoked kids were it not for BEEP They
needed the extra support that case management
prov kW.

At the systems end, I think that BEEF,
single entry point and case management
approach were very important Tough kids don't
go around telling their life histories over and
over again BEEP gave them the opportunity to
hare their oulx once and only once. I think
kids appreciated that and stuck around

Lastly, we let kids know that they weren't
alone, and I think they valued that They had a
caring ( axe manager to talk to The case
manager was their, someone they could tall
to complain to And when a kid hit a harrier
and thought that he or she couldn't continue,
the case manager's intervention, and the help
that resulted, of ten made the difference between
comnlet rig the program or dropping out
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