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1. CHAPTER ONE’ INTRODUCTION

, Thxs paper descrlbes an exper1ment which w111 test youth employment
as a tactic for- dellnquency prevent1on. Though the effect of holding a
job on a young person's behavior is debated by delinquency prevention
practiticners and researchers, we do see work exper1ence ‘as. an opportunity
to reduce delinquent behavaor. Because young people in grow1ng numbers
are employed or seeking jobs, and because properly organized Johs seenm
to have a positive effect on young people, we suggest that managing and
improving work -experience is one way.to reduce delinquency.

1.1 Employment and Delinquency

While "official juvenile crime rates have roughly paralleled the -
trends in youth unemployment (Hawkins and Lishner, 1981, p. 4),1 the
provision of jobs has not proved to be a sure-fire antidote for delinquency.
Hawkins and Lishner conducted an extensive literature review and examined

. the findings from sixty-three employment evaluations, seven of them

extensively. “They sought either to interpret the reasons for their
failure to reduce crime or to ascertain those program elements which
appear to hold promise for delinquency prevention. They conclude that,
"Generally, employment programs do not appear to reduce crime'" because
there are "serious deficiencies in the programs themselves for attaining
their objectives'" (p. 36), "lack of accountability for qual1ty, absence
of qualified staff, and confused federal obJect1ves" (p. 41). However,

[The] deeper problem is that programs are 'fundamentally
ill-conceived.'" Most programs attempt to change
behaviors and attitudes of individuals or to provide
short-term remedies (therapy, income maintenance at
~ survival levels) rather than to [alter circumstances
~ in the work place] or‘correct malfunctioning labor
market ‘conditions which caused the problems in the
1f1rst place (p 41)

o

The Natlonal Center for the Assessment of Del1nquent Behavior and
Its Prevention was funded by the National Instltute for Juvenile Justice
and Delinquency Prevention, LEAA, U.S. Department of Justice, to conduct
an extensive examination of the connections between employment and
delinquency prevent1on. We have summarized their conclusions with
respect to employment programs and delrnquency For. an_ln-depth
examination of the relationship between crime and unemployment, of the
theoretical literature, .and of employment programs, contact Hawkins and
Lishner at NCADBIP, the Center for Law and Justice, University of .
Washington, Seattle. The paper, entitled "Youth Employment and Dellnquency
Prevention," will be completed durrng 1981
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Hawkins and Lishner di

d find, however, some common elements among
programs that promised to h

elp in reducing delinquency. One element is

job satisfaction...satisfaction with the work itself,
promotions, good rapport with supervisors and co-workers,
and pay...the opportunity to utilize one's skills on the
job, opportunity for advancement, the chance to learn

new things, opportunity to influence...and job status
(pp. 36-37).

A second is "the provision of incremental rewards and positive feedback
for successful job performance" (p. 37). Romig, in his review of twelve
employment programs, reached the same conclusion: delinquent acts are

reduced when "an individual finds meaning, st °us, and the opportunity
for learning and advancement in a job" (1978, p.- 4).

ubious about the extent to which these

any substantial scale given the current
economic conditions in this country. While we would agree that economic
development and labor market reform are beyond the scope of i :
Preventiop Projects, we suggest that there are sufficient opportunities
1n communities through work with schools, existing employment programs,
and employers to conduct a worthwhile, relatively small-scale experiment

to improve the quality of work and community service. Ip this paper we
Suggest a. few approaches.

1.2 The Potential for Creating Opportunities to do Useful W

In any community there
to work. Arthur Pearl obser

ork

are untap

e ped opportunities for young people
ved:

Youth are capable of performing many useful tasks and,
in the process, they may turn away from socially
destructive behaviors. This would not be important
for social policy if our society had reached such a
stage of Productivity that there was nothing useful
for young people to do. It jis obvious that this stage
bas not been reached. Articulated socia] needs are
increasing rather than decreasing. Urban transit
systems are decaying, as is inter-community rail transit.
Large numbers of persons--e.g., the old, the young, the
mentally ill, and the handicapped--are offered

inadequate services and in some important areas are
totglly neglected. There is 8 paucity of services in
national ‘parks and in inner-city recreational facilities.
T@e enyironment is deteri i Too few persons are
BlVen instruction in the arts or encouraged to be
participants rather than recipients of our Culture.

"The list‘of unmet needs, physical as‘wel} as ;ocialf
is virtually endless--housing, prese?vatlop o stive
resources, development and in;tallatlonbg:u:izgzgtion of
gy ion wastes, ;
energy systems, reclamation o o
itie ‘ lack not socially

cities-<to name but a few5 We cial :
things to do but the vision and sense of mlssxon‘to get
them done (1978, pp. 47-48). :

‘ han
i i i i i that we can do much more t
i acity and imagination, we belleye ’ ] n
::tgatgnin tie past to generate bothepaid an4 volunteer jobs for yqu g
people. . ‘

1.3 Content of the Paper

InIChapter Two we describe first the features‘of‘jobz ;:atw:;il,
in our opinion, cause young pgoPle.todde:i;gge;eitzk;b;nth: dgsign 6f
ail practices of supervision and a _
gzbgftr:crﬁitment and hirin‘g,rtram;ln‘gl:l evalga;;gzt;nghiieg::cgab:nsi11
' i ich will increase the proba ‘ :
b eved by youth and 3d d. In Chapter Three we describe
be viewed by youth and adults as good. : e o
’ i i loyment might take. ]
the form an experiment in youth emp : % oot Dronans, and
tiati i employer groups, employment pr
negotiations with employers, i Jps; employment prograns,
1inqu tion practitioners may ‘
the schools, delinquency preven Teiea for young people
i ultimately, the number o? opportun ung pe
?:alzzﬁ :;gioyment and éommunity service. - This Paperhdescrlbgz ;::31
arrgngemenés in the work place and: suggests tactics t at may
to generate thOSe arrangements.
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CHAPTER TWO: THE WORK SETTING

According to those who have reviewed youth employment programs
and their effect upon delinquency, it is the social organization of
work itself which is the primary contributor to approved behavior.
While a young person may require support above and beyond that given
an adult worker because of inexperience in the work place or because
of academic and social background, the employee's productivity hinges
primarily upon the expectations and practices of those with whom he or
she is working. If we aim to reduce delinquency, we must improve the
quality of the work assigned to young people and engage in organizational
change.. Our ability to do either is contingent upon our ability to
describe arrangements within the work setting with sufficient specificity

that we produce guidelines for changs to be used by employment programmers
and employers alike, :

2.1 Analyzing the Work Setting

An analysis of the work setting is the first step toward buildiﬁg
effective employment programs. Bonding theory was selected as the basis
of that analysis for several reasons. Bonding theory describes the
process by which all youth, not just those from minority and lower
soclio-economic classes, are socialized. Research has shown that the
greater the strength of a bond, the less likely a youth is to be ;
gellnquept and the more likely he or she is to conform. Bonding theory
15 a social-institutional explanation of delinquency--illicit or non-
Fonforming behavior has its origin in the institutions of society, not
in human beings. Finally, through an analysis of the elements of the

bond, we can arrive at more specific guidelines for the creation of a
good work setting. '

Bonding theorists maintain that most people stay out of trouble
most of the time because they are bonded to the conventional norms of
society through their affiliations with a variety of entities. Dominant
among the§e entities are home, school, church, and the work place. As
lgng as ties to at least one of these remain strong, an individual is
l%kely.to conform to the rules. Refining earlier work of Nve and ochers
Hlysch} described four control processes through which confbrmity is ’
ma}ntalned. Thg first of these, commitment, refers to the degree to
which a person has interests that misconduct would jeopardize. With
respect to this rational component in conformity, Hirschi wrote:

Tbe person @nvests time, energy, himself, in a certain
line gf activity--say, getting an education, building up
a business, acquiring a reputation for virtue. When

or whenever he considers deviant behavior, he must
consider the costs of this deviant behavior, the risks

he runs of losing the investment h ' i
o e has mad
conventional behavior (1969, p. 20). nace m

The investment, or stake,
position but a realistic promis
count, high aspirations should
behavior, provided that they ar
short term. There is no necess

may include not only an immediate desirable
e of status in the near future. On this
be negatively associated with delinquent
e perceived as attainable over a relatively
ary contradiction between this element of

@

bonding theory and the central theme of strain theory.1 The greater the
gap between aspirations and opportunity, the less likely the aspirations
will be perceived as attainable, and the less they will constitute a
stake in conformity. Both theories provide support for progtrams
designed to enhance youth opportunity.

A second control process is attachment to other people. To violate
the norm is to act contrary to the wishes and expectations of others; a
low level of attachment makes violatiomn more likely. A third process is

involvement, or engrossment in conventional activities; it refers to

one's ongoing allocation of time and energy (as opposed to one's past
investment of these resources). Only certain time and energy allocaticns
that are bound up directly with conventional ties serve a control function.
Hirschi found that the amount of timg spent watching television, engaging
in sports, and reading magazines was unrelated to delinquent behavior,

but that time spent doing homework was associated with lower delinquency,
even when classroom grades were controlled.

The fourth control process is belief in the moral validity of social
rules (1969, pp. 16-26). For the youth in Hirschi's sample, there was a
significant relationship, as predicted, between attachment and commitment
to home and school and respect for the law. But the data indicated that
something more than these conventional affiliations played an important
part in determining belief. Lack of respect for the police was moderately
associated both with lack of respect for the law and with delinquent
behavior, even among youth who had never had contact with the police.
Those expressing low respect for the police were more likely to agree
with the statement, "It is alright to get around the law if you can get
away with it." ‘ R ‘

The four control processes must operate through affiliations with
group and organizational representatives of convention. The stronger the
ties, the greater the control. The closeness of an affiliation in any
one sector is likely to fluctuate, but most people have a multiplicity
of important conventional ties. Freedom to engage in misconduct comes
only when all important affiliations are in a disintegrated state at once.
Their sheer number of ties makes this an extremely rare occurrence for
most adults, but this is not true for youth who, typically, have their
eggs in far fewer baskets than adults do. The only important conventional
affiliations for most young persons are school and family. When these
deteriorate, there usually is nothing left. In practice, many ycuth do
not even have the luxury of two independent affiliations. Trouble at
school can mean automatic trouble at home, due to the widespread practice

s originally formulated by Robert Merton, strain theory posits
that, in our society, the same worthwhile goals tend to be held out as
desirable to everyone. This becomes a problem because legitimate avenues
for achieving those goals are not open equally to all. The combination
of equality of goals and inequality of opportunity regularly makes 4t
impossible for some segments of the population to play by the rules and
still get what they want. As a consequence, some pecple turn to
illegitimate means to achieve culturally prescribed goals, while others -
may reject both the goals and the means and retreat socially, either by
removing themselves physically or by using alcohol and drugs. Thus, a
disjunction in the social structure is a cause of ¢rime and delinquency.
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of sending bad news to parents and the tendency of many parents to z .
decrease rather than increase their support when such news arrives. | ESEE -
) .' ;: ‘g M
One implication of bonding theory for delinquency prevention % R
programming is to broaden the range of possible conventional ties open FoE ;
to young persons. The major prospect here is in the employment sector. [
Bonding theory suggests that employment that creates an affiliation that

the young worker does not want to jeopardize through misconduct is more
likely to be effective in prevention than employment that merely provides
involvement in a conventional pursui®. This alone should deter delinquent
behavior. If the stake is accompanied by valued attachments to other
people, so much the better.

T
o e m——— _..._-..}
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The figure on the following page is the result of translating the
elements of the social bond into the terms of the work setting. In the
following sections we describe commitment, attachment, and belief as they
pertain to specific aspects of the work setting. We discuss involvement
as it relates to those three elements.

QF e
BONB
Attachment
to Others in
Relief

ELEMENTS
the Work Sctting
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2.1.1 Commitment

tommi. tment
to N
Work
e e e

Young people must have in the work place a valued, instrumental
position which misconduct could jeopardize. "Instrumental' refers to
the task-oriented dimensions of employment--the nature and complexity
of the job to be done and the way in which the tasks relate to the
purposes of the organization. When young people are challenged and
rewarded by job assignments through which they make an obvious contribution
to the business or community, the chances increase of their viewing
retention of that job as important and they are more likely to do good
work. :

|
+

ATIONAL ARRANGEMENTS FOR YOUTH WORK

-
L

The perceptions of those in the work setting about the instrumental
dimensions of the bond may be obtained by examining the following issues.

ORGANI
THAT CONTRIBUTE TO PRODUCTIVE AND SOCIALLY ACCEPTABLE BEHAVIOR

PERCEPTIONS
oF
YOUTH AND ADLULTS
be Competent
he Responsible
take Initiative
ihalitiea of
Their Enforcement

Availability
Rl eg and

Security
Consistent
fair

Just
Reasonable

Acceptance
Support
Necessary

Relatinzhips
Caring

Qualiticin of
the Task
Useful
Interesting
Advantages
Opportunity to
Quulitz'en of

Chalienging
Central
Provides
Warmth
Trusting

Is the activity viewed by youth and adults as useful? Perceptions
of "utility" are contingent upon the extent to which the work is viewed
as contributing to organizational prod¥ctivity. In their preliminary
assessment of the Entitlement project,” Ball, Gerould, and Burstein (1980)
found that young people were satisfied with their jobs when they felt
that they were doing jobs that were valuable to their employers.

)
L4
¥

'Entitlement projects were created by the Youth Employment and
Demonstration Projects Act to test the assumption that young people
would be encouraged to remain in or return to school if they were employed.
Prime sponsors in seventeen experimental sites guaranteed all young,people
who met income eligibility requirements a job if they enrolled in an '
educational program leading to high school graduation or a G.E.D.
Preliminary data analysis suggests that the program contributed to young
people remaining in school (Farkas, et al., 1980).

llob Design
Instruction

-Feedback .

ORGANICATIONAL
ARRANGEMENTS
ﬁRecrultmnt and

lHiring
Training and
Fvaluation and
Isupport

Services
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To wbat extent are activities central to the purposes of the
organ}zat}on? Do.youpg people view them as central or peripheral to
organizational objectives? ‘Central" means that the job the young person

s doing is directly related to the goals of the organization. When

others openly recognize the contribution young people are making, positions
frequently viewed as undesirable (e.g., janitors) may be viewed by young
people.as 9pportunities for contributing directly (e.g., by pruning trees)
or mgklpg it possible for others to complete their work (e.g., xeroxing).
One indication of the importance attached to the task may be whether or

not that task would be assigned to someone within the organization if
youth were unavailable, ‘

Do the adults and youth in the setting view the work as challenging?
Jobs whlch_call for problem solving and imagination in working out varied
task§ require young people to expand their capabilities. Even jobs
considered routine by adults may be viewed by young people as a chance
to gain new knowledge and skill. Those jobs calling primarily for physical
skills may be viewed as a challenge if they also call for the exercise
of mental skills (Ball, Gerould, and Burstein, 1980, p- 48). .
Do supervisors and co-workers recognize youth as able to meet the
demands of the job? Do young people view themselves and others in the

~organization as competent? Young people may be viewed by others and by

themse%vgs as competent either because they bring with them the knowledge
and skill necessary to do the work, because they exhibit the ability to
learn on the job, or because they receive adequate training and support
on thg job. Youth perceptions of competence may be affected by the extent
to wb1ch there is a match between the young person's capabilities and the
requirements of the job. If the demands are too strenuous, youth will

be unable to do the work and view themselves as failures. The supervisor
and co-workers will devalue their ability. If the supervisor encouraées
the.u§e of existing capabilities and uses those as the basis for further
training, everyone will view the young employee as competcnt.

Do adults view the work as interesting, either because of the
nature of the assignment or because of the people in the organization?
Do young people view the work and/or their co-workers as interesting?
Some aspect of the setting should arouse their curiosity: their

particular assignment, the type of work done by that firm or age
the kinds of people who work there. gency, or

Do adults approve of youth assuming responsibility? Do they make
that approval overt so that the young people feel they have permission to
assume responsibility? Responsibility means both control over the task
or some portion of the task and being held accountable for results. Jobs
in which young people r:iust make choices about how and when to do the work
increase their sense of control. Jobs in which every move is dictated by'
someone else not only reduce the potential for young people to be committed

to doing a good job, but reduce the probability that the job is a learning
experience. Being held accountable for a good or bad performance is a
clear demonstration that the responsibility is indeed theirs.

Do the adults view with favor a young person taking the -initiative
to solve a problem or carry out some portion of the assignment? Do
young people know that they can take the initiative under specified
circumstances? Seizing the initiative may mean either bringing a problem
or an idea to the attention of the supervisor or co-workers, or acting
independently in the routine course of working. - ;

Does the work experience provide an advantage to the worker, either
in the present or the future? Do young people recognize and believe
that there are advantages to this particular job? Both adults. and young
people must see some reward from holding their positions. Those rewards
may include the acquisition of knowledge and skills which will help them
do a better job, advance in the organization, or ability to obtain future
jobs. They may also view the job experience as contributing to their
ability to manage their personal lives better, e.g., the acquisition of
consumer skills. For some young people, a paycheck and the resulting
independence from their parents that it offers may be sufficient reason
‘to continue working (Cole, 1980). There is increasing evidence that the
aspects of work most highly valued by young people are those related to
the quality of work. There is some evidence that opportunities for growth
on the job are more important than the salary (HEW, 1973; Elliott and
Knowles, 1978, p. 23). One explanation for this finding may be that young
people see learning and acquiring new skills as a prerequisite for
securing better jobs in the future. :

2.1.2 Attachment LT

Youth must occupy a valued, affective position which misconduct:
would jeopardize. They need personal ties to their co-workers or -
supervisors which are sufficiently important to them that they want. to.
do a good job. If sloppy work is viewed by the young employee as damaging
his or her relationship with a mentor or with peers, the young worker
will strive to do well. The organizational climate should be conducive
to building affective relationships between young people, co-workers, and
supervisors. The characteristics of relationships among the adults and
young people in the work setting might be ascertained by examining the
following issues. S S : : '

Do the adults base their acceptance of young people on reputation
or do they accept the young person for his or her immediate contribution
to the organization? Do young people believe they are accepted? Adults
frequently characterite young people as unreliable and incompetent,
particulatrly those who have been referred by employment or delinquency
programs. The perception of young employees is colored by this negative
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assessment of a group. The result of the application of inappropriate
labels is the assignment of meaningless jobs, regardless of the
knowledge and skills that that young person may bring to the job. For
young people to feel accepted, they must believe that they are valued as
individuals for skills and knowledge they bring to the job.

Do the employees in the organization visibly support each other
and demonstrate loyalty to each other? Do young people perceive others'
actions as supportive and loyal to them? The adults may support young
people by being available to resolve swork-related problems, by making
sure that the young worker has the information and tools necessary to
do the work, by involving them in office groups, and by inviting them
to join social events. Young people are more likely to perceive others
as loyal when the adults are aggressive about providing additional
opportunities for young people to learn, and when criticism regarding
the youth's performance is brought directly to the, young worker's
attention. The support and loyalty given by the adults is likely to
be returned in kind by the. youth.

Do persons with whom the young person works care enough to take
the initiative to discover and pursue a youth's interests, worries, :
problems, and concerns? Do youth perceive that others care? It is clear
that a supervisor cares when he or she sponsors the young worker for a
promotion, nominates the youth for a training program, or guarantees a
salary in line with the assigned tasks and responsibilities. If co-workers
take the time to discover the young person's interest in music and follow

up by asking how the concert went, it should be clear to the young person
that others are interested. ' ’

Are the relationships between supervisors, co-workers, and young
pe9p1e viewed by both as warm, involving humor, physical contact, and
frlendly casual conversation? Too often, because adults are inexperienced
in working with youth, they subdue their talk and actions in order-to .
@emonsFrate "businesslike' behavior. Others go to the other extreme,
}ndulglng in numerous jokes, excessive personal conversations, and hugs
1n order to show that they like the young worker. Both are assessed by

young people as phony and thus ruin any likelihood of genuine relationships
between youth and adult workers.

Do supervisors and members of the work group make themselves.available

to young workers for consultation about job-related matters and about
personal problems which may interfere with their ability to work? Do
young people view the persons they report to and work with as approachable,
as resources for the resolution of work and personal problems? A
supervisor who hides in his or her office or who is continually tied-up

on the phone is not likely to be viewed as a resource. When that octturs,
the youth*s ability to function may be impaired, both because sufficient

d1recg1on is lacking and because there is no one to answer the inevitable
questions. )

~10-
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Are young people secure in the knowledge that they will retain their
position if they make an honest attempt to do the job? Do the adults act
in ways which reinforce that security? This aspect of attachment addresses,
not the tenure in the position, but the establishment of an atmosphere in
which it is permissible to fail. Where the response to mistakes is, "let's
find a way to correct it," rather than, "stupid, why would you do it that
way?", young people will feel more secure and feel free to try ways of
doing the job which do not offer certain success.

Do the adults and the young worker trust each other? Does the
supervisor believe that, once an assignment is made, the young worker will
carry through or does he give visible evidence of his suspicions that youth
are not to be trusted by continually checking? Do young workers place
sufficient faith in the discretion of one of their co-workers to raise
a problem that they are encountering in work?

2.1.3 Belief

Youth and adults in the work setting must recognize that the rules
and their administration in the work place are valid. Young people will
have a stake if, for example, they recognize that punctuality is justified
because someone must be there to serve customers. A standard of punctuality
will be meaningless if there is no work to be done at 8:00 a.m. If adult
workers continually fail to meet deadlines, the young people are unlikely
to take their own completion dates seriously. The perceptions of youth
and adults about the system of rules may be understood by asking the
following questions. ' ‘

Are the rules governing performance and the rewards and punishments
consistently applied across all situations in the work place? Do young
people view their application as consistent? Does the Dairy Queen manager
expect young workers to carry out the cleanup procedures required by the
health department every day in the same way? When the rules and the
consequences attached to specific behaviors are seen as consistent, young
people are more likely to obey the rules.

Are persons treated fairly? Are similar persons in similar situations
treated the same way? Do young people view themselves as being treated in
the same way as others under the same circumstances? Do the same standards
apply both to youth and adults or are there separate ones? Are young people
who are late reprimanded more severely than adults who are tardy? Or is
the opposite true--excuses are made for youth tardiness? Are all the
workers in the offices given the same privilege of early departure from
work because of a pressing personal problem, or are young people required
in all circumstances to be present? Inequities lead to youth presumptions
of unfair treatment and a sense of outrage and frustration. The cofisequence
may be an‘unwillingness to follow the rules. :

-11-




[,

s S T R Y

MOl

RPN -l

Bl LRI B s s i - s o e

i

5
1
iy
B
ut
By
i

H

A b e <

E S

iy

ST P S P

Is the system of reward and punishment viewed by young people and

- adults as just? Is the discipline in accordance with established

patterns and standards of the organization and thus viewed as legitimate?
Is the reprimand seen by the young person as merited or are the harsh
words of the supervisor viewed as arbitrary? Continuous "undeserved"
criticism reinforces youth notions of an unjust system.

- Are the standards viewed as necessary to the eccomplishment of .
organizational goals? Do young people see them as necessary? It should
be clear to young pPeople that the telephone manner required in a real

estate office is necessary because that is the first impression the
prospective client receives of the firm.

Are the rewards and punishments reasonable in proportion to the
achievement or failure? Do young people view them as reasonable? Does
the supervisor dock the young typist's pay for one error in a letter but
forget that an important message was ignored? Those disciplinary actions

(or the absence of them) may be viewed as irrational and the punishment
as more or less serious than the error, ,

Are the rewards and

punishments visibly connected to the performance?
Are they immediate?

Are praise and discipline related to the task just
completed? Is an increase in salary based upon consistent pleasant
service to customers or are increases given in the face of continued
customer complaints? If the rewards are unrelated to performance, young
people are less likely to view the standards for
and more likely to ignore them.

- Is the manner in which the rules are enforced viewed as
youth and adults? Are both praise and criticism seen as ways of encouraging
good work? Do the adults in the setting view it as their responsibility
to generate a feedback system that reinforces the notion of valid Tules?

helpful by

2.1.4 Influences on Commitment, Attachment, and Belief

The degree to which the attribut

- es of work discussed in the preceding
pages contribute to a stake in workin

g is dependent upon other influences.

(a) Frequency, duration, and range of involvement.
The greater the frequency, duration, and range of ,
“involvement permitted and encouraged in the work setting,
the stronger the bond will be. Through interaction with
those with whom they work, young people are provided
information used to do their jobs, learn what is expected.
of Fhem; and have an opportunity to influence their job

etting the work-done.

o =12-
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(b)

However, organizational routines, youth inexperience, and

part-time work schedules operate against yeuth Partieipa?ion.
‘Staff meetings are occasions for conversations in which it

is difficult for youth to engage because they are unfemlllar
with professional jargon or the topics discussed. Drinks
after work are off limits because they are under age. _The
fact that many young people work no more than ten to flfteen
hours a week means that they are not present when decisions
are made informally by co-workers. Including youth calls
for a conscious expleration of ways in which youth should

be involved, and talk and practices which at present exclude
them might be altered.

In any organization, there are a variety of opportunities
for youth to participate. There are the formal work-related
occasions from the development of the job and the plans for
getting the job done to brainstorming.sessions and york
group meetings which occur over the life of the assignment.
There are regular staff meetings where general organizational
business is discussed. There are systems for the routing of
various written policy statements and background materials.
For inclusion. in those sessions to be viewed by yoth as a
genuine opportunity to contribute, the decis%on to invite
them should be based upon the direct connection to tbe .
work they are doing and upon organizational pollcy‘dlctatlng
which adults are required to attend. If the young parks

and recreation employee is assigned to the deve%opment and
building of hiking trails, attendance at a meeting where

the basic trail design is laid out is necessary. For young
people to take.part in a meeting, they should be well
briefed, having access to the same information tbat others
on the team have and an opportunity to ask questions about

-~ unfamiliar terms or concepts prior to the meeting. The

adult members of the team should expect young people to be
involved as members of the work group, not as '"young

 persons."

i and consistency. Young people and adpl;s should
ﬁii:;ﬁiand the standafgs and procedu?es for performenc§»
Most young people understand the obv%ous rules for worf
behavior (e.g., getting to work on time), but reasons for
other procedures may be less clear (e.g., rulee for
handling customers). Adults shogld make a deliberate
“attempt to clarify and keep consistent rules and.
procedures, checking always for youth unde;standlng.

The more clear and consistent the expectations of adult
workers, the more likely that young people will live up
to those expectations. ;

-13-
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(c) Challenge and risk. A moderate challenge or risk may
produce continued effort and the perception that the
goals are attainable, and sustain excitement about the
job. Adults in the setting should expect young people
to be able to take initiative and assume responsibility,
yet have realistic expectations for performance. Reduced
commitment to the job may follow when assignments are too
easy or too hard. If they are too easy, the young person
may suspect that others do not believe that he or she is
capable of doing more challenging work. If they are too
hard and‘are impossible to attain, the young worker may
stop trying. In either event, the chances of the young
person having a stake in the job are reduced.

To some extent, bonding to work is a function of the
degree.of perceived risk. If the negative consequences
9f mgklng a mistake exceed the rewards for displaying
imagination or assuming responsibility, it is unlikely
that the young person will risk his position by taking
chances. 1If, however, experimentation and initiative
are valued, the young person will be encouraged to make

contributions in working sessions and meetings and try
new ways of operating, -

2.2 Organizational Arrangements: Roles and Practices

The strength of the bond of young people to work is dependent upon

;gztﬁo?§;;m§2:c3§;:20§e i: decision-making positions to the principles for
in the previous section, and upon their su i
jobs SSé . ccess 1
:;tabllih1ng POIICIES and practices which enhance desirable aspects ofn
the wor1 setflng. The expectation for competent youth performance and
wa;se?g 8K§rhs ne:: to insure efficiency should be reflected in the
1ch youth workers' jobs are designed, appli i
t J » applicants are recruit
and employees trained, supervised, and evaluated. In this section we e

describe. some organizational ;
- ~ arrangements whic i i
youth investment in work. g h we believe will support

2.2.1 'The Role of the Supervisor

The authority and responsibilit i
. . y for shaping a positive work envi
L] . . - lr
reside with those in supervisory positions, and organizational support onment

affects the quality of supervision. Th
) ) . e su i i
to pFOVIde is dependent upon the dire be or she Lopervisor is able

The.time Fhe supervisor can spend wit
of jobs and persons for which he or s
youth roles and functions may be cons

h y?uth may be limited by the twumber
he 1s responsible. The expansion of
trained by the superior's_perceptions
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of youth competence and/or directives for meeting productivity standards.
Those who ‘aim to redefine or expand youth jobs should be aware of those
constraints and assist the supervisor by developing strategies which will
secure approval for the redefinition of youth jobs in that agency, business,
or community group.

The addition of a youth to the work team should be viewed positively
by the supervisor. A positive view will be encouraged if (1) the
supervisor participates in the development of the job, (2) his or her job
description reflects the responsibility of the job, (3) there is sufficient
time for him or her to do the job without undue pressure and he or she
views the youth worker as one who can help in getting the job done,

(4) good supervision of youth is rewarded in the same way that outstanding

performance in other areas is recognized, and (5) he or she can call upon
others in the organization for assistance. In addition to organizational
resources, the supervisor should be able to call upon those who are
directing the youth employment program.

The latitude given to the supervisor may be affected by the approval
or disapproval of peers and subordinates. If either group believes that
the supervisor is pushing the boundaries of youth roles too far, his or
her activities can be undermined. However, if all share similar expectations
for youth performance, peers and subordinates can be a valuable source of
support and training for young employees. The intrusion of youth into
a formerly all-adult setting may be viewed with disfavor. If youth
assumption of tasks calls for new ways of instructing or adjustment of
procedures, it may be threatening. If the socio-economic status of
youth is different, the adults may feel uncomfortable or view the
young people as incompetent. Approval for hiring youth may be
increased by including those who will be co-workers in the initial
discussions about the jobs young people may do and the procedures
for recruiting, hiring, and evaluation. 'The way in which disputes
between youth and adult co-workers are to be resolved should be
established from the beginning. Adult lives can be made more
predictable by providing specialized training before the youth employee
is on board (Garmezy, 1980, p. 4).

The importance of the supervisor's role suggests that those in
decision-making positions within the organization should select youth
supervisors with care. Drawing upon past practice and evaluation of
youth employment programs, Zimmerman concluded that: ‘

The most effective supervisors were those who possessed
two basic attributes: 'First, they were competent workers
in their own right, with a comprehensive yet detailed
understanding of the work to be done; and second, they
were gsengitive to the needs of and able to commmicate
effectively with the youth participants at the worksite
(1980, p. 10).

-15-
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We would add that supervisors of youth should have reasonable expectations
for youth performance, a clear sense of organizational priorities and
needs, and an ability to balance the two sets of needs. For example
parks depart@ents frequently do not have the manpower required to‘ma{ntain
the grounds in optimal condition so young people are often assigned the
task of litter removal. A creative supervisor would find ways to meet

the need for picking up trash and give oun
1
about the care and feeding of planfs. YOUNE people & chance to leam

ceai The przmary roles of the superyisor are job developer, instructor,
iner, an evgluator. The supervisor must take into account those
?;pects of'the job which will contribute to the dimensions of bonding.
inelzigggn;i:0:22§ gost employer§, with the possible exception of those
in unablepor UHWill_epartments with human resources training staffs, will
be o 1ng't? translate those concepts into practical terms.
! :ak‘emplgyment practitioners should assume the translation function,
agsist2§c21§2 i:glgzs:§ogzgﬁt ggeir :egds and providing them job-specific
as e o
apd Pe?fbrmance'appraisal methods.) Nos:cg;pﬁ;:nz; ﬁzﬁlz;ggspiggrams,
;;g?1f1cantly different frop those required in the supervision of adults
1le young people may require greater specificity of instruction and .

more frequent assessment of thei
X ) eir performance, the basic nat :
supervisor's job remains the same. , ure of the

2.2.2 . Job Desigg

The selection and definition of the

ﬁere we concentrate upon the dimensions a
job.

young person's job is important.
nd procedures for developing the

apd knowledge are being under-utilized
1n essential but routine tasks, and
ff because there is no one to do them.
pend more time with direct patient
new patients fill out forms and pull

where projects are continually put o
Nurse.receptionists may be able to s
;are if someone is available to help
iles of old patients. Librar
; . y books now st i i
available to staff if there were someo catalop aocs might be

ne to catalopg and a
shelves. Assessors sh i s rrange them on
people. should list the tasks that might be taken on by young

The second step is describing the task so that it is broken down into

manageable parts. Some jobs can be descri i

: , ribed straightforwardly:
:;hers réqu1re young people to ?egin with simple asgignments aﬁé ggzzzzi’
to more complex ones over a period of time. Such descriptions should
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detail the work and responsibilities at each stage. Junior museum tour
guides may begin by distributing written information and gradually assume

‘the responsibility of leading tours by themselves.

The third step is the designation of competencies and/or qualifications
necessary to do the job at each stage of work. 'Competencies' refers to
the knowledge or skill the young employee must have or can acquire on the
job. "Qualifications'" refers to the certification required in order to

. £fill the position. A Junior Tour Guide I must be familiar with the

materials available and with the distxibution procedure; a Junior Tour
Guide VI must know the four essential characteristics of Andy Warhol
paintings and one essential fact about each of his silk screens in the
gallery. The qualification for a I is the ability to read; for a VI,
passage of a brief examination on Warhol. :

The fourth step is the assessment of the monetary, academic, and
employability benefits which may accrue to young people as a result of
assuming the position. (1) Competencies should be documented in forms
that will contribute to further employability. Youth knowledge and
skills should be clearly stated in a form that is relevant to other
employers. For example, tact in responding to customer demands is an
‘ability desired by restaurant managers, hardware store owners, and lawyers.
(2) School credit should be available for those jobs in which the learning
experience contributes to classroom performance or the acquisition of
knowledge required by the school. While it is unrealistic to expect the
schools to award credit for any form of work experience, there are those
jobs in which young people apply academic knowledge. Students in U.S.
history learn about local history by researching and cataloging items in
a local community museum. (3) In salaried positions, the wages should be
a reflection of the complexity of the job assignment, the responsibility
held by those in similar positions, and the prerequisities for '
employment. In a society which assigns value to work in large part based
upon the amount of money one makes, to pay substandard wages automatically
devalues the contribution of young workers. On the other hand, artifically
high wages may also diminish the importance of the job because the salary
is not tied to performance. (4) Recognition of superior performance or
of the donation of a service to the community might be given through
newspaper articles, television programs, or, where the energy expended
was. substantial, award ceremonies.

~The prbducts of the second, third, and fourth steps are full )
descriptions which form the basis for the recruitment, hiring, training,
and evaluation procedures. ' :

_Participation in job design should extend beyond the head of the
business or the departmental supervisor. Those within the organization
who are knowledgeable about the job and who will be working with the

~ young person should have an opportunity for suggestions. Not only will
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their insight contribute to a comprehensive description, but any
reluctance they may have to youth employment should diminish if they
are permitted to make suggestions that will mean the young person
will help them do their jobs better.

School personnel may be invited to participate if scheduling problems
are anticipated or if there are opportunities for awarding credit. Young
people have the frequently accurate perception that it is impossible both
to work and go to scheol. That perception is grounded in school reluctance
to alter schedules and upon the expectations for student performance in
class and time spent in homework outside of class. While there may be
daily attendance requirements that place constraints upon student work,
many youth employment program staffs have been able to negotiate early
release time or make some other arrangement so that young people may work.
Finally, if the training in this job is expected to be applicable in other
settings, other employers or groups of employers might be consulted in
order to guarantee the relevance of the youth's newly acquired competencies.

The objectives underlying the work placement should determine the persons
to be consulted.

This stage of work provides first the basis for the employment of
youth and second a constituency supportive of the young worker. Careful

development of both lays the groundwork for a successful work experience
and youth bornding to work.

2.2.3 Recruitment and Hiring Procedures

- Recruitment and hiring practices should be based upon the merits
of the work itself, perpetuate the image of young people as competent,
and generate youth perceptions of the organization as an exciting and
fair place to be. Certain procedures will support those aims and match
youth interests and skills with the requirements of the job.

There should be impartial application of the criteria for hiring.
The standards for hiring should be well advertised and the successful
candidate must meet them.

An aggressive recruitment campaign should reach out across the
community. Many of the young persons who might benefit most from work
experience are also those young people who are unlikely either to view
getting a job as a real possibility or to see themselves as qualified.
Pines, Ivry, and Lee made the following observation about young people

eligible to participate in the U.S. Department of Labor Entitlement
Program:

We now recognize that many in-school youth need and
will take jobs if they are available and, moreover,
that many of these motivated youth do not look for

-18-

jobs.when the search is competitive. It is not because
they are lazy; it is because they believe that there
exist no jobs that they can qualify for, or be able to
get to, or that are flexible enough to allow them to
stay in school and work at the same time (1980, p. 6).

Community-based organizations and friends have been successful in
recruiting young people, but media campaigns appear to belthe least
effective method (Ball, et al., 1979, pp. 40, 73, 125).

 Where applications are taken from all interested young people, the
new employee is less likely to be labeled or judged incompetent. A
serious screening effort in which several young people are interviewed
will persuade the successful young applicant that his or her knowledge
and skills are uniquely suited to the organization. Adults' positive
perceptions of the successful applicant will be supported.

Skillful interviewers should both assess the potential of the young
person and arouse interest in the job by,describing‘thg work to be done
in realistic terms and suggesting the advantages which will come from 4
taking this position. The interviewer should be friendly, yet businesslike,
open to questions about the organization, the work to be done, and the
salary. The interviewer should be straightforward, describing the
benefits of the jobs and the responsibilities of the young person, and
the consequences if the terms of the employment are not met. The
interviewer should indicate acceptance of the young person by
emphasizing the personal contribution he or she might make to the
organization.

2.2.4 Training and Instruction .

Given youth inexperience, carefully developed training curricula
and instructional plans are the basis for assuring competent performapce.
The occasions for training are opportunities to foster youth membership.
"Training" means special work-related sessions created for the purpose
of imparting knowledge and improving skills to enhance pre§ent.and future
employability and provide for upward mobility in the organization. '
“Instruction' means day-to-day teaching by the superviser and co-workers.

The content of training should grow from the competencies specified
in the job description. If young people are to write a histgry of the
county in 1930 based on interviews with persons who were residents at
that time, they must be able to design an interview scbedule, One
training séssion would provide them with the information they need to
design such schedules and the opportunity to work toggtherito do so.
Because one of the difficulties youth face in securing emplqyment is
their lack of experience, any training should add another line to their
resume. The knowledge and skills acquired should be sufficiently

-19-
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concrete to make them attractive to another employer and should be
documented in writing, e.g., certificates indicating successful

completion of the training, a specific letter from the current

employer.

Many youth employment programs offer training to remedy ''deficiencies"
in young people. When these sessions are visible to the remainder of the
work force, there is a danger of generating the impression that young
people are incompetent. While under some circumstances those sessions
may be necessary, care should be taken to make them invisible by holding
them outside working hours in another location. (See the section on
support services for a more complete discussion of this dilemma.)

When training is necessary and feasible, participants should be
youth and adults in order to promote youth membership in the organization.
In some instances, both the youth and adult members of an office or work

" team may need new information or skill to do their jobs. New technology

in the passive solar field may require all those constructing units to
learn about new assembly procedures. Exploring new ideas and methods

together can strengthen the relationships among members of the work
team.

Trainers may include supervisors, co-workers, persons with special
abilities from the community, business and labor leaders, and school
personnel. Faculty should be competent in their field and be able to
teach. They must be able to develop a curriculum which presents the
information in easily assimilated parts and be able to devise ways for
the participants to practice with the ideas or skills before they have
to apply them on the job. They should develop an atmosphere in which

learning is the objective and making mistakes is a part of that learning
process.

Instruction (the giving of assignments, discussing ideas and ways
of doing the work) should-*e viewed by adults and youth as a timely,
responsive way to guide and improve performance. It is through
instruction that young people learn not only about the formal aspects
of the work but about the informal social rules. It takes place in
hallways, on the grounds, at desks, and in formally scheduled conferences
and meetings. The instructor can be a co-worker as well as the supervisor,.

While much instruction occurs spontaneously, the supervisor should
not allow it to proceed haphazardly. Instruction rather than training
is the way young people learn most of what they need to do the job. The
supervisor should develop a plan, based upon the job description, to -
ensure that all young people have the information they need to do good
work in their current position and to be promoted if that is the intent.
The abiljties displayed and new competencies acquired should be

20~

documented in the same way that completion of the training gurriculum
is certified. Instruction content and practice should receive the
same thought that carefully constructed training does.

2.2.5 Evaluation and Feedback

Periodic evaluation and origoing feedback should reinforce competent
perfOrmance, encourage the assumption of initiative and responsibility,
and have immediate and long-term rewards and consequences for young
people. If evaluation serves only te assign blame and feedback is.
sporadic or nonexistent, young people may view the work as a negative
rather than positive experience.

Evaluation supports competence if young people can live up to the
standards. Criteria for performance that are directly related to the.
job are more likely to be seen as relevant than those with no.c}ear.
connection to the work. Required attendance in a values clarification
class seems to have no connection to employment as a lab assistant and
may have little effect upon performance in the laboratory. It will be
possible for young people to conform if the expectations are clearly
stated and agreed upon.

Young people may apply the standards themselves-if they_pgrticipate
in their development. While the sequence of events in the hiring process
may preclude that possibility, young people can be given the opportunity
to review and comment at the time of the job interview or their flrs?-
day on the job. ("Review and comment' implies that revision is possible.

If that is not the case, the young employee should simply be told what the
basis for performance appraisal will be.) For other jobs, in-'particular

special community service projects which' frequently are de§igned by youth,
youth participation may be more feasible than in ordinary jobs.

Evaluation also supports competence and encourages the exercise of
initiative and responsibility if it is viewed as an occasion er legrnlng.
That perception may be reinforced by a supervisor who shows an ongoing
interest in youth work, who takes opportunities for prob!em solv1ng by
offering concrete, realistic advice, and who takes the view that mistakes
are a consequence of the inadequate organization of the w9rk and support
rather than of personal deficiencies or ill will. Supgrvlsors who ignore
young people until a mistake is made and who then a?trlbute blame
eliminate the possibility of youth learning on thekjobf

The rewards of living up to those expectations and the consequences
of ignoring them should be as clear as the standards themselves. For
young people to have an ifivestment in the work, they must perceive gain.
Supervisors should both specify the advantages and thgn take care to
make certain that the young person does receive them in the form
promised.
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2.2.6 Support Services

A standard part of youth employment programs are Support services--

basic skills training, job behavior counseling, child care, transportation.

That segment presents a dilemma for delinquency prevention practitioners
engaging in employment. Many of the young people who are participants

in these programs have experienced failure in work and other settings and
bring the result of those experiences to their job, e.g., an inability to
read, yrite, and calculate, low self-esteem, and a distrust of those in
authority in any organization. Theysdo require additional support if
the york experience is to be a good one (Romig, 1978). However, support
services may inadvertently increase the chances of delinquency by
isolating young people from the real business of the organization and

by detracting from the legitimate merits of the work itself. Support

services are appropriate when they provide the emotional and logistical
support necessary to succeed on the job.

. Whgre they are necessary, we might diminish the negative effects by
increasing the employer's ability to deal with job-related problems. 1In
t@e section on the supervisor, we recommended training adults to work
with young empolyees. If adults become proficient at dealing with
problems on the job, there is less reason for those organizing youth
employment to intervene and call attention to the young person as a
troublemakgr or problem child. Second, we may decrease the possibility
9f a negative spinoff in the work setting by making support services
1nv1§1b1e to employers and co-workers. Basic skills classes, counseling
se551?ns,.and other activities may be conducted by the staffs of other
agencies in their buildings, not in the work place. Only the result, an

increasingly competent and reliable worker, will be seen by those with
whom the young persdn works.

2.3 Identifying Jobs and Negotiating Arrangements for Improving Work

Our apility to produce jobs which meet at least some of the criteria
presented in the first part of this chapter is contingent upon our

success both in ideptifying potential placements and in negotiating a
non-zero sum game with employers.

2.3.1 Labor Market and Community Assessment

The a@ility to notice where opportunities are will be improved by
a systematic assessment of the community. It is unlikely that there
will be funds or staff available for a comprehensive economic study of
the area. We are suggesting, therefore, that the information asscmbled
by various government and industry groups be tapped. To gain access to
labor market information, order Jobs in the Private Sector: Use of-
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Labor Market Information.1 Additionally, contact the local chamber of

commerce, the comprehensive employment and training -administration,

and colleges of business in local universities. Those in rural arcas
might contact the agricultural extension office and the state department
of employment and training. These formal surveys should be supplemented
by informal conversations with government leaders, school administrators,
vocational educators, and businessmen. To identify potential community
service activities, neighborhood residents, service organizations, social
service providers, and young people should be contacted, and newspaper
articles from the past six months to a year read.

Young people from a business, economics, Or civics class might make
up the work group. Because the collection and interpretation of
community needs and labor market information contributes directly to
academic achievement, such a project should be acceptable to the schools.
Supervision might be drawn from local service club membership, e.g., a
Kiwanis businessman, from the school faculty, or from a local youth
employment program.

The product of the initial assessment will be a list of a few
occupations or tasks which appear promising. Criteria for narrowing
the field might include (1) the potential for generating a stake in
working and delinquency prevention, (2) the probability of redesign
which would enrich the job, encourage upward mobility, and/or increase
chances for future employment, (3) the number of young people which
would be involved, (4) the advantages which would accrue to employers
and to the community, and (5) the feasibility of developing jobs and
obtaining employer financial contributions or other funding. Selecticn
of a few of the most promising options reflects the reality that these
will not be the resources of money, time, or support available to conduct
a change experiment in more than two or three settings.

ljobe in the Private Sector: Use of Labor Market Information shows
how existing sources of labor market information can help program planners
in developing and designing CETA-funded employment and training programs.
The handbook discusses how labor market information can be used to
identify potential and available job openings by industry, occupation,
and geographic location. The guide lists regional and state government
offices that provide additional nformation on job opportunities. ’

Up to two free copies of the publication, monograph no. 2, can be
ordered from the Inquiries Unit, Employment and Training Administration,
U.S. Department of Labor, Room 10225, Patrick Henry Building, 601 D
Street, N.W., Washington, D.C. 20213--telephone (202) 376-6730.
Additional copies (stock no. 311-416-4046) are $4.00 each from the
Superintendent of Documents, U.S. Government Printing Office, Washington,
D.C. 20402. (from: Private Sector Initiative Program: "Showcase," -
vol. II, no. 7, April 198l.)
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g Keeping an eye on the economic state of the community is an ongoing

task. Events may change the employment pattern for the city: employers
i relocate to another area and new industries come in; as unemployment
rates rise and fall, the needs for youth labor may change. New
comnunity needs and interests come to light. Through continuing
conversations, review of research, a careful reading of local newspapers
and monitoring of television, it 15 possible to notice other areas in
which young people can work.

2.3.2 Responding to the Needs and Imnterests of Employers as a Strategy
for Engaging Them in an Experiment

The design of jobs has both political and technological dimensions,
neither of which can be ignored. The specifications for jobs are
technological. They are general guidelines for the activities of young
workers and those trying to initiate and institutionalize youth
employment. However, these jobs and supervisory, training, and evaluation
procedures frequently are departures from existing expectations and
practices. The extent to which the technology can be applied in any
given work setting is a result of political negotiations between
employers, those who are working to create jobs, and young people, In
this section we present the employer's perspective and suggest ways of
; approaching potential employers and helping them as they redescribe
; tasks and adopt new practices.

It is often suggested that employers are hesitant to hire young
people because (1) there are high costs associated with wages,
supervision, and training of unreliable, immature, inexperienced, short-
term persons; (2) legislation (child labor laws and minimum wage
| requirements) prevents them from doing so; and (3) young people do not
b make good employees. The debate surrounding the effect of minimum
ke wage provisions appears inconclusive. While there does appear to be a

kR | dampening effect in communities with high tnemployment rates and where

; the minimum wage is an average or good salary for adults, in areas
where the wages and salaries are higher than the minimum wage it appears
to have little effect (Lerman, 1980, p. 15). While formal certification
may serve to screen applicants, "Yardsticks like a high school diploma
are no longer as-valuable as they once were in hiring. Employers are
interested in attitude, maturity, and basic work experience" (Garmezy,
1980, p. 5). The debates over the relative significance of any &f these
barriers to youth employment continue.

What does appear to be important is the employer's perceptlon of

Aj benefit to be gained from h1r1ng young people. The most persuasive

i argument for employers and civic organizations may be that young people

B can make a contribution. Even "unskilled," 'high risk' youth have -done

j§ useful work when supervision was good and where the job was rewarding
4 (Ball, Gerould, and Burstein, 1980). Strategies for acquiring employer -
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agreement to participate in the redesign of jobs do well to focus upon
the benefits for employers.

By far the strongest incentive for private sector.
participation is the one that is most difficult to
demonstrate: . the economic productivity of young
employees. If it were possible to demonstrate
concretely that, by involving themselves in youth
-employment programs, employers could realize
‘significant gains in ‘the marginal productivity of
their work force, it seems unlikely that they would

“maintain their present arms-length posture. This
suggests that the strongest incentives may not lie
in direct payments to employers but rather in the
employer's perception of the quality of the product
(Vice-President's Task Force on Youth Employment
1980, p. 8).

Those working to place young people in jobs should document youth
capabilities in ways that are credible to employers. There are two
ways that youth competence, acquired through schooling, training, work
experience, or community service, may be revealed: through resumes and

- conversations which describe the past experience of the applicant for the

job, and through stories of the positive contributions of other young
employees to the community, public agencies, and private enterprise.
Stories of youth contributions to the community in the form of services
to children and the elderly, the renovation of buildings, operating
food cooperatives, and constructing playgrounds illustrate the range of
activities that yvoung people can successfully complete. The ‘tales of
satisfied employers in similar circumstances should be relayed.

~ The likelihood of employers agreeing to take on a young employee
may be increased by their part1c1pat10n in the development of the
program.

The primary incentive for private sector participation
is not short-term financial gain but a sense of
ownership in and control over the products of youth
employment programs. If employers are involved in

the design, conduct, and evaluation of local projects,
they are likely to fird it difficult to disown the
product of those programs (Elmore, 1980, p. 20).

Employers in prlvate enterprise and those in public agencies often take
a skeptical view of government programs, seeing them as make-work for
persons who through some personal deficit have failed in the open market.
By participating, employers assume responsibility for generating )ObS in
which young people do useful work.
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2.4 Sumary

We have suggested that, for work experience to reduce de@inquency,
the jobs in which young people are placed must strengthen thelg bon§ to
work. The elements of the bond are commitment, attachment, and belief.
We have suggested that commitment is a function of youth and adult

‘'perceptions of the task and the young person's’ability to do the work;

attachment, a function of the quality of the relationships between '
workers; and belief, a function of the rules and standards, and persons
perceptions of them and the way they¢are enforced. We have suggestgd
further that there are various organizational arrangements (the design
of the job, recruitment and hiring procedures, training, instruction,
evaluation and feedback methods) by which tasks and rulgs.are defined
and relationships formed. Delinquency prevention practitioners should
seek ways to create jobs with those chatacterist1c§,_and we suggest
that employers will be receptive to modi fication oI prs if they
perceive clear advantages from doing so.’ '
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3. CHAPTER THREE: ARRANGEMENTS WHICH SUPPORT THE REDESIGN OF YOUTH JOBS

- In this section we talk about ways in which one might wish to
approach the cultivation of jobs and volunteer projects for young people.
We will discuss the characteristics of these programs which distinguish
them from typical youth employment programs; sketch the various forms
that these projects might take; identify the components of the youth
employment system, the interests and concerns of each of the members,
and tactics that might be used to draw others into the venture; and

suggest some elements which appear to be important to the success or
failure of change efforts. :

3.1 Characteristics of Youth Employment/Delinquency Prevention Projecté

“There are several features which distinguish programs which take
delinquency prevention as their objective from programs whose objectives
are related directly to the present and future benefits of employment
per se. The programs described here focus upon the social organization
of the work setting, are deliberate about the kinds of reform that they
wish over time, and take an experimental stance toward employment as a
tactic for delinquency prevention. While there are exceptions, youth
employment programs typically offer a variety of services which are
intended to provide the benefits of money, training, and experience in
order to increase the youth's employability as an adult. They do not
necessarily intend to change young people's behavior, and thus do not
often focus upon features of the work setting which might lower the
probability of delinquency.

3.1.1 Legitimate Work, Not Delinquency

The experiments described in this paper have as their main
objective the creation of work experiences viewed by young people and
adults as legitimate. The characteristics of those jobs were discussed
in Chapter Two. If young people are to have a stake in the work, the
job undertaken under the auspices of the program must be viewed as
having intrinsic merit for the various reasons suggested in Chapter
Two. Describing the activity as a delinquency prevention program
detracts from the work experience itself. Under some circumstances,
e.g., development of an evaluation design, it may be necessary to raise

“the question of delinquency, but those conversations should be limited

to a few persons responsible for developing the program. The program
should be publicized for its contribution to the employer and community.

3.1.2 Experiments
Because the effect. on delinquency of any one arrangement in the

work setting is unclear, these youth employment programs should bg.
taken on experimentally. They should be viewed as a set of activities

-27-




b
v
i

to.be modified through experience and research. For program purposes
tbls suggests that there be frequent sessions during which staff ’
rigorously examine their activities, and that evaluation be established
a5 a necessary and instrumental part of the program from the beginning.

and economic situation and reflecting the idea that carefully developed,
well-focused activities have a greater chance of achieving the objective
of increasing youth stake in work ‘

3.1.3 Selective, Incremental Change in Organizations

; The kinds of jobs described in Chapter Two occur infrequentl

; for adu}ts; finging and building them wgll require selectivg, incZegzszal

; change in organizations responsible €or the preparation, placement, and

i . e@p}oyment of youth. The typical work placement of young people makes

: minimal demands upon their intellectual, physical, or social abilities:
they frequently are make-work positions in which the sole benefit is ’
wages. We are suggesting that even existing positions hold the potential

; for enlargement and increasi ici i
3 : sing the participation of vo i
organization. P d YOURE people in the

3.2 Stimulating Change in the Employment System through Partnerships

Delinquency prevention practitioners should act as catalysts, , -
stimulating change in the systems of job development and placement and '
training, and in employing organizations. They might assume one or both
of two roles: change agents and technical assistance providers. As i
change agents they would introduce new ways of viewing youth employment '
and delinquency, negotiate new relationships or strengthen old ones
between program operators, schools, and employers, and introduce new
practices -for the recruitment, hiring, supervision, training, and
evaluation of young workers. As technical assistance providers they
may make available to local institutions the ideas, manpower, and money
for the costs of change to support employers, educators, and staffs of

. employment programs. ‘

However, we assume that changing the expectations of employers for
t youth Performance will probably occur on a very small scale which grows
o over t}mef as the boundaries of youth roles stretch. For example
o Teceptionist positions in social service agencies are common youfﬂ
positions. The duties are limited to answering the telephone. The
flyst agreement with the employer may be to add the tasks of interviewing
clients and filling out forms, over a period of time; this would lead to

the development of a social service aide iti
3 csition supporte
of on-the-job training. P ported by a sequence

" The costs of change may include the development of materials, funds
for the development of new materials, training, and evaluation. Grants
should be considered carefully in light of recent findings concerning
the ineffectiveness of giving money as a tactic for change. Berman
and McLaughlin (1977), in their evaluation of education programs, found
that funds alone were insufficient to support change. Our experience
and that of the Rand Corporation suggest that change occurs where there
are persons interested in problem solution and experimentation, and
where they view the technology as relevant to their own situation. Even
in the absence of outside stimulation, those persons are seeking reform.

o
8
3
!
¢
[
1
3

3.1.4 Change in Existing Systems

o For members of the community who wish i i
j y who wish to base d
a programs on work and community service, the best optfé:nggs?gybzrizentlon
N expand and/o? improve existing systems of work and service. Unilateral
4 attempts ?t.JOb redesign are both inefficient and ineffective. They
| are inefficient because they duplicate the activities of organizations
. currently respon§ib1e for youth employment, e.g., federally funded job
i programs and offices of the state employment service. Their effectiveness
| is llylted;by political, financial, and staff constraints. Entrenched
: agencies with legislated or delegated responsibility for youth employment
will view others as intruders. With no record of performance employers
3 may be reluctant to cooperate. The demand for jobs is simply’too gfeat
| for any one small service program either to develop the number ofvjobs
i needed or to place young people in any thoughtful way.

e e

LR

3.2.1 Developing Partnerships

~ Through partnerships with those responsible for the training, 5
education, and placement of young people, there will be a more efficient ‘ 4
utilization of resources, a greater impact, and greater longevity than
might result from an autonomous youth employment project. In times of
greater competition for declining public funds, working to redirect the
use of existing money is more feasible than seeking new allocations to g
support programming. By joining forces with one or more groups and
agencies, more jobs can be made available to more young people.
Increasing the number of advocates for youth employment may mean that
the ideas and practices will live on after the end of the 'project."

_Working within the system can bring added authori i
gblllty, and resources to bear, making gossible the d::iiogggégegze’ood
jobs and placement of young people on a much larger scale in a mo‘re-g
durablg venture. Here again, we recommend small-scale change activities
recognizing that their breadth is contingent upon the local political ’
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It may be necessary to discover whether the employment of youth and/
or delinquency are seen as important by community groups, local leaders,
bureaucrats, and businessmen; to identify places in the system where
intervention is desirable and feasible; and to locate others who share
similar values, expectations, and concerns regarding youth. In every
locale (and organization) some needs are given precedence over others.
In a community where human services are viewed as a valid response to
real community needs and seen as the responsibility of local agencies,
organizations, business, and industry, the reallocation of resources
and redefinition of jobs for young people may occur more readily than
in an area where physical facilities and economic growth are priorities.

Policy statements of elected officials, municipal and county
budgets, and orgamizational plans and policies reveal the importance
attached to youth problems. If thure is articulated concern by
organized groups, that force could be mobilized to support youth
employment and community service as a tactic for delinquency prevention.
If groups of businessmen or community leaders view the absence of
trained manpower as a problem, that interest might be the stimulus.
Knowledge of the system provides an ability to be creative--to take
advantage of promising situations and relationships.

The procedure for the assessment could range from a formal survey
to a collection of existing reports and conversations with local persons.
Given the scarcity of resources in most areas, the decision to undertake
a formal research effort should be carefully reviewed. The main purpose
is to acquire an elementary understanding of the system for strategical
purposes, and that may be acquired through discussions with ’
adult community members, agency heads, and others. The assessment
should be an ongoing activity. To continue to generate opportunities
for young people to demonstrate competence in a variety of settings,

maintaining contact with business, industry, and community leaders,
educators, and others is necessary.

3.2.2 Assessing the Youth Employment System

Youth employment should be viewed as a system with interrelated
parts which prepares, places, and employs young people. The key players
are educational institutions, the employment service, and various public
and private employers. Here we will describe the interests of organized
groups of employers, schools, employment and training agencies, and

social service providers, and suggest some of the tactics for drawing
them into a joint effort.

Those able to exerciSe the greatest influence on owners and managers
in private sector firms may be their peers. In every community there are
groups of employers formed to advance their interests and, frequently, to
engage in community service. This group may include the chamber of
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commerce, the National Alliance df’Businessmen,Iin:::tgibigzbizgﬁor
iati ‘ ' ions. In s
roups, trade associations, and labor uni . ub
groggs;ional associations, employee unions, and‘var1gys 12:e:;§e2;¥brt
policy and planning bodies may prove to be useful allies

° - » re
to generate public sector employment. _Tﬁese groups cant§:2:c:z§ezgeto
there may be a favorable reaction ‘'to hiring youth, negoti

i i ign of the
_ employers, and inject the employer's perspective 1n the design |

program.

 Although the schools seldom view themselves.as responzibleoigge
jinitiating hands-on experiences in the work setting, thiyllotizining
knowledge and competencies valued by employers, offer ski »

. . . 3 r
and, with increasing frequency, include in their curriculum caree

training and techniques for finding work. Although their Prlmaiie
objective is to teach reading, communication, and ca}culat;on;hose
schools can play a part in youth employment programm;ng.1 groom ®
circumstances where the school is receptive to cba:g:,bztﬁs oom o
i ' i nric .

hich is closely tied to the work experience €
:nz of the change continuum the school.can su?port youth wo;iIPyit nay
schedule revisions and awarding academic c;edlt:ngAzhzh:og; seiting 2y

' : ’ i usi
elect to enhance the classroom experience by K e e

" [ ly what they have learne e

e . (For & People.can P 1 anization and change with

ssroom. (For a discussion of school org .
;izpect to delinquency prevention, see Little and Skarrow, 1981, and
Johnson, Cohen, and Bird, 1980.)

The following arguments might prove persuasive to administrators
and faculty members.

" 1e" in the form of disciplinary and attendance

= p::z?Z;s will diminish for those young people :ﬁo,f;zgn
the hands-on form of learning more relevant anh :x;an"g
than the typical classroom work. .We suggest ;lams e y
of the young people who are now viewed as proble thi
the schools engage in unapprovgd behavior peca¥se £ y
have no stake in the school, either academlca; ylo
socially. Jobs which are supported.by the sc og mgy
give them a reason to have a stake in the schoo anv
less reason to be disruptive.

work e eriences in which young people are to be

® ;?zced can*ge a natural outgrowyh of the classr:pm cion
experiénce and thus are appropriately a_school kuic .
In addition, the competencies produced in Fhe wOoT
place can meet school standards for academic . be
achievement. A botany lesson 1n plant graft;pg caunder
supplemented by the student's practicing gra Flngthe
the supervision of the local nurseryman. Basing

JRvee

-31-

Pk

B 25 SRR s :

s i S



5
it
i
}

S Sy T L T I L g Sty sy
B R M SOl B g S0 D

york experience in the curriculum will limit school
lnvglyement to those areas viewed by teachers and
admanlst?ators as their,responsibility; it will not
?ec§s§ar11y include the creation of specific job
training. The aim is to find ways to integrate the

school and : i
can admire.dork éxperiences that faculty and staff

(e Shoylg faculty members agree to engage in curriculum
revision (or even reécheduling activities), the tasks
shou}d be manageable and staff development’services
provided to help them over the rough spots. This may
hapPen by negotiating realistic objectives to be
gﬁhieved over a pgriod of time, by taking into account
; ec;ume?ous requirements made on teachers' time, and
fy anging some of the current demands to allow time
or the development of curricula. Continuous, practical

:2ose :1;hin the school district whose function is to
Upport faculty growth and learning, and from persons

outside the system who .
in the world of work. are knowledgeable and experienced

developmont s Ti0Us PUblic and private agencies responsible for job
created by tf CP acement: the U.S. Employment Service, prime sponsors
agencies {n tﬁ Omprehen51ve Employment and Training Act, employment
receiver grants grlvate sector, and various other groups who have

youth employment ryﬁontraus from federal and state sources to stimulate
youth employment (YMCA, community action agencies). The extent to which
U.S. Emplo zent Sls viewed as an agency priority varies. While the
clearly gn nt efv1ce does list some "youth" jobs, their emphasis is
earmarke:pfbr o boacement of adults. CETA pPrime sponsors have funds
for both groups, but the emphasispwill’ber:;2;2§én:ngnp::zim:;:ng;ograms

Even where attention is conc
. \ . . entrated upon youth, th i
;zzzgzzzg ;25 g?zl%ty gf jobs has remained gn tie baékgrgug:eSt;gz °f
cin ar imit
attention poid® o jog desfzn?umbers of young people has limited the

to avoid make-work C Under.pressure from Congress and others
Projects, some prime sponsors are giving more

(a) By jointly working wi
; g With employer and communit
the.number of young_people the employment ageicgrzzps’
Project can serve will be expanded. Instead of one-to-

.

RS

~32-

one counseling and placement themselves, staff can
draw upon the employers' standard procedures for
recruitment and hiring and upon community groups for
the identification of jobs and recruitment of young
people.

(b) Over time, with the kind of employer support recommended
here, the pool of competent employers will grow and the
amount of time staff must spend training employers in
job design and supervision will decrease.

(c) Young people placed in positions with the characteristics
described in Chapter Two will be perceived as competent,
reliable employees, will have skills relevant to local
employers, and will be able to make the transition from
jobs subsidized by public funds to unsubsidized jobs.
Staff will meet one of the major objectives of public
employment programming today.

(d) In the same way that school faculty must be assisted as
they take on unfamiliar tasks, so must staffs of
employment programs and agencies be assured of receiving
technical assistance to help them as they increase the
amount of time they must spend with employers.

3.2.3 Negotiating the Terms of the Partnership

The terms of the partnership (the roles each party will play and
the specific commitment) must be negotiated rather than declared. Each
organization has assumed responsibility for various aspects of youth work
and service and is concerned about maintaining its status. Turf concerns
should not be viewed as a problem. The interest voiced during the
assessment, phase should be taken as a genuine desire to resolve the
problems of youth unemployment and delinquency, and the negotiations
should proceed on a positive tone, seeking grounds for agreement rather
than confirming and publicizing disagreements. The desirable outcome
of these negotiations is a non-zero sum game in which everyone wins:
the employer gets work done, teachers find they have fewer "trouble"
students in class, CETA can point to the number of young:people whose
salaries were picked up by the private sector, and there is the promise
of discovering whether or not working can reduce delinquency.

Throughout the negotiations, delinquency prevention practitioners
will have to translate bonding and organizational change ideas into
language familiar to the participants. For example, discussions of
change in the work setting should revolve around supervision and the
effect that may have on productivity, rather than on commitment and
attachment. Practitioners will find that this dialogue is ongoing
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because gf the unfamiliarity of the ideas. They should take every
opportunity to gpply the ideas in as many ways as possible and not
assume that their words are understood.

It may be desirable to engage youth during this stage. Their
perspectlvg may be useful during discussions of the types of jobs which
are.appeallng.to young people and strategies for recruitment. Equally
as important is the chance for young people to be involved in useful
work--they can acquire knowledge about social problems in the community
an awareness of possible solutions and the complexity of their ’
implementation; they may develop planning research and writing skills;
and they may a@d to their repertoire of meeting skills. However if ’
3g¥itt§¥gpoit is uggertain, it might be better to allow the adulés to

ugh operationa igns i i i
heople oo i laEer date.l designs and details and plan to bring in young

The product of the negotiations should be a written plan which
reflech the agreement of the key actors regarding the philosophy
objectives, agd strategies. Specifically, that plan should contain
the types of jobs to be developed and tactics for engaging employers
the forg of the policy group and the staff, technical assistance ’
evaluation, and.a schedule for implementation. Modifications ma; be
made as.the training problems are encountered and the results of the
evaluation fed back to the policy group and staff; however, the
development of a plan serves two crucial purposes. First ,the process
of development is the occasion for generating, checking ;nd confirmin
agreements among members. Second, a written document wﬂich is well ;
tboughF out and.viewed as useful by its authors can help to maintain
direction and diminish the chances of slipping back into the individual

service mode of most youth emplovment and C 1
programs. fplo; delinquency prevention

A tentative outline is proposed in the following paragraphs.

. Job deve;opment. The plan should contain a statement of purpose
a llst.of desirable and feasible jobs, procedures for the recruitﬁent’
selection, and support of employers, and specifications for the desi n
and cgndugt of-work. The labor market and community assessments thgn
mate?1a1 in this paper, and the knowledge and experience of the "
provide the information necessary to write the plan. partners

Decision making. To change the s stem, sev i
be adoptedf depending both upoﬁ the ai;s of th: zzsipaggr;:§2§§r§lgh§
upon the circumstances in the community. The first and most fre en 1
useg approac@ to interorganizational work is the formation of a q:ipt d
making council.* The success of such bodies has not been outstaﬁdiggy-

1n- . . .
Discussions of councils designed to facilitate the transition from
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(Praegar, et al., 1980; The Center for Action Research, Inc., 1978a,
1978b). Most interagency councils might be characterized by the absence
of specific purpose, disagreement over the goals and procedures of the
body, unstable membership, and the lack of clear authority to make

change within member organizations. The existence of a planning or
policy group often provides the appearance but not the substance of
reform. - However, where the members have agreed on a direction and

where they are able to stimulate change within their own organizations,
some desirable modifications have been made. For example, a few of the
education-work councils described in the Abt evaluation (Praegar, et al.,
1980) have promoted stronger ties between employers and schools which have
contributed to curriculum change. Interagency councils may be an
appropriate tactic for achieving change in youth employment if there is a
shared sense of group purpose and if each of the members has the desire
and ability to follow through with work in his or her organization that
is specified in their joint agreements. The long-term advantage is the
existence of a group of persons who are strong advocates for youth.:

A second approach to interorganizational work is to confine
direction of youth employment activities to the two or three persons
who have agreed to act as partners, expanding the group as called for
at any stage of program development. For example, the partnership may
include a major employer, the CETA director, and the delinquency
prevention practitiuner. In order to provide work for more young
people, the partners may invite other employers with similar concerns
and work-force requirements to belong. This strategy has the advantages
of including participants who share a specific interest, who commit
themselves to organizational change from the beginning; and it limits
the number of actors so that the tasks of coordination and management
are not overwhelming. Although this strategy leads immediately only
to small changes, it can provide the foundation for an expanded work

group.

Administration. The decision about the assignment of the day-to-
day administration has implications both for the immediate tasks and.
for the long-term durability of the ideas. The most desirable situation
is the reassignment of staff from the partners' organizations. Those
persons are familiar with their own organizations and may be able to
anticipate and resolve problems that outsiders cannot. In ideal
circumstances, those employees will remain with their employers after
the experiment officially ends with a new view of youth employment and
ways of increasing benefits to young people. They can be encouraged to
shed old views if they view youth unemployment and/or delinquency as a

youth to adulthood are contained in wirtz, 1975; National Cbmmission on
Youth, 1974; and Carnegie, 1979. ' -
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problem about which something must be done, if they see the proposed
activity as valuable and useful, and if there is consistent support and
encouragement offered during the course of the project.

Opposition to reassignment frequently comes from administrators
and staff who see the new activity as an addition to an already heavy
work load. We are proposing a change experiment intended to replace,
not supplement, some existing functions. For example, most CETA staff
have provided individual counseling to young people. We propose to
substitute work with employers, suggesting that if supervision is
improved, the needs for counseling will diminish in most cases. We do
recognize, however, that part of the "counseling" duties are complying
with federal regulations for reporting and monitoring. If work with
employers is to be a substitute, clever ways must be found to minimize
the time paperwork takes and yet conform to federal demands. One
project during the start-up period would be redefinition of reporting
and monitoring procedures in order to generate timc to provide technical
assistance to employers. The partners must be committed to the extent

that they seek to redefine the roles and functions of staff they would
like to involve in this project.

. Evaluation. Evaluation is an essential part of this experiment if
the assumptions about youth work and its bearing on delinquency are to
be tested. The scope and depth of the evaluation is contingent upon
available money, staff and consultant time, and data processing and
analysis resources. The schedule for evaluation work should coincide
with the design and implementation of youth work activities if the
evaluation results are to be used to guide decisions on program
effectiveness and efficiency. The data should be available on a
schedule and in a form that meets the needs of decision-makers and
staff, Compromises may have to be negotiated between those in the
work setting, the project staff, and the evaluation staff, trading off
the benefits of in-depth research with the requirements of program
operation. The evaluation and project staffs form a team to test the
assumptions posed in the first section of the plan.

Responsibilities and relationships of members of the team. As the
work unfolds, assignment of responsibilities should occur. In addition,
the architects of the plan should establish regular occasions and
procedures for information sharing and problem solving. In
interorganizational activities, actions are frequently overlooked
because there is no one assigned to pay attention. Misunderstandings
and disagreements arise and should be resolved. New information comes
to light which would either change the direction or call for a promising
new venture. If responsibilities are agreed upon from the beginning
and if there are formal and informal means for making decisions, there
is less likelihood of inadvertently shifting directions or breaking up
the partnership.

- , R

With the final version of the plan, there §hou1d evgtzzi;azgmﬁﬁich
derstanding of the general concepts and_a.de51re to pa H ity

fre reflectas in specific statemnts of aciioh 8% TEICLLGE whe parners
‘ be a plan for the reso’ ision of

§2§r2f52§212t:é§$ eitheg through discussion or through the provision

technical assistance and training.

3.3 Sustaining Change in Organizations

Change is most likely to persis¢ where Fhe?e‘ls thong;izzﬂizzigz’
leadership, where there are NOYMS for.colleg1a11ty an | Xp e o
hare b g. he interests of the organizers and the employer "
22i§ea22§unz eand where persons are provided with ways to help them
2

get through the day.

3.3.1 Leadership

) . » . . > e
npeadership' here refers both to decision makeis w;ﬁi;nezgloyment‘
loying organizatioh and to those organizers of t ety D e most
;ﬂgjeit. The view others have of the leader.1ze;mg;ro:2e;s e etent,
curs when these in charge are viewe . o
iii&?:g;iibgz,uand'consistent. Al;o 1m?orF;?zs1ip2;sw§§cgezh:p§°bs - e
i eople and of the princil : whi ax
o egploiipghiozggagerpvisibly shows interest by»1nqu;r1ngozZOz§ {gz
bizeréss is accessible for problem solving, ani'apP11§:rsstaff, the
zamg pri;ciples in the management of ?therz Z:e ;2r:rlike1y aff, ke the
isc -workers, and youth employee . .
s:&zzzlzziio§21y Thesleader sets the tone and provides the model
e . . ]

3.3.2 ACollegialitz o \

i i t in
There are two sets of rela;ionsh1p§ to ?e taken 1n;;ea§;;?2yer and
s. The first is the relationship between 1R€ POy ong
oS amizer 'of the activity. The second are the.relatxons P Ay
the‘organ}?ersh rarticipant organization. Change will occur.more.as "
@emher; . tzagf gelationships are collegial, if the.expectat%zn the .
o reon See jointly responsible for organizing andvxmplemﬁn tegm ¥ e
D meiples %' outh employment, and that each member of the ean ,
P b ation tz make. Berman and McLlaughlin (1977) ?errted t
?ontrlb?tlonducatién.programs'in which teachers participated ;sir -
S mers in. lanning change and where they either developed t elassrooms
D dapt zéoghefs' material to meet the requirements of the*z c°t
;:ozgizsemore durable change than those in which teachers did n
jcipate in planning agd wher ;
ﬁ:ﬁ:iiags. Thege finding$ have been replli:;:ice e
municipal government officials and huﬂ%?'onmunity oD
and ngel, 1977; Bingham, 1976) and with ¢

' isting
were expected to adopt existl
ot xa in other settings with
ders (Yin, Heald,
(Alinsky, 1971).
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We recognize that participative management will be a departure
from the norms in many employing organizations. We suggest that the
collegial relationship between the manager and/or supervisor in the
employing organization and the organizers of the youth employment effort
is crucial and the the inclusion of others in the collegial group is
an ideal goal to strive for as circumstances seem appropriate. We do
suggest strongly that the extent to which all those who will be working
with young people can be involved will determine in large part the
degree to which change will occur in the immediate work setting.

3.3.3 Experimentation

Persons are more likely to participate in unfamiliar activities
and try new approaches, selecting those that work and discarding those
that do not, where there is overt approval from management and peers
for innovation. In the work setting where one of the aims is to increase
the number and quality of the tasks that young people are allowed to
take on; this means not blaming the supervisor if the young person
fails, but rather identifying the reason for failure and trying again.
It means approval of the time the supervisor and co-workers may spend
discussing business with young workers. In short, management should be

encouraged to develop problem-solving approaches to getting the work
done and involving young people.

If the effort is described simply as giving another young person
a job, there is no reason for work group members to examine their
interactions with young workers and notice that perhaps they have
inadvertently contributed to the failure of young workers in the past.
If, however, the employment of youth is billed as finding new, exciting
things for them to do and devising methods for teaching and integrating
them into work groups, the expectation that past practices be examined
and new ones discovered is clear. Berman and McLaughlin (1977, p. 82)
found in their assessment of educational programs that the greater the
change called for, the more likely its adoption. One explanation may
be that the differences catch persons' attention, causing them to focus
on the task at hand and to work through problems in new ways.

Berman and McLaughlin's (1977) finding calls into question the
often used harmony model of change. The assumption there is that the
least resistance is likely to be encountered when the innovation is
similar to existing practice and when persons can, over time, become
comfortable with a set of ideas and activities. Change agents then
seek to maintain harmony. However, it may be that some level of tension

and conflict is necessary if change is to occur. It may also be that
persons are not willing to commit time and energy to an effort described
as a slight departure, because it does not seem important. We suggest
that those introducing new ideas about youth employment into any
organization be straightforward about their intent and then assist
persons to adapt the ideas and methods and work through the problems.
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3.3.4 Mutual Adaptation

The adoption.of'new ideas and practices is more likely to occtr
where they are molded to meet the requ?rements of those in thethgerman,
setting, as well as those of the organ1zers_of youth employmen be

and Pauly, 1975, p. 42). The princ1p}es qf youth work are gene;;ei
specificity comes from their applicgtlon in qne.work settlng: th‘}
serve as a departure point for ongoing negotiations between you
employment organizers and the employer.

The process of mutual adaptation may increase.the capac;;i ogfjt
employees to apply the ideas, and may increase tbelr sense od aenlica;ion
leadership, and ownership. Through continuing discussion 3n ip racticai
all parties will be forced to define their own problgms and seek p ¢
solutions in the context of bonding and change Fheorles. For pirszg.
to understand the concepts, they must wrestle with them.and agp ¥1't?m
in their day-to-day work. As they do s0, they can acquire a a31 ;tz .
for working with young employees. If this approach.offer§ anf; v:s aie
over previous training or disciplinary methods and if their e :;e are
rewarded by having an increasingly competent young work‘force, thi
perceive benefits in continuing the new practices. To increase

probability of adoption and durable change, innovations should gpt be
imposed from the outside; they should, instead, be the result o

_negotiations between the two parties.

3.3.5 Helping Persons Get through the Day

Changes are more likely to be en?orsad by those‘w%tbin Fge ‘o
organization if they have assistance in adapFlng unfamiliar ideas e ol
their own circumstances. To be helpful, assistance shguld belpric e s
timely, and credible, offering concrete syggest10n§ which app y g th
circumstances of the workers in that setting. It is not praczégiional
suggest that an already over-worked staff should take on anlaad;n e
training assignment. An assessment of current assignments t? tg
the delegation of one task to a co-worker sO Fhat ﬁhere is time
take on the training responsibility is "practical.

Assistance should be ongoing and offered at routine 1nte?valii;?n
order to provide help as persons encounter problgms 12 oger§zzzgaand g
the concepts of youth employmente T@e }nterugtloan t i ;u e
the development of a plan at the beginning 15 }nsuf icien taiges éhange.
All problems cannot be anticipated. Organizational circums
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problems. For outside assistance to be received favorably, those
providing it should be seen as credible by those within the organization.
They should be viewed as competent, familiar (though not necessarily
expert) with the business or agency, businesslike, well prepared,
honest, and straightforward, Though they are called in presumably
because of some special knowledge or skill, they should act as if
those with whom they are working are competent and have answers to some
of the problems confronting them. Too frequently, outside "experts"
are condescending, patronizing, and destroy any possible impact they
might have had by alienating their audience. Insiders may compose the
most valuable source of support if they are encouraged to work together
in teams and are in favor of the experiment. In the case of these

experiments, no one person can have all the. answers and it must be a
collegial venture.

3.4 Summarx

We have described the ideal youth employment program as an experiment
in selected, incremental change within employing organizations calculated

Changes within
each work setting will be stimulated by partners (employer groups,
educators, youth employment organizations, and social service providers),
each with their own interest, but with a common interest in improving
youth jobs as a way of meeting their own organizational objectives.

they engage in negotiations

young people to do useful work, demonstrate competence, and gain
membership status in the work force.
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