MEMORANUM
DATE:		August 11, 2015

TO:		Jay Schenirer, Councilmember
Joe Devlin, Chief of Staff

FROM:		Claudia Jasin, WayUp Sacramento Project Specialist

RE: 		Proposal for the City of Sacramento’s Department of Youth

Objective
To create the Sacramento Department of Youth to ensure that the needs of the City’s children and youth are met and that City funding is invested for highest impact. 

The Need
To support the approximately 115,000 children and youth in the City of Sacramento, the City spent approximately $17 million on a variety services in FY 14-15.  Of this amount, $3.7 million came directly through the City’s coffers from the General Fund and Measure U dollars.
Chart 1: Children and Youth Services - Sources of Revenue FY 14-15
	
	In dollars
	Percent of Total Funding for Children & Youth Services 
	Percent of Total Funding Source

	General Fund
	 $ 2,483,267 
	14%
	0.06%[footnoteRef:1] [1:  The approved FY2014/15 City Budget estimated the General Fund revenue at $384,829,000.] 


	Measure U
	 $ 1,201,034 
	7%
	3.8%[footnoteRef:2] [2:  The approved FY2014/15 City budget estimated Measure U revenue at $31,824,000.] 


	All Other Funds
	 $ 13,497,433 
	79%
	Not available.

	Total:
	 $ 17,181,734 
	100%
	Not applicable.



In comparing Sacramento’s commitment to funding children and youth services to other Northern California urban areas, the City falls well behind San Francisco and Oakland.



Chart 2: Children and Youth Services - Comparison to Other Cities
	
	Sacramento
	San Francisco
	Oakland

	Percent of City’s Population < 18 years old

	24.9%
	13.4%
	21.3%

	Percent of Total General Fund Revenue for Children and Youth Services

	0.06%
	7.5%
	3.0%

	Amount from Dedicated Revenue Sources

	$ 1,201,034[footnoteRef:3] [3:  Measure U was approved by the voters in 2012 as a temporary ½-cent sales tax proposed to restore and protect City services. The sales tax took effect on April 1, 2013 and will expire on March 31, 2019. A portion of this revenue stream are expended on children and youth services. ] 

	$47,813,000[footnoteRef:4] [4:  The Children’s Amendment was added to the San Francisco City Charter in 1991 and sets aside a portion of property tax revenues – three cents per one hundred dollars of assessed value – for children and youth services.] 

	15,009,725[footnoteRef:5] [5:  In 1996, a City Charter amendment was passed to create the Kids First! Oakland Children’s Fund which set aside a percentage of the General Purpose Fund specifically for children and youth services. The set aside rate in FY 2014/15 was 3%.] 


	Total City Funding for Children and Youth Services
	$17,181,734
	$117,400,000[footnoteRef:6] [6:  This is the projected FY 2014/15 Children’s Baseline Budget which requires the City of San Francisco to spend a minimum on children and youth services using multiple revenue sources in the specific fiscal year.] 

	Not available.










At the same time, Sacramento children and youth face a myriad of challenges as indicated by the following data:
· 29% of children under 18 live in poverty.
· 73% of Sacramento Unified School District (SCUSD) students[footnoteRef:7] qualified for the Federal Free- and Reduced-Price Lunch Program. [7:  Two-thirds of SCUSD schools are located in the City of Sacramento; therefore, the assumption is that the student population is a strong representation of the City’s children and youth.] 

· On the 2012-13 STAR test, 64% of SCUSD 3rd graders scored below proficiency for English Language Arts.
· Of the 10,000 Sacramento Unified School District students designated as English Language Learners in the 2013-14 school year, only 44% attained English language proficiency after five or more years under this designation.
· Only 58% of 5th graders scored in the Healthy Fitness Zone for aerobic capacity on the Physical Fitness Test while 62% and 56% of 7th graders and 9th graders, respectively, scored in the Healthy Fitness Zone.
· In the 2013-14 school year, 37% of SCUSD students were reported as being truant at least one time during the academic year with a truant defined as "a pupil…who is absent from school without a valid excuse three full days in one school year or tardy or absent for more than a 30 minute period during the school day without a valid excuse on three occasions in one school year, or any combination thereof….”
· In the 2013-14 school year, 52% of 7th graders reported being at home alone for an hour or more at least one day per week after school.[footnoteRef:8] [8:  Health Kids Survey with a sample size of 586 7th graders (17% of total 7th grade enrollment).] 

· In the 2014 general election, only 8.1% of eligible voters ages 18-24 actually voted.[footnoteRef:9] [9:  UC Davis California Civic Engagement Project Youth Voter Data Tracking File 2010-2014 (last updated 06/12/15).] 

While the City is making every effort to address the needs of its children and youth, the services provided are neither sufficient nor aligned towards shared goals nor guided by a unified framework. In addition there is no one person in City government who wakes up every day thinking about the needs of Sacramento’s children and youth. Given limited resources, the City is compelled to ensure that funds are effectively used to address the array of challenges facing Sacramento’s children and youth. Moreover, while these needs are fairly well understood, the quality and impact of currently-funded programs across multiple departments is not monitored nor measured. Given the ongoing issues that children and youth face, it is imperative that the City have a well-defined and focused set of goals and desired outcomes to support its most vulnerable residents.
Purpose and Role of Department
The purpose of the Department of Youth is to strengthen services for the City’s children and youth in order to increase their chances of success in school, career, and life. Particular emphasis will be on program quality. Towards this end, the Department will 1) promote a youth development framework for the delivery of all children and youth services; 2) establish and monitor progress towards the City’s goals for children and youth; 3) consolidate the management of some current City Departments’ programs that solely serve children and youth; and 4) administer the proposed Sacramento’s Children’s Fund. 
Theory of Change, Framework, and Goals for the City’s Children and Youth Services
Decades of youth development research demonstrates that, when a young person is provided with certain supports and opportunities, they grow into healthy, productive young adults. These youth development experiences should, theoretically, be offered in all aspects of youth’s lives: school, home, and out-of-school activities. More importantly, the quality of the youth development experience matters tremendously.
As such, City-funded children and youth programs should aim to offer participants the opportunity to:
· Build meaningful relationships with adults and peers;
· Learn and master new skills;
· Feel safe both physically and emotionally;
· Take leadership and play decision-making roles; and 
· Engage in their communities.
Certainly not every program will be able to provide all five outcomes listed above. However, in planning program design and delivery, practices that would provide as many of these opportunities as possible should be considered. Moreover, focus should be placed on the quality of the practices that are implemented. 
In order to successfully integrate youth development principles into programming, staff must be provided with training and on-going support. In addition, a commitment to a continuous cycle of improvement will ensure that quality is at the center of decision-making around changes to programs. 
Given the proposed framework, the Department of Youth’s goal is to ensure that all City-funded programs strive to provide high-quality youth development experiences. In doing so, services will be aligned, progress toward a common goal can be measured, and impact on the City’s children and youth can be assessed.
Transfer of Current City Programs
In order to better align programs under the youth development framework, some services currently provided by City Departments should be moved into the Department of Youth. Based on information gathered about children and youth services currently in place, specific programs have been identified for transfer from the current City Department to the new Department of Youth. There are also several programs that require further conversation regarding whether they should remain under the current City Department or moved to the Department of Youth. The programs currently recommended for transfer are as follows:
Parks and Recreation
· 4th R
· START
· Sacramento Youth Commission
· Summer at City Hall
· Mayor’s Gang Prevention Task Force
· Hot Spots
City Clerk
· Youth at City Hall
Police
· Men’s Leadership Academy
· [bookmark: _GoBack]Children and Youth Programs funded through the Asset Seizure Fund
Several of the Departments (Parks and Recreation, Community Development, and Police) have youth programs that offer employment and/or internships. The City should consider a strategy of creating a system that coordinates and supports these youth workforce development programs across the various Departments. The system would provide economies of scale around outreach, recruitment, staff training, and evaluation. The system would be housed and staffed by the Department of Youth.
Finally, all the children and youth services currently provided by other City Departments that will not be transferred to the Department of Youth should adhere to requirements established by the Department of Youth. These requirements would include youth development training for all City staff delivering services, input of program data into the Department of Youth’s database, participation in program evaluation, and a commitment to a cycle of continuous quality improvement.
Evaluation and Accountability
In an effort to ensure that City-funded children and youth services are providing high-quality youth development experiences to participants, the Department of Youth should evaluate the programs. On the “units of service” side, while understanding how many children and youth are participating in these programs is important, programs should be able to report on program dosage – the number of hours that each participant engages in a particular program during the course of one program cycle (which may vary in length of time depending on the program). This quantitative data should be reviewed regularly. Should a program not be on track to meeting its targets for numbers of participants as well as for dosage amounts, then staff would need to propose mid-course corrections to address the lower-than-anticipated numbers.
In addition, programs need to be evaluated on the extent to which participants’ youth development experiences in the program are high-quality ones. An external evaluator should be contracted to design and implement the evaluation in order to provide credibility to the results.
Finally, evaluation is useless if the results are not used by staff for program improvement. As such, programs should be held accountable for implementing a cycle of continuous program improvement. To supplement the external evaluation results, a critical tool would be a self-assessment of program practices and policies that are aimed at promoting youth development opportunities. In areas where the external evaluation results were lower than hoped, staff would design a plan of action to alter one or more program practices and policies in the targeted area. Additional training and support would be provided by Department of Youth staff and/or external technical assistance providers who are youth development experts.
Children’s Fund Administration
In 2016, City voters will be asked to consider the creation of a Children’s Fund which would receive dedicated revenue from two new potential sources of revenue. Should this come to pass, the Department of Youth would be responsible for administering the Fund. The following steps will need to be implemented by the Department:
· Planning and Allocation: Determine areas of need and the allocation of revenue from the Children’s Fund across these areas.
· Request for Proposals: Develop criteria, application, and scoring rubric for selecting providers (both City and community-based non-profit organizations) that will deliver services to meet the stated needs.
· Contracting: Coordinate with City Attorney and other City parties involved in the contracts process to prepare for the execution of contracts for providers awarded a Children’s Fund grant.
· Oversight Committee: Create training for new members, establish meeting schedule, and determine staffing to support the group.
· Contract Management: Design process to guide staff in managing contract caseload including monitoring of program quality.
· Evaluation: Develop Request for Proposals for the design and implementation of an evaluation of funded programs.
Focus on Youth Voice
The Department of Youth has a unique opportunity to strengthen and raise the voice of young people within City government and the City itself. Not only do youth have clear and strong opinions about their needs, but they often are able to point out things that adults fail to see or understand. If the City is committed to offering the highest quality programming to its younger residents, then creating and promoting opportunities for them to provide input and participate in decision-making processes is essential. Two current programs are full of potential on this front: the Youth Commission and  Summer at City Hall. In addition, the Oversight Committee for the Children’s Fund provides another opportunity to advance the role of youth in shaping how the City supports them.
Future Considerations
Once the Department is fully established and operations are smooth, the following should be considered.
· Quality standards: Because the Department will be focused on program quality, a set of quality standards for the youth development framework should be developed so that all parties clearly understand what they are striving to achieve in program delivery. Moreover, the process to develop the quality standards should be one that includes both City staff and community-based providers to strengthen the final product particularly in terms of buy-in.

· Interdepartmental Children and Youth Services Group: In order for all City Departments to fully participate in the alignment of children and youth services, an interdepartmental group of staff from each Department providing these kinds of services could be formed.  Meetings would provide an opportunity to share successful practices, uncover duplicative systems, create new partnerships, and provide input on new policies.

· Two-generation strategies: The Department should consider partnerships that will promote a two-generation approach to supporting the City’s children and youth. That is, the parents/grandparents of children and youth also have unmet needs that impede their ability to fully support their kids. A two-generation strategy ensures that more than one system (the City) is equipped to participate in the healthy development of a child. These kinds of strategies can even encompass the age group that the Department aims to reach. For example, a two-generation strategy could support teen parents and their infants.

· Focused initiatives: The Department could be a leader in developing and promoting City-wide initiatives that address needs of children and youth that fall outside the scope of the Children’s Fund allocation plan. By playing a coordinating role in this effort and  leveraging other funding sources, the Department would be able to tackle issues that have been identified by multiple stakeholders (both City Departments and non-profits) who do  not have the capacity to develop a solution alone.
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