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Clara Darrow, chief public defender of the Thurgood County Public Defender Agency, is
worried. Last year's “three strikes” legislation has flooded her office with new work, and her
attorneys can barely keep pace. She has grave concerns about the quality of representation
her agency is now providing.

In three months, Darrow will make her annual funding request to the county board of super-
visors, a process she dreads even more than usual. In the past, no matter how
eloquently she argued for the rights of the accused, she could never convince the board to
give her more than the bare minimum. How can she ask for the dramatic increase she needs
this year?

Late one evening, alone in her office, Darrow grimly surveys the situation. Although
violent-crime rates have dropped in Thurgood County, three strikes remains popular. In fact,
public support has actually increased, largely as a result of a recent newspaper series on
parole violators. After a few well-publicized muggings in Miranda City, downtown restaurant
owners banded together to demand stronger anti-crime measures. The resulting police crack-
down has led to a surge in arrests, mainly of African-Americans.

Through her window Darrow glimpses City Center Park, the bustling center of Miranda City
until drug-dealing drove away the crowds. The dealers are gone now, but few visitors, other
than vandals, have replaced them. Local politicians have seized on the park’s decay as a sym-
bol of the city’s declining quality of life and the need for further crackdowns on crime.

Darrow’s staff includes thirty lawyers. She fears many are on the verge of resigning. She
doesn’t have enough investigators or support staff. And her office technology is woefully out-
dated. For every four lawyers, there is only one computer — a source of particular
bitterness in her agency, since all of the lawyers in the district attorney’s office have their own
state-of-the-art PCs.

How can Darrow get her agency the support it needs?

This program brief uses the fictional case of Clara Darrow to introduce strategic manage-
ment, an approach to problem-solving that can help defender leaders handle large-scale
dilemmas like hers, as well as smaller, more routine situations. One of strategic
management’s leading proponents is Mark H. Moore of Harvard's Kennedy School of
Government, who has taught it to a wide range of government leaders. This brief draws
extensively from his book Creating Public Value: Strategic Management in Government.

You may wonder how an abstract academic theory can help you solve real-world
problems. If you think of management as a group of skills analogous to those you use in
trial work, you might find it easier to see what strategic management offers. Like trial
preparation, strategic management prepares you to deal with different scenarios and
audiences. It provides steps to follow and alternative ways to make your case. And just as
trial practice makes you a better advocate in the courtroom, strategic management makes
you a better advocate for indigent defense in the larger world.

To complement the Darrow scenario, the program brief spotlights several real-life
defender agencies. Their stories offer lessons that will help you adopt strategic manage-
ment in your own jurisdiction.



Strategic management for defenders
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From trial attorney to agency leader
‘E rial attorney, you had a single objective: to provide the best possible defense for
y&=—client. You worked in an inherently adversarial setting, the courtroom.

As an agency leader, you now have multiple clients. You represent all ofthe indi-
gent defendants served by your office, whose needs sometimes conflict. You are an
advocate for your staff. And, since your agency receives public funding, you are

accountable to taxpayers and their representatives. In addition,
| was quite proud of the nickname you must juggle these responsibilities with a view of the long
bestowed on the ‘in trial’ me by a term Atrid generdly lasts only a few days or weeks. But as
friend: Junkyard Dog. But llearned  qffice head, you must often focus on objectives that can take
that the aggressiveness required norths or years to accomplish.
Perhaps most difficult of all, you have become an important
payer in a system that has traditionally disparaged indigent

to be effective as a defender
manager was significantly different

from what was needed in the heat

of a trial. John Digiacinto, Assistant defense, and you must cooperate in policy forums with the same
Administrator of the Private Defender people you oppose in court. As Gary Horton, public defender of
Program, San Mateo County, California Genesee County, New York, explains, When | became the

department head, | had to overcome the accumulated experiences
of over twelve years as an advocate. Although | was long past having any difficulty
articulating a position before the bench, voicing policy positions required a whole new
set of advocacy skills.

This shift can be profoundly unsettling. Sometimes it may seem impossible to rec-
ol e your role as trial advocate — as defender — with your role as agency leader. Your
staff may resist your attempts to change office policies or operations. Your criminal
justice counterparts may mistrust you. You may wonder whether you are compromis-
ing your principles or failing your clients.

Meeting your obligations as both defender and manager is hard. But this difficult
balancing of ethical considerations, as Thomas Burns, deputy defender of Genesee
County, describes it, does not shortchange your clients. In fact, it helps them. As
Burns has found, engaging other members of the criminal justice establishment, as
well as the public, not only improves the systems of criminal justice, but also signifi-
cantly improves dispositions in cases involving indigent criminal defendants.

Strategic management makes this balancing act easier. Its techniques will help
you reconcile your duties as defender and as agency head. Equally important,
strategic management leads to better results for individual clients and for the cause
of indigent defense.
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What is strategic management?
In the traditional view of public management, managers execute the public will, using
availad e resources to neet vl | -defined godl s.
This vision of pudic nanagenent is clean, neat, and coherent. Wfortunately, the
red varldis nessy, conplicated, and in comstat flux. Thet s why the tradtiond
approach rarel 'y works.

When | assumed responsibility for a Q@nsider Gara Dxrows situstion Vet isthe pldic wll
borough office, | realized that | had to she is i npl enenti ng? Vdul d Thurgood Gounty s restaurant own-
create an atmosphere where people es, pditidans, dvil rigts activists, ad ned a define her respon-

felt emboldened to engage in zealous sibilities the sae W Ae her  aveil il e resorces amHe?
advocacy in the broadest meaning of .
You undoubted y know fromyour own experi ence that,
to encourage creative thinking about a thwgh the ri gT to counsdl i's gﬂmeed’ there i's no consensus
how we not just litigate a client’s case, about how def enders shoul d act ual | y operate. Ad you know t hat
but advocate innovative solutions. changi ng ci rcunst ances can shift the focus of your work. Funding
Monica Drinane, Attorney-in-Charge of the dries up, o suddeny gopears; pditicd wnds shift; newlas are
Division, Juvenile Rights Division, The Legal erected; a crine vave strikes —for these and nany other reasons
Aid Society, New York, New York you nust be flexible and i movative in positioning your agency
and performing your work. The traditional nanagenent approach
camnot acconmadate this kind of change, but strateg ¢ nanagenent accepts it as a fact
d life.

Srateg ¢ nanagenent acknow edges that you work in a poitica enviromnent. It
hel ps you respond to constantly changing conditions. It invites you to pay an active
rde through cregtivity ad intiaive in shgong your agency s nandete

It asks you nat to execute but tolead

that term. | realized that my role was

The strategic triangle

There are three naj or issues you shoul d consi der before naking a decision, and strate-
g ¢ nanagenent offers techniques for addressing them Srategi c nanagenent is often
depicted as atriang e, wthits points reresenting the € enents you shod d and yze:

va ue, | egtinacy and support, and operationd capecity.

Value
Wit istheraiade fa the éfat | amoas deri ng?
Wi sustative vd ues, o berefits, wil it produoe?

Bsfore you begnaninitiative ask yoursdf these fundanenta questi ons —and cone
up wth severd ansvers. Your agency s actions produce a range of resuts, and different
ones goped to dfferet parties. @ sonetines dfferent parties assign dfferent bere-
fits to the sane resut. You need to cosider the interests and concerns of these vari ous
gous, and find vays to describe the benefits you provide for each of them By dong
SO, you can convi nce nany peopl e to viewyour agency in a newlight.



Legitimacy and support

Who benefits from the work of my agency?

Who might support my agencys efforts?

Do people understand what my office does, and feel connected to its mission?

Many parties benefit from a strong system of public defense. Taken together, these
groups form your authorizing environment, the collection of constituencies with a
stake in your work. Unfortunately, a large number of these groups feel unconnected to
the cause of indigent defense, and dont appreciate the benefits they derive from your
efforts. If you can help them understand their stake in an idea of justice that includes
effective representation of the poor, as well as their own concrete interests in your
work, support for your agency will increase.

Operational capacity

Do I have the capabilities to accomplish my goal?

Where can | get the resources | need?

Do | have the know-how to use these resources effectively?

A bold new vision, a creative proposal — even the most mundane project — will floun-
der if you lack the means to carry it out. You can find the resources you need within
you agency, ad dso auside it, dftenin places you might never have considered.

The natural way to think about strategic management is to start with the question of
value and then explore ways to develop support and find resources. But it is possible to
begin on any point of the triangle. For instance, you might look first at what your agp-
nization does well. Or you might consider political currents, then use what you find to
define your agencys value. You might also focus on a group that supports your mis-
sion and frame a definition of value related to its other concerns.

But no matter where you start, you will quickly find that the three elements are
closely linked. The triangle suggests their interrelationship: Its sides connect each
point to the other two, just as each component of strategic management is connected
to its partners. Answering the question What value does my agency provide?, for
example, helps answer Whose support do | need?

The strategic triangle is a flexible tool. It adapts to the huge variations among
defender agencies — in size, staffing, funding, location — and allows defender leaders to
focus on whatever point corresponds to their most important needs. It can be applied
to major organizational changes, to small projects, or to individual decisions.



Defining your agency'’s value
Wit istheraiode fa the dfat | ancos dari ng?
Wit sustative vd ues, a barefits, wil it prodoe?

Are Daly, chief counsel of the Society of Gunsel Representing Accused Rersons in
Satle tdls andl-toofamliar stoy: Anan asked wy guilty peod e needed represen-
tationa al and vy that representation shoud be funded & pubdic expense.  That
nan —a lawer —was a nenber of her funding agency.

Wy do ve need you? This questionis rarely put to other neners of the crin -
nd justice system Mst peod e understand the val ue they gain fromthe pdice, for
instance, o the prosecution A tines, they nay be dissatisfied wth these agenci es
perfornance, but citizens sel domauestion the need for their services.

Defenders, on the ather hand, are constantly asked to justify their existence. Hwdo
you respond when soneone asks wy soci ety needs public defenders or what val ue you
provi de? Gances are, you say that you defend the Qistitution, o protect the
least poverfu nenbers of society, o perhaps that you bring integrity to the crinnd
justice system

These val ues are doubtl ess inportant to you, and few peopl e oppose them Vet
few peop e enrace thempassionately, either, especialy in conperi son wth va ues typ-
icdly aticdaed by the pdice (figting crine kegping citizes safe) o the dstrict
atarney (hddng crimrdl s accoutad e, gving victing a vaice).

Bt there are ather vays to nake the case for ind gent deferse, interns tha
resorete wth the pudic —or, to be nore precise, wth the dfferent constituencies that
conrise the pldic. By tailaring yor nessage to the concerns of dfferet interest
groups, you can convi nce nany doubters of the val ue of indgent defense.

Different versions of value

The case of Gara Darrowshons howthis process mgnt work. In the past, wen argu-
ing for the funding her agency needed, she invoked the Gnstitution. She remnded
the board of supervisars thet G deon g ves every accused person the right to an ener -
oetic defense and explained that she cou d not provi de such representati on

wthout adequate fundng She argued that Thurgood Qunty was failing inits duty to
provide j ustice by deoriving her office of resources.

That s vhat she said. Wt did the board nenbers hear? They heard a sancti no-
nous civics lesson, which they resented They heard the pudlic defender do weat she
awvays dd ask for nare noney. They heard Carrowbelittle citizens fear of crine ad
victing indgeiontha ofeders vere getting off scat-free

Carrownow real i zes her fundanental error. She had been franming her argunent in
terns of costitutiond and legd ideds that she revered, but that her board dd not con-
sider particuarly inportant. Se needs a different goproach
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Just this morning, one of her attorneys, Hugh Black, had secured a creative
disposition for a robbery defendant. Black had arranged a program of supervision and
substance-abuse treatment for his client that would spare him jail time. What kinds of
value, she asks herself, does such an outcome provide? One is a reduction in govern-
ment involvement in the clients life — a clear, concrete value for the client, who gains
nare freedom as well as an abstract va ue that appea s to peod e concerned about
govermnent i ntrusi veness. The defendant s famly and neighbors dso gain, since heis
nore likely to renain a producti ve father, husband, and nei ghbor under this arrange-
nent. The di sposition a so reduces goverment spend ng, a val ue wth strong appeal
to taxpayers. Ad, by gving hhma better chace to beat his addction, it lesses the
likdihood of fuure oferses by the diet, avdue wth uiversd aoped .

Al o these vdues arered. Bt dfferet gous atach varying levds o inportance
tothem Snmlarly, Darows office as awde is nany things to dfferent perties,
because its vark does, infact, provide dfferent kinds of vdue For her nexdt neeting,
she resd ves to devd @p a repertare of argunerts thet goped to these dfferent va ues.

Appealing to faimess, acknowledging fears
Darrow has often been saddened by the wdespread | ack of appreciation for the ided's
enstrined in Gdeon ad the BII o Rgts. Srdy, shethinks, it nost be possibe to
corvince pegpl e of the inportance of these principles. Wit if she recasts her nes-
sage, this tine focusing on the huge d sparity betveen the
Our single most pressing long-range pover of the state and thet of an accused perso? Isnt it oly
need is to develop ways to communi- just, she mght ask, to provide soneone who can stand wth
cate to legislators and the public the the accused? This nessage is not trerendously dfferent from
importance and legitimacy of our mis- . . .o
sion. Our credibility (and therefore our her p’etVI os aw. et becase it aqed S rme expl I CI.“)(
totheidea of farness —a core vdue for nast Awricans —it is
fa norelikdy toinerest her board

budget) suffers from the perception

that our job is to represent a separate

and different species of subhuman Sill, Darovredizes that no natter wet inroeds she mg‘t
whose sole function is to threaten the nake wth an argunent based on sinple fairness, crine wil

lives and property of ‘normal’ citizens. cortinue to preoccupy her board. Se knovs its fears are exag-
Brant McGee, Public Advocate, State of waai ad |a® y theresut o afevvdl -ph idzedindvid-

Alaska, Office of Public Advocacy w R s d Street safety in Nirand Oty

for instance, folowed an unusua nuniber of nuggings in a
small area, wich created the fase inression of a crine vave. The year before, a partic-
daly gisly norder hed captured pudic attertion

Back s success this nrning gves her anidea. Secoddpant o that o the
rough'y e ght thousand fel ony cases her office hand es each year, fever than two hun-
dred gototrid. Inaher vards, inover 7,80 cases her dffice varks wth prosecutars



and judges to devel op dispositions |ike the one Back brokered this norning —d sposi -
tions that not oy neet her clients needs, but aso address the requirenents of pdic
safety, keep famlies together, and save naney.

Making the money argument

My defenders rely on the val ues of cost savings ad efficiency, pointing out thet
adternatives to incarceration reduce the tax burden or expg aning howa vl | -funded and
-staffed pudic defender office can hel p nave cases through the systemfaster. These
can be highy effective argunents. Bit Drrowdoudts they vou d vark for her, a |esst
inthose forns. Se reneniers the experience of a cd|eague froma county simlar to
her om. He vas pressed by a skeptical budget exanminer for good data on ATls, which
he dd nat have, ad asked to exdan precisey howadditional fuding for his agency
vou d prevert the need for anewjail, wich he codd nat do.

Sill, Daxrovbdieves that residents of her fiscdly conservative couty nmigt respond
to ather, nore focused exp anati ons of howher agency can contribute to savi ngs ad
efficiency. Hr board has been concerned aboout the prevd ence of parde vid atioms,
vihi ch has been the suect of harsh ned a coverage. (Forty percet of the couty s
prison admssios are far prde vidaars.) S she decides to address this concern by
requesting newfuding for additioal staff torereset diets in pard erevocation
hearings. Snce Bxrows office hes previosly represented these cliets, nost o the
background vork hes al ready been done. As aresut, she can nake an effective bang
for the buck argunent besed on herd deta (the 40 percet figre as vell as the
average nuher o days her staff wil save by rdying onthe dfices earlier vark).

This proposa addresses the board s concern about ufavorable pudicity. It dso
responds to Carrows concern about her lack of atorneys. And, because her plan
requires ful access todiet infanmation, it even provides anindrect vay to sek
funding for additional conputers —sonething the board night have otherw se refused
to casi der.

Looking beyond your own motivations

In the past, Carrowwou d have reected these kinds of approaches. She did not becone
a pudlic defender to nake the systemrun nore efficiently, o to save taxpayers naney,
ad certany not toprovide pditica cover for her fuders. Se vated to defend the
rigts o sodety s lesst poerfu dtizers.

Se still does. Bit nowshe sees that pronoting other val ues does not nean aban-
doning the val ues that notivete her. Bren nenfiers of her own staff woul d say that
dfferent vdues drive thar vark. Sne janed her dficetoggintrid epeiece A
nunber are nativated by a strong anti-authoritarian bent; others believe deedy in the
systembut vert to esure that it fuctios vel. Darrowis aliberd, her deputy a
libertarian, yet they verk vl | together torerd their shered god . If peod e inside her



dfice have such dfferent vievs about their vark, shereflects, thenit is oly rturd
for peod e asice to have dfferent ressos to sygpart it.

How can defenders know what these reasons are? By knowng their audiences. As a
Oef ender | eader, you need to consi der who your audi ences are, think about their inter -
ests, and then describe your agency s va ue invays thet reflect their concerns.

If youfdlowthis genera process, you can corvince nany peod e to lodk a your
dficeinanewwvay. Infact, wth a cdlection of nessages, each talored to particlar
audi ences, you can wn over groups that nmight once have di smissed you —or that you
nmght nat have vieved as i key supporters for your vork

Building legitimacy and support
Wo benefits fromthe vark of ny agency?

o mght support ny agency s effarts?
D peod e uderstand wet ny office does, ad fed corected toits missio?

Wit is the source of defenders |egtinacy? Viere do they get their support? The
nast besic ansver is Gdeon ad its requirenant that states pay for indgent deferse

Intheary, Gdeon provides a broad foundati on for defenders work and an unshak -
dderaiode fa fudng dfender agedies. Inpractice hovever, it dfers aly adiver
o sypot, as ay veeran of abudget bettle knows. Thet dliver wil gowlarger —or
snal | er still —depend ng on the degree to vhi ch the pudic accepts the inportance of
ind get deferse.

Wit does thet nean for defender |eaders? They need to cotinue their efforts to
streghenthe legd besis for ther vork. Bt they nost dso focus on fostering adi -
nate of general support for ind gent defense —an atnosphere in which citizens fed
thet justice nost include representation of the poor.

Who has a stake in defenders’ work?

In seeking support, defender |eaders often focus on their supervisors and funders. Bit
defenders authori zing envi romnent —the array of constituenci es, inside and outside
thar agedes, wthastake inthar vark —is far broeder, adnredverse It isa
cdlection of gous wth very different reasons to support strong i nd gent defense —
reasons they are dften unavare of.

Inthinking about the different groups that might support her agency s vork,
Daxrovaoce aganreflects on Back s success inkeeping his diet ot of jal. Se dso
considers ather crestive sdutions her attorneys have pronsted, such as restitution o
communi ty service. These kinds of outcones have i nmense inportance for the com
noni ties her office serves. They satisfy crine victing, through conpensation as vel |
as the nessage thet offenders are being hel d accountabl e, They keep clients closer to
their children and nei ghbors —the peopl e vho need and support them And they nake



it norelikedy that clients wll be dde to overcone their prad ens and nake positi ve
cotributions to their comonities inthe fuure

Darrow knows that her office enjoys broad, though unfocused, support wthin these
conmuni ti es. Now she needs to hel p conmunity nenfbers understand nore explicitly
howher agency helps them nat oy in practicd ways, but dsoby sdicitingthar
input and giving thema say —and sonetines arde —inwat is done wth their
offenders. By spreading this nessage, she wil help notivate these coomnities to be
nare vocd inthar sugport o her dfice

Courting latent constituencies

Next Carrow consi ders her dffice s latent comstituencies. The three-strikes lawand the
recent spate of arrests in dowtom Nranda Gty have a ready sparked concerns
anong civil rigts activists ad advocates far the poor, the netdly ill, and susstace
absers. The locd brach of the NAACP, for instance, hes compil ed stati stics showng
not only that disproportionate nunibers of Arican-Anericans are being arrested, but
asothat an unusud ly high nunber of their cases are utinatey throm out. Scid -
servi ce agenci es have begun to natice increases in substance abuse and nenta illness
caused, they believe, by Thurgood Gunty s enphasis on arrest and i npri sonnent,

wi ch hes sharply cut resources for trestnent.

Carrow renentoers that several nenbers of the NAACP aedsoinlavetfaorce-
nent. Wit if an NAACP leaeder o is apdice liewenant heped her press for nore
fuding a her next hearing? Hs testinany —or sinply his presence —wou d have an
enornous inpact. She vonders if a sociad worker cou d a so speak about clients wo
nght have benefited fromdrug treatnent, but instead vert to prison, oy to re aose
Se has soneone in nind, the drector of atreatnent center wo can deftly convey the
hunan, socia, and economc vaste of Thurgood Gunty s failure to provi de trest nert.

Bit she quickly redizes thet dthough these gouss are logcd dlies, they nay ini -
tidly bereuctat to gve her the active support she seeks. Wiy vou d the NAACP,
dready figtingits om dfficdt bettles, eqed pditicd capitd on her case? Se
needs to covince its leaders thet her caseis their case as vell, adto buldthe
goodw | and trust that will pronpt themto support her agency. That neans seeking
at NAACP leaders, ta king to them exchangi ng views about conmon probl ens.
Reisticaly, it dso neans offering sone concrete assi stance. Ajudge Carrow knove
mght speask & an NAACP evert. Mybe sone of her staff —perhgps a feware dready
neners —coul d participate in an NAACP schod program

Expanding your constituent base

Wiat about |ess obvi ous constituencies, |ike the busi ness conmuni ty? The restaurant
associ ation, as well as the nany other business owers in Thurgood Gunty, probadly
thirk that Carrows office harns thembecause it represents the very people wo are

hurting their busi nesses. Se cou d argue that her agency nakes the streets safer by
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steering dients to drug rehebilitaion o nentd hedth services instead of sinply
cyding themthrough the jails ad back ato the strests. Secodd adso pant o thet
these busi nesses enpl oy nany people who would be eligible for ind gent defense ser -
vices., If these vorkers get intolegd trode defenders figt to get cherges dropped o
secure dispositions thet endd e themto return to vark quickly, outcones that spare
them—and their enpl oyers —weeks or nonths of |ost work tine.

These argunents work, but not wth every business owner. Qe again Darrow
needs to buld rd aionships to find ot the best gogroech Se decides that one vay to
start mght be to offer her agency s services to these enpl oyers. As bosses, as promn -
nent neners of the conmonity, they rece ve frequent calls for hel p fromne ghbors,
friends, relatives, or nany others wo get into troid e wth the lawv \Wen she neets
wth Thurgood Gunty busi nesspeopl e, Carroww || hand themher card. She vants
themto understand she is availabl e to ta k vinen soneone they knowhes a legd prob-
lem It wll beasinpegestue but apoerfu ae

Wiiat about the peod e wo no longer visit Gty Gater RPark? Se focuses on two
nearby schod s, wiose studerts once used the park extersivey. It occurs to her thet these
schod s can dso bring her inportat dlies —teachers, studet gayss, parets grous,
the PTA—d| o womhave astrog inerest incdeaing uthe prek ad kegpng it safe

There are nany other groups whose support cou d hel p publ i c defenders, including
nei ghbor hood associ ati ons, taxpayer and good-gover nnent organi zations, the ned cal
commoni ty, churches, cutud gous, bock clubs, ad libraries. Bren an adversary in
the courtroommight be anadly inthe legslaive aena God prosecutors under stand
the berefits o trying cases against opporerts ad e to nout an effective defense, ad
mgt cone to dfedars ad Trelist of patetid dliesis reerly limtless.

Making the connections

Wo shoul d reach out to these different groups? In nany defender offices only the
Oefender nanager, or perhaps a deputy or tww, does this networking, and often only to

My primary challenge as a manager
and leader in the public defender’s
office is to look for opportunities for
our staff to participate in community
activities and to use those opportu-
nities to educate the public on the
importance of our function to the
community. Henry Coker, Chief Deputy,
Branch Offices, Law Offices of the Public
Defender, San Diego County

a narrowrange of aud ences.

Bi ouresch vrks best if it is an organizatiod rather
than an ind vidud task. Hwing nore of your staff invdved
oviously extends yor agency s reach. Equal |y inportant, it
incresses the visibility of your dffice, ad huanizes it. The
nore peopl e who see your staff as nenbers of their omn com
noni ty —as taxpayers, churchgoers, parents —the better your
chance to advance your godl's. Edwn Burnette, deputy public
defender of ok Qurty, Illinds, pants o thea if vere
comnected to the coomnity, it s very hard for themto deny
us the resources ve need to do our jab. And the sinple fact

thet you are wllingto neet wth peode tolistentotheir cocerns in addtionto pre-
serting yor owm, often sets the stage for good rel ati anshi ps.
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There are nany vays to expand your office s autreach. Qe is to encourage va un-
teerism Mam-Dxde Quty s pdic dfender office for instace paticipaesintrad -
tiod activities, like speeking a Lawvly evets inlocd schod's, coeching and judg ng
high schod nock trid conpetitions, painting imer-city schods, ad conpeting in cherity
races. Rcertly, the doffice gooroeched the ber assodiaion aout creating a nertori ng
prgect wthlocad schods. My atoneys ad staff have vd uteered to be nertars. A
Grlos Mrtirez, the dffice s drectar of programdevd gonart, notes, Brery sing e day
thet you are out inyour cotmonity, you re generating goodw !l and support for your
dfice ad cegting gportuities far your diets redilitaion

You mght a so nake outreach a fornal reguirenent. This can be a difficut process
to get started, ad your staff nigt resist the tine conmntnert it ertals. Bt if you
nake it a standard practice ad awddy shered respasibility, your staff wil prooedy
be wiling to hep you Thet s wiet hes happened in Neshville s pudic defender office
Deputy defender Ross A dernan says that convincing attorneys of the need to do out -
reechis not hard Qerdl they understand it, and | ve pretty nuch found themto be
wlling to do wet ve ask themto do. The cuture inthe officeis that ve do outreach,
so young | awers who cone in see that and it doesnt seemodd to them In
Mnnesota, a denonstrated conmitnent to working wth diverse coomunities is a
hiring criterion for pldic defendr steff. D the state by dfintion, is davmgin
peopl e who are a ready coomtted to outreach.

Thslast pont isausefu remnder thet staff nenbers, too, are inportant stake-
ho ders. A tines it nay seemthat their support is the nost dfficut to secure
Defenders often respond poorly to supervision o fed etitled to define their om
resposibilities. Aogwth your inestigaars ad dericd staff, they nay singly fear
change. Sill, as wth outside perties, you nost try to find vays to show howyour
proposa s wil help themdo their jabs.

The nore parties you can engage —bath inside and outsi de your agency —the better.
As you reech out to dfferent groups, explan howthey berefit fromyour efforts, ad
gnther suport, youwll dramaticdly incresse yor pditicd dat. Wehit, you wil
increase your odds of securing adequate fundng, inproving client services, advancing
your idess, and ensuring bal ance in the system

Expanding your office’s operational capacity!

D | have the cgoeilities to acoonplish ny god ?

Were can | get the resaurces | nesd?

D | hae the kowhowto wse these resorces effective y?

1 This section draws fromthe vork of the Asset-Based Gonmunity Devel opnent Institute (ABCD) & the
Institute for Rilicy Research a Northvestern Lhiversity. See John P Kretznann and John L Mkni ght,
Building Gnmani ties Fomthe Inside Qut: A PRath Tonard F nding and Mbi lizing a Gmmoni ty (Chi cago, ACTA
Riblications, 1993). For other resources on nobilizing conmonity assets, contact ABCDat 847 491-8711

16



Wiat are defender |eaders nost pressing needs? Miny offer the sane quip:  funding,
funding, and funding They tend to focus on staffing and equi pnent —on resour ces
noney can buy.

Inaher vords, they lok inverd, a their organizatiod capecity, wichis fa nare
linmted thentheir goeratiod capecity, the sumdf avail abl e resources inside and out -
side their agencies. To determine their operationd capecity, defender |eaders nost
asolook outverd, toverd their clients commonities.

This shift inthinking can be very hard to acconpli sh. Defenders serve conmoni -
ties generaly defined by their needs. Mst outsiders see what these conmonities |ack
—education, services, stade famlies —bu fal tontice et doe cosider, wet
they can dfer.

From needs to assets

Wiat happens if defenders take a different viewof the coomnities their clients cone
fron? Instead of needs, they see assets —knowedge, expertise, nel ghborhood groups,
physi cal space —that can hel p themin nany ways. Bren the poorest and seemingy
nost troubl ed conmuni ties are hone to nunerous active, coomtted individua s,
associ ations, and irstituios. Gad Buevard, in Qicago, isacaseinparnt. In
199, researchers at Northwestern Uhiversity conducted a survey of groups and orga-
nizations in the nei ghborhood, then the fourth poorest community in the United
Sates. They found over three hundred, ranging fromathl etic groups to book clubs to
senar citizens organizations. Two years later, the nunber had doud ed.

Li ke nany of her colleagues, Gara Darrow has a ways vi ened Thurgood Qunty s
poor conmoni ties as places thet desperately need services, including hers. Bit as she
reexanines this tendency, she redizes her office is aready drawng on these conmu-
nties for cocrete hedp. Back, the atorney wo had secured an d termati ve d sposition
for his dient, succeeded because he had been dd e to paint to specific nel ghborhood
resources availade to hhm To acconplish her larger goals —securing nore of these
dternative dspositions, hdping her clients get the trestnent they need —Darrow
needs to find and use nore conmuni ty resour ces.

Finding community resources

How shou d she begin seeking out these resources? Se starts wth religous institu-
tions, ressoning that they provide ready-nade support systens for clients and ther
famlies. They are dso frutfu sources far cotacts, since they uistd ly sposar o dffer
neeting space to organi zati ons ranging fromsenior citizens groups to Acohdics
Anonynous to scouting troops.

My soci d -servi ce agencies dready serve Darows diets, but are there add ti od
oes that codd get invdved, o other vays they codd hdp? Wit if ajdb-tranng pro-
gamjared forces wth Mranda Gty restarants to help her clients I earn kitchen
skills? Hr clients wou d berefit, and so wod d the restaurants, which are dvays short
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of kitchen staff. My locd businesses fund cheritabdle activities o urge their enpl oy-
ess topaticipae Wy not try to gt themirvd ved wth intiatives thet berefit her
clients, waichwudnat only reduce crine but also provide valusb e pidlic re aios?

Next she thinks about Gty Gnter Park. Quld a youth or gardening group enlist the
hedp o her dientsinrestaingits beauty? Vil d a sci ence teacher run a programt het
teaches juvenile clients about their natura surroundi ngs whil e keepi ng themoccupi ed
dte sdod ?

In Mnnesota, public defenders are cultivating | awenforcenent prograns at
conmoni ty cadl leges, inthe hope of finding interns to performinvestigations. Sne
Mssachusetts defenders are vorking wth hedth officids, wo are incressingy
viewng vidence as a pudlic health issue. Aninventory of your own conmoni ty woul d
likdy tun up nany simlar possibilities. Qeritad e organizati ons, ethnic associati ons,
hodby groups, support groups, youth groups —these are just a fewd the nany
aher cad dates.

Dnt forget to gy this newperspective inside yor dficetoo. Sne of your
enpl oyees mght be active in churches thet serve your dients, o spesk Sanish, o do
va uteer vork wth a group thet cod d provide services to ind gent defendants.

Choosing resources wisely

Like Darrow you nay find that once you begi n considering conmunity assets, you

cone up wth alist that seens dzzyindy long. It s inportant to renener, though,

that operational capecity entraces nore than the resources thensel ves. It incl udes

know ng how to nake sawy choi ces about whi ch resources woul d be nost useful. It

a so neas emsuring thet your officeis set yptotake ful advatage of them If you

begi n a search for conmonity resources wthout a clear sense of which kinds wou d
hel p you nast, and wi ch wou d be nest practica to enlist, you wll probady expend
huge anounts of energy and tine wthout arriving & nany usefu possibilities.

Qe sduiontoths dfficdtyistolok for resources that wil open up newsources
of fundng Afoundation that wou d not nornal |y support services for juvenile offend-
ers, for instance, mght consider funding Carrows proposed sci ence proj ect because of
its educational conponent. Businesses on the rimaof Gty Gnter Park are unlikely to
support aprgect becase it provides an dterretive to incarceration Bi they mght
support the prgect becasse it wil inprove the park

Eoha Johnson, a conmoni ty activist in the Suth Bonx, once observed thet she |ived
ina prison nade up of other peogple s ideas about Wo ve are in ny comonity.

These ideas are poverful, and they nay have limted yoowr om thinking. Bt if you
look a the commonities you serve wth a d fferent perspective —if you focus ontheir
assets, nat just their needs —you wil find newvays to help your diets and expad
your cgpecity to provide effective ind gt deferse.






Can | use this approach in real life?



Strategic management might be very different from what you're doing now. In
reading through this booklet, you've probably come up with some objections.
Most defenders do. Here are some of the most common, along with some
responses.

What's wrong with the public value that | rely on now? What could be more
persuasive than a constitutional mandate? A lot of things may be more per-
suasive than a constitutional mandate — depending on the audience you're try-
ing to persuade.

There are many, many reasons to support indigent defense. Different values
aren’t wrong. They're just different. It's important to separate the reasons that
motivate you from reasons that motivate other people.

Even members of your own staff will stress different values of their work.
Your most zealous attorney might be motivated less by reverence for the
Constitution than the way indigent defense embodies her religious values.
Another committed attorney might be interested in building his trial skills, not
promoting social change. Does that make their advocacy less effective?

The values that sell in the community are not the ones that sell in my
office. My staff doesn’t care about them, and | can't afford to lose their
support. You won't lose their support if you convince them that appealing to
different conceptions of your agency’s value doesn't mean abandoning their
own values.

This can be hard, but it is essential. Again, you might use the different defi-
nitions of value that exist within your own office to illustrate this point. You
might also explain that considering alternative visions of value will help your
staff do their jobs better, because it will increase support for what they do.

I don’t have time to do all this outreach. There’s no doubt about it: Outreach
can eat up time, especially if you haven't done much of it before, or if you
have a hard time getting your staff on board. But in the long run, the relation-
ships you build and the resources you locate can actually save your office
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time. Your investigators, for instance, will be able to work more quickly and
effectively if your office has established contacts and become more familiar
with the community.

Building relationships will also create networks you can call on later. Imagine
the effect of attending a legislative hearing accompanied by a group of reli-
gious leaders, or of being able to quickly mobilize a network of parent and
teacher groups to help fend off a harsh new juvenile-crime proposal.

Or think about all the time you now spend just trying to get calls returned,
or figuring out the appropriate person or agency to contact during a crisis.
Outreach will help you prevent these wastes of time.

Finally, you might remember that you already spend a great deal of time
meeting with different groups. But these meetings are probably reactive — you
may have been called before your funders, for instance, to justify a budget
request. Outreach allows you to be proactive, to set the terms of the gather-
ing. If you're going to spend your time dealing with other people, why not deal
with people you choose, and discuss issues on your agenda?

If | collaborate with the other members of the criminal justice system,
won't | be compromising my ethical obligation to defend my client? This
question goes to the heart of the dilemma faced by many defender leaders:
reconciling their duties as leaders with their role as advocate.

The fact is, public defenders do not stand outside the criminal justice system.
They are part of it. You simply cannot uphold the standards of public defense —
or meet your obligations to your clients — if you are not in the room where deci-
sions about criminal justice are made. Being at the table with other members of
the criminal justice system is the best way to keep your options open.

Isn't it risky for me to form alliances with groups whose interests might
conflict with mine? You do need to be careful in forming partnerships. But
remember, your organization already works with people whose aims differ
from yours — most notably the district attorney, whose goal at the trial level is
the precise opposite of yours.
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But ask yourself if you really know what a group stands for. Think about
how others often view public defenders. Because you defend “the bad guys,”
many people assume you don't care about crime. Is it possible that you have
similarly narrow views about other groups?

Strategic management forces you to challenge such assumptions. Consider
victims' rights groups, for instance. Do you really believe they are uncon-
cerned with due process? Many of these groups support restorative justice —
isn't that an obvious area to explore together? And given that defenders work
with poor communities, where the line between perpetrator and victim can be
very blurry, doesn't it make sense to explore an alliance?

A creative or unusual partnership can also draw much-needed positive pub-
licity to your agency. An alliance with a victims’ rights group might receive
press coverage that portrays your agency in a new light — and gets you out of
the crime pages.

Finally, on a more practical level, remember that collaboration does not
mean surrender. Nor does it mean forever — your cooperative work may focus
on narrowly defined or short-term issues. You can collaborate on many differ-
ent levels, and you always have the option of leaving an alliance if necessary.

Why should | spend my time seeking out new or different groups when my
own board of supervisors can’'t remember who | am or what | do? Are you
speaking your board’s language? Are you defining the value of your work in
ways the board will relate to?

Chances are, your board isn't going anywhere, and you can't use its igno-
rance to prevent you from doing your job. If you must constantly explain what
public defenders do, and why they are important, you have probably not found
the right description. It's up to you to reframe it in a way that will make the
board remember you.

But don't stop seeking out those other groups in the meantime — keep
working on definitions of value that will appeal to them as well.



Strategic management on the ground



“We make the system run better”:

In Mississippi, a targeted message builds support

Wen Hnds Qunty estadished its first ful-tine pudic defender office in Jackson,
Mssi ssippi, the board of supervisors turned to an experienced def ender | eader to head
it. Thonas Fortner had run a defender office for ten years, during which he | earned
the inportance of cultivating good relaionships wth anybody who had anything to
do wth the crimndl justice system Qiside the courtroom | dont think you have to
be adversarid wth pdice officers or judges o even Dfs.

Inthe office s early nonths, Fortner and his deputy, Beth Davis, devated nuch of
their tine to neeting wth neners of the crinmind justice system as vl as their
funders. They stressed the sane thene: that public defenders nake the crinina
justice systemrun nore efficiently ad a | oner cost, since conpetent representati on

Outside the courtroom, | don’t think you have to be adversarial with police officers or judges or even DAs.

noves the docket faster. Bi they redized that dfferent aspects of this nessage vwou d
aopedl to dfferet aud ences. Judges liked the idea of docket coird. The sheriff
redized that pubic defenders cou d keep his jail frombecomng overcronwded, steer
couty inates to the state system and save i mnoney.  The sheriff redly gat
behind this office and he bent over backwards to do anything he coud to get this thing
started, Fortner exdams. Brenthe dstrict attarney vas receptive, because he sawthe
berefits of having a unformpudic defender staff (previously the county hed used
an assi gnnent system) for inproving conmuni cati on and navi ng cases faster. As a
resut, Davis says, everybody hes redized that ve nake the systemrun better. Se
dsondtes thet this argunent, ad the ties their doffice deve oped, hel ped i ncrease
staffing framseven atareys to tve ve in six years.

Today Fortner is trying to broaden his office s autreach and to invd ve nare of his
staff inthe process. H has avays nade presentations at schod s and has increassing y
spoken a civic organizations like the Rtary Gub. Mre recently, he has focused on
the Mitropolitan Gine Gonmissi on, a powerful watchdog group set up by concerned
citizens. The conmissi on has genera |y been prosecution oriented, but Fortner
believes he can edist its ad if they uderstad that the pegd e vio vark in ny office
liveinthis comunity and are just as concerned about crine as anybody € se.

wis ad Fortrer vere dso ective inthe effart to estadish Nississipg s recetly
adopted statewde public defender system Anong the alies they and other defenders
recruited vwere forner Suprene Qurt Justice Janes Robertson and the Mssi ssi ppi
Econonic Gunci |, an influentia business group. The Hnds Qunty district attorney,
wo hed initidly opposed the couty defender office, aopeared befare the legslaure to
[ddy far the staewde dffice

It took severd yearstocutivate this suport and get the bill pessed Nowthe newy
establ i shed Rubli c Defender Gonmassi on faces the daunting task of designing the
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statew de system The conmission nust do on a statewde |evel what Thonas Fortner
ddvhen he vert to Hnds Qunty: explain the value of an effective public def ender
systemand convi nce people to suppart it. Fortunately, the conmission hired an execu-
tivedrecta vl versedinthis process. Bth Dais.

“Always reaching out”:
For Nashville's elected public defender, community outreach is part of the job
Wlike nost public defenders, Karl Dean of Neshville s Miro Riblic Defender s Ofice
isandetted dficdd. He sees ths as an avatage For the legh of histerm heis
given a degree of autonony rare anong publi c defenders. Because he has been voted
in just likejudges o the dstrict a@tarey, his agency gains the sae serse o | eg tina-
cy inthe pidics nmind. Ad since he mist periodically run for redection, conmonity
oureach is atomaticaly part of hisjdo Hections gve hmthe ogportunity to nabilize
supporters and keep theminterested in the pubdic defender office

If ywurepditicdly active, if youre besngfaocedtogoat intothe pditicd aemto
run, you ooviously have to do coomonity outreach awyway, he says. Alad of that stuff
—gang to churches, going to everts, reaching out to dfferent groups —is sonething |
ddnst imstintivdy as apditicd figre

BCean is fortunate to have a supportive nayor and city council, wo understand theat
astrong dstrict atorney nust be ba anced by a strong pidic defender. He d so

You have to let people know you're a part of the system and that you're a player.

recaives sdid pldic sypat, patidly becase his dficeis vl estadished (it ves
founded in 1963). In fact, Dean says he spends |ess tine explaning wy public defend-
ers are needed then in coutering the still wdespread nation thet they are | ess conpe-
tet then private layers.

He ponts ot that eected or not, dl pudic defenders can berefit fromoutreach
Qe o the key things is this notion of dways reaching out and trying to expand your
bese, ad knowng thet you have to dedl wththe pldic and the pditicd side Brenif
yaurent dected pat of thisjdoisthat youre costatly asking peode for things ad
to dotha they ve gt to knowvyou And the only vay thet can heppenis to be out there
Thet doesnt necessarily nean you have to go to every fundrai ser, but you have to l et
peod e knowyou re a part of the systemand thet you re a p ayer.

“We’re beginning to be recognized as a major player”:

An Indiana public defender agency survives a rocky start

It ddnt take the Indangpdis prosecutor s cdorfu accusation —thet the Mrion
Qunty Rublic Defender Agency was spending noney |ike drunken sailors on shore
leave —to covince David ok thet his office ves introde Son after taking over as
chief defender in 1995, he had d scovered the agency ves indre finacia strats,
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dthough he ddnt share the prosecutar s gpinion of the cause.

Qe of @ok s first tasks as nanager vas to figure out what hed actudl |y happened.
He and his staff soon di scovered the probl emvas caused not by misnanagenent, as
critics claned, but by the couty s miscd cd aion of the cost of rumning the agency,
whi ch had opened its doors in 1994.

| ananddtrid atorey, Qo says. Theoly vay | krewhowto ded wththis
situation vas to accunl ate evidence that proved | vas right. To couter the continu-
ing accusatios o fiscd irresposibility, he net indvidd ly wth al 29 nenhers of the
city-couty couxil toexdanthe legtinate ressos far the shortfdl. 1t vou d sone-
tines take ne hours and hours to undo a two- or three-minute radio interviewby the
prosecut or clai ming nisnanagenent and abuse of public noneys and to get everyone
to understand what hed redl |y happered. Bt slowy, through persistence, the pudic
Oefender began to couter the inpression of fiscd irresposihility. Inthe ed his

The public image is improving in the community because the quality of the service we're providing is increasing.

request for an additional $500,000 —the only vay he cou d keep the agency rumning
through the rest of the year —was passed unani nously by the appropriati on conmttee.

Marnvhi | e, ok faced an equal |y daunting task: covincing the rest of the crinn-
nal justice systemthat his young agency shoud play arde in pdicynaking Qher
agency heads viewed his participation as an intrusion, sonebody wedging their vay
inthe door.

How coul d the public defender nake inroads in such a hostile environnent? An
i nportant weapon cane in the formof a nanagenent study suggested by one of the
agency s funders. Anost inmediately, the consultants, fromthe Anerican Uhiversity
Shod o Rblic Afars, decided they codd not study the pudic defender s officein
isdaion fromthe rest of the crimrd justice system—providng early, inplicit sup-
port far the agecy s damto eqe staus. Their find report nade thispant eqicitly,
by advocating a strong and active rde for the pldic defender. This vas a ngjor step
forvard for @ok and his staff. Acredble inpartid, outside group —wose presence
had been suggested by the funders thensel ves —was sayi ng that the pudic defender
hed too hig a piece of the pieto beigored Their nanagenent report to the council
— dont even knowvhownany tines | ve reproduced it add gvenit to other peogein
the system And the systemhas adopted a lot of their recomendati ons, ok says.
V€ re beginning to be recognized as a ngjor player in wat goes on around here.

ok a so took advantage of his unusual background as a | ongti ne senior prosecu-
tor. | minan uusud, naybe uiique position wthala of funders because | prose-
cuted for a nunber of years. S they find ne nore pal atabl e than sone persons who
cou d have taken this office. Qten | can neet wth peop e wo woul dn t give sone
aher indvidds the tine o day.
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Bt that background vas sonething of an odostacle wthin his office. ok had
trenendous credibility prodens a the begimning wth sone staff nenbers. Hs
chief deputy, Robert HIIl, helped mimmensely. He s aways been in the defense
conmoni ty, so Bob ves a credibility bridge. Anather help vas his work to prof essi on-
dizethe office by rasing sdaies ad hiring ful-tine defenders. W ve doud ed the
budget, incressed the qua ity of representation, von nare trias then ever befare.
Reode aebegmingtoseetha the endresut is wet it shoudd be

And the agency s pudic inage? In conservative Mrion Qunty, there are nany
peod e wo still strugde wth the concept of vy ve have to do dI this to begn wth
Bi, as vas the case inside his office, doing good work hes done alat to covince
people. ok believes that the pudicinage is inproving in the conmunity because
the qdity o the service vere providngis incressing

Sill, hefeds he hes nore vark to do. | need to redefine ny jdb description. | need
to spend nore tine in endeavors to change the public inage around here —to identify
latent constituencies inthis coomonity, togo out and let peode see ne as chief pudic
defender and see that | mnat anut, and thet | dont spend noney reckl essly, and thet
these ae principes thet are very importat to pratect.

“Seeing the full picture”:

Kentucky defenders take a fresh look at their clients

By 1996, Rebecca D Loreto was convinced of the need to change howattorneys in her
office, the Kentucky Departnent of Rublic Advocacy, thought about their juvenile
diets. Ala o ppgdedadt lok & the ful sogee o ther diets, fa the gftedess
rather then the deficits. They verent seengthe ful picture she says. Too dften,

Too often, everyone in the court process was giving up on the accused person before the case was on the docket.

everyore in the court process vas g ving up on the accused person before the case vas
onthe docket. Dloreto post-trid dvisondrectar, recdls beingtddthet wile edu-
caas lok a the stregths o a person, specidists inthe netd hedth fidd dften ook
a the vesknesses, deficits, o illnesses. | thirk thet s wet we do in the crimrd
deferse redmala too. Ad ve re praoedy pretty good & idetifying those deficits, bu
ve aent necessarily sogood et seeng o diets inahdistic vay.

D Loreto, wio had hand ed statewde juveni | e-defender training for about ten years,
decided to cregte aninstrunent theat vou d help attorneys see dl facets o their jwenle
diets. Se cosuted wth a psychd og st, ad the Invetay o Jwenle CGiet s Assets
vas born.

The invertory fomhel ps attorneys dicit detailed, varied infornation about clients.
It isdvidedino seven caegries: persod cheracteristics, hone life, schod life verk-
rd aed exerience, drug ad dcdd wse, prior cout experience, ad the avalladality o
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dternative dspositions. The inventory poses nany questions, sone for clients, athers
for thar parets o gardas. Sne are very specific, ahers qute broed, as these
exanpl es show
. Wkt does dient see as his/her best cheracteristics in his/her persodity?
Hos child | earned good grooming skill s?
Is there a church/youth group that client belongs to? Is there a churchyyouth
gop that is near cliet s hone that s/he vou d agree to atend?
How nany years has client gone to schod ? Wiat are client s acadenic
strengt hs?
- WMat chores does child have to do around the house?
Isdiet willingtobe pared wthacdlege studet inahbiglrahe/bigsister
Situiot?

D Loreto has conducted traning on bath the inventory itself and the concepts
behindit. Qerdl, lawers have v comed the inventary, redizingit is anare
sophi sticated aporoech then nerdy telling dients to dress up, arrive ontine for
cout, adbe pditetothejude GCieats, she hes foud, ae gaed fo the cocern
the inventory conveys.

Wreinthe at of persuesion that s wet ve re about as advocates, DLloreto
says. Haing the knotedge of your client contained inthe inventory alons you to
first conprehend and then conmuni cate your client s assets in a way that persuades
the triers o fact. Theinvetay hdps atoreys pant a hopefu, fuueaieted
threednersiond  portrait of ther diets, instead of focusing onthe trode they are
ino the nnsdeeds they are accused of .

“Open to being creative”:

A Boston defender agency taps unusual resources

Boston s Youth Advocacy Rrgect (YAP) is one nodd for defender agencies seeking to

i nprove conmunity relations and take advantage of conmunity assets. Through

operrmindedness and creativity, its staff has forned val uabl e contacts and foud

nunerous, sonetines nontraditional, resources for its jwenile dients.
Estadished in 192 YAPisanintiaive o the Gmttee for Rblic Gunsd

Srvi ces, Mssachusetts s statewde ind gent defender agency. I1ts founder, Jay

Bitznan, sawhinse f both as a crinind defense attorney and an advocate for chil dren.

People were open to being creative and saying not “can we do it?” but “how can we do it?”
YAP itsdf qoeraes accodngtothsvison Itsmssonis mt aly to provice effective

legd rgresertaion bu dsotopevet intid o repest court invd venert by juwenles.
It stressestheredtoinevee early tohdpkids addtrade bfaeit stats.
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YAP is located in Roxbury, a nei ghborhood wth nany di sadvantaged young peopl e.
Snceitsinceptionit has devated consideradl e tine and effort to conmonity outreach.
Rbury is not awvedthy comonity, but it isrichinresources. It vas just herd to tep
ino says Assistat Drector Qristine Hechter. S fromthe start, YAP s sdl gdf
(then only four pegple) included a full-tine conmnity |ia son, wo was fromthe
nei ghborhood. Se had a dua nandate: describe YAP s activities and sdicit views from
conmuni ty nenfoers about what it should be doi ng.

Through this autreach, YAP becane nore responsi ve to the nei ghborhood s con-
cerns, fostered trust, and gai ned val uabl e support. The comnections staff neners
nade and the pudicity they crested have hed a drect inpect onthe prgect s adility to
find resources —or in sone cases, far the resources to find the agency.

A snowboard conpany night seemlike an unlikely partner for a defender agency.
Bit Burton Sowboards vas interested in establishing a youth programin Boston, and
its comunity |iaison approached YAP. Tadgy, YAP coordinates a programthat sends
thirty children to Gill, a free e ght-week snonboardi ng programat Munt Vechusett.

Wen the Hinti ngton Theater Gonpany realized its free prograns were attracti ng
nainy wite, suburban children, rather than kids fromits own nei ghborhood, it
applied for a grant to encourage | owincone nei ghborhood kids to attend. Hintington
thenjoned farces wth YAP, which referred teens of cd or fromRxbury and sur -
round ng conmoni ties to the conpany to act, receive technica traning, and watch
shows. In 1998 the partners set up a nore fornal program in whi ch young actors,
nany of whomare invaved in the crinminad justice system performin YAP s freguent
Know t he Law wor kshops.

YAP s recepti veness to unconventional resources hes been present fromthe start.
Reopl e vere open to being creative and sayingndt canve do it? but howcan ve do
it? That took us along vay. Hechter adds that this approach has broedered fund ng
opportunities. For instace, YAP might approach an agency that does not fund services
for court-invd ved youth, but does support youth devel opnent. Bren funding that night
have seened inplausible in the past has opered up. YAP sthester odlaoaion for
imstace, isfudkd by a state cdtud agey.

Today YAP s staff works cosdy wth a wde range of conmonity pertners to i dentify
and sonetines create resources to hel p Roxbury s young peopl e, Bt the agency never
nninnzes its responsibility to provide legd representaion Accordng to Hechter, W
avays vant to be comunity partners in watever initiative we nay choose to take on
Bt vecant losesigt o the nandate ve have to represent ki ds.



The National Defender Leadership Rrgect provides training, produces
pdications, ad fosters dscussion, dl wth the amad hd ping
defender nanegers fuly redize their leadership rades in the crimnd
justice system It brings together defender nanagers fromacross the
coutry to shere i dess and exp ore vays to shape crimnd j usti ce
poicy. For nore infornation, contact dorenstei n@era org.

The \&ra Imstitute of Justice is a private noprafit organ zation

Oedi cated to naki ng governnent policies and practices fairer, nore
hunane, and nore efficient. Wrking in colaboration wth govern-
nent officias, \era designs and i npl enents i nnovative prograns that
expand the provision of justice ad inprove the quaity of urben life
\era operates denonstration projects in partnership wth gover nnent,
condlets orignd research, and provides technicd assistance to pldic
officials and conmunities in New York and throughout the vorld.

The Breau of Justice Assistance is an agency wthin the Lhited
Saes Dpartnent of Justice Its missionis to provide | eadership and
assistace insypat of locd crinmrdl justice strateg es to echieve
safe conmuni ties. BJA s overd| gods are to reduce ad prevert
crine, vidence, and drug abuse, and to inprove the functioning of
the crininal j usti ce system To achieve these god's, BJA prograns
enphasi ze enhanced coordi nati on and cooperation of federal, state,
adlod dfats.
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