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Purpose and Overview 

 

Outreach Workers from the Youth Coordinating Board (YCB) support students at Anwatin, 

Franklin, and Northeast Middle Schools as well as Henry High Schools by creating safe, 

welcoming, and relational environments and focusing on the social and emotional needs of 

youth during and immediately after school.  

YCB partnered with Rainbow Research to conduct a formative evaluation of this very new 
initiative in order to better understand how the program is being implemented at each school, 
tension points and benefits of the program on youth, schools, and communities as well as 
determine how the program might be improved for deeper or broader impact.  

Evaluation Questions 

Rainbow Research implemented an evaluation plan focused on the following evaluative 

questions from the perspectives of current students, school staff and faculty, and YCB Outreach 

Workers.  

 What is the perceived role of YCB Outreach Workers by students and school staff?   

 What is the value of Outreach Workers and the perceived outcomes for students and 

the school community? 

 What are the current challenges or tensions experienced by staff, youth, and Outreach 

Workers in relation to the Outreach Worker’s role?  

 What can be done to improve the partnership between schools and the YCB Outreach 

Workers to better support positive outcomes for youth and schools? 
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Methods 

To answer these questions, focus groups with students, and school staff and faculty were 

conducted at each of the four partnering schools: Anwatin, Northeast and Franklin Middle 

Schools and Patrick Henry High School.   Additionally, a focus group was held with current YCB 

Outreach Workers.  

Overall, 128 school staff and students were engaged through this process.  Table 1 below 

details the number of youth and staff at each site who gave feedback and participated in focus 

groups. Due to the high number of students who wanted to participate, at two of the site 

multiple focus groups were conducted.  School staff participants included Deans, Principals, 

Assistant Principals, Classroom Teachers, Onsite Community Partner staff, Behavior 

Intervention staff, Special Education Assistants, Custodial staff, Parent liaisons and Parents.   

 

Additionally, a listening session was conducted with 15 current YCB staff. 

Analysis 

All focus groups were recorded, transcribed and analyzed using NVivo qualitative analysis 

software. A content theme analysis was conducted which provided the major themes, quotes 

and recommendations included herein.  All identifying information has been removed.  

Youth Engaged Evaluation 

The Youth Coordinating Board has a strong commitment to enacting strength-based youth 

work.  From this perspective, we understand that integration of the insights and leadership of 

youth and young adults are critical to program success.  Furthermore, Rainbow Research 

understands that young people that are coached in data collection and analysis techniques, 

provide a richer, perhaps more nuanced perspective on the data and the program experiences. 

For this reason, we contracted with three young adults (ages 18-24) with backgrounds in youth 

programming and youth outreach.  These Evaluation Apprentices were trained in basic 

evaluation and related skills including problem exploration, focus group design and facilitation, 

and content theme analysis. Evaluation Apprentices, in partnership with Rainbow Research 

Site

Number of Participants 

(Students)

Number of Participants 

(School Staff) TOTAL

Anwatin 16 12 28

Henry 25 19 44

Northeast 19 9 28

Franklin 20 8 28

TOTAL 80 48 128
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staff, designed all qualitative protocols, facilitated focus groups with staff and youth, and 

assisted with data interpretation, analysis, recommendations, and dissemination.   

Findings  

Findings from this evaluation are organized into four main categories: roles and strategies of 

Outreach Workers, perceived effects on students and schools, current tensions and challenges, 

and participant recommendations. In the final section of the report we will provide a summary 

and our recommendations for consideration. When quotes are used, the designation of ‘staff’ 

refers to employees affiliated with the school including teachers, deans, behavior intervention 

staff, community based school partners, and other school based roles, excluding YCB staff, 

whose comments are denoted separately.  

What’s working well: Roles, Characteristics & 

Strategies of Outreach Workers 

YCB Outreach Worker Roles 

YCB Outreach Workers play myriad roles within the 

school community.  Youth and school staff describe 

them as being mediators when conflict arises or is 

about to escalate, mentors, role models and friends 

to youth, and providers of positive redirection and 

behavior management.  YCB Staff describe the work: 

“it's conflict resolution, it is informal mentorship, and it's 

a way to engage from a place of your humanity”.  In 

these roles, they teach practical skills for emotional 

self-regulation and self-control, stress management, 

and how to navigate conflict successfully.  However, they do it by meeting youth where they 

are, validating their feelings and experience, and giving youth the space and freedom to process 

though conflict instead of attempting to shut it down.  

Additionally, they provide direct academic support to young people both inside and outside the 

classroom, assisting with homework completion and re-explaining classwork.  They enhance the 

work of school day staff as needed, and are able to jump in to support teachers and behavior 

intervention staff in particular when asked.  They use their personal expertise to create new 

content and programming for classrooms and schools in the form of assisting in curriculum 

creation and teaching and facilitating in both traditional academic subject matter as well as 

extra-curriculars such as music and athletics.  YCB Outreach Workers do their work in hallways, 

lunch rooms, classrooms, school grounds, and at community events. Each individual YCB 

Figure 1. What three words would you use to describe 
the Outreach Workers? As answered by Youth 
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Outreach Worker is hired for their unique skills, personality, and set of experiences, all of which 

they bring in service to the youth. Many YCB Outreach Workers volunteer their time to provide 

additional youth development opportunities for young people during and outside of school.    

They helped us with our homework and stuff that we needed or our class work. If 
we needed to go to a quiet place, because we couldn't work in our classroom, 
they would take us to a quiet place like the library or something. They'll help us 
like get good stuff that we want to do and they'll teach you basketball. –Youth 
 
They help us with our problems, and help us with our work. They take care of us, 
like make sure we're safe at school and stuff and make sure that everyone is still 
getting their education. –Youth 
 
[An Outreach Worker] sat right next to my special ed. kids and gave them the 
support they needed for the class and it was great. I just love that extra 
presence in the room. She was really patient with them and did a great job just 
facilitating their work. Not telling them answers but engaging and facilitating 
and I thought that was great and I would like more of that. –Staff 
 
I've been able to stop them in the hall because they're in the hallway and ask 
them if they can keep an eye on the area because something has happened or 
I've had a student taken out of a room, which happens quite a bit. I'll ask if 
they've seen them and they're like "You know what? I'll look for them" and that's 
wonderful especially when you have a whole class full of students and you might 
be the only one there. That's a huge help and I hadn't had that before they 
started. -Staff 
 

 
Characteristics of Outreach Workers and Strategies to Connect with Youth 

School staff and youth described the following strengths and characteristics about Outreach 

Workers and how they interact with students. 

Relational: Building genuine one to one connections.  

First and foremost, both youth and staff observed the highly relational way that the Outreach 

Workers connect with youth.  Youth spoke about how Outreach Workers are really interested 

in them personally which is demonstrated by how Outreach Workers notice things about the 

students such as their moods, and reach out to ask them questions. Even when engaging in 

conflict, it is done in a way that is relational first, connecting with individual young people.   

It has been a few times where it's been people that would sit by themselves, 
because they feel like they don't have anybody but themselves. [… Outreach 
Workers,] some of them will try to come to you, like, they'll comfort you, 
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basically. They'll ask you what's wrong and all of that. They're not just going to 
stand around and do their job, they'll actually come and try to be like, "What's 
wrong?"- Youth  
 
Something that flies under the radar are a lot of kids who sit by themselves or 
when kids are sad, how many things ... Sensing emotions where kids are at, 
whether it's anger, sadness, loneliness, depression. I don't know what their 
training right now is (…) I wonder if they have training on that kind of stuff, grief 
groups ... It's such a natural little fit with the people who are staffed here they 
seem to be really gifted at tuning in to where no other ... I don't know but it just 
seems like a group of people who are really good at sensing the kid's alone or if 
they're sad or mad, like moving in quickly and forging that kind of bond. -Staff 

 
Youth also appreciated how Outreach Workers shared their own stories and that that made 

them relatable.  Youth reported how they felt like the Outreach Workers really care about them 

and are honest and genuine. 

The workers, they always listen, they relate. Say you have something deep that 
you're trying to tell them, say you're going to fight somebody or somebody, 
they're not gonna get all mad and report you or stuff like that. They're going to 
try to talk you out of it. -Youth 
 
I see a lot of the young ladies being able to relate to [Outreach Workers] because 
of their stories. […] That's what helps to build that relationship, being able to 
know and hear someone that's walked in my shoes. -Staff 
 
[The Outreach Worker] connected her life with mine. It's like we've been through 
a lot, probably the same.-Youth 

 
Active Engagement: Initiating with Youth and Immersing in the School Environment 

Staff in particular observed how Outreach Workers are quick to initiate with youth and are 

continuously actively engaged with students. Examples were given about Outreach Workers 

reaching out to students sitting alone at lunch or who looked upset, working on classwork with 

students in the classroom, and generally using their time to be in interaction with students and 

participating in school and even community activities alongside students. 

The worker does the work with the kids too, she turns in assignments sometimes, 
which I love. She has just become a part of our classroom community now for the 
last couple of weeks. –Staff 
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It’s just really nice to see them go up to a kid and introduce themselves. [It’s] 
school-wide to approach the young men and ladies that we work with. […]  it's 
nice to see that pro-activeness, that initiative that they took. -Staff 

 

 

Humor: Using Wit and Laughter to Diffuse and Connect 

Staff observed that Outreach Workers are particularly adept at using humor to shift a tense 

situation, diffuse anger or frustration, and connect with students.  Additionally both staff and 

youth observed how positive and uplifting Outreach Workers are. 

What's interesting is how many times I've seen the YCB guys come along and 
handle situations with humor, and not just with the students but also letting 
[staff] know that things are okay. That's important.  They're not directive, which I 
think is important too because not all our students will respond to the directive 
approach.-Staff 
 
They'll come over and try to make jokes, and relate to us. It doesn't seem fake. 
It's a really genuine vibe. They'll say stuff like, "I'm just trying to make you day 
better. I'm just trying to say something that maybe you'll think about later." It's 
nice, because it's a balance of being real, and then being funny, so it's just good 
energy to be around.-Youth 

 
Respect for Youth: Taking Strength-Based to the next level 

Youth in particular shared how they felt Outreach Workers uniquely showed them respect in 

comparison to other adults they interacted with.  Staff observed them to interact with youth in 

a strength-based manner that built on the skills of the youth.  Youth reported that they felt like 

Outreach Workers were not bossy or authoritative but rather showed they were ‘on your side’ 

and respectful of youth.  

[The Outreach Worker] was helping this student who'd normally been struggling 
and he was helping him see that he had leadership [skills] that he could be a 
leader[…] You have that leadership skills, seeing it as a skill thing that you choose 
how to use. It was a really nice way of getting that student refocused. -Staff 
 
They focus on a lot of the positives that they see in the kids.-Staff 
 
They might listen to a YCB worker over another staff, because they feel like they 
can connect with them more. It's not so much as they're telling them what to do, 
it's just kind of knowing that they're on your side, if that makes sense, rather 
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than being bossed around, getting told what to do from an authority figure.-
Youth 
 
The one thing I think that's so different from teachers and BI's is that [Outreach 
Workers] don't really get on your case like the teachers and BI's. [… Outreach 
Workers] actually try to talk to you, and try to figure out what the situation is. 
That's what makes them so different, because I know it's like, with them, they 
understand you got to give respect to earn respect. -Youth 

Consistent and Available 

Both staff and youth reported that a strength of YCB Outreach Workers was their consistency 

and accessibility.  Both youth and staff reported that they knew where to find the Outreach 

Workers.   

You look down the hallway and there might not be any other adults in the 
hallway and you have a crowd of students and you find yourself being the only 
one, and then all of a sudden three steps behind a group of students you see YCB 
strolling by. Okay I'm not the only one that's going to have to ... If something 
happens. –Staff 
 
To have a relationship, you have to be there, right? That has been spot-on. I can't 
say enough about how it's the regular ... The staff is regular and that their 
attendance and presence in the building is regular and at a set time. When you 
talk about forging relationships, what's made it successful? … [it’s the regularity].  
–Staff 
 
They're right there, every time you turn around, “Oh there you go.” They be all 
over the place.-Youth 

 
Predominately People of Color 

Youth and staff reported that many of the teaching staff are white and that they really 

appreciated that the majority of the Outreach Workers were people of color.  Teaching staff in 

turn reported that the Outreach Workers added value by adding cultural contexts to lessons 

and being culturally and ethnically relatable to youth.  

Like I said, it's mostly just being able to connect with them, and relate with the 

kids, and stuff like that. For the kids, they have people that reflect and represent 

them in a good, positive way. That's why I think they do a really good job here. 

Because they're somebody that the kids can trust and go to, and feel comfortable 

with. They don't always have that here. -Staff 
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The staff is very white, and the kids aren't. There's almost a bit of a culture clash.-
Staff 
 

Community & Family Connections 

Youth in particular reported that they appreciated seeing the Outreach Workers outside of 

school during community events, specifically mentioning their attendance at Jamar Clark 

protests.  Students also talked about Outreach Workers having siblings or otherwise being 

related to classmates in relation to feeling connected and known by YCB Outreach Workers. 

It was cool, because, it's like, not only do we know that we support it [the 
protests over Jamar Clark], but we know people that basically work in our school 
support it too. It's like, we're not the only ones. We're not children that's trying to 
help get justice for ourselves, for the black community, and all of that. We see 
that people who are working around it with us, they're trying to do it too, so 
we're not the only ones. -Youth 
 
[For example, one of the Outreach Workers also leads out of school time 
activities. The students] talk about him all the time and they really look up to him 
and they look forward to drumline, so just building that relationship outside of 
the school day is important too. […] Having that presence not only during the 
school day but after school is important too. - Staff 

 

Ability to Interact Differently with Youth: Candy, Food & Physicality 

Youth regularly reported that the Outreach Workers gave them candy and incentivized them 

with snacks.  While school staff expressed some tension between the different expectations 

held for school staff interactions with youth, and the expectations for Outreach Workers, some 

school staff thought it was a positive thing that Outreach Workers were able to be more 

physical with youth such as giving hugs or rough housing, and were able to give candy. Youth 

highlighted the value of Outreach Workers providing them with food or snacks. 

Our kids can be a little physical also so at one point, when they were getting out 
of hand, trying to put their hands on each other one of the workers came in and 
just turned it into a game. –Staff 
 
[Talking about hugs and rough housing:] that physicality is nice because a lot of 
our kids need that. They need that interaction, they need that basically love, that 
physical one-on-one. -Staff 
 
I like them, because anytime they see that you're in your feelings, pretty much, 
they'll do anything in their might to help. They'll come and talk to you, and stuff 
like that. They're just cool, and they give you candy, and stuff. -Youth 
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What the Outreach Workers role's play in our school, is that they get you to class 
on time, and make sure you get stuff done, and when you're hungry they'll feed 
you, because you know some of these kids are starving. -Youth 

 
Uniforms 

Both staff and youth mentioned the importance of Outreach Workers wearing uniforms as a 

way for them to be easily recognized and spotted.   

They do have a presence. I think having a uniform, a shirt, helps with that 
presence. –Staff 
 
Because the level of professionalism was the other thing I wanted to add onto, 
like the uniform. […] That is something that I have to say is exemplary with this 
group is their sense of professionalism. -Staff 

 
Characteristics of Outreach Workers and Strategies to connect with School Staff 

School staff described successful interactions with Outreach Workers as being characterized by 

collaboration, close communication, and 

respect. 

Collaborative 

School staff reported appreciating when 

Outreach Workers collaborated with staff in 

solving behavioral or academic problems for 

specific youth or specific issues within the 

school.  When staff felt they could 

collaborate with Outreach Workers, it 

provided a huge additional support in 

allowing them to be more effective at their 

jobs. 

[Outreach Workers] didn't say, well, 
we're still going to do it our way. They 
were collaborative. They said, you 

know what, we got that now because we're coming in too. […] At first I thought 
that they were here for safety and security […], but then when they opened the 
door to these conversations and positive communications with kids, that's when I 
think the collaborative needed to, it happened. Versus them saying, ‘no, well, this 

Figure 2. What three words would you use to describe the 
Outreach Workers? As answered by school staff. 
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is what we do everywhere’. They said, […] ‘that's how you guys want it done, 
then we can roll with that’.-Staff 
 

Close Communication & Respect 

School staff reported that regular conversations were critical to the success of their relationship 

with Outreach Workers.  When staff felt that they knew how to ask the Outreach Workers for 

help and had the opportunity to talk through issues as they arose, the partnership was most 

effective.  Additionally staff reported that it was important that they were approached by 

Outreach Workers in a way that communicated respect for the unique constraints and 

requirements of their positions.  Even when Outreach Workers wanted to challenge an existing 

idea or practice, when it was approached respecting the skills, training and experience of the 

other staff involved, staff felt more ‘safe’ in the interaction and were better able to share 

power in the classroom or in their field of influence.     

The thing I found super-helpful in not having worked with them before is they 
received me like I feel like we're equals. They feel like one of the community 
members being here and it's really easy to talk and problem-solve quickly, like I 
got this and you got that. It's really easy to communicate with them.-Staff 
 
I think it's the delicate balance of how the YCB staff have engaged with both the 
students but also the staff in a very safe way, so how do they safely talk with the 
staff about having a different curriculum and different types of activities, 
different approaches for students that look different from them. When that has 
been safe, it has been really, really successful for the classroom for that's just 
really, really, really positive for both the staff as well as the students. We have 
seen huge growth in our teachers.-Staff 
 
One thing that I have learned working under teachers is that […] I treat myself as 
one of the students, so the rules the teachers would expect of the student, I 
respond. I address the teacher as Mr. or Mrs. If the teacher asks the class to sit 
down, I will sit down. I pretty much model how when I give that compliance, but 
ask if I can help, I am more welcomed in a class if I ask permission and make sure 
that they know, "It's your classroom, you're the authority. I'm just here for the 
kids." That is what helps. –YCB Staff 
 

Perceived Impact on Students, Classrooms, and the School 

Youth and staff reported positive outcomes at the level of individual students as well as the 

collective school culture.  According to both youth and school staff, youth benefit from the 

presence of Outreach Workers by an increased sense of belonging and positive relationships 

with peers and adults, increased skills in emotional regulation and navigating conflict, personal 
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development, and academic success as demonstrated by greater attendance in class, 

engagement in class, and completion of assignments. The most commonly reported positive 

outcomes were decreased fighting/conflict negotiation skills and improved academics. 

Individual Youth Outcomes 

Skills in Conflict Negotiation and Emotional Regulation: 

Youth reported that Outreach Workers help them calm down after tense situations and help 

them feel better.  Youth reported that they provide emotional support and validation of their 

experiences.  In addition to helping students calm down in the moment, students also reported 

learning skills about how to control their emotions, manage their anger, handle stress, and 

better deal with conflict with their peers and with teaching staff.   Youth reported that what 

they learn from the Outreach Workers helps them make better decisions as well as think 

through the consequences of their actions. Youth reported they got into less fights with peers 

and staff because of the Outreach Workers. 

The most important thing is they help me stay out of fights, and arguments and 
being sent home and stuff like that. -Youth 
 
I got a hard time of sitting down and being still up in one class. […] They like to 
help me like or just give me like, you know like them little balls that … stress balls.  
They’ll be giving me those so I can just be still and sit down. -Youth 
 
They help be do better decisions. They keep me out of trouble. –Youth 
 
I see them as hitting off a lot of security issues before they even become security 
issues. –Staff 
 
I have seen them de-escalate situations before fights even get started where 
people are just getting loud and getting ready to ... Chests are getting puffed up 
and you're ready to take that stance to go over to them, not run over but go over 
to them and calm them and be like, "What's going on? Let's talk about this out 
somewhere else and just get it ..." and it was done all right just like and I was like, 
"Wow." I've seen them do that today. I've seen them do it all the time. I see them 
do it all the time and I'm just like, "Wow, that's pretty impressive. That's 
impressive." -Staff 

 
Academic success and Readiness to Learn: 

Youth reported that their interactions with Outreach Workers improved their grades both 

directly through helping them better understand course work and improve their motivation, 

but also indirectly by helping them attend class more regularly and be ready to engage in 
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classwork.  Additionally, youth reported that their relationships with Outreach Workers 

resulted in them attending school more regularly overall. 

The YCB staff members have helped me in my academics because I know that 
when I'm actually in a bad mood, angry, or anything, I'm not going to want to 
pay attention to anyone or anything. The YCB members, they help me calm down 
from my anger, so I can pay attention in my classes, and that's helping me keep 
some of my grades up. -Youth 
 
I had one girl tell me if it wasn't for this YCB worker, I wouldn't come to school. I 
wouldn't come here next year. -Staff  
 
They help us do better because when they wasn’t here, we was a hot mess and 
nobody really went to their classes. Since they've been here, it’s been less people 
in the hallway. -Youth 
 
Before they came I had all F's and D's, but when they came I have all B's and C's. 
These the best grades I had all year. –Youth 
 
[Outreach Workers] are successful at getting kids back in this class and re-

engaging in class. […]Last year we had a classroom that asked for additional 

assistants and we had YCB in those classrooms. We know that students in those 

classrooms performed better, both academically and behaviorally. We can look 

at those particular classrooms and show the academic growth. -Staff 

Both youth and staff reported that the presence of Outreach Workers result in students getting 

back to class more quickly after an incident, stay in class, engage in class, and complete 

assignments. Youth report that Outreach Workers help them get physically and emotionally 

ready to learn, ensuring that students have the needed supplies to do the work, understand the 

work, and are more ready to participate in learning.  Multiple youth reported that giving youth 

food helped with this. 

It's motivation because when I don't want to do my work and I'm really hungry, I 

get real mad. When I get some food, I'm calmer. -Youth 

Personal Development 

Youth reported experiencing a sense of empowerment, positive identity and leadership 

development due to their relationships with Outreach Workers.  Students reported that 

Outreach Workers helped youth pursue their individual interests including giving them specific 

avenues to learn new skills (for example drumming) or get involved with activities in the 

community.   
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It was my first day, so I didn't know how to do anything, not even play the drums. 

It was kind of embarrassing how he had to walk me through everything, but now 

I still do need some help, but I know how to play it better because of him. […]He 

really taught me, and showed me the true way, and opened my eyes up about 

what it's really like to be a percussionist, seeing the outside world of it. He gave 

me a lot of fitness advice, tips, being an athletic person. -Youth 

It gives us more confidence.-Youth 
 
Sometimes he can be inspiring. -Youth  

 

Sense of Belonging and Positive Relationships with Adults and Peers 

Lastly, youth reported feeling cared about and valued by Outreach Workers staff and that 

Outreach Workers also help them feel more connected and more positive. 

I feel like since we got closer to [YCB staff] and we all sit at that back table and 
like everybody just be sitting at the table with us now, but when they wasn't here 
we all separated. -Youth 

 
School Culture Outcomes 

Additionally, both youth and staff reported observing positive effects on the school climate as a 

whole due to the presence of Outreach Workers. The school space feels safer and more positive 

overall. 

Safer spaces, less fights 

Youth and staff report that there are less fights occurring at the school and that the school 

overall feels more safe.  Staff and students note that less people just ‘hang out’ in the hallways 

and more people are in class. 

They prevented a lot of fights from happening this school year.-Youth 
 
You feel more safer, there's less fights, there's less people in the hallway-Youth 
 
There’s less trouble. -Youth 
 
We had some significant safety concerns and engagement issues, and we've seen 

that at this point we have more control over the climate in the building. There are 

some things we've done outside of YCB but YCB has played a huge role in getting 

control of that. -Staff 
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Youth and staff also reported that the presence of YCB workers helped improve tensions 
between youth and teachers. 

 
When I came here as a freshman, there was like a lot of violence between 
students…there was some racial tensions, there was favoritism amongst 
teachers, and there was a lot of issues around the school. As soon as YCB came, 
that kind of got eliminated. You don't even see a lot of violence amongst the 
students anymore, you don't see the problems amongst students and teachers. 
They really do try to do their job to make sure everyone's having, not just a good 
day, but also a positive and safer environment, because if you come to school, 
you shouldn't have to come to school with a dead vibe. You should come here 
ready to do your thing. – Youth 
 
The halls are a lot quieter especially at the end of the year. I mean every year 
that I've been in this school, this is literally dynamite time. I mean, the slightest 
thing could end ... It is a lot quieter than it was before [YCB Outreach Workers] 
came. […] It seems a lot calmer. - Staff 

 
More positive, connected school climate 

Youth in particular report that the school has a more positive vibe overall and generally feels 

more connected as a school community. 

They make the school funner, it used to be just boring […], but now I made a 

connection with [YCB staff] and he just make it more fun. - Youth 

I feel like more people are coming together, because when we with the YCB 
people, I don't know how to say it. When we with them, we all come together 
and we just have fun. - Youth 

 

Current Tensions & Challenges 

The main tensions and challenges expressed by school and YCB staff are issues relating to 

differences in work culture, logistical communication challenges, and demonstrating respect. 

Interestingly, these challenges, when addressed well, mirror the strengths demonstrated with 

successful staff and Outreach Worker partnerships.   

Logistical Challenges: Communication Channels Promoting Staff-Outreach Worker Relationship 

Building 

The majority of challenges raised by school staff were related to logistical issues.  Staff 

articulated a lack of structured ways for communication.  Many staff expressed that they didn’t 
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know what skills Outreach Workers had, how they were trained, or what were the expectations 

and limitations of their role.  Staff reported that they had not been introduced to Outreach 

Workers and hadn’t been aware they were coming.  In some cases, staff were told about 

limitations of Outreach Workers, such as not being able to be in classrooms, and then 

experienced the opposite.  Due to this lack of clarity, tensions were created as to how Outreach 

Workers were expected to engage in classrooms specifically, as well as their role generally.  At 

the most basic, staff reported that this meant they did not know how to best utilize Outreach 

Worker staff; on the other end, some teachers reported that YCB Outreach Workers were 

disruptive to their classroom or expressed frustration over students missing class. 

I didn't know these people from nothing when I came into the building, I'm 
looking at them like okay cool, then it seemed like they were taking over the 
building cause they're everywhere and they're telling the kids what to do and 
making connections with the kids and I'm like I wish I could do that, you know but 
anyways, there was this disconnect between the building and them. We had a 
brief e-mail maybe about it, I don't even recall that truthfully. - Staff 
 
It was never opened up for a teacher to say or for anyone to say should they be 
inside of a classroom and, if so, what the expectation is when you're in a 
classroom.- Staff 
 
If I would have known earlier what they were all about, I probably could have 
utilized a lot of things more, but there's also legal things, too, as policy in district 
and stuff with the health office and everything else that can't [be done]. -Staff 

 
Apart from not knowing the roles, expectations, and individual skills of Outreach Workers 

upfront, staff also reported that there were not enough structured opportunities for ongoing 

communication between school and YCB staff that would allow for collaborative, coordinated 

efforts to best support students.  Similarly, staff did not know the proper channels to express 

frustration or redress a complaint when they had one. 

How can we use them for what they're here for to better support our building 
because the cohesion of the consistency of adults is really important, […]  we 
want to be consistent and fair across the board. It was a struggle for us and then 
how do we approach them. We don't want to be offensive to them because we 
realize they were brought into our building, so then now we're kind of tiptoeing 
around not wanting to offend each other and we can't really function that way. - 
Staff 

 
Differences in Work Culture & Expectations 
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The second most common tension reported by school staff relates to differences in work 

culture.  Namely, the Outreach Workers relate to students differently than teachers and 

behavior intervention staff do because they come from a youth worker philosophy.  Because of 

this, there are different expectations and ways of behaving placed on YCB staff than other 

school staff.  Examples of this include how Outreach Workers distribute candy and food, 

physically touch students (either by giving hugs or rough-housing), may linger in the hallway 

talking to students, and are more likely to be loud or playing with a ball in the hallway.  

Additionally, behavior intervention (BI) staff expressed concern over the training Outreach 

Workers received and occasionally disagreed with their intervention tactics, observing the 

challenges that come up due to the differences in how Outreach Workers and BI staff respond 

to incidents. While the Outreach Workers intentionally employ these different tactics as ways 

to build connection with students and engage, some school staff reported frustration over 

these activities, expressing a desire for YCB Outreach Workers to follow the same expectations 

as other school staff. 

For me it goes back to this a different thing than a community center. This is a 

school. When they first got here, they were doing push-ups with kids in the hall, 

they were doing sprints with kids in the hall. That's great at a community center. 

That's terrible here because they were getting those kids wound up and then 

putting them into a classroom.- Staff 

Due to these differences in expectations, a few staff also expressed feeling envious or 

conflicted over the time and freedom that Outreach Workers had to talk and engage one to one 

with students versus the restrictions imposed on school staff. 

It's a little bit of a conflict for me to appreciate the relationship piece but also 
know that we have rules that we have to still [have to follow.] – Staff 
 
They get the kids and get all this extra time with the kids that I am jealous of. - 
Staff 

 
Students also reported their observation that teachers were jealous of Outreach Workers and 

that sometimes the expectations of the Outreach Workers conflicted with the expectation of 

teachers. 

I feel like sometimes the teachers get jealous. – Youth 
 
Yeah I feel like them teachers, they be getting jealous about when we be hanging 
with them and we get all they candy, they be calling and saying bad things about 
them so they get in trouble, I feel like they be doing that on purpose. - Youth 
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[The teachers] be mad. [They say,] "No, remember, you left my class with [YCB 
staff], don't come back!". -Youth 
 

Additionally, YCB Outreach Workers generally are more similar in demographics to the students 

by race, ethnicity, and background, than the teaching staff generally are.  One focus group in 

particular had a lengthy conversation about tensions surrounding how Outreach Workers talk 

about race and race issues with students and the differences between how white staff and 

Outreach Workers of color engage with youth about race.     

The reality is there are cultural differences about the way you interact and even 
volume and you know the style [of communication]… -Staff 
 
I say a lot of things you guys can't say because I'm a black [person…] when you 
go say something that you heard me say, [the students] ain't going to act a fool 
on me but they going to clown you. It's all about culture and what they feel.  
-Staff 
 
[In response to an incident where a teacher felt uncomfortable by the way an 
Outreach Worker talked to the youth about race…] Maybe those kids of color 
who he was speaking to the majority of the time, understood what he was 
saying. Maybe it came off wrong to you. -Staff  

 

Communicating Respect 

Including the case above, in a few instances, staff gave examples where the presence of an YCB 

Outreach Worker interrupted a class or added to disruption in a classroom.  In these instances, 

school staff reported feeling frustrated over their lack of control over what happens in their 

classroom and the sense that their leadership over the classroom was not being respected.  

Similarly, staff reported additional instances of Outreach Workers ‘yelling at their kids for them’ 

when they didn’t need them to intervene.   

[In reference to an Outreach Worker ‘taking over’ a class room.] I don't think he'd 
do it in front of maybe other people that he respects in this building. -Staff 

 

[If YCB Staff are overstepping in your classroom…] You want to say, ‘step up out 
of the class and you step away from those kids’. […] but if you don't tell them 
they are going to think they are helping as much as possible. –Staff 
 
Just to piggyback to what I have heard from other teachers as well is that 
especially from female teachers is there might be a tendency for, ‘I need to step 
in and yell at your kids for you’, because I've felt and I kind of like well, thank you 
but I can yell at them myself. I don't always have it handled, but I have heard that 
experience from female teachers especially. -Staff 
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Similarly, YCB Outreach Workers identified tensions around respect, the challenge of dealing 

with school politics, and differences in work culture.  YCB Outreach Workers also expressed 

concerns that school staff did not respect their skills and tactics and that school staff made 

assumptions about their skills or training that were inaccurate. This idea also overlaps with the 

tensions between work cultures where the tactics employed by Outreach Workers are assumed 

as less legitimate. 

I found that a lot of times when we come into spaces, they don't necessarily have 

the respect factor[…]. [School staff] believe we just play basketball. We just tell 

jokes at lunchroom. We're just loud, obnoxious, we get to do what the kids can't 

do in the hallway. One of my engagement tools is to walk around and spin a 

football on my finger. The kids do it with a basketball, I do it with a football, but 

not knowing that one of my backgrounds is actually tutoring sixth through 

twelfth grade students in math, science, English, and history. –YCB Staff  

Staff quality control 

Additionally, staff at one school and youth at three schools brought up one particular YCB staff 

as not being representative of the rest of the YCB staff.  Staff and youth brought up instances 

where comments he made contributed to disruption in the classroom and students and 

teachers feeling upset. 

The only two issues brought up by students were tensions with one particular staff and the 

observation of jealousy between teaching staff and YBC staff.  

When he's barking his stuff in the hallways, I feel like he should be quiet a little 
more because instead of helping calm down the hallway he's making it louder 
and making more noise ... just to be quiet. -Youth 
 
He'd just be talking stuff like, "Nobody care for you [name], you huffing and 
puffing but you aren't bad,” –Youth  

 

Additional Challenges Raised by YCB Staff 

YCB Outreach Workers also raised the tension of the significant amount of their time spent 

negotiating school politics and policies that were not in the best interest of youth.  

We start to expose many of the flaws in the space; when you are who you are, 

you show other people who they are not.  It becomes position and title 
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protection, are you licensed, are you certified, and when we are not tied to that 

structure, we become a threat. –YCB Staff   

As change makers working outside yet within the school institution, YCB Outreach 

Workers are put in a challenging position of having hard conversations with school staff 

who may or may not be ready to engage in conversations about the policies and 

practices that are hurting youth of color.  Some YCB staff also reported that school staff 

were better at engaging with white or biracial YCB staff and women as opposed to black 

male YCB staff. 

It’s adult engagement so we can do our youth engagement work, without them 

becoming a problem, which in many cases is what started the problem in the first 

place.  And it’s hard to do that among Minnesota nice. –YCB Staff  

When there are not avenues for regular authentic communication, relationship building 

between school and YCB staff, and mutual expectations of roles, the conditions are set for both 

YCB and school staff to feel like they are not being respected and for tension to be created. 

Participant Recommendations  

In line with the challenges identified, the majority of recommendations made by focus group 

participants had to do with better utilizing the skills of Outreach Workers by clarifying roles and 

expectations, increasing structured communication between school and YCB staff, finding 

additional avenues for Outreach Workers to take leadership roles in the school day, and 

recommendations to increase staff consistency.  

Youth in particular advocated for additional opportunities for YCB staff leadership including a 

set apart Outreach Worker space, more YCB staff consistency, and to have more Outreach 

Workers in classrooms.  Additionally, youth advocated for being allowed to eat in classrooms. 

Clarify Roles and Expectations: 

 Introduce the YCB Outreach Worker role at the start of the year to all school staff. 

 Introduce specific YCB Outreach Workers at the start of the school year to all school 

staff, highlighting their unique skills and background. 

 Highlight shared goals between Outreach Workers and school staff. 

 Clarify school-wide expectations around behavior; identify opportunities for school staff 

to adopt more of the techniques used by Outreach Workers, where Outreach Workers 

need to adopt traditional school expectations, and where it is valuable to students for 

there to be different expectations for school staff and Outreach Workers. 
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 Foster a collaborative culture where there is agreement and mutual understanding that 

the two groups operate differently and can be mutually respected for it. 

 Specifically clarify roles and expectations for YCB staff within the classroom. 

 Cross train YCB Outreach Workers and BI staff when possible.  Train YCB Outreach 

Workers in Crisis Behavior Intervention (CBI) and clarify when they can use other 

intervention techniques; invite BI staff to YCB Outreach Worker staff trainings.  

Increase structured communication between school and YCB staff: 

 Provide opportunities for team building and ongoing communication periodically 

between school and YCB staff. 

 Discuss the cultural differences between teaching staff and Outreach Workers in a way 

that communicates the value of each and allows opportunities to learn from one 

another. 

 Clarify how staff can communicate complaints when they have one. 

 Clarify how school and YCB staff can best communicate about specific student needs to 

coordinate efforts. 

Find additional avenues for Outreach Workers to take leadership roles in the school day: 

 Provide clear opportunities for Outreach Workers to give direction and input on 

curriculum and lesson planning. 

 Provide opportunities for Outreach Workers to present or share during the school day 

such as leading advisory and allow them the freedom to convey information in their 

own style. Provide structured opportunities where they can share original curriculum, 

have relationship building time with students that doesn’t conflict with class time, and 

help get students ready for class. 

 Provide opportunities for YCB staff to host school events such as dances.  

Increase staff consistency: 

 Ensure YCB Outreach Worker begin at the start of the school year. 

 Have less staff rotation: once you know which staff jive with a particular school, keep 

them there. 

 Increase hours when YCB staff are onsite to include the morning hours.    

 Provide supervision and oversight of all Outreach Workers. 

Find Opportunities for the School to adopt more strategies of the Outreach Workers: 

 Ask the school to build opportunities to highlight Outreach Workers as trainers and coaches for 

school staff. 
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 Allow space for school staff to respond to youth in ways that are relational, youth-responsive, 

and flexible. 

 Name school policies and practices that promote tension between students of color and 

teachers (eg. Discipline policies, curriculum content) and invite YCB Outreach Workers to the 

table to identify alternative practices. 

Other: 

 Dedicate school space for Outreach Workers to meet with students. 
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Key Insights and Observations 

As one youth simply described, the Outreach Workers “make the school better basically.”  YCB 

Outreach Workers appear to have the biggest impact on youth outcomes that support 

readiness to learn.  By giving youth the tools to negotiate conflict and handle stress and 

providing a caring, validating, relationship to students, school conflict between students and 

between students and staff has diminished.  Students are in class more regularly, and are ready 

to participate. Youth report improvement in their grades and attendance due to the presence 

and relationship with YCB Outreach Workers. 

Outreach Workers employ a unique style of active, participatory engagement in the school, 

building personal relationships with individual youth, using humor, and practicing consistency.  

Their method of relational strength-based interactions with youth sometimes creates tensions 

in contrast to traditional school day expectations and is commonly seen when a group outside 

of an institutional structure attempts to promote change. Outreach Workers, Teachers, BI staff, 

and other support staff have different trainings, expectations, and norms around how they do 

their work. In collaborations across differing work styles, there is a tendency for there to be 

preconceived notions of what skills the other has and judgment around norms for behavior. In 

this case, both YCB Outreach Workers and school staff want to be respected for the experience 

and skills they have. By clarifying roles and expectations, instituting opportunities for school 

staff to learn about and from YCB staff, channels of honest communication, and creating 

opportunities for YCB staff to take on leadership in the areas of their strengths, these tensions 

can be mitigated and the partnership can be employed to its fullest potential.  

The way of the traditional school day is not working for many youth of color; this is evidenced 

by the disparities seen across our state and particularly in Minneapolis Public Schools in 

academic access and achievement for students of color.  YCB Outreach Workers offer a 

different way--- moving forward, we encourage the school partners to consider additional 

opportunities for the school to utilize the YCB workers more fully as well as adopt some of their 

engagement and intervention style into the school day. YCB workers are uniquely skilled at 

building critical awareness, critical racial consciousness, and helping students make the 

connections between the content of academics and the relevance to students’ lives.  By 

adopting and internalizing the practices and knowledge of the YCB Outreach Workers, schools 

have the opportunity to create new school cultures and practices that benefit youth.  

We strongly recommend that the Minneapolis Public Schools and the Youth Coordinating Board 

seek federal or other major funding to support the full implementation and study of the impact 

of this unique in-school youth worker role.  Diminishing school violence and improving youth 
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academic success is only the beginning of how the YCB Outreach Worker model can positively 

impact schools. 


