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The Youth Partnership Project (YPP) acknowledges the Wadjuk Noongar people, the traditional 
custodians of the country on which this project was initiated and trialled. We give our highest respect 
to the elders and leaders of this land and community, both past and present. In the spirit of 
reconciliation, we commit to walking alongside and working with Aboriginal and Torres Strait Islander 
leaders, families and young people, to create a strong future; a future which celebrates culture and 
rich contribution to our shared community. We would like to acknowledge and thank every Aboriginal 
leader and young person who has given of their time and wisdom, to enable the success of this 
project. 
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INTRODUCTION 
 

 

In 2014, the Youth Partnership Project (YPP) was initiated in the Southeast Corridor of Perth, with funding from the 
Department of Communities (formerly Department of Local Government and Communities), in direct response to 
significant youth issues, including youth crime and anti-social behaviour. Guided by an Executive Steering Committee 
and supported by Save the Children as the Backbone Organisation, the project adopted a collective impact approach, 
with the aim to develop a better early intervention model for young people with complex needs which is effective, 
aligned, sustainable and scalable.  

The Department of Premier and Cabinet’s Aboriginal Youth Services Expenditure Review (2013) demonstrates that how 
economic resources are invested is just as important as what is invested. This project has aimed to not merely ‘pour 
more money into the problem’, but rather facilitate the collaboration of services and coordination of resources that 
already exist, and identify and fill gaps.  

The Youth Partnership Project Early Intervention 
model presented in this document is not ‘another 
program’; it rethinks the service system and 
changes the way it operates. The YPP model 
enables a cross-sector of partners to move 
beyond programs with isolated impact, to a 
collaborative approach with a common goal. 

It is premised on the theory that if we get the 
right support, to the right young people, at the 
right time, we will not only create significant 
savings in expenditure on tertiary services but, 
more importantly, young people will thrive in 
their communities. 

To achieve this objective, in 2016, the YPP focussed its activities on designing and piloting the Youth Partnership 
Project’s Early Intervention Model; a ‘proof point project’ demonstrating how a targeted, collaborative and place-based 
approach, with purposely resourced backbone leadership, can support better outcomes for young people with complex 
needs. This is an early intervention model which acts as the interface between the youth justice system and the 
community to prevent the need for tertiary engagement.  

This document outlines the Youth Partnership Project’s Early Intervention Model, which brings a place-based collective 
impact approach to ensuring the local service system can act proactively, to prevent and reduce youth crime. Although 
we understand (and have experienced) that such an approach is rarely linear, this document uses a clear structure to 
help the reader fully understand the complex process of collaboration that has been undertaken. In addition, it 
highlights a number key learnings from the YPP’s work to date.  

Figure 1: YPP Model 

http://youthpartnershipproject.org.au/committee
http://youthpartnershipproject.org.au/ypp-team
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BACKGROUND 
 

 

The Need for Change 
Young people in the youth justice system are some of the most vulnerable young people in our community, particularly 
where this leads to detainment. In 2018-2019, on an average night 956 young people were detained in juvenile 
detention centres across Australia (Australian Institute of Health and Welfare, 2020). Despite being home to only 11 per 
cent of the Australian youth population, 17 per cent (835) of the young Australians detained in 2018-19 were from 
Western Australia (Australian Institute of Health and Welfare, 2020). 

The South East Corridor of Perth is well known for its relative socio-economic disadvantage and higher rates of crime. 
Between October 2018 and September 2019 there were 1,687 receptions into Banksia Hill Detention centre (i.e. young 
people walked through the gates 1,687 times) (Department of Justice, 2019). One in four of these young people were 
from the South East Corridor of Perth, and 61 per cent were Aboriginal or Torres Strait Islander young people 
(Department of Justice 2019).  

Youth Corrective Services comes at a high cost to WA. From July 2018 to June 2019, just over $55 million was spent 
detaining young people (Productivity Commission, 2021). Despite this high spend, more than half of young people (56%) 
are sentenced for reoffending within two years (Productivity Commission, 2021). Likewise, in 2019-20, over $20 million 
was spent supporting young people on community service orders (Productivity Commission, 2021), however only 59 per 
cent of these orders were successfully completed (Department of Justice, 2020, p. 15).  

Clearly what we are doing is not creating the long-term outcomes for young people that we are seeking, a 
responsibility which does not lie solely with the Department of Justice, but with the many agencies and services 
responsible for protecting and supporting young people.  

A variety of research demonstrates that young people in the Australian youth justice system often have very complex 
needs which lead to their offending, including developmental challenges, the impact of trauma, disengagement from 
school, and family dysfunction leading to statutory child protection involvement. These findings point to the need for a 
solution that focusses on addressing these complex needs. They indicate that this is not simply a ‘juvenile justice’ 
problem, but rather a shared problem across agencies that have a responsibility for protecting and supporting young 
people. This is a shared problem that demands a shared solution. Furthermore, criminological theory proposes that 
50% of crime can be attributed to approximately 5% of localities (Weisburd, 2011). This research evidences the need to 
take a place-based approach when tackling youth crime.  

These figures do not tell the full story of the complex and multifaceted needs and challenges that the communities, and 
in particular the young people face. The Youth Partnership Project model was developed to provide a framework for 
taking a collective impact approach to tackle these place-based and complex challenges in young people’s lives, 
before they end up part of the youth justice system. This document seeks to provide a model for how we can work 
better together, ultimately enabling a solution to change this story. 
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Figure 2: Data Story for the  Cities of Armadale & Gosnells 
Data sources: ABS 2016 Census, DoE unpublished data, CPFS unpublished data, WA Police unpublished data, DoJ unpublished data 
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Frameworks 
The Youth Partnership Project’s approach to addressing these complex issues has been informed by best-practice 
concepts, including a Place-based Approach, Collective Impact, dimensions of Collaboration and Co-design. This 
section provides an overview of each of these concepts which have provided a framework for the development of the 
YPP Model. 

Place-Based Approach 
Place-based approaches are responsive to the unique complexity faced by communities by harnessing community 
knowledge, strengths and capabilities and tailoring and aligning services to respond to specific challenges, needs and 
priorities (PricewaterhouseCoopers Australia, 2016; Gilbert, 2012; Centre for Community Child Health, 2011; Wise, 2013). 
The Partnership Forum’s ‘Principles for developing services for at risk young people in Western Australia’ (2016) and the 
Regional Services Reform Roadmap (2016) also support a place-based approach, highlighting that acting at a local level 
enables a better understanding of the community which supports the development of the service system to meet local 
needs.  

Whilst youth crime is a challenge we share across the state, the diversity of communities means that solutions are 
highly contextual. In other words, what works in Armadale may not necessarily work in Kununurra. Key learnings can be 
adapted to other areas, but a place-based approach is critical to success. It respects the great diverse strengths and 
challenges across WA communities and aims to create tailored local solutions.  

Collective Impact  
In the last five to fifteen years, there has been an emergence of the idea of Collective Impact, designed to facilitate and 
achieve large scale social change, that the Youth Partnership Project’s approach draws on. Collective Impact shows 
considerable promise in combining place-based strategies, collaboration (including community/young people) and 
adaptive leadership in a framework for social change. 

Introduced by Kania and Kramer (2011) in the Stanford Social Innovation Review, Collective Impact has been named a 
‘new generation’ of innovative cross-sector collaboration, representing a fundamentally different and more effective 
approach in achieving large-scale social change (Henig, Riehl, Houston, Rebell and Wolff, 2016; Kania & Kramer, 2011). 
Collective Impact is defined by Kania and Kramer (2011, p. 36) as the “commitment of a group of important actors from 
different sectors to a common agenda for solving a specific social problem”. The Collective Impact framework 
prioritises leadership to support the coming together of various cross-sector stakeholders (including the community 
being impacted upon) to co-create a vision for change.  

Graham and O’Neil (2013) suggest that Collective Impact’s clear framework for implementing collaboration has meant it 
has resonated in the Australian human services sector. This includes the five elements or conditions of Collective 
Impact (Kramer and Kania, 2011), namely a common agenda, shared measurement systems, mutually reinforcing 
activities, continuous communication and the support of a backbone organisation. This framework enabled the YPP to 
bring partners together with a shared vision, dedicated to creating real change for Western Australia’s most vulnerable 
young people. 

Conceptualisation of Collaboration 
Noone et al. (2018) define collaboration as both a structure and a process, with four dimensions under each of 
these. Collaboration structure is about the ‘rules of the collaboration’ and includes the dimensions of shared goals, 
shared resources, shared authority and shared accountability. Collaboration process refers to how the collaboration is 
actually implemented, and includes the dimensions of whole-system engagement, communication flows, building 
adaptive capacity and facilitating an authorising environment. Noone et al. (2018) have used this framework to develop 
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the Centre for Social Impact’s Collaboration Health Assessment Tool (CHAT), which the YPP utilises to assess the 
effectiveness of our collaboration. Beyond the CHAT, this conceptualisation of collaboration has been an effective way 
to organise and communicate the various elements of the Youth Partnership Projects’ collaboration, and why each of 
these areas are important to our overall effectiveness. This model draws on this framework for the organisation of the 
Establishment & System Coordination chapters, which articulate the YPP’s collaboration structure and processes 
respectively.  

Principles 
This Youth Partnership Project model is based on a strong set of principles which inform both the way we work in 
partnership and the way we work with young people, families and the wider community. Below, we highlight these 
principles, why they are important to the work we do, and how they are put into practice throughout this model. 

While these principles have a strong influence on the Youth Partnership Project, you will find that beyond this chapter 
they are rarely addressed explicitly. We recognise that these principles are examples of best practice, but also steeped 
in the theory and jargon of the youth and community services sectors. In this model and our day-to-day work, we avoid 
explicit use of technical language, instead opting for plain language explanations of what we do and why we do it, 
which reflects the language used by young people and the communities we work with. In taking this approach, we seek 
to remain connected and relevant to the communities we work with, and to continually challenge ourselves to strive 
towards the true intent on these principles, beyond the tokenism of jargon. 

PRINCIPLES OF WORKING IN PARTNERSHIP 
Collaborative 
We recognise and value the contribution of all sectors who deliver services to vulnerable young people and families, from 
Aboriginal Community Controlled Organisations to Government services, from Not-for-Profits to local business. This includes across 
professions from family support workers to teachers to mental health workers. We co-define the problem and co-design the 
solution together.  

Relationship Focussed 
We prioritise relationships between services and the individuals that make up these services. Recognising relationship as critical to 
the partnership’s success, we create enabling environments that move us away from a focus on ‘turf’ to a shared vision based on 
‘trust’. The partnership fosters relationships at all levels, from local Elders, to those directly working on the ground with young 
people to decision-makers. This whole-of-organisation and community buy-in is important to assure consistency and longevity that 
lasts beyond the transient workforce.  

Courageous  
Collectively acknowledging that the current system isn’t working for the most vulnerable young people, we recognise the need for 
change. Courage moves us beyond simply acknowledging the problem, to taking shared ownership and responsibility of a solution. 
We prioritise what is right over what has always been done, we persevere in the face of challenges and we share the risk, the 
learnings and the success of innovation.  

Evidence-informed  
We collect information about what has worked in other areas, whilst recognising that what works in one context may not be 
appropriate in another. We value the insight of other successful initiatives and ‘content specialists’ and combine this with local 
experience and expertise of “context specialists”.  

Dynamic 
We recognise that people, policy and places are dynamic not static and therefore our ways of working must also remain dynamic 
and responsive. We foster a culture of learning and as our knowledge of what works grows we ensure we adapt our practice. We 
are flexible to make changes to our course based on what is working, what isn’t, and what opportunities become available. 
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Accountable 
We are accountable for our respective roles and responsibilities in the partnership and for the resources we individually hold and 
collectively contribute. We are transparent in our successes and our challenges.  This includes shared measurement and 
communication of progress, learnings and outcomes. 

Principles of working with young people & families  
Trauma Informed: 
Trauma-informed services are those in which service delivery is influenced by an understanding of the impact of a 
traumatic event or events on a person’s life and development, including behaviour. This includes both young 
people and their carers. This model seeks to restore safety, connection and dignity for both young people and 
their families.  

Strengths Focussed:  
Strengths focussed service delivery is founded on the recognition that everyone has skills and assets that are of 
benefit to them. Staff strive to identify, build on, and enhance the capabilities, knowledge, skills, and assets of the 
young person, family and their community. 

Culturally Competent & Responsive: 
Cultural competency and responsiveness is about building relationships founded on mutual respect and trust, and 
recognising the principle of substantive equality: that in order to treat people equally, we may need to treat them 
differently. This model seeks to be flexible in meeting community need and works to ensure that culture is 
respected and seen as a source of strength. 

Relationship Based Role Modelling  
We recognise that it is people who change people’s lives, not simply programs. The design and delivery of this 
model values and prioritises relationships. Staff aim to be ‘mentors’ and ‘role models’ for young people and 
families and actively work to model positive behaviours. 

Youth Voice:  
This approach has sought to ensure young people have a say in decisions which affect them. Empowering and 
supporting young people in voicing their feelings will lead to increased motivation to engage and improved 
outcomes for young people and families. 

Building Self Efficacy: 
The YPP Model is designed to foster self-efficacy within young people & their families, strengthening their belief in 
their ability to succeed. In doing so, we build confidence, motivation, persistence, ambition, and self-concept. 

Skill Focused: 
The model focuses on equipping young people and families with the skills they need to autonomously solve 
problems and increase family functioning. In doing so, we help build capacity for the long-term. 

Individualised and Flexible: 
Every young person, family, and circumstance is different, so the YPP Model emphasises the need for support to 
be customised to the unique needs of young people and their families. Being flexible, responsive and adaptive 
enables us to ensure we are offering the right support at the right time.  
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Establish Backbone Organisation 
The backbone organisation is dedicated to mobilising cross-sector partners to co-define the problem, co-design the 
solution and work effectively together towards better outcomes. The backbone facilitates power being transferred from 
one individual or agency to the collective with leadership shared amongst all stakeholders (Hamilton, 2014; Grint, 2008; 
Wright, 2015; Keast, 2011; Tennyson et al., 2008). This is referred to as adaptive leadership (Heifetz et al., 2004; Wright, 
2015) or systems leadership (Senge et. al, 2015; Hamilton, 2014).  

Adaptive leadership is not about the backbone providing all of the answers. It is about mobilising the intelligence and 
wisdom of the collective to do what is necessary to achieve progress (Heifetz et al., 2004; Heifetz and Laurie, 2001). As 
Kania and Kramer (2011, p. 40) highlight, adaptive leadership provided by a backbone is critical as it encapsulates: the 
ability to focus people’s attention and create a sense of urgency, the skill to apply pressure to stakeholders without 
overwhelming them, the competence to frame issues in a way that presents opportunities as well as difficulties, and the 
strength to mediate conflict between stakeholders. 

The YPP backbone team has supported stakeholders to reframe the problem so that all parts of the system can see the 
issue from various stakeholder viewpoints across the community, government, NGOs and private sector. Establishing a 
comprehensive view of the problem enabled us to co-design a solution. Reflecting on how all of the elements were 
working (or not working) together and mobilising the intelligence and wisdom of the collective, the YPP team enabled 
collaboration and a shared vision for change.  

The technical backbone team is the point of difference for the YPP. The key functions of the YPP team are: 

• Project Management 
Providing project leadership - including funding & grant holding, managing staff, facilitating vertical and 
horizontal governance including secretariat support 

• Communication and Relationship Building 
Internally across the partners and governance structure and externally  

• Design and evaluation 
Leading/facilitating the co-design and the development of the shared approach, and implementing a shared 
measurement framework  

• Reviewing, Learning & Adapting 
Ongoing realignment to changing policy and practical contexts, and a commitment to continuous 
improvement through reflective practice and monitoring & evaluation 

In addition to the technical team, the Operational Phase of the YPP relies on backbone staff in Youth Work and Family 
Support Worker roles. These become the main point of contact with the partnership for young people and their families.  

 

FOUNDATIONAL 
ACTIVITIES 
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LEARNING: Importance of the YPP Backbone Team 
The critical role of the backbone team was clear from the earliest stages of the Youth Partnership Project’s 
success. Partners emphasised that while goodwill had been able to sustain the project in it’s earliest phases, once 
the project really kicked off, the backbone organisations had an essential role in driving progress, maintaining 
relationship, and keeping partners engaged even when differing internal priorities emerged. In KPMG’s evaluation 
of the Youth Partnership Project, the funded backbone organisation is identified as a key success; a significant 
factor in the development of effective collaboration and coordination between many different agencies, and in 
driving collaborative projects (KMPG, 2017). 

Communicating the importance of the backbone organisation and the role it plays to both new partners and 
external stakeholders is essential. This prevents the backbone being undervalued, helps build understanding of 
how the collaboration maintains momentum, and ensures that the necessary resources are allocated to this 
important element in the initiative’s success. 

 

LEARNING: Collective Identity 
An early priority of the YPP Partners and Team was to establish a collective identity and independent brand for 
the initiative. The rational for this was to ensure that there continued to be collective ownership of the project, 
especially once one partner was selected to host the backbone organisation.  

It was through this process that the Youth Partnership Project name, logo, brand, and independent website came 
to be.  This has continued to be a useful strategy for emphasising collaborative ownership, and we’ve often further 
harnessed this to help put people in a collaborative and unified mindset, using techniques such as swapping 
everyone’s agency name badges for YPP name badges at partnership workshops or putting partners in matching 
YPP Shirts for public-facing events.  In addition, this independent identify has allowed the YPP to be more 
outspoken in regard to sensitive issues then might have otherwise been the case – especially in regards to issues 
relating to government strategy or policy.  

 

Identifying Champions for Change  
For cross-sector collaboration and collective impact, it is essential to have influential leaders who can bring partners 
together and ensure motivation for a new way of working on complex issues. These are the champions for change.  

The YPP emerged out of the South East 
Metropolitan Human Services Regional Managers 
Forum’s At-Risk Youth Working Group.  From this 
group, and the motivation of the RMF as a whole, 
became the YPP’s initial champions. These 
champions already had a good understanding of 
the problem, and were passionate that a new and 
better solution could be developed.  They used 
their networks and influence to ensure that all the 
necessary stakeholders were at the table, that 
these representatives had the authority to make 
decisions, and ensured continued motivation for 
positive change.  

  

Figure 3: Members of the South East Metro Regional Managers Forum at the  
YPP Launch Event in 2014 
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LEARNING: The Evolving Role of Champions 
Over a number of years, the YPP has seen a variety of Champions take on leadership and advocacy roles, both 
internally within their agencies and externally. The nature of these Champions role has also changed over time. 
Prior to and during the initial pilot phase, Champions needed to display a high-risk threshold, ambition and 
willingness to trial new ideas and learnings. From mid to post-pilot, the YPP Champions have demonstrated 
perseverance, especially when faced with internal or systemic challenges within their organisations, and a 
commitment continual improvement.  
Characteristics of Champions include a strong motivation for change and understanding of the problem(both at a 
systemic and individual level), willingness to compromise, try & fail, and to mediate between different 
perspectives. They must bring a strong understanding of their own organisation and understand the opportunities 
this project provides to go beyond operational work, to improving systemic processes and better connecting with 
other key organisations and individuals in the region. Champions are also: available, open to collaboration, willing 
to share resources and recognise the need to improve internal processes. 

 

Building Urgency for Change  
Mapping Data 
Using data science to understand and analyse big data, can reveal 
otherwise invisible patterns in the community (Graham, 2018). It can 
help better understand the problem, opposed to a subjective 
understanding which can often be misleading. This can then contribute 
to designing a targeted solution, which responds to the local context 
and need.   

State and federal government departments often report on ‘whole 
regions’ as opposed to at a community level, which means that their 
data and reporting does not always clearly show the situation for a 
community. Furthermore, these departments often have differing 
operational regions, meaning that it isn’t possible to understand the 
complete ‘data story’ of a community. Therefore, in order to 
understand the situation for young people (from a data perspective), 
we need to disaggregate the data sets at the community level. 

The YPP team developed data templates for each relevant government 
department, based on their respective publicly available reports (to 
provide a starting point) and through clarification with key staff from 
each department on the limitations of their data sets and where the 
data is stored.  Through relationships built through the project, and as 
permitted in the MOU (see Establishment – Shared Authority), 
departments were able to provide disaggregated data for the YPP 
team to collate and analyse, providing an understanding of the 
situation for young people in each Local Government Area that 
extended beyond the boundaries of any one departmental mandate. 

  

Figure 4: Data Mapping for Armadale, Extracted from the 
Change the Story Report 
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LEARNING: Understanding Available Data 

It was important for the Backbone team to develop an understanding of the availability and limitations of data 
held by the relevant departments. For example, attendance and suspension rates are collected by the Regional 
Education office, but critical incidents are collected by each school, while other restoratives practices can vary 
school-to-school and are not always recorded (i.e. “pink slips”.  Meanwhile for the Department of Communities 
– Child Protection and Family Support, collate data of children in care based on where they are residing in out 
of home care as opposed to the community which they were removed from. These learnings are important to 
understand when collating data.  

 

Identifying Adequate Resources 
Service Mapping 
Similarly, service mapping was also an essential process for developing a thorough understanding of the communities 
we were working with, and the assets and resources which were already in place which could form part of the solution. 

Service mapping presents information on the services available to support young people with complex needs. Desktop 
research and conversations with local service providers led to the development of a list of services working with young 
people in the South East Corridor of Perth.  This information was organised by two frameworks; the resilience 
vulnerability continuum, and the YPP Risk and Protective factors for youth offending ( identified by young people and 
service providers during the co-design workshop in 2016). 

  

Figure 6: Resilience vs Vulnerability Framework 

Figure 5: YPP Protective Factors 

Figure 7: Armadale Service Mapping Summary, Extract from Change 
the Story Report 
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Change the Story Report 
In 2017, this information was published in the YPP’s Change the Story Report.  Beyond simply providing 
information, the Change the Story Report provides place-based 
analysis, exploring what the data stories and service mapping tells 
us, highlighting challenges, opportunities, and trends for each local 
government area, and the South East corridor overall. The 
report makes a series of recommendations at operational, strategic 
and systemic levels, based on the data analysis and learnings of the 
YPP to date.  

The Change the Story report has been a useful tool for engagement 
with all stakeholders and has reinforced the urgency for change. The 
report makes the issues faced by young people with complex needs 
tangible and made clear the aims of the Youth Partnership Project. 
The data from the Change the Story report has also been used by 
the YPP’s Armadale pilot to identify gaps in services available to 
support Participants, and by the YPP Executive Committee to help 
consider which areas in the South East Corridor would be most 
suitable for scaling up the YPP model. 

 

Funding the Backbone Organisation 
As highlighted above, the Backbone Organisation is key to ensuring the success of a collaborative, action-focused, 
cross-sector partnership, such as the YPP.  However, in order to establish and sustain the Backbone Organisation, there 
needs to be dedicated resources to fund it.  This is core to the effectiveness of the Backbone Organisation, because 
dedicated resourcing, allows the Backbone Team the mandate to focus purely on the success of the collaboration as a 
whole. While this role can be hosted by a partner organisation, dedicated funding means dedicated staff time that 
cannot be reallocated to other priorities when there is internal pressure. 

The YPP Backbone Organisation was initially funded by the Department of Local Government and Communities’ Social 
Innovation Fund.  This type of funding was ideal for resourcing the backbone organisation during the Foundational and 
Establishment Phases of the model, where the Backbone roles are the only component requiring financial resources. 
Philanthropic or suitable grant-based funding could also be appropriate at this stage.  

As the model moves into operations, additional resourcing is required for key operational staff, and any gap-filling 
initiatives identified during the Establishment phase. Similarly, as the model moves into an operational phase, the 
requirement for the technical backbone organisation roles gradually reduces. As an example, the YPP initially had two 
full time technical roles, which reduced to these two roles being needed for approximately 0.4 FTE each once the 
model had been operational for over a year.  

It is essential that funding for the Backbone Organisation is included when seeking funding for operational 
implementation, as the Backbone continues to be essential for the success of the Operational components of the 
model, through the Systems Coordination phase. As it is designed as a cohesive, collaborative approach, the model 
should be funded as a whole.  Ideally, we believe the ideal funding mechanism for this stage of the Model is co-
investment from the relevant government departments that will benefit from reduced demand as a result of the YPP’s 
outcomes.    

Figure 8: Matt Keogh MP, Karina Chicote & Mayor Henry 
Zelones at the Change the Story Report Launch 
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ESTABLISHMENT 
 

 

Many of the activities undertaken in the establishment phase of the Youth Partnership Project model grew organically, 
drawing from other collective impact examples as well as the expertise of the YPP team and partnership. We have since 
discovered the Centre for Social Impact’s (CSI) conceptualisation of collaboration and have retrospectively drawn on 
this to structure the strategies employed in the establishment phase.  

The Centre for Social Impact defines collaboration as both a structure and a process. The establishment phase uses the 
collaboration ‘structure’, whilst the implementation of systems coordination draws on the collaboration ‘process’, which 
will be discussed later in the System Coordination section, as these are ongoing activities supported by the YPP 
backbone team. As articulated by CSI, collaboration structure refers to: 

• Where the collaboration will be going (shared goal);  
• The resources contributed by the various parties involved (shared resources), and;  
• The way in which these resources will be expended (shared accountability, shared authority) 

Establishing a Shared Goal  
Strategy Alignment  
The Collective Impact approach is founded on the idea that no single policy or government department can solve 
complex and entrenched social problems such as intergenerational and place-based disadvantage. The approach 
requires multiple people and departments to align their individual goals to a common agenda.  

To understand the current priorities and objectives of the various state government departments and reforms, the YPP 
team identified common threads between the respective strategies. Whilst each department has different mandates —
whether it be educating children, protecting children, or keeping the community safe—what was clear across WA 
government strategies and policies, was a shared intention for early intervention, targeted support for young people 
with the most complex needs, and collaboration and coordination. This was a helpful process in enabling us to create a 
shared vision and shared language for change.  

Co-defining the Problem  
Identifying System Circuit Breakers 
The community service system1 is designed to protect and support the needs of all citizens, including vulnerable young 
people. However, the service system is often not designed to address ‘wicked problems’ such as intergenerational 
criminality and there are many ‘breaks’ in this system that mean vulnerable community members such as young people 
with complex needs ‘fall through the gaps’. In order to establish a shared goal and co-create a functioning system, it is 
critical to understand the breaks in the existing system.  

 

1 The community service system includes relevant government and non-government services such as education, family support, police, 
youth work and so on. 
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The YPP facilitated a process to understand the “System Circuit Breakers” from the perspective of the various service 
providers. That is, breaks in the current service system which meant that some young people who were born in to 
complex circumstances, were predictably ending up in the justice system. These included: 

• No shared definition of young people with complex needs, or formal protocol for identifying young people at risk 
of engaging in the juvenile justice system. 

• Lack of coordinated information sharing between government and non-government place-based services, 
including varied understanding of how legislation applies.  

• Lack of information sharing between Youth-At Risk team (Northbridge) and place-based support services. 

• Not being able to identify/locate a responsible adult when a young person is arrested, leading to longer holding 
periods and/or detainment.  

• Challenging relationship or ‘stigma’ between young people and police. 

• Lack of support for young people to get a good start to their day and engage effectively with education. 

• Limited coordination and relationships between schools and community support services. 

• Lack of capacity for local family support services to support young people in the care of child protection, even 
though often these young people were at-risk of entering the juvenile justice system. 

By identifying & articulating these circuit breakers, the YPP team could focus the attention of the partnership on a 
shared goal to collectively address these gaps to enable a better system to support young people with complex needs.  

Co-Design the Solution  
Co-design with young people with lived experience  
To establish a shared goal in support of young people and make decisions in their best interest, we must actively 
engage the participation of young people. Participation is a guiding principle of the United Nations Convention on the 
Rights of the Child (1989) and Article 12 highlights children’s right to have a genuine voice in decisions that affect them. 
The participation of young people with ‘lived-experience’ is critical when creating solutions for specific problems. For 
example, to improve the juvenile justice system, we must engage the participation of young people who have 
experience of and/or direct association with the justice system. Furthermore, the participation of Aboriginal people is 
also critical to effective policies and programs, given the over-representation of Aboriginal young people in tertiary 
systems.  

In 2016, the first co-design phase brought together sector professionals and 
young people who had lived experience of the juvenile justice system or have 
been exposed to youth justice issues through association. The focus of this 
activity was to identify protective factors needed to prevent a trajectory into the 
criminal justice system. Through this process six key protective factors were 
identified: family support, educational engagement, adequate resources, life 
skills, social and emotional well-being, and safe communities and belonging. 
These have become a core part of the YPP model’s approach to 
holistic support.  

Our Theory of Change  
Drawing on the outcomes of these activities, the YPP developed a Theory of Change that articulates our goal, and the 
strategies we apply, utilising our shared resources, in order to work towards this shared vision.  The Theory of Change 
has gone through a number of revisions throughout the project, as we regularly reflect on our common agenda, 
progress, and the changing service ecosystem and adapt to incorporate our learnings and grow as the partnership 
evolves over time. 

Figure 9: YPP Co-Design Workshop 
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The YPP Youth Justice Model addresses the failure of the service system to identify and 
support young people with complex needs early, collaboratively, and constructively,  

in order to reduce the risk of engagement in the justice system 

The YPP does these things… 
Strategic Activities 

… so that young people with 
complex needs & their 
families experience… 
Short-Term Outcomes 

…which leads to these 
improvements for 

participants… 
Medium-Term Outcomes 

… and ultimately these young 
people will experience… 

Long-Term Outcomes 

Youth Support 
Improving the capacity of young 
people to engage positively in the 
community by supporting them to: 

• Build strong social networks 
• Improve social and emotional 

wellbeing 
• Increase cultural knowledge & 

identity 

Young people increase their social 
and emotional understanding and 
capacity to engage, including:  

• Identifying new support 
networks 

• Access community programs 
& recreation 

• Increase emotional awareness 
• Identify emotional triggers 
• Increase awareness & 

understanding of cultural 
heritage, beliefs & traditions 

Young people:  
• Avoid or reduce engagement 

with police 
• Increase or strengthen 

support networks 
• Regularly engage with 

community programs  
• Improve problem solving and 

self-efficacy skills 
• Make positive life choices 
• Increase sense of cultural 

pride and belonging 
• Young people at high 

risk of engagement 
with the justice system 
have no engagement, 
or minimal 
engagement, with the 
justice system 

• Young people 
experience safe and 
secure family 
environments 

• Young people 
complete school 

• Young people trust in 
the service system to 
act in their interest and 
seek appropriate 
support when required 

Family Support 
Support families to create a safe 
and stable environment through a 
combination of direct service 
provision, brokered support & 
service coordination, including: 

• Practical assistance & 
resource provision (i.e. food, 
housing, identity, welfare, 
employment & training, 
financial management) 

• Social and emotional 
wellbeing (i.e. parenting skills 
& attachment, mental health, 
AOD support) 

Families increase their social and 
emotional understanding & 
capacity to facilitate an increase in 
family functioning, including:  

• Acquire skills and strategies to 
meet basic needs 

• Improve social and emotional 
wellbeing 

• Understand the service 
system and know where to go 
to get help.  

Families: 
• Avoid or reduce interactions 

with child protection 
• have access to resources 

required to meet their basic 
needs 

• increase awareness and 
capacity to address 
environmental risk factors 

• identify strategies to support 
their child’s development  

Education Support 
Support young people and their 
teachers to improve educational 
outcomes by: 

• Capacity building for teachers 
& schools 

• Specialist learning support for 
young people 

• Clinical assessment to identify 
learning & developmental 
barriers where appropriate 

Young people increase their 
engagement at school, through:  

• Increased school attendance 
• better understanding of 

learning, developmental and 
behavioural barriers by 
school, family and young 
people 

• School support informed by 
clinical assessments and 
strategies where appropriate. 

Young people:  
•  Increase school attendance 
• Avoid or reduce school 

suspension 
• Improve literacy, numeracy 

and foundational knowledge 
• Engagement positively with 

school 
Schools have more tools at their 
disposable to support young 
people with complex needs 

Coordinated & Holistic 
Support 

Government and community 
service systems work better 
together to: 

• Identify the young people 
most in need 

• Develop shared goals 
• Share information 
• Work together to support 

young people 

Improved collaboration across 
relevant institutions and community 
service providers:  

• Shared understanding of 
complex needs that lead to 
offending behaviours 

• Shared purpose in supporting 
young people to reduce 
prospect of offending 
behaviour 

• Partnership has the right mix 
of services to meet 
participant’s needs 

Young people & their families:  
•  Experience coordinated, 

informed, constructive, and 
compassionate responses 
from institutions 

• Trust the system, understand 
how it can support them, and 
know how to seek that 
support when needed.  

Figure 10: YPP Youth Justice Model Theory of Change  
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Establishing Shared Resources  
Identifying and Forming a Strategic Partnership 
Service mapping has two functions, as highlighted in the 
Foundational Activities section. Firstly, it is critical in identifying if 
there are adequate resources to form a partnership. Secondly, 
mapping services helps identify which services may form that 
partnership. Mapping services against the vulnerability continuum 
allowed us to identify which services were appropriate to partner 
with for this early intervention strategy. Mapping services against 
the 6 YPP Protective Factors helped ensure the partnership had 
the right mix of services across areas of need.  

The partnership aligns services to a common goal in prioritising the 
engagement of young people with complex needs and reducing 
the risk of these young people entering the juvenile justice system.  

This partnership is both horizontal (a cross-sector of partners i.e. 
mental health, education etc.) and vertical (collaborating with both the managers of services and frontline professionals 
working directly with young people). Furthermore, the partnership includes sharing and access to resources that build 
collaboration (i.e. sharing the use of a bus, contributing in-kind staffing support).  

The YPP is comprised of different categories of partners: 

• STRATEGIC PARTNERS 
Government departments, and possibly other major players such as local governments, with ongoing strategic 
interest in the work and outcomes of the Youth Partnership Project. These partners often form the local steering 
committee, and may also be involved operationally (i.e. Department of Education, Communities, WA Police). 
Formal agreements are in place with these organisations. 

• SERVICE DELIVERY PARTNERS 
Agencies or organisations who deliver services for young people and their families in one of the protective areas 
of the YPP model. Formal agreements may be in place or they may be accessed via traditional referral. 

• COMMUNITY PARTNERS 
Organisations or businesses who support YPP by providing assistance with specific tasks or needs as they arise. 
For example, local cafés, Rotary Clubs etc. Formal agreements may be in place but are not always necessary. 

LEARNING: The Right People  
Strategic partnerships aren’t just about getting the right services – it is equally important to engage the right 
people. Whilst there is no doubt that it is critical to be adequately resourced, the value of partnerships should 
not solely be defined by the sheer quantity of them. Rather, the quality of such partnerships should be 
prioritised. 

A quality partnership should consist of individuals who share the same principles as those highlighted in the 
background of this document. Working with families who exhibit highly complex needs requires partners who 
understand such complexity and adapt their services to cater to individual needs.  

Of equal importance is the recognition that these qualities should not exist in a vacuum. As partners are 
required to work collaboratively, it is important that they uphold these standards whilst working with others, 
and possess the ability to work consistently to offer a valuable service to the partnership.  

 

LEARNING: Finding Partners 
While we initially used service mapping to identify 
partners, this evolved over time. Whilst they may have 
been identified through this process, through building 
relationships we learned more about how well-
equipped services were to work with Aboriginal 
Young people, and young people with complex needs. 
The YPP focuses on building capacity to respond to 
needs, however operational teams have had to 
balance this longer-term goal with the immediate 
needs young people may need addressed.  

We also found support from less “conventional” parts 
of the community, such as local café’s, supermarkets, 
and small business groups.  
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Identify Service Gaps  
Likewise, through the process of mapping services it also becomes clear where the gaps in service delivery are. Whilst 
predominantly there may be ‘adequate resources’ these may be heavily weighted in one need area with minimal 
resourcing in another.  

For example, Armadale had the highest number of total 
services in the South East Corridor, but the least 
number of education support services, despite having 
the highest numbers of young people disengaged from 
school. To address this, in the early operational stages 
of the YPP the YPP team undertook a co-design 
process with service providers, community and young 
people to design the AYIP Education Program. While it 
ran, participants and sector experts continued to be 
heavily involved in making decisions about the 
ongoing development and implementation of the AYIP 
Education Program. This aspect of the YPP Pilot in Armadale concluded in 2019 as it was identified that this gap was no 
longer applicable, as the target cohort for the pilot refocused on younger children.  

LEARNING: Some Service Gaps are Harder to See 
Throughout the implementation of the YPP, we’ve learned that initial service mapping won’t always reveal the true 
nature of gaps in the local service system. Beyond the presence or absence of a service in a community, gaps can 
emerge for other reasons, including being at or overcapacity, not suitable or responsive to the specific needs of 
families, or having strict eligibility criteria.   

An example of this is in the area of family support. When the YPP was first being implemented, the Armadale Family 
Support Network (AFSN) & it’s numerous organisational members was identified as an existing community asset in 
this space. It was anticipated that YPP families would be referred to the AFSN, and receive the relevant family 
support in this way. However, after this approach was trialled, we found that not all families were eligible for the 
Family Support Network due to long waitlists and high thresholds for service. In addition, the rigid formal structures 
& processes of the network, along with the large number of organisational partners made it difficult to collaborate 
organically and responsively around the needs of families. As a result, the YPP looked for suitable alternative 
services, but when nothing appropriate & available was found, it was decided that the YPP’s operational backbone 
would also employ dedicated family support workers to address this service gap.  

 

Establishing Shared Authority & Accountability  
Governance 
Robust governance is critical in enabling shared authority across the various actors of the sector including government, 
non-government and community. The YPP formed the governance structure by leveraging off existing district 
governance and strengthening this with comprehensive secretarial support, including developing a Terms of Reference, 
identifying membership, governance processes and communication (including minutes), as well as developing new 
governance structures where required.  

In WA there are District Leadership Groups (DLG). The purpose of these groups is to promote a coordinated and 
collaborative response to vulnerable children and their families, address social issues in the region and identify and 
address systemic and emerging issues and gaps in the delivery of collaborative services. The DLG is comprised of 

Figure 11: Co-Design for Education Gap in Armadale 
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government, and sometimes community sector organisation representatives, at the highest level of authority for the 
district. The DLG (and the precursor Human Service Regional Managers Forums; RMF) provided an existing district 
governance structure for the YPP to link in with. 

Local Steering Committee 
As the South East Corridor is a large region, it was also important to create local governance for the implementation of 
the Armadale pilot. The Local Steering Committee is responsible for providing oversight, effective and transparent 
decision making and general advice to ensure the successful implementation of the YPP Model. This includes 
supporting the identification of young people to participate, developing policies and procedures, providing oversight of 
brokerage funds, monitoring participant progress, and providing expert guidance. This group is also critical in initiating 
and supporting the engagement of the wider community and sector, based on their pre-existing relationships.  

The committee comprises senior representatives from local districts of Police, Child Protection & Family Support, 
Housing and Department of Education (including representation from local schools), alongside the YPP Backbone Team.  
While other representatives could also be included depending on the context, it’s essential that this group remains 
small, consistent and focused enough for effective and efficient decision making.  

Memorandum of Understanding  
The Memorandum of Understanding (MOU) is a formal written agreement between YPP partner organisations, which 
clearly outlines the purpose, aims and objectives, principles, information sharing, roles, operating provisions, and 
governance of the partnership. The document outlines how the work of the Partnership is strategically aligned to 
priorities of each partner and provides a framework for collaboration.  

The agreement’s operating provisions articulate partners’ roles and responsibilities and provides an overview of how 
the partnership works together to identify and support young people with complex needs. Importantly, the operating 
provisions address the issue of sharing information between partners and provide protocols to guide appropriate 
exchange of information relating to young people and their families. This is enabled through informed consent by both 
the young person and the caregiver, in accordance with relevant legislation and guided by the principle of ‘the best 
interest of the child’. 

LEARNING: Patience, Persistence and Powering Ahead 
Having now had experience with four MOU processes for the Youth Partnership Project, we have learnt that 
they are always more complex than you expect!  Much of the complexity comes from the fact you need to deal 
with multiple different government departments, each with their own MOU or Legal teams, which invariably 
have differing opinions about the content of the shared agreements. Additionally, it can take a surprising 
amount of time for documents to even get to the right people for review and to the top of the priority list. 

While the MOU development process can be frustrating, we have learnt that it is important to persist while the 
relevant department’s representatives are able to champion the project and support the MOU’s progress within 
the agency. The formal agreements have been vital to ensuring ongoing support and access to necessary data 
at critical points of our project, and when personnel have changed.  

That being said, we have also learnt that given the MOU process tends to be so protracted, it’s important to 
forge ahead with the good-will and momentum you have, rather than waiting for formal agreements to be 
signed for any collaboration to happen.  Much can be achieved without the formal agreements, and we have 
the opportunity to immediately start improving outcomes for children & families, while allowing the MOU to 
progress in the background to ensure ongoing sustainability of our work.  
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Monitoring and Evaluation  
The YPP has undertaken a developmental and collaborative approach to monitor and assess change across time, 
aiming to provide ongoing and regular insight to partners and the YPP team. In doing so, the YPP seeks to: 

• Manage our Impact 
Collect data to inform ourselves if our approach is working as we expect, and using this information to adapt 
our approach responsively, improving our adaptive capacity (discussed further on page 42). 

• Measure our Impact  
Identify our impact on young people, families, local services, and the local ecosystem, and create shared 
accountability by reporting back to our partners (discussed below). 

During the initial phases of the pilot, the YPP  worked with a sub-committee of 15 evaluation experts from various 
government departments and sectors. This collaborative process allowed the YPP to develop the initial Theory of 
Change, establish processes for shared measurement across indicators from various partners, and document an initial 
YPP Monitoring and Evaluation Plan (2019). 

Formal evaluations have been an important aspect of measuring the YPP’s impact throughout it’s journey, providing an 
opportunity for the partnership to reflect on progress, get advice on next steps, and support ongoing access to 
adequate resources to sustain the partnership and it’s activities. Where possible, the YPP has sought external 
evaluators to support this process, but has also harnessed capacity within the backbone organisation to conduct 
evaluations internally when sufficient resourcing to support external evaluation processes were not available. Formal 
evaluations of the YPP’s work to-date have included:  

• KPMG Youth Partnership Project 2017 Report 

• Youth Partnership Project Evaluation: 2016-2017 Pilot Site (internal)  

• Social Outcomes Impact Report for The Youth Partnership Project Model and Youth Intervention Program 
(2021) 

• Centre for Evidence and Impact Evaluation of the Youth Partnership Project Practice Framework (2022) 

LEARNING: Being Too Responsive for Impact Measurement 
As the Youth Partnership Project Model was piloted over 2017 – 2022, the operational strategies went through 
several iterations as the partnership tested, reviewed, and adapted to find the most effective and sustainable 
model. The result of this approach of rapid iteration was that throughout the YPP Pilots, an average of 3 
different strategies were implemented for each of the 8 different elements of the YPP Model.  

While the YPP’s intent was to be highly flexible, responsive and adaptive throughout the pilot phases, and 
unintended impact of this approach was that it was very difficult to measure the impact of the YPPs approach, 
given the small number of young people in each pilot cohort, and the different interventions they participated 
in. As a result, the evaluations of these phases that were undertaken (especially in regards to Social Outcomes 
and CEI Reports) were somewhat limited, and ultimately it’s likely a further evaluation, undertaken with a larger 
number of participants will need to take place in order to provide comprehensive data about the impact of the 
YPP”s approach needed to secure long term funding. 
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1) IDENTIFICATION: Targeted Support to the Right Young People  
The YPP model is not simply about better access to services, it changes the service system from predominantly being a 
passive receiver of referrals, to being proactive in engaging the right young people, at the right time. 
That is, engaging and providing support for those with the most complex needs early, before tertiary services are 
involved. 

Anecdotally, several YPP partners who had worked in the Armadale community for some time acknowledged that they 
could ‘predict’ which children would become juvenile offenders before they were ‘criminally responsible’. In recognition 
of this, it was important to formalise our collective understanding of young people who had complex needs which made 
them at-risk of going on a juvenile justice trajectory and provide support to prevent this path.  

Shared Definition 
As highlighted in the establishment section, it was identified that there was no consistent definition and/or process 
across government departments to identify young people at-risk of juvenile offending or becoming a prolific priority 
offender. As is demonstrated in figure 10 there are young people in the community who intersect with various 
government departments that we are ‘collectively worried about’ but don’t have a mandate to work with, these can 
often be the ‘siblings’ of the children an agency may be supporting. Furthermore, there was no process in place to 
identify these young people early and provide targeted and holistic support to prevent a trajectory into tertiary services 
as they get older.    

The YPP team developed a shared definition and matrix which was informed by consultation with government 
departments, desktop research, and the outcomes of the co-design workshop. The definition is based on the co-
occurrence of needs, which places the young person in a 
situation of high vulnerability and increases their likelihood of 
engaging in antisocial behaviour. 

Whilst there cannot be an ‘absolute’ definition and there is no 
‘formula’ for a young person becoming a juvenile offender, 
some young people face challenging circumstances which 
put them at a greater risk than others. Our definition 
incorporates various government department’s indicators and 
definitions, emphasising that it is the concurrence of 
these complex needs that place a young person 
in a situation of high vulnerability and increase 
their likelihood of displaying anti-social 
behaviours, and therefore, increase their 
probability of entering the juvenile justice 
system.  Figure 12: Young people with an intersection of complex needs are 

the focus of the YPP Model 

OPERATIONAL 
MODEL 
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The Youth Partnership Project defines young people with complex needs as young people, 
who experience all hard indicators listed below, and any additional risk factors:  

 SITUATIONAL RISK FACTORS INDIVIDUAL RISK FACTORS 

HARD 
INDICATORS 

1. A young person who is related to, associated with, or 
seen with an offender; or who is a witness to or 
associated with offending.  

2. A young person living in a conflicting home 
environment, as indicated by:  

a. referrals to DoC-CPFS for child protection concerns 
(including Family and Domestic Violence); and/or 

b. being subject of a child safety investigation; and/or 
c. being in the care of DoC-CPFS 

3.  A young person who has: 
a. School attendance rate below 59% 

over 24 months, and/or 
b. Had school suspensions; and/or  
c. Involved in critical incidences, including 

physical assault or 
intimidating/threatening behaviour 

SOFT 
INDICATORS 

4. A young person experiencing social disadvantage; such 
as unemployed carers, homelessness or housing stress, 
family breakdown, transience, lower socioeconomic 
families or primary carers identified as having issues 
with mental health, alcohol or other drugs; 

5. A young person who is street present 
6. Lack of recreational or positive leisure activities 

7. A young person presenting with mental 
health concerns e.g. depression, anxiety, 
conduct disorders and/or alcohol and 
substance abuse 

8. A young person who, if at school, is 
a. Not coping in classroom situations; 
b. Showing signs of low self-esteem 

and/or difficulty with problem solving  

 

LEARNING: Functional Indicators 
Initial indicators used in this matrix did not reflect information which agencies collected about young people. In order 
to make this tool relevant, indicators were adjusted to reflect available data while retaining the same intent. 

 

Age Range for Early Intervention 
Adolescence is a time of vulnerability, as the brain develops unequally. The amygdala, which generates emotional 
responses, develops quicker than the prefrontal cortex, which enables rational thinking and behaviour control. This 
makes young people more susceptible to present impulsive, defiant and risk-taking behaviours, and lowers their 
capacity to foresee the consequences of their actions (Blakemore, Choudhury, 2006; Giedd, J, 2015; MacArthur 
Foundation Research Network on Law and Neuroscience, 2017). Adolescence is also a time of opportunity because the 
brain is developing and learning to make sense of 
complex situations (Blakemore, Choudhury, 2006; 
Giedd, J, 2015; MacArthur Foundation Research 
Network on Law and Neuroscience, 2017; Steinberg, L. 
2014). It is therefore critical that young people have 
positive influences (such as mentors and role-
models) to assist them to control their impulses and 
avoid and/or positively respond to risk. Behaviour 
changes are more likely to be affected at a younger 
age when the brain has more plasticity, meaning that 
the executive function of the brain that connects 
thoughts and emotions (Blakemore & Cohoudhury, 
2006), is still under construction and can be modified 
(Giedd, 2015).  

Figure 13: Rates of Crime by Age 
(MacArthur Foundation Research Network on Law and Neuroscience, 2017) 
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Furthermore, trends analysis on age-related offending patterns have demonstrated that the severity and volume of 
criminal activity increases steadily from when a young person is criminally responsible (10 years old) and reaches a 
peak between the ages of 17 and 19 years-old, decreasing thereafter (Australian Institute of Criminology, 2012; 
MacArthur Foundation Research Network on Law and Neuroscience, 2017). This trend is reflected in figure 11.  

Informed by this research, the YPP model works with children and young people aged 8-12. This age period is both a 
time when young people with complex needs may begin offending behaviour, but is also a critical period of 
neuroplasticity when the brain is still developing and therefore cognitive functions are more adaptable.  

Young Males 
In WA, males account for 94% of the youth detention population on a daily average. The trend of disproportionate 
overrepresentation of makes in youth detention is consistent across Australian youth justice system and has been the 
case since at least 1981 (Richards, 2011).  

This reflects a broader recognised Gender Gap in Crime that is prevalent across jurisdictions and other factors (Gault-
Sherman, 2013; Steffensmeier & Allan, 1996). In addition to a gender disparity in the number offences, it is also 
recognised that male crime is both more serious and more frequent, and therefore results in more serious 
consequences such as detention sentences (Steffensmeier & Allan, 1996). This gender gap in crime stems from 
differences in gender roles, opportunities to offend and physical factors such as strength, which mean males are more 
likely to offend and be involved with more serious offences (such as violent crimes).  

These factors persist in the context of youth crime and antisocial behaviour. In addition, differences in neurobiological 
development result in a larger period of lowered impulse control and higher sensation seeking behaviours for 
adolescent males compared to females (Shulman, Harden, Chein, et al, 2015). Australian longitudinal studies have 
found that male adolescents are more often engaged in antisocial behaviours (except for substance use) then females, 
and that early antisocial behaviour is a stronger predictor of ongoing, long-term involvement for adolescent males then 
it is for adolescent females (Smart, Vassallo, Sanson, & Dussuyer, 2004.).  

As a result of these factors and the disproportionate representation of males in youth detention, young males have 
been specifically identified as the target group for the YPP Model.   

Identification Process 
The identification of young people with complex needs who are invited to participate in the Youth Partnership Project is 
facilitated by the local YPP Steering Group, using the definition above and below process:   

1. The Department of Education Regional Office identifies young people meeting indicator 3. 
2. This list is provided to the Department of Communities – Child Protection & Family Support, to identify any 

listed young people who meet indicator 2. 
3. A list of young people identified by both these departments is provided to WA Police, who note any young 

people who also meet indicator 1. 
4. The YPP Team collates the final list and presents to the YPP Steering Committee for review and decision about 

families who will be invited to participate, considering qualitative information from any partner, particular in 
regard to presence of soft indicators identified in the risk matrix.  
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LEARNING:  Effectiveness of Identification 
In early 2020, the YPP Team conducted a  review of the effectiveness of the YPP’s past 4 Identification processes. 
Of 284 young people who had been considered, 82 young people had met the YPP’s definition of young people 
with complex needs.   

WA Police reported that the young people meeting the YPP’s definition for eligibility were twice as likely to have 
had contact with police, than those without complex needs.  This suggests that the YPP’s definition is effective in 
identifying young people who are more likely to have contact with the justice system. 

  

LEARNING:  Logistics & Decision Making 
Given the small numbers of young people the YPP has been able to support at one time, when compared to the 
number of young people meeting the definition of young people with complex needs in our area, we have had to 
base our decision making on logistical considerations and develop strategies to prioritise potential participants. 

The first of these has been the decision to limit the number of schools we work across at one time.  This was 
quickly identified as important as we moved away from the AYIP Education Program and into an approach working 
more closely with young people’s schools in order to provide necessary support. Logistics required that we limit 
the number of different relationships that needed to be managed, and distance to be travelled by staff, by focusing 
on young people from only a few schools at a time.  In this way, we are able to be more efficient with resources 
and relationship building, in order to have greater impact.  

Once we collect the data from all three government departments to establish who the young people in the area 
who meet the definition are, we then look at the schools that have a higher need, indicated by the number of 
eligible young people they have enrolled.  We get advice from the Department of Education’s Regional Office 
about which of these schools would be best placed to work with the YPP, prioritising those open to new and 
collaborative ways to support these at-risk young people, who have strong leadership and good internal 
communication amongst teaching staff, and who embraced trauma informed strategies. Once some potential 
schools are chosen, this helps narrow down the list of young people we focus our conversations at the Steering 
Committee around.  

We also use a ranking system to help direct the Steering Committee’s conversations around eligible participants. 
As part of this process, the YPP Team reviews the selection data, and provides each young person arbitrary ranking 
from 1-3 for each of the 3 departmental data sets, to show which young people appear to have the most complexity 
according to the data. The total of these scores are used to direct conversation, usually starting with the more 
complex cases, and working through remaining young people in order of their rankings.  

This allows the steering committee to discuss qualitative input on young people’s cases to determine the suitability 
for the YPP, with a focus on the most complex that are suitable for the type of support the YPP can provide. This 
process has also enabled the committee to flag certain cases that aren’t suitable for the YPP with relevant 
agencies, as reviewing data across multiple departments often highlights complexity that departments may not 
be aware of when considering young people on the basis of only internal information. Overall, this helps the 
Steering Committee to make informed decisions more efficiently, while also enabling further system coordination 
outside the YPP. 
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2)  ENGAGEMENT & BUILDING RELATIONSHIP  
It’s not programs that change people’s lives: it’s people. That’s why strong engagement and trusting relationships are 
key to the YPP’s approach.  In doing so, we recognise that building relationships is an essential foundation for working 
alongside young people and families with complex needs. This phase of the YPP Model prioritises these relationships, 
providing the dedicated time and investment to establish this essential foundation.  

First Connection  
Once identification of a young person and their family is complete the YPP team assesses what resources and 
stakeholders are required for first connection to ensure it is successful. More than often the YPP operational team 
partner with schools to organise family meetings where the project is explained to participants verbally and visually. 
There is opportunity to go through the informed consent process during the meeting or to take home the documents to 
think about and discuss further with other family.   

Some young people and families may require more time before giving informed consent. Many of the families identified 
for the project have often had poor experiences of the service system, and so can be more difficult to engage due to 
their mistrust. In these instances, the YPP team uses this time to continually build a relationship with the family whilst 
also assessing their needs for resources and ensuring those needs are meet during this time. An example of this is the 
delivery food hampers where food security might be an issue.  

Consent 
A key operational priority of the YPP model is to share information and have continuous communication between 
partners. Information exchange between all partners is required to better coordinate the delivery of services so that we 
can improve outcomes for children, young people and families, and prevent further harm. In discussion with partners, it 
was identified that there were different interpretations of the information sharing and privacy legislation. This created 
significant barriers to a cohesive service system that worked together to support vulnerable young people and their 
families. Therefore, it was important to ensure a shared understanding of the legislation. This was resolved through 
information sharing provisions in the MOU and a process to gain informed consent from identified young people and 
their families.  

These arrangements improve the coordination of collaborative support by allowing YPP partners to exchange 
information and data in relation to young people and their families who have consented to be a part of the project. The 
consent form also includes permission to undertake assessments with the clinical psychologist to identify individual 
challenges, make referrals, and provide tailored support. Families and young people can withdraw their consent at any 
time. The YPP utilises a shared consent form with all partners listed which is provided to families in easy to read and 
child-friendly language. We know that genuine informed consent is critical and cannot be rushed. We recognise that for 
each family the time required may differ and be varied subject to their experiences and circumstances.  

LEARNING:  Informed Consent  
The YPP has trialled several different consent processes. Current best-practice tells us informed consent is 
an ongoing process with both young people and families, with a formal signing of documents upon the 
commencement of the program that may need to be revisited or tailored based on individual needs.  

At times, participants may choose to withdraw consent for certain aspects of the initiative, or to request 
information not be shared with certain partner organisations. Using a client-centred approach, staff can make 
this adjustment to be respectful of confidentiality and the boundaries a family may feel comfortable with. This 
is critical to building a deep sense of trust and respect with families, and ultimately leads to more sustainable, 
family-owned outcomes.  
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Initial Engagement  
The aim of this engagement phase is to provide experiences and activities for young people that promote positive, 
safe, and trusting relationships with the YPP team, including with their allocated youth worker. It allows suitable time for 
the team to build trust and a positive mentoring relationship. Youth workers and family support workers are provided 
the time to genuinely get to know the participants and their families.  

The YPP team understands that services that are based on authentic engagement and positive relationship are more 
likely to be effective in: 

• Establishing collaborative, family partnerships 

• Young people and families feeling understood and respected by workers, and so being more likely to listen, 
respect, and make use of the support they receive 

• Addressing the issues of most concern to the family 

• Working collaboratively to enhance the client’s sense that they are not on their own 

The choice and number of activities undertaken during the initial engagement phase and designed based on the 
assessment of the strengths and needs of the young person and their family. The YPP team match activities to the 
ability and interests of the participants, whilst also thinking about safe community spaces for young person and what 
they might need to access in the future as part of their safety plan. Youth Workers aim to seek ideas and input from 
participants to give them choices and input from the earliest stages of engagement. 
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3) PLANNING 
Once young people and their families are engaged, and we’re working on strengthening our relationships, the YPP 
Model enters a planning phase. This phase is about getting a strong understanding of young people’s strengths, 
challenges, circumstances, personality, interests and ambitions, which allows us to work in a person-centred way.  We 
explore what we might be able to achieve by working together, and set goals based on young people and families’ 
priorities.  

Assessment of Needs  
Strengths and Needs Assessment 
Throughout the engagement process the YPP team continue to observe and work with young people to identify, the 
YPP’s protective factors; social and emotional well-being, life skills, family support, adequate access to resources, 
education support, and safe community spaces and belonging.  

Staff then sit alongside young people and families respectively, to undertake a formal Strengths and Needs Assessment 
that will inform their case plan.  

The Strengths and Needs Assessment13 help staff identify what is working well and what the challenges are for young 
people and families so they can assist them to make positive changes in their lives. The tool was developed in 
collaboration with the Project Design and Development Officer and includes assessing the six protective factors of the 
YPP program. Both the youth worker and family support staff will complete a Strengths and Needs Assessment with the 
young person and family, respectively. Staff use the prompts within each domain of the tool to gather the strengths and 
needs of the young person and family. The information in the ‘needs’ column is the starting point for developing goals 
the young person and family may like to work towards. The information in the ‘strengths’ column will be used 
throughout the program period to build self-efficacy and leveraged to encourage behaviour change. Strengths and 
needs can be added over time as new information and circumstances emerge for the young person and family. 

Clinical Assessments  
Young people are supported to engage with a clinical psychologist to complete a range of cognitive, intellectual and 
emotional assessments, allowing them to further understand their individual needs, and helping youth workers, 
schools, families and partners provide the best possible supports. These assessments first take place towards the end 
of the intensive engagement program, as relationships and trust built with youth workers help young people to engage 
with this process, which might otherwise be confronting. Outcomes of clinical assessments helps to identify where 
young people may require additional support. In particular, they inform Individual Education Plans and can provide 
access to student-centred funding in schools, or the National Disability Insurance Scheme. 

Family Functioning and Parenting Capacity 
We know that cohesive, connected families are important for young people to feel safe, stable and supported. The YPP 
Family Support team facilitates this with the family caregivers utilising: 

• Parenting Capacity: Parent Empowerment and Efficacy Measure  

• Family Functioning: WAACHS Family Functioning Scale 

Family Genogram 
A genogram is a graphic representation of a family tree that displays the interaction of generations within a family. It is 
a tool that staff and family can use collaboratively to help identify the social and emotional relationships within the 
family. Staff will work with the young person and family (together) to develop the genogram. This can be completed in 
colour on butchers’ paper, computer, or paper and is a great activity that can involve the whole family. The genogram is 



YOUTH PARTNERSHIP PROJECT MODEL 
 
 

30 

a helpful tool to increase the visibility of the social and emotional relationships within the family. It can also be used to 
identify positive relationships within the young person’s ecology and facilitate re-engagement of positive people to 
increase sustainability of behaviour change in the life of the young person or family. 

Identifying Priorities 
This practice element helps staff work in partnership with caregivers to identify their needs and priorities. This involves 
understanding what they value most, what issues are important to them, as well as identifying the most important 
issues for the family to address. Importantly, considering many families have multiple and complex issues, staff assist 
the family to focus on which problems might be tackled first, while keeping other issues in mind. These priorities then 
form the basis for the goals that are collaboratively developed between staff and the family.  

Risk and Protective Factor Framework  
The YPP’s risk and protective factors provide a framework within which to understand the strengths and challenges 
surrounding a young person and their families. As described in the establishment section, the YPP team undertook a 
co-design process with young people who had lived experience of the juvenile justice system or had been exposed to 
youth justice issues through association, to determine the operational components of the model. Desktop research was 
also provided as supplementary evidence to what the young people had identified as key protective factors, as well as 
any additional insights from practice. Through this process, six protective factors were identified which could prevent 
their trajectory to the juvenile justice system. These factors are outlined below, with a summary, followed by an 
explanation of the factor, how young people articulated it, and how research supports a focus on these areas in 
preventing youth crime. 

This model acknowledges that whilst these protective factors are listed as distinctive areas of support, they are 
interconnected, and one area contributes to another (i.e. social and emotional well-being directly impacts on life skills, 
which impacts on ability to engage in education or community and so on). This further confirms the need for 
comprehensive and coordinated support for young people. 

Service delivery and community partners identified in the establishment phase work across the 6 protective factors, and 
it is the role of the YPP Team and integrated case management groups to coordinate services to support the young 
people and their families based on their needs. The protective factors provide a framework used to stimulate discussion 
and help conceptualise holistic opportunities in planning goals and supports for young people and families in the YPP.  

SOCIAL AND EMOTIONAL WELL-BEING  
Support the development of young people’s social and emotional wellbeing - including 
connection to culture, emotional identification and bias - that impacts on behaviours and 
relationships with family, peers and community (including school).  

Young people correlated their emotional state with the quality of their relationships with family and friends. Participants 
highlighted the benefits of having someone in their life to provide emotional support and advice on overcoming 
challenges such as feeling “depressed, anxious, worried, scared, without purpose, nervous, tired, unheard and 
unimportant, negative thoughts, and unwell” (Youth Partnership Project 2016 a). While we recognise mental health as 
an important aspect of social and emotional well-being, young people didn’t use this language. Therefore, in discussing 
this issue, we seek to use language similar to that used by young people. 

Results obtained through standardised emotional and cognitive assessments undertaken with YPP participants has 
shown a common trend of low emotional identification and bias. This has been a critical learning, as emotional 
intelligence directly impacts on behaviour, and if not addressed, will result in limited effectiveness in other areas i.e. life 
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skill development, education engagement and so on. Furthermore, practitioners have identified the need to identify 
and consider other developmental challenges such as Foetal Alcohol Spectrum Disorders (FASD), when understanding 
the young person’s social and emotional development needs, again to ensure that all other supports take a considered 
and appropriate approach.   

Research conducted by Hubble, Bowen, Moore and Van Goozen (2015), confirms that children with anti-social 
behaviour show deficits in their perception of emotional expressions in others that may contribute to the development 
and persistence of antisocial and aggressive behaviour. Furthermore, constant feelings of stress, depression and 
anxiety is what Andrews & Bonta (2010) describe as anti-social cognitions, which can lead to anti-social behaviour. This 
can be effectively addressed by understanding and managing emotions and practising less negative/aggressive 
thoughts and feelings through activities designed to increase young people’s emotional intelligence (Andrews & Bonta, 
2010; Mathews & MacLeod, 1994; Utah Criminal Justice Centre, 2012). Therefore, it is critical that social and emotional 
development and well-being is addressed if an intervention is to be successful.   

LIFE SKILLS   
Support young people to develop skills that support positive life choices and engagement in 
society. This includes behavioural skills such as impulse control, self-regulation and 
communication and functional life skills such as basic financial literacy and hygiene. 

Young people said they want to be able to cope with hard situations without running away or getting into fights. They 
want to have positive expectations for the day, allowing them to identify and achieve goals. Participants highlighted the 
benefits of having a positive role model/mentor in their life to help them distinguish between positive and negative peer 
influences, solve problems and help them make positive life choices (Youth Partnership Project 2016 a).  

In practice, YPP partners have identified the need to support the development of young people’s functional life skills 
such as: reading the time, financial literacy, hygiene, cooking skills, and more; as necessary skills to be confident to 
function in mainstream society. Furthermore, practitioners have identified that social and emotional well-being directly 
impacts on life skills such as impulse control, problem solving etc. and therefore must be considered together.  

The Risk Needs and Responsivity Framework (Andrews & Bonta, 2010) and Cognitive Models of Emotion (Mcleod,1994) 
state that life skills such as impulse control, problem solving skills, understanding of how to handle frustration and 
failure, self-esteem and self-belief mitigate personality traits directly related with criminal activity such as anti-social 
personality pattern, substance abuse (excluding tobacco) and anti-social behaviours (Andrews & Bonta, 2010;  Mathews 
& MacLeod,1994; Utah Criminal Justice Centre, 2012; Wilson, Mathews, MacLeod & Rutherford, 2006). 

FAMILY SUPPORT 
Support parents and care-givers to meet their child’s needs and create a safe home 
environment; including supporting parents and care-givers social and emotional well-being, 
functional life skills, parenting skills and other environmental factors.  

Young people highlighted the importance and impact of family dynamics on their overall wellbeing. They said that at 
times their families lacked the ability to cope and make decisions that positively impact them and their siblings, and 
needed support to overcome these challenges (Youth Partnership Project 2016 a). This included care-givers’ social and 
emotional well-being, domestic violence and financial support (adequate access to resources will be described further 
below, but is intertwined with family support).  
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In addition, in practice, YPP partners have identified that a caregiver’s lack of functional life skills such as financial 
management, literacy etc. directly impacts on stress in the home environment and impacts on the young person’s well-
being. Therefore, to support the family to support the young person, where practical they must be assisted to develop 
these skills.  

Research highlights that family is essential to improve life outcomes for young people, addressing intergenerational 
disadvantage by improving parenting capacity and enhancing positive supervision styles at home (Hemphill & Smith, 
2010; McAtamney, & Morgan, 2009). Andrews and Bento (2010) have included family support in the “central eight” list 
of criminogenic needs due to the impact family functioning has on young people’s social and emotional well-being.  
Evidence demonstrates that interventions that focus on increasing secure attachment between the young person and a 
positive role model (Alvarado, Bellamy, Kumpfer & Smith, 2002; Hemphill & Smith, 2010; United Nations Office of Drug 
and Crime, n.d.) improved material and emotional conditions which demonstrate appropriate care (Resilience Research 
Centre, 2013; United Nations Office of Drug and Crime, n.d.). Improved parental supervision and parent child 
relationships reflected in positive routine and guidance help achieve a range of protective factors against youth 
offending (Alvarado et.al., 2002; Hemphill & Smith, 2010; United Nations Office of Drug and Crime, n.d.). This can 
include improved academic achievement, increased life skills such as improved communication and problem-solving 
skills, optimal cognitive and emotional development, and behaviour in and outside home (Hemphill & Smith, 2010; 
United Nations Office of Drug and Crime, n.d.).  

ADEQUATE RESOURCES  
Support young people and families to access resources to meet essential and immediate 
needs and develop skills to sustainably access essential resources into the future, including 
food, appropriate housing & utilities.  

Closely linked with family functioning, young people said they need access to basic resources like food, a washing 
machine to have clean clothes, identification, and money for public transport (Youth Partnership Project 2016 a). They 
highlighted how access to basic resources impacted on their social and emotional well-being and engagement at 
school.   

In practice, YPP partners have identified that over-crowding in the home is a challenge faced by many participants. This 
directly impacts on the young person’s well-being including sleep, feeling of safety, access to food etc. Furthermore, 
access to basic resources is often impacted by the number and transience of people living in the young person’s home. 
As a result, YPP takes a complimentary approach to address both adequate resources and family support, recognising 
their interconnected relationship.  

Whilst poverty itself is not considered a ‘criminogenic need’, it is still a contributing factor.  Economic hardship is 
considered a risk factor for youth crime due to its impact on family dynamics and capacity of a family to meet their 
child’s material needs (Australian Institute Criminology,1998; Shader, n.d).  

EDUCATION SUPPORT 
Support young people to engage in education and increase exposure to the mainstream 
education; supporting the development of foundational knowledge, with a focus on 
numeracy and literacy. 

Young people said that they need supportive and understanding teachers who take time to help them. They want to 
feel safe to ask questions when they do not understand. They said they wanted people to be positive towards them at 
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school and for teachers to ‘compliment’ them and focus on their strengths. Young people said they wanted to 
participate and do well at school (Youth Partnership Project 2016 a). 

In practice, through spending an intensive amount of time with the young people in social situations during the 
intensive engagement, YPP partners identified that many of the young people had very low literacy comparative to their 
age. This was further confirmed by initial assessments undertaken by the partnership’s clinical psychologist. Further 
inquiry revealed that this had not been thoroughly understood or assessed by schools due to a lack of resources and 
high needs. Furthermore, YPP partners have identified significant gaps in foundational academic knowledge, such as 
basic understanding of the alphabet, numbers etc. If these needs are not supported, it is challenging to engage the 
young person in the mainstream education setting.  

Anti-social behaviours in young people are strongly associated with a lack of educational support. Young people with 
low social and emotional well-being and life skills (as described above) often find it challenging to engage positively in 
a mainstream school environment, which leads to challenging relationships with peers and teachers. In this 
environment, young people can act in a disruptive manner to distract from their low educational capability, in addition 
to having low skills to respond positively to this challenging environment (such as conflict resolution). Furthermore, 
young people can use anti-social behaviour to achieve their needs, for example to get attention from an adult, to 
indirectly draw attention to their pain and so on (Atherton, 2013). Lack of attachment and anti-social behaviour in school 
are directly co-related with low levels of academic performance, lack of positive relationships at school and low levels 
of reward and gratification (Bento & Andrews 2010). 

SAFE COMMUNITIES AND BELONGING 
Support young people’s positive engagement in the community and increase cultural and 
social support networks, including Aboriginal mentors, youth programs and sporting clubs.  

Young people said they need to have “positive places to hang out” and wanted to be able to play sport and other 
recreational activities in the community. They said they need someone who believes in them, and they do not want to 
feel discriminated against (Youth Partnership Project 2016 a).  

Sports and recreation activities can effectively address criminogenic needs through providing a point of positive 
community engagement, the right support to develop positive social relationships and a beneficial use of free time. 
Furthermore, in a similar fashion to life skills programs, these activities can address anti-social cognitions by supporting 
the development of self-regulation and self-efficacy skills (Morgan, Sibthorp, Wells, 2014; Andrews and Bento, 2016).  

LEARNING: Safe Community 
Our understanding of safe community has evolved as we put this model into practice and worked directly with 
young people, rather than discussing these ideas in a more abstract/removed setting.  In moving from theory 
to practice we’ve been able to ‘flesh out’ this concept, and now define this as ensuring that young people are 
welcomed, accepted, and valued in their communities (including school, services, family, wider community), 
rather than only focusing on there being places for young people’s recreation. 

Unfortunately, we have heard many stories of young people being targeted by individuals or businesses when 
in the community due to their appearance or age. Young people have been banned from entering shops, or 
falsely accused of inappropriate behaviour, with no evidence to support these actions. This has a significant, 
negative impact on a young persons sense of self, their sense of belonging in the community and their 
perception of others. 
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Motivation, Priorities and Goals 
Building Motivation for Change 
Motivation for change comes from within. In the YPP’s approach, operational team members help families and young 
people identify opportunities and encourage them to think further about possible changes. Staff help them weigh up 
the options for change, exploring their reasons for change, and respecting their own decisions. This approach 
continues to be used throughout the young person and family’s engagement as they commence with new goals or 
move in and out of contemplation and/or motivation to change.  

Goal setting 
When assessment tasks have been completed and young people families have collaboratively identified some 
behaviours they would like to change, it’s time to start setting goals. Goal setting is a key strategy to continue to drive 
motivation and guide interventions. Staff work collaboratively to ensure goals are realistic and manageable by helping 
families identify specific and meaningful self-selected goals. When the young person and/or family have made decisions 
towards behaviour change and goals have been developed, this will determine where to commence with the specific 
practices within phase 3. For example, the young person’s strength and needs assessment identified the following: 

Strengths 
• Is good at all sports and loves basketball 

• Has good relationship with teacher  

• Uncle Ray helps mum with bills and 
family stuff 

• Sometimes goes to Aunty Deb’s on 
weekends  

Needs 
• Hangs out with mates on weekends who drink 

alcohol 

• Dislikes school except for sport  

• Mum’s partner becomes violent when he 
drinks on weekends 

The youth worker works with the young person to explore developing a goal around engaging the youth in a prosocial 
activity on weekends (e.g. basketball). Goal intervention steps would include actions for both the youth worker and 
family support staff given it involves agreement from the caregiver and would be developed in collaboration with the 
young person and family. This goal supports both protective factors of ‘life skills’ and ‘safe communities’ (i.e. playing a 
team sport, having to attend training, working as a team, and reducing time spent with negative peers on weekends). 
Another goal may be around increasing family safety which would also include collaboration with family support staff 
and the family. This would involve using the family support module in ‘phase three’ and using the functional assessment 
and safety plan tools to develop a safety plan. You can see here how drawing on strengths as levers for change may 
help to increase the family’s safety (e.g. kids go to Aunty Deb’s if mum’s partner comes over on weekends and is 
drinking, or Uncle Ray pops over for a visit at the same time).The same process applies for the family, there will likely be 
some overlap between the young person and family’s goals so one goal for the family can be developed in this 
instance. 
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3) SUPPORT  
Young people do not become involved in the justice system simply with ‘behavioural problems’, rather they have 
complex needs which cut across various government department and service provider responsibilities. An effective 
service system therefore must reflect this complex need, and support young people early, collaboratively, constructively 
and empathetically.  

In 2020, the YPP partnered with the Centre for Evidence and Implementation, to design an evidence-based practice 
framework to guide the work of the family support and youth work teams. In addition, we’ve aligned our approach with 
the WA Community Services Outcomes Measurement Framework (Department of Finance, 2022). This update to the 
YPP Model has resulted in four interconnected elements of the support phase: Youth Support, Education Support, 
Family Support and Coordinated and Holistic Support. 

Youth Support  
Our Youth Support is focused on working with young people to build protective factors like 
positive social networks, life skills and skills to manage social emotional behaviours. In doing so, 
we aim to prevent and minimise police contact, and reduce escalation into offending. 

Youth workers help young people strengthen their capacity to make positive life choices & avoid risks by developing 
social-emotional skills for regulating their behaviour. Young people practice and apply these skills at home, school and 
in the community. 

Youth Workers work closely with young people in individual and small group settings. Activities are designed to be 
engaging, meet particular interests and needs of each young person, and can be delivered within a school or 
community contexts.  Strategies and tools used by youth workers in this element include:  

• Zones of Regulation 

• Life Skills 

• Community links and supports 

• Problem Solving 

• Goal Setting 

• Building motivation and responding to change talk 

 

Family Support  
A safe, secure and nurturing home environment is a strong protective factor for reducing contact 
with the justice system. Family Support Workers work alongside families to increase stability and 
safety at home, with a focus on reducing escalations into the child protection system and/or 
enabling a child protection response which is more empathetic and constructive, being informed 
by a deep understanding of family circumstances and harnessing complimentary support’s  

Families build skills to solve problems and increase safety, and improve overall family functioning. Family support 
workers help families focus on ensuring positive, warm & responsive caregiving to bring families together and to 
discourage the use of negative and aggressive behaviours. 

The key strategies in this element that may be used by Family Support Workers, depending on families’ circumstances 
are:  

• Safety Planning 

• Problem Solving 

• Communication Skills 

• Warm and Responsive 
Caregiving 

• Caregiver Self-Regulation 

• Relaxation Techniques 

• Routines 

• Planning Family Time 
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Education Support  
Improving education outcomes is often highlighted as a key strategy to address youth offending, 
based on strong evidence of the impact on non-completion of school with increased likelihood of 
adult criminal behaviour, and clearly mapped pathways to prison in which school suspension is a 
common initial feature. As a result, increasing educational engagement is a key focus of the YPP, 
recognising engagement as the key to improving attendance, attainment and building social 
connections – all of which are key predictors of criminal justice involvement in their own right.  

Focusing on education allows for early and positive interventions, which reduces escalation into youth justice systems. 
In particular, supporting schools with clinical assessments of young people and the tools to integrate behavioural and 
educational strategies matched to the young person’s social, emotional and developmental needs provides a more 
empathetic and constructive response from the education system. 

The YPP Team works with young people, families, & schools, building capacity for young people to attend & engage in 
educational activities, and promoting a positive sense of self, while increasing the family involvement in the young 
person’s education. Strategies in this element include: 

• Increasing Home-to-School link 

• Zones of Regulation 

• Support around phonics and reading 

• Positive communication techniques 

• Problem solving 

• Goal setting 

• Sustainability Planning for future success 

In working alongside schools, we seek to build capacity to improve internal practices such as using the language of 
Zones of Regulation, and reframing understanding of students incorporating trauma informed approaches. Facilitating 
a better understanding of clinical challenges affecting the student and their behaviours, we support school to adjust 
their practice when a student is adjusting to a new routine, medication, or needing to attend many appointments.  

Coordinated & Holistic Support  
It is widely recognised that young people and families that experience disadvantage and social 
exclusion are confronted with multiple barriers that impact their access to supports. In this way, 
the complexity of needs provides a compounding impact, preventing access to services available 
to help combat this disadvantage. The YPP’s focus on place-based approaches, working with 
relatively small client groups, and focusing on strong relationships provides an avenue to create 
new and more supported pathways to access services that can help families address the complex 
challenges they face.  

Every family has needs that are unique, but working with our partners, we can provide specialised support. We help 
families navigate and engage in the complex system to ensure that the right support for their situation is available and 
accessible. Types of support accessed through this element is wide ranging and can include: 

• Family Violence services 

• Legal support 

• Crisis accommodation 

• Transitional housing 

• Housing services 

• Emergency relief 

• Financial counselling 

• Employment services 

• Health services 

• Mental health services and supports 

• Disability services 

• Organised sport 

• Transport 

• Early childhood education and care 

• Social and community activities & 
events



 
Where required, supported referrals are made to local services. This may be in response to requests from school, 
family, clinical psychologist or another partner working with the young person or family. Families are provided with 
support that matches their circumstances throughout the referral process – ranging from warm referrals (i.e. YPP Team 
member briefs family about the service, and service about the client, which the client will then access independently) to 
intensive support throughout the process (i.e. YPP team member organises appointments, any paperwork, transports 
the family and attends appointments as a support or advocate). 

 

 

 

 

 

In making referrals, sustainability is considered with preference given to local, public or mainstream services in the first 
instance. However sometimes utilising the private system, supported by YPP brokerage funding, enables more timely 
support for immediate needs, or a diagnosis that can then be referred onto a government agency for ongoing support.  
In other instances appropriate services might not be available – in which case the YPP team will advocate for service or 
organise to provide necessary support directly.  

Strong relationships with local services enable the YPP Team to provide in-depth support in gaining access to services, 
or to advocate on behalf of young people and their families.  This is essential part of ensuring the service system can be 
responsive to the complex needs of YPP families, leading to more sustainable progress and support. This is discussed 
further in Whole System Engagement (pg. 39) . 

Making it Work 
YPP Team 
The YPP Team’s youth workers and family support workers provide a central point of contact to the YPP, as well as 
being directly involved in helping young people and their families access supports. A key aspect of this role is being a 
conduit of relationship between the young people and/or families and support services. This transference of trust to 
Service Providers makes it more likely a young person or family will engage in supports. This is especially important for 
supports that are more challenging for engagement such as mental health or alcohol and other drug services. As such it 
is important the YPP Team have positive relationship with relevant service providers (see Whole System Engagement, 
pg. 39) 

Integrated Case Management 
Service Delivery Partners engaged with each young person and their family, meet fortnightly for Integrated Case 
Management meetings. In this forum, the cross-sector of partners can coordinate support for the young people and 
their family, across the YPP’s protective factors. (For further information, Facilitating Communication, pg. 40). Current 
best practice is for the YPP Team Leader to meet at schools on a fortnightly basis to review educational, youth and 
family support plans in partnership with school representatives and any other agencies supporting the family 
intensively. Where partners are not able to attend, the Team Leader will ensure they provide an update prior and 
information from the meeting is fed back promptly.  

Separately, the YPP family support and youth work teams meet fortnightly for an intra-agency group case review to 
ensure young people and families are supported in line with the evidence-based practice framework.  
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Figure 14: Levels of support available for holistic support referrals 
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4)  SUSTAINABILITY PLANNING 
We’ve always got eyes on the long-term goal, and plan to sustain gains and overcome setbacks as they arise. Our 
ultimate goal is to enable families to create stability and to independently access the supports they need in the 
community. 

The Integrated Case Management group facilitate assessments of the young person’s readiness to transition out of the 
intensive support based on their current needs. This involves asking questions across the range of needs indicators, 
including understanding their current social and emotional well-being, life skills, education engagement, family stability, 
access to basic resources and engagement in the community.  

The transition assessment is conducted every six months (or as needed) and facilitated by the YPP Team by gaining 
information from the young person’s Teacher, the Clinical Psychologist, relevant youth workers and any other key 
support staff the young person has engaged with.  If a young person is identified as potentially ready to begin the 
transition phase, the YPP Team facilitates a meeting with the young person and their family regarding their readiness to 
transition and prepares a plan of the supports that they will have throughout this process. It is also acknowledged that 
the YPP Team is still available if needed, to provide a soft transition. 

Sustainability 
This practice element focuses on supporting the sustainability of outcomes for the young person. Part of sustainability is 
ensuring that throughout their involvement in the YPP, internal resources are used as much as possible with a view to 
the family being able to choose their external support/resource when needed. In this way the existing strengths of the 
family are harnesses and capacity for independence is fostered. 

Together, family support and youth work staff review the contributing factors and activities to both goal achievement 
and unmet goals, with a focus on the strengths within the family and young person and the tools and strategies they 
have gained while on the program. This forms the basis of a practical plan in helping the young person and family 
sustain gains and continue to work towards behaviour change in other areas. During this process, it is also important to 
identify the people, and the resources that have positively impacted the young person’s life, and to determine which of 
these are required to continue or maintain success as the young person progresses towards program completion. 

Referrals and Support 
Family support staff engage the family in two activities, one to identify who is currently in their support network and 
two, work with the family to fill any gaps to ensure both formal and informal supports are in place before they exit the 
program. 
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As highlighted throughout, the Youth Partnership Project model presented in this document is not ‘another program’; it 
rethinks the service system and changes the way it operates, by enabling a cross-sector of partners to move beyond 
programs with isolated impact, to a collaborative approach with a common goal that holds the young person and their 
family at the centre. 

As highlighted in the Establishment phase, the model has retrospectively drawn from the Centre for Social Impact’s (CSI) 
Collaboration framework. The ‘process’ part of the framework is useful in outlining the role of the system Coordination. 
As articulated by CSI, the collaboration process refers to how the collaboration is actually implemented i.e. “the way we 
do our work”. This includes whole-system engagement, communication flows, building adaptive capacity and 
facilitating an authorising environment.  

Whole-System Engagement  
Whole system engagement includes both the diversity of stakeholders as established through the stakeholder mapping, 
as well as the involvement of the participants in co-creating the solution.  

Resourced Coordination & Prioritising Relationships 
The role of the YPP Backbone Team, is to lead the collaboration of the partnership at an operational level, while also 
providing a central point of relationship for families and services.  

In leading operational coordination, the YPP Backbone Team recruits partners who are able to provide a holistic range 
of supports to young people and their families.  While initial recruitment of operational partners may begin in the 
establishment phase based on initial service mapping, the need for additional partners is identified through co-design 
and case-management. The Backbone Team then becomes the consistent point of contact for all partners, and works 
to build and maintain strong relationships with the organisations/business as well as the individual staff/volunteers 
within them.   

These relationships are essential for the partnership to be cohesive and responsive. Relationships increase buy-in from 
both individuals and the organisation/business itself, aligning them to the common goal of the YPP and allowing them to 
be a part of the journey. This means that when support is required, partners are ready to assist, and often have the 
capacity of be more responsive – such as by reducing wait times for services, or being more flexible in the service 
provided.  

If and when key partners move on in their roles, it is important to prioritise a handover to the incoming partner, 
emphasising the importance of the YPP and the role their organisation plays. Maintaining relationships with 
stakeholders in different levels of an organisation helps to minimise any negative impact when staff transition. 
Additionally, when YPP Champions shift into positions of greater responsibility or decision making, this can provide 
opportunity for new growth and connections.  

  

SYSTEM 
COORDINATION 
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Ongoing Collaborative Development 
In the Establishment phase, co-design set the structure for the model. However, as the model is implemented in a 
community, ongoing collaborative design with stakeholders is critical as new needs emerge. This can occur both 
formally and informally.  

Formally, this can include workshops such as that which was undertaken to design the AYIP Education Program when it 
was found that this was a service gap. Informally, this can occur with participants, through the governance structure and 
wider partnership. Where gaps are identified, or challenges occur, the YPP Team can use these structures to problem 
solve and identify new supports.  

LEARNING: Practical Limitations of Co-Design 
From the earliest stages of the YPP, there was enthusiasm about co-design being a core element of the 
initiative, both in the early stages, and as an ongoing process throughout.  While we still strongly believe in the 
value of genuine, authentic co-design, throughout the implementation of the project we’ve learned that co-
design isn’t always suitable, as it is resource intensive, and can be longwinded.  

During the YPP Pilot in Armadale, we identified the need to co-design a more relevant system of family support. 
However, we have not been able to do this due to limited resources. Co-design is a resource intensive process, 
and so there needs to be adequate funding in order to be able to facilitate ongoing co-design opportunities as 
they arise.  

In addition, co-design also takes time, another significant resource that is often in short supply. Properly 
conducted co-design can rarely be as responsive as the Youth Partnership Project would require to adapt to 
new operational challenges as they emerge throughout the model’s implementation.  

While we still champion co-design as a strategy, our experience has shown that it cannot be a one-size-fits-all 
solution to every challenge in human services. The need for collaborative design and problem solving, needs 
to be balanced with pragmatic requirements such as resources and responsiveness. 

 

Facilitating Communication  
Effective and continuous information exchange processes, both horizontally across the partnership and vertically across 
the various levels of the partnership, are critical to its success. This is supported by the YPP team.  

The structured element of operational communication takes place at Integrated Case Management Meetings. These 
fortnightly, collaborative meetings bring together service delivery partners working with a young person and their family 
to provide updates on progress or key issues, contribute to collaborative planning, and problem-solve when challenges 
or barriers are faced. Common strategies between partners for engagement or supporting young people to manage 
their behaviour enables consistency. The focus is ensuring the young person and their family are supported in a 
responsive and flexible manner. 

In addition, regular contact between service providers, youth workers & the family support worker, provide an 
unstructured and continuous form of communication – both in person and using technology such as WhatsApp or 
online, shared forms.  

Strategic communication between partners is facilitated through the Local Steering Committee, with vertical 
communication from the Integrated Case management group coming through participant updates. Our experience has 
shown that effective communication about local system blockers with the Local Steering Committee can enable 
expediated solutions, ensuring families can access appropriate support. An example of this was where YPP participants 
needed to access trauma counselling, but all available services had significant waitlists. When this challenge was 
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brought to the Steering Committee, the Department of Communities-Child Protection was able to draw on their internal 
processes to ensure YPP participants could access counselling in a timely manner. In turn, the Local Steering 
Committee also feeds into the District Leadership Group, for both ongoing vertical communication and addressing of 
system blockers as required. 

CASE STUDY: Responsive Communication in Action 
Matt* had been a part of the YPP for five months when his carer unexpectedly passed away after managing a terminal 
illness that had not been disclosed beyond close family.  Matt attended school the next day and disclosed to teachers 
that his carer had passed away overnight. 

The family were a client of both  the  Housing and Child Protection & Family Support, all of which were notified by the 
YPP following Matt’s disclosure at school. The family had not disclosed to the Department of Communities that a 
secondary carer (and partner of the deceased carer) stayed at the property and the family were very concerned they 
would lose the house and that the kids might be removed and placed in out of home care. An immediate interagency 
meeting to ensure wraparound support of the family was held, focused on ensuring Matt and the family could remain 
in their home and access support for their immediate needs. 

The YPP team worked in partnership with case managers from Housing and Child Protection to support the family to 
understand their options all the while building trust and open communication between the family and services. The 
secondary carer was able to be confirmed as an official carer by Chid Protection within the week and Housing 
supported him to complete a succession of tenancy application. Progressing these issues had reduced the substantial 
stress that the family were managing, alongside the grief of losing their family member and matriarch 

 

CASE STUDY: Responding well collectively 
Brad* was selected to participate in the YPP, and his family readily consented to support. Initially, other stakeholders 
stated their surprise that he had been selected; there was an awareness that his case was complex but was put down 
to a undiagnosed, suspected ASD. 

After spending time with Brad and his family, the YPP team raised a number of concerns around the lack of interagency 
coordination and the increasing vulnerability demonstrated at home. It appeared that while there was a lot of support 
in place, there was little communication between partners, and Brad’s mum was not coping with mounting debt, her 
own mental health, and an impending eviction. 

The YPP team facilitated an interagency case meeting with Brad’s mum present to ensure all parties were clear on the 
support. At this meeting, Brad’s mum was honest about the challenges she was facing, allowing service providers to 
adjust their plans in order to meet the current needs of the family. The YPP team supported Brad to get to school when 
Mum was unable to, and provided brokerage to cover the costs of important medication for both mum and Brad.  

There was significant concern about family violence in the home; the YPP worked with Brad’s mum to understand the 
issue of safety and agreed to proactively engage CPFS as a resource for support. Brad’s mum requested that YPP staff 
sit alongside her at these meetings, and an agreement on safety plans was made, together with resourcing for 
additional support for the family. 

Brad’s case is a complex example of the need to work in partnership, to minimise duplication and miscommunication, 
and to ensure children get the right supports to ensure their wellbeing. 

 
Communication is supported by the YPP Communications and Policy Officer, who manages the development and 
implementation of the communications strategy (including building support and communicating impact) and other 
administration supports to effectively facilitate the model sites. This role includes:  

• Communication and stakeholder relationships; stakeholder mapping, preparing communication 
pieces for all levels of stakeholders to ensure all are kept up-to-date on project developments (to build trust, 
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assure mutual objectives, and raise awareness of community trends and adjust as required to meet this 
objective) and maintaining project website and social media presence 

• Policy and advocacy; ongoing support to keep up to date and align various community, state and 
commonwealth strategies as policy settings evolve and new policies/reform agendas emerge. As well as keep 
up to date with media that may impact on project objectives  

• Research and ongoing project design; support background research and complete concept notes for 
innovative solutions to challenges that arise 

• Administration; provide administrative and secretariat support for the governance structure and all other 
relevant meetings   

Communication is also supported by the Design and Development Officer, including developing data analysis tools and 
communication pieces to report back to the partnership on the impact of the collaboration.  

Adaptive Capacity  
Adaptive capacity is the ability of the partnership to learn throughout the implementation process and discover shared 
solutions through challenges that arise. The role of the YPP Team is to create a culture of collaborative learnings across 
the partnership, this includes shared training and capturing learnings.  

Managing Impact  
As discussed in the section on Monitoring and Evaluation (pg. 22), ongoing impact management is key to ensuing that 
the YPP’s activities are having the intended affects. By regularly collecting a range of data on short term indicators from 
across relevant partner organisations, the YPP Team and Steering Committee can identify opportunities to adapt our 
approach in a responsive manner, when the data suggests that we could improve our impact.   

As a part of this process, we collect data quarterly from WA Police, Department of Education, and Department of 
Communities regarding young people who are participating in the YPP, which is reviewed by the YPP Team and the 
Steering Committee. Additional opportunities to collect information are identified as required, such as weekly surveys 
by classroom teachers, information collected by YPP staff, and specific data requests in response to a key event or 
concern.  

Shared Training  
Standardised training for professions such as youth work, teaching, policing and so on, does not provide in-depth 
consideration for the context in which those professions will work. However, the needs within low-socio economic 
communities or communities with high crime, are very different to those that have less entrenched disadvantage and 
therefore require a workforce with different professional knowledge and skills. For example, a teacher in a high-socio 
economic school is less likely to need in-depth understanding of intergenerational poverty and complex trauma, 
however that is critical when working within communities with high youth crime. It is therefore important that as a 
partnership, we work to ensure that the workforce is as educated and skilled as possible to meet the needs of the 
community in which they work.  

Working with a wide range of partners brings significant experience and understanding of the youth service sector. 
Furthermore, it brings specialist expertise that may not exist across all partners, including mental health, family support, 
education and so on. All of them bring technical knowledge which add immense value in supporting the young person 
and their family’s needs holistically.  Whilst acknowledging that all partners do not need to be an expert in everything, it 
aims to increase effectiveness across the partnership. For example, educators don’t need to be an expert in social and 
emotional well-being but understanding how trauma impacts on brain development enables them to be more effective.  
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With so many technical experts in the partnership, the model aims to harness the knowledge and skills of the collective. 
By doing so, it also increases consistency of approaches across the system supporting young people.  

It is typical practice for organisations to undertake professional development training, exploring different examples of 
best practice. However, often these experiences and learnings are not shared as well as they could be between 
different agencies.  The YPP model seeks to change this, by facilitating communication between partners on shared 
training opportunities. 

Capturing Learnings  
Very often, the strategy to success is something which is kept within the confines of an organisation. Once program 
delivery is complete, the information of what happened, how it happened, and potentially ground-breaking approaches 
are rarely shared with other organisations whose participants could also benefit. 

The planning, design, delivery and evaluation of the YPP model is an ever-changing learning process that will be 
refined to become more effective over time. It is important to accept that no one organisation or individual has the 
answers, but what we do have is a collective wealth of experience to form a system of best practice based on research, 
experience, practical application and subsequent, tangible long-term results. In order to make the most of this 
experience, we need to ensure there is high transparency between partners. Through the monitoring and evaluation 
process, the YPP team document both the successes and failures of strategies undertaken.  

It is important that as a partnership we are open about when things don’t work and together examine why, so that in 
future we can maximise the potential of our combined resources and efforts. By embracing this transparent approach, 
we recognise the shared responsibility to combine our collective experience and expertise to address the shared 
problems being experienced by young people in our communities.  

Authorising Environment  
An authorising environment refers to the processes that enable the partnership to “work together in ways that lead to 
agreement” (Noone et al., 2018). This helps the partnership have clear actions and progress, whilst not overwhelming 
the partnership with ‘additional work’.  

Ongoing Governance Support 
The YPP governance structure creates an authorising environment which supports the ongoing trust between partners 
and creates a process for collective, transparent, accountable and timely decision making.  

This is supported by the YPP team, through the Local Steering Committee. The meeting receives an update on how 
young people and their families are progressing, updates 
from the partners, and explore and address any 
associated challenges. The YPP team provides secretariat 
support including setting the meetings, keeping an action 
register and taking and circulating minutes.  

The continuity of high-level representation on this 
Steering Committee is essential to ensure this can be an 
action-focused and responsive governance structure; with 
long-term project knowledge, decision making power, 
and a thorough understanding of the youth service 
system from strategic and systemic levels. Figure 15: YPP Steering Committee 
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CASE STUDY: Having the right people at the table 
Tom* had experienced significant complexity and trauma, which impacted his ability to participate in a 
mainstream school setting. The YPP had a number of strategies in place for Tom, which showed promise, 
however his move to high school proved challenging for both Tom & the school. The school found it difficult to 
build meaningful relationships with Tom & his family, and despite attempts at mediation by the YPP, the 
relationship was fraught. 

Over the holidays, Tom made the decision to move in with his father in a different region. The YPP worked hard 
to build a relationship with his father, and he agreed to ongoing support in order to transition Tom successfully 
into a new school. This was a stretch for the YPP, given the school was out of our geographical boundaries but 
was critical to ensure Tom had the best chance at success. It was understood by Tom, his family and the school 
that the YPP support would finish at the end of the term. 

Mid-term, the YPP met with the Education Regional Office and school leaders to agree on a transition plan. The 
Regional Office were able to resource a Youth Worker to support Tom, which was beyond the scope of the 
school. The YPP agreed to continue their support and agreed to a transition/handover phase to ensure 
continuity of relationship, which is critical for young people with complex needs.  
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CONCLUSION 
 

 

The Youth Partnership Project’s Early Intervention Model, presented in this document, is not ‘another program’—it 
rethinks the service system and changes the way it operates. It is premised on the theory that if we adjust and focus the 
system to provide the right support, to the right young people, at the right time, we will not only create significant 
savings in expenditure on tertiary services but, more importantly, young people will thrive in their communities. 

Juvenile justice is a complex problem, which defies technical solutions. This model 
acknowledges that a solution to this multifaceted intergenerational problem cannot be 
achieved by one organisation, service or person. To change this story, it requires the united 
will, intelligence and expertise of many, acting together.  

Informed by best-practice concepts, including a Place-based Approach, Collective Impact, and Dimensions of 
Collaboration, the Youth Partnership Project’s approach to addressing these complex issues considers: 

• the necessary foundations for success, 
• how to establish a structure for successful collaboration 
• an operational model to identify, engage and collaboratively support young people with complex needs; and 

• the ongoing system coordination required to support such a collaborative response. 

We’ve thought big, and tested locally, to develop what we believe is a better system of early intervention for Youth 
Justice that can be scaled and adapted to other communities with high levels of youth offending throughout WA. 

Together we can change the story of Western Australia’s most vulnerable young people. 
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