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Report Summary

I ntroduction

Background

Program Administration

Funding

The Montana Y outh Challenge Program (MY CP) was established in
September 1999 to target youth with at-risk behaviors such as
violence, alcohol and drug abuse, and criminal behavior. High
school dropouts aged 16 — 18 years are targeted as at-risk youth.

MY CPis a 22-week residential program in Dillon, Montana,
followed by a 12-month community-based mentoring program. The
Challenge program was established by the U.S. Congressin 1992
and has been adopted by approximately half of the states. The
Department of Defense National Guard Bureau (NGB) is responsible
for leading the program at the federal level. Montana' s programis
administered through the Department of Military Affairs.

MY CP attempts to prevent, rather than treat, destructive behaviors.
Challenge participation is voluntary and applicants must meet certain
eligibility requirements, including being drug-free, not having
previous felony convictions, and not being involved in ongoing court
actions. MY CP strivesto recruit approximately 100 cadets for each
of the two classes held during the year (starting either in January or
June). Since 1999, MY CP has graduated eleven classes and a total

of 852 cadets (28 percent of cadets enrolled in the residential phase
of the program have not graduated).

We identified three major administrative components for the
Montana Y outh Challenge Program (MY CP): funding, staffing and
education. Our audit objective in relation to program administration
was to determine how these components impact program
effectiveness and successful attainment of goals and objectives.

MY CP operates with an annual budget of approximately $2.8
million. Program funding is based on an annual target enrollment.
The National Guard Bureau (NGB) established a funding mechanism
based on an estimated cost per student of $14,000 ayear and a target
enrollment of 200 students per year; therefore Montana' s programis
funded at $2.8 million annually. We calculated program cost per day
for the residential portion of MY CP. Based on average expenditures
for fiscal years 2003 and 2004, the cost of a student to attend MY CP

Page S-1



Report Summary

is approximately $93 per day. The MY CP cost per day isrelatively
low when compared to other programs for at-risk youth.

Staffing MY CP is authorized for 47 FTE positions, including management
and administrative staff, teaching staff, counseling and health care
staff, and cadre staff (responsible for supervision and physical
training). The federal government defines the number of required
staff for Challenge programs through use of the Manning Model,
which sets a minimum of 43 and a maximum of 48 staff positions.
The MY CP student/teacher ratio is the highest of the comparable
programs we examined, but federal guidelines do not provide the
latitude to make adjustments in the number of teachers employed.

Education Program U.S. Code specifies the Y outh Challenge program will teach eight
core educational components and that every graduate will attain 80
percent proficiency in each area. The eight core components are:

Academics (GED attainment)
L eadership development
Promoating fellowship
Service to the community
Life coping skills

Job skills

Physical fithess

Health and hygiene.

v Vv Vv Vv Vv Vv v Vv

The program employs five state-certified teachers. The four main
subjects taught each day are: English, math, socia studies, and
science. MY CP works in conjunction with Jobs for Montana
Graduates (JMG) to develop curriculum to meet the federal
reguirements of teaching the eight core components. Students are
allowed to take the GED twice during the residential phase of the
program. MY CP' s god isto achieve better than a 68 percent GED
success rate. It achievesthis goal with a current GED success rate of
71 percent of enrolled cadets and 97 percent of graduated cadets. In
most areas, MY CP either meets or exceeds the educational targets
established by itself and the NGB.
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Recruitment

MY CP Should Improve
Documentation of Eligibility
Review

Representation of Montana's
At-Risk Youth

Gender and Racial Ethnicity
of MY CP Recruits

Every six months, MY CP must identify a sufficient number of
recruits to meet the class capacity of the Dillon facilities (100
cadets). The program maintains a year-round recruitment effort
using two FTE positions. At the national level, all state programs
follow similar procedures during recruitment, including the
enforcement of standard eligibility requirements and use of Pre-
Challenge to screen and select applicants.

Applicants must meet ten eligibility requirements to be accepted to
the program. Program staff review information in the application
form to establish eligibility. Although MY CP generally ensures
applicants meet established eligibility requirements, our file review
indicated examples where determining compliance with
requirementsis difficult. Specifically, we identified examples of
applicants who did not appear to meet age requirements or whose
criminal conviction history was unclear. The program needsto
improve the documentation of eligibility decisions by ensuring any
documents or attachments used in support of an eligibility decision
areretained.

MY CP targets its recruitment efforts at the state’ s high school drop
outs. To determine how well MY CP targets this population, we
obtained data from the program showing the demographic
characteristics of recruits and compared this with data showing the
characteristics of the state’ s at-risk population of high school drop
outs. We also compared the demographic characteristics of MY CP
recruits with NGB data for Challenge programs in other states.

Females constitute 45 percent of all Montana high school dropouts,
but only 25 percent of MY CP participants. The military-style
environment at the program serves to attract more males than
females. However, Montana s program does reasonably well in
recruitment of females when compared with other state Challenge
programs (the national average for female recruitsis 19 percent).

Overal, there do not appear to be any significant problemsin the
representation of different ethnic groupsin MY CP recruitment data.
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Improvementsin Analysis of
Recruitment Data Needed

Outcomes

Program Participation and
Graduation

MY CP Should I nvestigate
American Indian Attrition
Rates

Page S-4

For the state’ s largest ethnic minority, American Indians, the
program appears to be recruiting numbers reflecting this groups
reported high school drop out rate.

Around 2,000 students drop out of Montana’ s high schools every
year, but analysis of the data shows drop out rates are higher in some
high school districts as compared to others. MY CP does not
currently use analysis of high school district drop out datato
determine recruitment needs. Some disparities do exist in the
geographic distribution of program applicants based on high school
district drop out rates. The program could improve its recruitment
effort by targeting resources based on high school district drop out
rates.

MY CP attempts to measure success in both the residential and post-
residential program phases. Short-term outcomes relate primarily to
the program’ s success in graduating cadets at the end of the
residential phase. Medium-term outcomes are assessed for the post-
residential phase and include the employment and educational
attainment of program graduates. Analysis of long-term outcomes
includes discussion of employment and criminal history data for
program participants.

MY CP enforces rules of conduct and discipline, which can result in
cadets being dismissed during the residential phase. The gradual loss
of participants through the residential phaseis referred to asthe
program’s attrition rate. In percentage terms, 73 percent of
applicants to the program are registered for Pre-Challenge. Eighty
percent of participantsin Pre-Challenge are selected to continuein
the residential phase of the program. For those enrolled in the
residential phase of the program, around 72 percent will complete the
five month course and graduate.

Analysis of theracia ethnicity of program participants at different
stages of Challenge showed one significant trend in attrition rates.
As the program progresses through different phases, American
Indian cadets are more likely to leave or be dismissed from MY CP
as compared with other ethnic groups. Although 33 percent of
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Post-Residential and
Mentoring Phase

Improvements Needed in
Documentation of Mentor
Screening Requirements

Post-Residential Outcomes

program applicants are American Indians, this ethnic group
constitutes only 22 percent of the graduating class. Obtaining and
analyzing data relating to American Indian participants could
identify areas for improvement and allow the program to
successfully serve more members of this group. Increasing the
number of American Indian graduates would also allow MY CP to
increase its graduation rate.

During the 12-month post-residential phase, the graduate transitions
back into the community from the structured residential portion.
This is accomplished with the guidance of a mentor. Mentors are
chosen by the student and approved by MY CP.

MY CPisrequired to perform a criminal history background check
for al potential mentors. Review of program files indicated the
majority of files sampled contained documentation that a background
check and references were used in the screening process. However,
13 percent of files did not have this documentation. Discussions
with staff and our observations indicate that background checks and
references are conducted on all potential mentors. The department
should ensure MY CP adequately documents completion of all
background checks.

Challenge defines a positive program outcome as placing a graduate
either in an educational program, full or part-time employment,
working for avoluntary or charitable organization, or serving in the
military. Review of available dataidentified the following trendsin
outcomes:

» Military Service —around one quarter of MY CP graduates go on
to serve in the military.

» Education and Employment — Approximately one half of all
MY CP graduates continue their education or enter the workforce
after leaving the program.

» No Placement or Unknown — the remaining one quarter of

graduates have either not been placed or the program has lost
contact with the individuals.
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Long-Term Outcome Data

Quarterly Wage and
Unemployment Data

Criminal Conviction History

MY CP Could Improve
Outcome Data Collection
and Analysis

Page S-6

As another means of ng program outcomes, analysis of data
from other state agencies can provide independent verification of the
long-term impacts from MY CP participation. We obtained data
showing quarterly wages and unemployment claims, and criminal
conviction histories for MY CP participants.

Data showing quarterly wages and claims for unemployment
insurance benefitsis collected by the Department of Labor and
Industry. Thereisatrend pointing to the success of the programin
increasing the employment and earnings potential of graduates. On
average, MY CP graduates earn around $220 more per quarter when
compared with applicants rejected by the program, and almost twice
as much as individuals who do not complete the residential phase.

MY CP graduates have improved employment prospects compared
with program participants who do not graduate.

The Department of Justice (DOJ) collectsinformation on all criminal
convictions recorded in Montana. We used DOJ data to determine if
the program was successful in keeping at-risk youth out of the justice
system. Eight percent of MY CP graduates have committed
misdemeanor offenses and three percent have committed felony
offenses since they left the program. When compared with rejected
applicants and cadets terminated during the residential phase, MY CP
graduates are less likely to commit crimes. MY CP graduates have
fewer criminal convictions compared with program participants who
do not graduate.

Programs like Challenge will encounter problemsin collecting valid
data on long-term outcomes and measures of success because contact
with cadets cannot always be maintained beyond 12 months. Thisis
often most difficult for negative outcomes, including unemployment
and criminality. Program staff have indicated there are already some
attempts underway to obtain data on long-term outcomes for
graduates. These efforts should be continued so the program can
provide the department and the legidature with valid and reliable
indicators of program outcomes.
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L egislative Guidance

L egislature Should Provide
Statutory Guidance for
MYCP

MY CP currently has no basis in Montana statute, aside from its
inclusion in the Department of Military Affairs biennial budgetary
appropriation under House Bill 2. The HB 2 appropriation provides
authority for the department to fund and manage the program on an
ongoing basis. MY CP s not referenced in the Montana Code
Annotated and the department has no statutory authority to adopt
administrative rules governing the program.

During the course of the audit, we identified several different
program administrative or operational areas where guidance from the
legislature could benefit MY CP. Some exampl es of these situations
include:

» Treatment of applicants with criminal convictions.

» Equitable representation of different genders, ethnic groups and
locations in recruitment.

» Defining high school drop out status and coordinating services
with schools.

» Establishing state residency requirements.

» Determining if MY CP should meet state educational
accreditation standards.

» Coordinating programs and resources with other state programs
for at-risk youth.

MY CP has now been operating for over five years. Asthe program
has developed, it has established its position relative to the state’s
other resources and programs for at-risk youth. The program is now
at the point where further legislative involvement could provide
clarification of existing policy and specific direction for the future.
Establishing MY CP in Montana statute could provide benefits for
program operations and could also benefit the state through
improved coordination of resources for at-risk youth.
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Chapter I - Introduction and Background

I ntroduction

Background Information

Program Participation

The Montana Y outh Challenge Program (MY CP) was established in
September 1999 to target youth with at-risk behaviors such as
violence, alcohol and drug abuse, and criminal behavior. High
school dropouts aged 16 — 18 years are targeted as at-risk youth.

MY CPis a22-week residential program in Dillon, Montana,
followed by a 12-month community-based mentoring program.
During the residential phase of the program, Challenge cadets attend
educational and life skills classes, take part in physical training,
perform community service, and are required to live within a highly
structured, quasi-military environment. Following graduation from
the program, the progress of cadetsis monitored through mentoring
relationships. Challenge mentors are adults from the cadets
communities who are available to advise and guide program
graduates as they continue with their lives.

The Challenge program was established by Congressin 1992 and has
been adopted by approximately half of the states. The Department of
Defense National Guard Bureau (NGB) is responsible for leading the
program at the federal level. Montana s program is administered
through the Department of Military Affairs. Congress appropriates
funds for the program and states are required to provide matching
funds at a 60/40 federal to state ratio.

Challenge is designed as an intervention program. The program
focuses on at-risk youth and attempts to prevent, rather than treat,
destructive behaviors. Challenge participation is voluntary and
applicants must meet certain eligibility requirements, including being
drug-free, not having previous felony convictions, and not being
involved in ongoing court actions. Applicants also have to have
either dropped out of school or intend to drop out. Successful
applicants are invited to attend a 2-week Pre-Challenge course at
Fort Harrison in Helena. Pre-Challenge allows applicants an
opportunity to prove their ability to succeed in the program.

Following Pre-Challenge, selected cadets go to Dillon for the
beginning of the 20-week residential phase. MY CP strives to recruit
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Program Facilitiesand
Resour ces

Federal Government
Administration of Challenge

Page 2

approximately 100 cadets for each of the two classes held during the
year (starting either in January or June). During the residential phase
cadets can leave or be terminated from the program. Since 1999,

MY CP has graduated eleven classes and atotal of 852 cadets (28
percent of cadets enrolled in the residential phase of the program
have not graduated).

MY CP is housed on the campus of the University of Montana—
Western in Dillon. Cadets stay in dormitory-style accommodations.
Classes and other activities are conducted within the MY CP
buildings or in other buildings on campus. Because MYCPisa
voluntary program, the Dillon facility is not a secured or lock-down
environment. However, during the residential phase, cadetsresidein
the designated facilities and are supervised 24 hours a day, seven
days aweek.

MY CP operates with an annual budget of approximately $2.8
million. The program is authorized 47 FTE positions, including
management and administrative staff, teaching staff, counseling and
health care staff, and cadre staff (responsible for supervision and
physical training). Funding resources have remained unchanged
since the program’ s inception in 1999. Staff resources have adjusted
to meet federa requirements.

Statutory authorization for the Challenge program is found in United
States Code, Title 32, Chapter 5 (National Guard), Section 509.
Federal law outlines the program’ s purpose, annual appropriationsto
fund Challenge, relationships between the Department of Defense
and states administering the program, eligibility requirements for
participants, rules governing use of military facilities, and program
reporting requirements.

States administering Challenge programs enter into cooperative
agreements with NGB on an annual basis. As part of cooperative
agreements, states outline program budgets, activities, outcomes and
other information in an annual state plan. Cooperative agreements
also outline certain program requirements and operations mandated
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by the federal government. To date, the federal government has
cooperative agreements with 24 states and the District of Columbia
to administer Challenge programs. State Challenge programs are
required to regularly report program data to the NGB using the
federal Data Management and Reporting System (DMARS.) The
federal government also exercises oversight of Challenge through
regular audits conducted by the United States Property and Fiscal
Office, and through annual management reviews conducted by a
private consulting firm.

The following figure shows the states currently administering
Challenge programs.

Figurel
States Administering Challenge Programs

[ states With Challenge Program

Source: Compiled by L egidative Audit Division from program records.

Federal law requires the Secretary of Defense to enter into
cooperative agreements with the Adjutant General and Governor of
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State Government
Resourcesfor At-Risk
Youth

Page 4

the state administering the program. For this reason, MYCPis
administered through the Department of Military Affairs, even
though most other programs and services for at-risk youth are
administered through other departments.

MY CP isonly one of the services state government provides for at-
risk youth. A variety of different programs and resources are
devoted to improving the employment and life opportunities of youth
who are dropping out of school or exhibiting criminal behavior. The
rationale behind these programsis to intervene before behaviors
escalate to the point where the youth is formally adjudicated by the
justice system. Resources for at-risk youth include both community
or school-based programs and residential programs. Although many
of the available resources and programs are provided by state or local
governments, charitable and voluntary organizationsin the private
sector also provide services. Thefollowing figureillustrates
examples of the range of government and privately run programs and
resources available for at-risk youth and shows the relationship of
MY CP to other services.
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Figure?2

Programs and Resour ces for At-Risk Youth

2 - State Youth
o | Incarcerated | Carrectional Facilities
+—
[+ _ N N A
2
o P Swan Valley Youth
= Institutional = !
— | | Academy
© o o - o
v <
A Yellowstone Boys &
Girls Ranch
Resid ial Maontana Y outh
esidentia Challenge Program Escalating
44— Level of
Risk of
Montana Job Corps Delinquency

Jobs for Montana
Graduates

Voluntary

School-based

OFIFOCHE Education
Programs

| Community-based | Big Brothers & Big /
A 4 i

Source: Compiled by L egislative Audit Division from program records.

Asshown in the figure, MY CP isavoluntary, residential program
aimed at youth who are yet to reach the point of adjudication in the
juvenile justice system. MY CP differs from school-based programs,
such as Jobs for Montana Graduates, because it is residential and the
targeted youth are comparatively more at-risk. The program differs
from the Swan Valley Y outh Academy because individuals attend

MY CP on avoluntary basis and not as aresult of acourt order. As
the general level of risk of delinquency escalates, it becomes more
likely youths will be adjudicated and placed in more supervised and
potentially more secure environments.
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Audit Objectives

Audit Approach
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The Legidative Audit Committee prioritized a performance audit of
MY CP for the 2005 biennium. Guidance received from the
committee indicated there were several areas of interest in relation to
MY CP including recruitment practices, educational curriculum,
participation and graduation rates, coordination with other agencies,
and the program’ s means of measuring success and long-term
outcomes. In response to these questions, we devel oped the
following three main audit objectives:

1) How do selected program components (funding, staffing, and
curriculum) impact or affect program effectiveness and
successful attainment of goals and objectives?

2) Do MY CP recruitment and selection procedures ensure
representation of the state’ s at-risk youth population?

3) How does MY CP utilize outcome-based data to measure
success, and does this provide an accurate and verifiable means
for evaluating overall program effectiveness?

Further information on audit scope and scope exclusions, and
specific methodologies related to audit objectives are contained in
Appendix A.
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I ntroduction

Funding

We identified three major administrative components for the
Montana Y outh Challenge Program (MY CP): funding, staffing and
education. Our audit objective in relation to program administration
was to determine how these components impact program
effectiveness and successful attainment of goals and objectives. To
address this objective, we spoke with staff about procedures and
policiesin the applicable areas, reviewed relevant documentation and
analyzed datafrom MY CP and other sources. Findings and
conclusions pertaining to program administration are outlined below.

Legidative Fiscal Division Reports show MY CP was included as a
new proposal within the Department of Military Affairs budget for
the first two biennia of its existence. For the 2003 and 2005 biennia,
MY CPisincluded as alineitem in Department of Military Affairs
budget. Challenge programs are funded through a 60/40 federal/state
match. The state of Montana funds this program out of the General
Fund with approximately $1.1 million annually. Federal special
revenues provide approximately $1.7 million for atotal budget
amount of $2.8 million ayear.

Program funding is based on an annual target enrollment. The
National Guard Bureau (NGB) established a funding mechanism
based on an estimated cost per student of $14,000 ayear. The
program’s funding is based on this amount. For example, Montana
uses an annual target enrollment of 200 students per year; therefore
Montana s program is funded at $2.8 million annually. Other states
target enrollment numbers for the Challenge program vary. The
table below illustrates the variance among state annual target
enrollments.
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Tablel

Annual Target Enrollmentsfor Challenge Programs

State Enrollment State Enrollment
Alaska 250 Mississippi 400
Arkansas 200 Montana 200
Arizona 200 New Jersey 200
Cdlifornia 200 New Mexico 200
Florida 200 North Carolina 202
Georgia 600 Oklahoma 250
Hawaii 200 Oregon 200
Illinois 732 South Carolina 352
Kentucky 200 Texas 200
Louisiana 850 Virginia 178
Maryland 140 West Virginia 200
Michigan 200 Wisconsin 219

Source: Compiled by the Legidative Audit Division from National Guard Bureau records.

Annual target enrollments are not based on state popul ation.
Challenge programs are initially funded for atarget enrollment of
200 cadets (100 per class.) If astate can support alarger enrollment,
itisnot limited to 200 cadets ayear. Montana s program uses a
target enrollment of 200 cadets ayear. For the past eleven classes,
MY CP has enrolled an average of 107 cadets per class and graduated
an average of 77 cadets per class. Despite variations in enrollment
and graduation numbers, MY CP receives exactly the same funding
alocation from the federal government. The table below shows

MY CP expenditures for fiscal years 2003 and 2004.

Page 8




Chapter |l - Program Administration

Table?2

M ontana Y outh Challenge Program Expenditures

Fiscal Year 2003 & Fiscal Year 2004

Expenditure Category FY 2003 FY 2004

Sdaries $1,237,709 $1,241,308

Personal ;

Services Employee Benefits $ 373914 $ 432,639
Total Personal Services $1,611,623 $1,673,947
Other Services $ 527,111 $ 532,984
Supplies and Materials $ 130,954 $ 82,393
Communications $ 62,711 $ 49,268
Travel $ 84,347 $ 75,149

Operating

Expenses Rent $ 272,005 $ 275,068
Repair and Maintenance $ 20,076 $ 17,270
Other Expenses $ 34,781 $ 33,119
Utilities $ 613 $ 613
Total Operating $1,132,598 $1,065,864

Total Annual Expenditures $2,744,222 $2,739,811

Source: Compiled by the L egidative Audit Division from SABHRS data.

Changesin Funding

When the Challenge program began it was funded through a 75/25
federal to state match. Since that time, ratios have changed to a
60/40 split. Throughout the Challenge program’s existence, the
funding formula of $14,000 per cadet has not changed. For the past
six years MY CP received $2.8 million annually for the 200 students
they serve. All programs incur inflationary costsand it isan
additional expense that must be considered. However, Congress has
not provided any additional funds for inflationary expenses.
Congress recently provided the National Guard Bureau with an
additional $7 million through the Department of Defense
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Analysis of Program Cost
Per Day

Page 10

Appropriations Bill in December 2004. These monies we will be
prioritized to Challenge programsin high cost states where cadet
costs are greater than $14,000 and to programs that want to expand
their enrollment totals. Funds will also be considered for any state
wishing to implement a new Challenge program. MY CP is unlikely
to receive significant additional funding as the programisnotina
position to expand enrollment or implement a new Challenge
program, nor are costs per cadet above the standard $14,000.

We calculated program cost per day for the residential portion of

MY CP. The per day cost was calculated using 308 days and the
program’s average daily population (93 cadets). The residential
phase of the program consists of 154 days and there are two classes a
year for atotal of 308 days. Based on average expenditures for fiscal
years 2003 and 2004, the cost of a student to attend MYCPis
approximately $93 per day. The MY CP cost per day isrelatively
low when compared to other programs for at-risk youth. For
comparative purposes, we looked at five other programs in Montana
that target at-risk youth. None of theses programs are exactly alike.
Each one serves a different niche of at-risk students, but al five have
certain components which are similar and comparative in nature.
Thefollowing list provides information on the programs we
examined:

» PineHillsand Riverside Correctional facilities, the male and
female state youth correctional facilities.

» The Yellowstone Boys and Girls Ranch, a private facility that
provides clinical, psychiatric, residential treatment, group homes
and community based services.

» Swan Vadley Youth Academy, aprivate, residential boot camp
facility for adjudicated youth. Judicial district youth courts
frequently utilize this program for the adjudicated youth in their
care.

» MontanaJob Corp, an education and vocational training program
administered through the US Department of Labor.
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The following table illustrates a comparative, per student per-day
cost for each of the above-mentioned programs. Montana public
schools are included as a baseline comparison.

Table3

Per -student Per-day Costs for Selected Programs

| nstitution Per -stuoé(:anL;Per-dav
Montana Public Schools $29.83
Montana Job Corp $81.00
Montana Y outh Challenge Program* $93.00
Swan Valley Y outh Academy $158.00
Pine Hills Y outh Correctional Facility $172.16
Riverside Y outh Correctional Fecility $227.57
Y ellowstone Boys and Girls Ranch $300.00

* The post residential portion of MY CP was not factored into these cal culations because a majority of program
expenses are incurred during the residential portion.

Source: Compiled by the L egidative Audit Division from Department of Military Affairs,
Department of Corrections, Office of Public Instruction and other record sour ces.

MY CP Staff Resour ces

Although services provided are not identical to comparative
programs, MY CP provides alower-cost alternative for at-risk youth
when compared to private, residential programs or state youth
correctional facilities.

As stated above, none of the comparative at-risk programs are
identical in their programmatic design, nor do they employ the same
types of staff positions. For example, Pine Hills and Riverside have
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Federal Governments Sets
Staffing Levels

Student/Teacher Ratio

Page 12

alarge number of correctional officers aswell as security officers
due to the lock-down nature of the facility. Swan Valley Y outh
Academy is also alocked facility that requires security, but because
it isprivate it can and does limit enroliment. Y ellowstone Boys and
Girls Ranch employs a number of psychiatrists for those students
with psychiatric needs. Job Corp and MY CP have none of the
above-mentioned positions. They employ teachers and guidance
counselors. In addition, MY CP also utilizes positions similar to drill
instructors. Staffing needs vary for each program, depending on the
type of at-risk students the program serves.

The federal government defines the number of required staff for
Challenge programs through use of the Manning Model. The
Manning Model is a staff allocation requirement which sets a
minimum of 43 and a maximum of 48 staff positions. MY CP
employs 47 FTE. The Manning Model details the number of case
managers, counselors, teachers, cadre, administrative and managerial
staff. The only allowances provided by the Manning Model are three
discretionary positions. MY CP currently uses two of these positions.

The common elements present in many programs for at-risk youth
are students and teachers. Each previously mentioned program
employs teachersto instruct students in academics. A student to
teacher ratio was calculated for each program. It isimportant to note
that students receive support from staff other than teachers, but
teaching staff is the one constant factor in each program we used for
comparative purposes. Below is atable showing the student to
teacher ratio for selected at-risk programs. The student to teacher
ratio for Montana public schoolsisincluded as a baseline
comparison.
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Table4
Student/Teacher Ratio for Selected Programsfor At-Risk Youth
[nstitution Student/Teacher
- Ratio
Riverside Correctional Facility 5:1
Y ellowstone Boys and Girls Ranch 71
Pine Hills Correctional Facility 91
Montana Job Corp 12:1
Swan Valley Y outh Academy 131
Montana Public Schools 14:1
Montana Y outh Challenge Program 27:1

Source: Compiled by the L egislative Audit Division from Department of Military Affairs,
Corrections, Office of Public instruction, and other record sour ces.

Asthe chart above illustrates, the MY CP student/teacher ratio is the
highest of the comparable programs we examined, but federal
guidelines do not provide the latitude to make adjustments in the
number of teachers employed. The federal Manning Model
stipulates the total number of full-time employees aswell asthe
number of employee positions MY CP can employ. The only latitude
available to the program regarding FTE is the three discretionary
positions allowed under the model.

Conclusion:
MY CP staffing resour ces ar e established at a level conforming
with guidelines set by the federal gover nment.

Educational Program

U.S. Code specifies the Y outh Challenge program will teach eight
core educational components and that every graduate will attain 80
percent proficiency in each area. The eight core components are:

» Academics (GED attainment)

» Leadership Development
Page 13
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Curriculum
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» Promoting Fellowship

» Service to the Community
» LifeCoping Skills

» Job Skills

» Physical Fitness

» Headth and Hygiene.

MY CP uses the term “trained” to signify a student is 80 percent
proficient in an area. In order for a student to be considered
“trained”, the student must show improvement during the residential
phase. Due to the subjective nature of the trained/not-trained
standard, we chose to look at the educational components which
contained quantifiable data: academic achievement and service to the
community. To fulfill academic requirements, students attend
classes five days aweek, five periods aday. This equatesto 250
minutes aweek per subject area. The program employs five state-
certified teachers. Four teachers teach in a given subject area, and
the lead teacher serves as aprincipal. The four main subjects taught
each day are: English, math, socia studies, and science. Academic
courses are taught four days aweek. One day aweek class
instruction integrates life skills, leadership, and health education into
the daily lessons. Y outh Challenge programs are afforded the
latitude to develop and implement curriculain a manner that meets
the needs of the program.

MY CP works in conjunction with Jobs for Montana Graduates
(IMG) to develop curriculum. IMG is affiliated with Jobs for
America’s Graduates which is afederal school-to-work curriculum
model used in the public schools. The programs have partnered to
adapt the IMG curriculum to meet the federal requirements of
teaching the eight core components. This partnership is beneficial to
MY CP because they are afforded curricula resources they would not
otherwise receive. This partnership provides the opportunity for
students to take part in leadership organizations exclusive to MG
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Accreditation

GED Test Scores

and the program utilizes curriculum developed and used in public
schools as a school-to-work transition model.

The educational component of MY CP is not accredited through the
State of Montana or any other educational accrediting entity. Federal
reguirements do not require accreditation and the Montana
Legidature has yet to enact laws to provide specific direction for the
program. Thisisdiscussed further in Chapter V. If MY CP were to
become state accredited, it would have to meet the following criteria
established by the Board of Public Education:

» Alignits program to state content and performance standards.
» Employ and appropriately assign certified staff.

» Supply adequate school programs and resources.

» Maintain facilities meeting appropriate standards.

» Ensure school trustees, staff, parents, and community work
together to provide a quality education.

Challenge programs in Oregon, Michigan and Alaska are accredited,
the remaining 21 programs are not. Accreditation of these programs
provides cadets with the opportunity to receive a high school
diploma upon graduation, or transfer the academic credits earned
through the program back to their hometown high school. Other
programs for at-risk youth in Montana provide an accredited
educational component. Each of the programs we looked at is
accredited either through the State of Montana or the Northwest
Association of Schools and Colleges (Pine Hills and Riverside
correctional facilities, Y ellowstone Boys and Girls Ranch, Montana
Job Corps, and Swan Valley Y outh Academy). Although MYCPis
not accredited, individual high school districts can choose to accept
credits from Challenge cadets.

Students are allowed to take the GED twice during the residential
phase of the program. MY CP’ s godl isto achieve better than a 68
percent GED successrate. They achieve this goal with a current
GED success rate of 71 percent of enrolled cadets and 97 percent of
graduated cadets. These numbersillustrate a high GED achievement
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Serviceto the Community

rate for those students who finish the program, especially when
compared to Challenge programs around the nation which average a
60 percent pass rate.

The state of Montana s average GED pass rate for the general
population is 81 percent. Thisishigher than MY CP’ s goal, but the
state of Montanad s pass rate includes all individuals who take the
GED (not just the at-risk youth population).

Service to the community is one of the eight core educational
components outlined in federal law. MY CP requires each participant
perform at least 40 hours of service. The program meetsits stated
goal but falls short of the national average in the area of serviceto
the community. The following table illustrates service hours per
cadet among Challenge programs nationwide.

Figure3

Service to the Community - Hours per Cadet

Classes 6-10 (2002-2003)
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TABE Test Scores

Educational Components
Reflect Federal
Requirements

The average per cadet throughout the program’ s eleven classesis
44.29 hours. The national average for Challenge programsis 77
hours of community service per cadet.

One of the goals of MY CP isthat each youth will increase their
grade level status as measured by the Test of Adult Basic Education
(TABE). When looking at TABE scores overall, (classes 1-11) the
program meetsit goal with the average grade level improvement
being 1.5 and 1.9 in math and reading areas respectively. But when
each student’s TABE score is examined individualy, the data shows
that every student does not demonstrate growth in his or her math
and reading level. Twelve percent of the students' TABE scores
dropped in the subject of reading during the course of the residential
program and one percent of students math TABE scores dropped
during the same timeframe. An increase in every cadet’s TABE
score is a commendable goal, however, it may not be practical when
considering cadets only have one opportunity to demonstrate their
increased abilities.

The program teaches the educational components as defined in
federal law. In most areas, with the exception of TABE scores,

MY CP either meets or exceeds the educational targets established by
itself and the NGB.

Conclusion:
MY CP meetsthe majority of educational goals established in
cooper ative agreements with the federal government.

Effectiveness of Program
Elements

Two of the three program elements we evaluated (funding and
staffing) are largely directed by federa requirements. MY CP does
not have latitude to make programmatic changes or decisions
regarding the amount of staff or funds. The NGB prescribes the
number of staff Challenge programs employ as well as the amount of
money the program receives annually. The third element, education,
is afforded more latitude within each state Challenge program.
Although there are federa regulations regarding the instruction of

Page 17




Chapter |l - Program Administration

eight core components, MY CP can administer the curriculumin a
manner that best meetsits needs. Overall, it appears MY CP has
implemented an effective education program within the guidelines
established by the federal government.
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I ntroduction

Recruitment and Selection
Procedures

Description of Recruitment
Process

Montana Y outh Challenge Program (MY CP) is avoluntary program
and staff must actively recruit participants from atargeted
population. Our audit objective in relation to recruitment wasto
determineif the program’ s procedures ensure the state’s at-risk youth
population is adequately represented in the intake of Challenge
cadets. To address this objective, we reviewed program
documentation and discussed recruitment procedures with staff,
reviewed arandom sample of applicant filesto ensure eligibility
reguirements were applied correctly, and analyzed recruitment data
for comparison with statistics for the state’ s at-risk youth population.
Findings, conclusions and recommendation relating to these
methodologies are outlined in the following sections.

Every six months, MY CP must identify a sufficient number of
recruits to meet the class capacity of the Dillon facilities (100
cadets). The program maintains a year-round recruitment effort and
uses two FTE positions to fulfill administrative and other tasks
associated with recruitment. Program recruitment staff are
responsible for devel oping application and promotional materials,
statewide marketing campaigns, handling questions and referrals for
interested applicants, and reviewing completed application forms.
Recruitment staff are also responsible for maintaining contacts with
other people and groups involved with at-risk youth, including high
school guidance counselors, juvenile probation officers and law
enforcement officers.

The MY CP recruitment process involves several different levels of
review before an applicant is accepted by the program:

» Application Review — Program staff review application forms
and other documents for completeness and for eligibility
information. If necessary, staff will follow-up with applicants,
their families, school officials, or law enforcement/justice system
to obtain detailed information. Staff make aninitial
determination of program eligibility based on the available
information.
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MY CP Recruitment
Procedur es Reflect
Prescribed Standards

Compliance with Program
Eligibility Requirements

Page 20

» Board Review - An independent board reviews applications and
the staff recommendations on program participation. Board
members are drawn, primarily, from around Dillon and the board
often includes a member with alaw enforcement background.
Board members have an opportunity to question staff regarding
decisions and request further information be obtained before an
applicant is accepted. The board makes the decision to accept or
reject applicants.

» Pre-Challenge— Successful applicants attend a two-week Pre-
Challenge phase to determine suitability for the 5-month
residential portion of the program. During Pre-Challenge,
participants are screened for drug use and cadets failing the
mandatory drug tests are rejected. Participants are also assessed
for program suitability based on their attitude, behavioral and
emotional condition, and educational attainment levels.
Decisions regarding a participant’s suitability for the program
are made by staff members.

Participation in MY CP is both voluntary and selective. During Pre-
Challenge, applicants must be able to demonstrate a willingness to
succeed in the residential phase and beyond.

At the national level, al state programs follow similar procedures
during recruitment, including the enforcement of standard eligibility
reguirements and use of Pre-Challenge to screen and select
applicants. Program recruitment procedures are outlined in
attachments to the annual state plan submitted to the federal
government. Approva of Montana s state plan indicates MY CP
recruitment procedures meet the prescribed standards established for
the Challenge program.

Conclusion:
MY CP recruitment and selection procedures reflect standards
established for the Challenge program at the national level.

To establish program eligibility requirements, we reviewed federal
law and instructions from the NGB outlining the eligibility criteria
for the Challenge program. Using thisinformation, we identified the



Chapter 111 - Recruitment

following eligibility requirements all applicants must meet prior to
admittance to the program.

Table5

Challenge Program Eligibility Requirements

Eligibility Category

Definition

Age

Aged 16-18 at date of program entry

Unemployed/Under employed

Not in regular, full-time employment

High School Drop Out

Dropped out or intends to drop out from high school

State Residency Parent/guardian resident of Montana
Citizenship Citizen or legal resident of United States
Voluntary Entering program on avoluntary basis

Probation/Parole

Not currently on probation or parole

Court Action

No court action pending

Felony Conviction

No previous felony convictions

Drug Free

Consent to be and remain drug-free during program

Source: Compiled by the L egidative Audit Division from department records.

Applicant File Review

As shown, applicants must meet ten eligibility requirements to be
accepted to the program. Program staff review information in the
application form to establish eligibility.

To determineif MY CPis correctly applying program eligibility
requirements, we reviewed application files and other documentation
for astatistical sample of 77 randomly selected applicants. Of the
ten digibility requirements noted above, we omitted testing for
unempl oyed/underemployed and voluntary status of applicants. This
was done because of the difficulties in defining underemployed and
voluntary status for eligibility purposes. For all the other igibility
reguirements, we compared information and documentation in the

filesto determine if the applicant met the established criteria.
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Problems Exist Enforcing
Eligibility Requirements

MY CP Should Improve
Documentation of
Eligibility Review

Page 22

Although MY CP generally ensures applicants meet established
eligibility requirements, our file review identified examples where
definitively establishing compliance with requirements was difficult.
Specifically, we identified examples of applicants who did not
appear to meet age requirements or whose criminal conviction
history was unclear:

» Age Restrictions — we documented two examples of a 15-year
old and a 19-year old being admitted to the program. Program
staff indicated this could have happened in earlier classes, but
new procedures effectively prevent these occurrences now.

» Felony Convictions —we documented three applicants who
attested to previous felony convictions. In one case, the
individual was serving a sentence in ayouth detention facility at
the time the application was submitted to the program.
Discussions with program staff indicated establishing the status
of juvenile felony convictions can be difficult, especially if
courts choose to expunge records for juvenile offenders. For the
individuals identified, there was insufficient documentation in
the files to show aresolution of igibility c