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Introduction

Rotterdam is improving the quality of its youth work! If you ask a young person what a youth worker does, 90% will reply that youth workers organise fun activities. However the new Rotterdam Youth Work aspires to more and would like to redefine the profile of its youth workers.

The aim of the Rotterdam Youth Work is to stimulate and increase social participation by youths. Youth workers are pedagogical professionals who can support youths either within a fixed framework or on the street and so help them mature and grow into confident adults. Youth Work can provide a safe environment for youths to grow up in, to explore and where they can experiment and gain important skills. Where necessary youth work sets limits. In this way youth work has an important preventative function. It provides opportunities for the youths, helps them make the best of their potential and prevents youths dropping out of society. Youth work enables young people to develop into valuable adult members of society.
 
It is up to the youth workers themselves to achieve these ambitions and to promote this new profile of the youth worker. Showing what youth work actually involves will teach young people what they can expect from youth workers and what the youth workers expect from them. We will teach youths that by working together with them and others we can provide youth work for the future.
 

The city council, together with various partners, provides quality stimuli in a variety of ways. One of the initiatives is the Mobile Team. The Mobile Team was set up by the city of Rotterdam, Radar Advice, Youth Foundation and the Rotterdam University and consists of a number of senior youth workers together with junior youth workers who follow a combined learning/work trajectory. Junior youth workers are young people without starting qualifications or with just an Intermediate Vocational education who relate well with other youths, are young and enthusiastic and have the potential to complete a dual College education at the Rotterdam University. In addition to the academic education they work under the supervision of a senior youth worker on concrete projects. These assignments are temporary and last from four to six months.
 After being in the Mobile Team for one year the youths are expected to find a regular job and to continue their Higher Vocational Education. 

The Mobile Team started in 2006 with five junior youth workers. In 2007 a new group of five junior youth workers was recruited and in 2008 the Mobile Team was expanded with two new teams of five junior youth workers.

1 The Mobile Team development phase

The Mobile Team youth work originated from the need to temporarily and quickly be able to mobilise youth work. Rotterdam consists of 13 districts. The districts are each responsible for youth work in their own area. However, city problems do not conform to district limits; they frequently cross over district borders. Youths living in the district North, for example, may cause trouble in the city centre. Or youths may form a problem in areas where no regular youth workers are active. In some areas there is a very poor relationship between the regular youth work and the youths themselves. This is the type of situation where the Mobile Team youth work can be of help.

In 2005 the City of Rotterdam together with Radar Advice and the Youth Foundation set up a three month pilot mobile youth work in Pendrecht. The pilot consisted of one youth worker supervised and assisted by a foreman. The pilot brought a number of issues to light: 

· A Mobile Team can smooth the way for the regular youth work. The regular youth work is then able to continue the good work after the Mobile Team has left; 
· Interventions by the Mobile Team Youth Work are liable to be met with resistance from the regular youth work
· There is considerable room for improvement in the regular youth work. The turnover of youth workers is very high, there is a lack of vision, methodical ways of working are not applied and the training for youth workers is inadequate.

As a direct result of these conclusions, an academic training has been coupled with the Mobile Team. Talented youths are trained to become top youth workers. An educational trajectory keeps the Mobile Team sharp and the quality of work shown by the Mobile Team can be copied by the regular youth work (flywheel effect). The Rotterdam University was approached to set up the academic side of the training.

In addition clear agreements have been made with the district councils to ensure good relations with the regular youth work. The district council must inform the regular youth work in advance about the arrival of the Mobile Team and the district council is also responsible for providing a suitable place in the district where the regular youth work and the Mobile Team can meet informally, for example for a cup of coffee in their work breaks.

Six months after completion of the pilot the Mobile Team youth work came into being. The first class of youth workers for the Mobile Team started their training in the school year 2006-2007. The team consisted of five streetwise junior youth workers, all of whom had previously failed to complete an intermediate vocational education.

2 The Characteristics

The Mobile Team provides a new stimulus to working on assignment and trains a new type of youth worker. The Mobile Team involves of a number of characteristics that will be further detailed in this chapter. 

2.1 Teamwork with Partners

Partners involved in the Mobile Team include the Rotterdam City Council, the Youth Foundation, the Rotterdam University and Radar Advice
. Once every six weeks the progress of the Mobile Team is discussed in a steering committee..

2.2 Education

There is no specific training available for youth workers so the Rotterdam University has developed a special dual training course consisting of a mix from various other courses (cultural social forming, social pedagogical aid, social work and teacher training). The dual training anticipates and relates to situations that the aspiring youth workers will meet in the practice. The Mobile Teamers have their own lessons during the morning but join regular classes for the afternoon. The training course is skills oriented which means that while all the young youth workers follow part of the training, other aspects are individually geared to the skills that will be required. Each student has a tutor, specialised in one of the main disciplines. In addition a coach from the Youth Foundation supervises the youths and helps the junior youth workers develop a systematic and consistent approach to their work in practice.

On completion of the pilot in 2006 five junior workers were recruited for the school year 2006-2007. Various channels were used for the recruitment. Talented young people (60-100 youths) were invited to a meeting at which the youths were asked to write a letter of application. Within 24 hours the youths were invited for an interview and the chosen five started their four month preliminary training one week later.

These are young people without any starting qualifications or with only intermediate vocational training but who relate well to other young people, are young and enthusiastic themselves and have the potential to complete a Higher Vocational Training course. The preliminary training consists of learning to study at Higher Vocational Level and preparation for the 21+ exam in Dutch, English, Social studies and History. Before the exam can be taken, the youths attend a practical day where they complete an assignment and give a presentation. The 21+ exam is the entrance exam for the Rotterdam University. This preliminary training trajectory is financed by the City of Rotterdam.

For the first year of the training the youths are employed by the Youth Foundation. Their salary is paid for by the city Council. After the first year the junior youth workers are expected to find their own regular job and complete their training in the regular dual trajectory of the University of Rotterdam. 

2.3 The Assignments

The Mobile Team carries out assignments lasting 4-6 months.

These assignments are commissioned by various district councils and sometimes by welfare or other institutions. The assignments vary greatly in size.

Examples are:

· Taking stock of or identifying groups of youths,

· Collecting information about specific youths,

· Working together with / advising youth work,

· Developing activities,

· Approaching (groups of) youths,

· Analysing situations and possible interventions,

· Practical actions (visiting youths at home).

The Mobile Team is usually approached to take stock of groups of youths that are causing trouble and to develop an approach to solving the problem. 

2.4 The procedure

The Mobile Team works only on commissioned assignments. First a meeting is held with the party considering making use of the Mobile Team to discuss the proposal. The problem and the desired results are made clear. Then the Mobile Team sends a proposal, which includes how many youth workers will be required for which period, which results will be achieved and what the costs are. The commissioning party pays only the costs of the senior youth worker. During the assignment the Mobile Team provides regular feedback to the commissioning party. A written report will be presented on completion of the assignment and an evaluation meeting takes place.

2.5 Way of Working
De Mobile Team youth workers make contact in the district, draw up an up-to-date social map and work on building a good relationship with the youths. The Mobile Team pays considerable attention to ensuring that the diagnosis and analysis are accurate. This fits in with the quality improvements aimed for by the youth work. A thorough inventory in advance leads to the most effective intervention. Depending on the assignment, the Mobile Team makes reports and advises the commissioning party. Usually the Mobile Team paves the way for tackling the issues: the actual implementation of the solution is done by the regular youth work. The Mobile Team does not operate alone, but is an addition to the regular youth work. 

3 The Methodology

Quality Youth Work is a key aspect for the Mobile Team. The team works in accordance with the Rotterdam Methodology for youth work. The city of Rotterdam, Radar Advice, the Youth Foundation and the Rotterdam University have developed their own working process and methodology based on the Rotterdam Methodology for youth work. Chapter 3.1 briefly describes the basic principles behind the Rotterdam Youth work. Section 3.2 discusses the methods used by the Mobile Team.

3.1 Youth work: for whom and why? 

The youth work in Rotterdam is in principle for all youths between 12 and 23 years of age. Youth work aims to support these youths and help them through their development process to adulthood, incorporating them in their social environment so that their position both directly and in the future can be improved. The starting point is the youth him/herself together with his or her own situation, potential, opportunities and stumbling blocks.

The youth work is based on the following working principles
:

· Youth work recognises the rights of youths to make use of public areas;

· Youth work supports and stimulates youths to take individual responsibility and encourages youths to actively participate in their own social environment; 

· Youth work supports youths in gaining and making use of opportunities for social participation; 

· Youth work has a strong pedagogical function (supporting youths on their path to adulthood, upbringing, education, establishing norms, setting limits);

· The youth worker uses his professional skills, vision and the assignment to establish contact with the youths; 

· Youth work supports and supervises youths in devising and organising joint activities and activities of educational value
;

· Youth work does not work alone but works intensively with partners and other services involving youths; 

· Youth workers refer youths with serious problems to other partners in the chain. 

Youth work has personal contact with the youths and extensive knowledge of their social world. Youth work cooperates with all the other parties involved with the youths; the knowledge and experience of its workers is extremely valuable.

Youth work has seven key tasks
:


1. Making and maintaining contact.
Youths are actively approached or they may come to the specific youth services themselves. They are given support and encouraged to be more active. 


2. Gathering Information and making use of it.
Frequent contact between youths and the youth worker makes it possible to gather information and make use of it. Network partners are of great importance. The youth work monitors groups and individuals and shares information with partners to ensure that the young people are given the best opportunities and help.


3. Devising, preparing and carrying out programs and activities 
Programs are devised, prepared and carried out in order improve the youths’ social participation. The youth worker in 2008 is no longer an ‘activity clown’ who does what the youths ask, but is expected to encourage the youths to do as much as possible themselves and to take joint responsibilities for activities themselves. In this way they learn skills that will benefit them for the rest of their lives. This does however require a safe and stimulating environment in which people associate with each other in an acceptable fashion.

4. Education, moulding and upbringing.
The youth work concentrates on education, moulding and upbringing. The youth workers contribute to this by teaching social skills, manners, etiquette and aggression control. Where necessary they also provide support at school and work. Youths may be directed to other organisations. In addition the youth work contributes to developing a positive self-image. 
5. Practical services and provision of information.
Youth work provides information and supports and supervises the youths when it comes to finding or continuing work or education. 
6. Referral. 
Youth work does not actually provide aid and is neither a school nor an employment agency. Youth workers identify problems and refer youths to the partners. It is not simply a question of passing the file onto someone else. Youth work encourages and supports the youths and refers them to other instances who will be able to help them further. 
7. Participating in networks and working together with partners.
Youth work can not succeed on its own; but that is not necessary. Youth work participates in networks and works together with various partners. Partners include not only professional partners but also the social networks in the neighbourhood and district and even more importantly, the parents. Youth work is based on the principle: support youths on their path to adulthood, educate them, instil norms and values and set limits on the youths’ behaviour. 
3.2 Mobile Team Methodology

In the Mobile Team methodology the starting point for the process is the district council’s assignment and the requests by the youths themselves. For the youth worker this does not however mean ‘you ask and we jump to it’.  Organising sport activities for the youths simply because the target group requests this does not contribute to the development of the youths. If, on the other hand, the youths themselves are challenged to organise their own activity this does significantly add to their experience: they learn to organise, to work together, to raise money, social skills, to make contact with residents, to take responsibility etc. A successful self-organised activity contributes to a positive self-image (what a kick when your activity is successful!) and has a real influence on development. 

For other interventions the Mobile Team also considers the youths themselves as its starting point. With public disorder complaints the complainer is usually the central point. The youths’ situation and that of the environment do not change. Nothing is done about the real cause of the problem, which means that it is likely that the situation will simply repeat itself somewhere else. The youths become no wiser, the relationship with the neighbourhood does not improve and their involvement in the district only decreases. Of course the resident’s complaint must be treated seriously but that is only one aspect of the approach.  

The Mobile Team makes an extensive analysis of the situation. What is the actual behaviour of the group, what is the situation, which youths are part of the group and how do they relate to each other, what characterises the environment (both physical and related to the residents), what does the group itself think about the situation, how is the group involved in the environment, which other parties are involved (police, social workers, residents’ organisation, housing corporation…) etc. These and more issues constitute the extensive analysis carried out by the youth worker. The youth worker will only be able to correctly analyse the situation if he has a good relationship with the youths or is able to swiftly develop such a good relationship.

Based on the analysis the youth worker will be able to determine the potential for improving the situation, what is required of the youths and the environment, which factors can be positively influenced, which parties could play a role etc. Youth work’s aim and the principles they apply form the leading guideline for the strategy. This is then detailed in a plan of approach. Here too the youth worker has a supporting role. The youths are involved in the process as much as possible, their own role and responsibilities are made clear to them, the consequences of their behaviour are pointed out and limits are set where necessary. The main aim is to create a situation in which both the youths and their environment can cooperate in an acceptable fashion. This aim is strengthened by actively making use of various places (not only outdoors but also for example school, clubs, family) and people that can exert a positive influence. 

Working methodically and systematically 

Youth work is a profession that promotes social welfare: it contributes to initiating change in such a way as to influence the development of young people for the better. These processes of change can be aimed at both the target group and at the environment. Such a process has the following structure:

· Preliminary investigation: gathering information.

· Field research: dialogue with those involved, visiting the location at times when no youths are there.

· Contact with the young people.

· Analysis of the situation: individual, group and environment oriented.

· Concrete and achievable targets based on the opportunities and potential of the target group

· Drawing up a Plan of Approach. 


· Implementation. This is usually delegated to the regular youth work. 

· Process control and adjustment.

· Evaluation and fine tuning. 

The Mobile Team makes it clear to all parties that they are only there for a short time. The Mobile Team tries to give the regular youth work ‘credit’ for any success that is achieved. For example: a young man approaches the Mobile Team with a request for help. The youth would like to find a job, preferably in the port. The Mobile Team knows the address of a potential employer in the port. The Mobile Team asks the regular youth worker to talk to the youth and gives the regular youth worker the address of the employer. If the young man is then given a job in the port then he or she will think this is due to the regular youth worker.

On completion of an assignment the Mobile Team will try to maintain contact with the regular youth workers so that they can follow the progress from a distance. Preferably no contact will be kept with the youths themselves as this would interfere with the transfer to the regular youth work.

3.3 Results 
During the three years that the Mobile Team has been operational, results have been booked both in the training of junior youth workers and in the assignments that have been carried out.

Education

A total of 10 junior youth workers participated in the Mobile Team during the school years 2006-2007 and 2007-2008 (five per year). Of the ten youth workers nine have found a regular job (eight in youth work and one as a tutor at a school). One youth dropped out of the trajectory due to personal circumstances. In June 2009 the first two ‘Mobile Teamers’ will graduate. They have completed the higher vocational training in three years. 

Assignments

Results achieved during the three year existence of the Mobile Team include: bringing various parties who work with young people together, discovering bottlenecks in particular areas and giving an impulse to the regular youth work. In addition various recommendations have been made and the follow up has led to good results.
It is not clear whether the quality of the regular youth work has been improved by the efforts of the Mobile Team. The greatest quality achievements can probably be achieved in areas where regular youth work was not active at the start of the assignment and by junior youth workers who have already been in the Mobile Team for one year. At this stage they have learnt to participate with others and work methodically. These skills will improve in their new job as they gain experience. Improving the quality of the regular youth work in assignments where the regular youth work was already present at the start of the assignment is much more complicated. The duration of the project (4-6 months) is too short, the junior youth workers themselves have much to learn and the Mobile Team has no intention of building up a long-term relationship with the youths. Building a relationship based on trust with the youths is the biggest pitfall for regular youth work. The Mobile Team quickly makes contact with the youths, knows that they will be leaving within half a year and has no intention of building up a ‘relationship based on trust’ with the youths.

4 Potential for development 

The core business of the Mobile Team is ambulant youth work, aimed at troublesome groups that are causing disturbance. The Mobile Team is open for new experiments. For example the Mobile Team carried out an assignment in the district IJsselmonde to set up a new amenity for young people ‘Talent House’. Currently the Mobile Team is working on an assignment for the GGD to research the use of cannabis by young people. 

Factors affecting transferability of the concept

The concept of a Mobile Team can easily be transferred to other large cities. When setting up a Mobile Teams elsewhere the success stories and lessons learnt here should be taken into account.  

4.1 The power of its success

Various factors have been shown to be important for the success of the Mobile Team:

· The Mobile Team is both ‘Jack of all trades’ for youth work and an educational training path;

· Availability where it is needed;

· Participation and a methodical way of working;

· The methodology is continually being put into practice and where necessary adjusted and enhanced;

· The methodology is adapted to the situation;

· Phased plan of approach so that the youth workers remain sharp and results are quickly booked;

· Supervision;

· One afternoon each week methodical work training based on actual experiences;

· Small scale, with only two teams it is possible to serve a large part of the city;

· Personal attention for the junior youth workers;

· Involved, enthusiastic people with practical experience;

· The supervisors of the junior youth workers are skilled in coaching;

· Strong cooperation between the city council, Youth Foundation and the Rotterdam University;

· Monthly consultation between the lecturers and the Mobile Team to discuss the students individually;

· Individual, skill based education program for Mobile Teamers;

· Good links between working and training (the University receives the assignment proposals so that they can be discussed during the lessons); 

· A preliminary trajectory of four months learning to study at higher vocational level;

· The Mobile Team’s ability to credit the regular youth work with the successes achieved;

· Making it clear to the youths that the Mobile Team is only there temporarily;

· No long term relationship is built up with the youths. This means that the Mobile Team youth workers have no intention of building up a relationship built on trust with the youths;

· The relationship with the youths is based on ‘reliability’ (honesty and clarity) and not on ‘trust’ (wanting to be friends with the youths). 

· Profile promotion: being able to explain what you do and why (vision, goals, methodology, results). 

· The district councils have sufficient assignments;

· Projects based on assignments and proposals; 

· Result oriented working;

· Ability to switch between various levels (strategy, organisational, operational);

· Drawing up and presenting a final report.

4.2 Wisdom comes with age

Lessons have been learnt during the three years that the Mobile Team has been functioning.


Working together with the regular youth work:

· The district councils must create the preconditions for cooperation with the regular youth work (informing the regular youth work, joint informal meeting place in the district);

· The Mobile Team must not agree to an assignment unless there is good contact and cooperation with the regular youth work;

· The Mobile Team must ensure that the regular youth work receives credit for the successes achieved.

Assignment formulation:

· The formulation of the assignment given by the district council must be concise. The Mobile Team is now experienced in clearly expressing the requirements. It is frequently necessary to modify the initial proposal. The assignment will not be started until the proposal is completely clear. 

Preliminary research and field work

· It is essential to be well informed about a group of youths before contacting them. During one assignment the Mobile Team approached a group without sufficient background knowledge. The group turned out to be a group of hard core criminals. 

Supervising the junior youth workers:

· The junior youth workers themselves are ‘street wise’ and frequently have been exposed to many negative experiences in the course of their lives. Investment in learning to study and work is no luxury.

· Much time must be invested in supervising the junior youth workers.

Working together:

· Continual efforts must be made to ensure cooperation and a good relationship between the City Council, welfare institutions and colleges and universities. [image: image1.png]



� District Council IJsselmonde (2008). Raising limits by setting limits: Vision of youth work in IJsselmonde.


� Rotterdam City Council (2009). Opportunities: Addition to the Rotterdam Methodology youth work concerning making space and setting limits.


� Rotterdam City Council Rotterdam. Mobile Team: New type of youth work in Rotterdam.


� Radar Advice was involved in the concept and methodology development and the implementation of the Mobile Team. 


� Conform the Vision youth work IJsselmonde from Radar Advice and the district council IJsselmonde (Radar Advice & District Council IJsselmonde, 2008. Raising limits by setting limits: Vision of youth work in IJsselmonde) and based on the Rotterdam Methodology for youth work (Consultancy agency Montfoort, 2006. The Rotterdam Youth Work: Functions, key tasks, skills and methods.).


� In the Rotterdam Methodology for youth work this principle is described differently (“The youth work organises general activities and activities of educational value”). By the development of the vision youth work IJsselmonde, Radar Advice has chosen for a supporting role for the youth worker. Youths devise and organise their own activities, the youth worker supports and supervises them in this. The Mobile Team also expects the youth worker to provide a supporting role. For this reason we do not follow this aspect of the Rotterdam Methodology for youth work.


� Conform the Vision youth work IJsselmonde by Radar Advice and district council IJsselmonde (Radar Advice & District Council IJsselmonde, 2008. Raising limits by setting limits: Vision of youth work in IJsselmonde) and based on the Rotterdam Methodology for youth work (Consultancy Agency van Montfoort, 2006. The Rotterdam Youth work: Functions, key tasks, skills and methods.).


� From methodology description Youth Foundation, 2006. 





