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Letter from Partners 

The Neighborhood Opportunity Network (NeON) initiative is based on the philosophy that effective 

interventions center on clients' needs, community engagement, and collaborative partnerships. The 

Department of Probation (DOP) established seven NeON strategic sites across the city, offering 

services and programming tailored to their clients and the communities they serve. The NeON Works 

program was designed within this framework to provide youth and young adults with opportunities to 

acquire the knowledge, skills, and experience they need to ultimately prepare them for success in the 

workplace. Launched in the fall of 2021 with funding from the NYC Young Men’s Initiative (YMI), NeON 

Works implements a “one-size-fits-one” approach that combines individualized services with 

personalized supports. NeON Works clients can engage in professional development and career 

exploration workshops, receive individualized needs assessments and coaching, and establish 

connections to other opportunities that will result in meeting their education or career goals. DOP staff 

manage the program and oversee various community-based service providers who deliver 

programming at the sites. 

The Mayor’s Office for Economic Opportunity (NYC Opportunity) and YMI commissioned an evaluation 

of the NeON Works program by NORC at the University of Chicago (NORC) to examine the 

implementation of the program model across the various sites and to understand what practices have 

enabled participants to succeed. This evaluation also explored participant engagement, experience, 

and progress towards personal goals, including educational achievement, career advancement, and 

personal development goals. The findings and recommendations from this evaluation will be used to 

support programmatic improvements and inform adjustments to the program model design. We hope 

these will also contribute towards the broader discourse that aims to more effectively support youth on 

probation or community supervision by strengthening restorative approaches and enhancing 

community relations.  

Under Commissioner Juanita Holmes’s leadership, the NYC DOP has already taken action to address 

operational gaps identified in this evaluation. DOP has increased staffing, strengthened wrap-around 

partnerships, upgraded its technology infrastructure, and realigned case-management practices around 

five core pillars: reducing recidivism, increasing employment, improving educational attainment, 

ensuring housing stability, and supporting mental health. DOP has also ensured that NeON Works is 

accessible and responsive to non-English–speaking communities by implementing robust language-

access strategies. These improvements are already in place and are actively shaping how the program 

is delivered today.  

The evaluation underlined some promising findings. Personal connections play a predominant role, 

both in participants’ ability to discover NeON Works and as a fundamental approach that staff 

incorporate into program delivery: from the intake process to curated program design and tailored 

career support, authentic personal connections drive participant success and satisfaction with the 

NeON Works program. That being said, staff capacity is stretched, and a key recommendation to 

increase staffing to reduce caseloads will continue to be incorporated in future NeON Works program 
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design and delivery. Expanding staff capacity will focus on expanding job training and career 

counseling services, which this study found that participants highly value.  

Overall, 12.3% of program participants obtained a job placement- a number we would like to see 

higher. Rates were similar between participants on probation or community supervision and those from 

the general community. This may reflect the intensive support that participants on probation or 

community supervision receive from staff. The program will focus on exploring in more depth the cause 

of this encouraging finding and incorporating these supports to help overcome barriers that they 

continue to face when accessing internships and completing the program. Additionally, NeON Works 

will keep striving towards reaching the 40% target of youth engaging in the program who are on 

probation or community supervision.  

Structural barriers, such as housing instability, safety concerns, and limited access to transportation, 

continue to limit participation and success in the program. Workforce programming alone does not 

suffice to meet these needs. The report underscores the importance of meeting participants’ basic 

needs in order for them to fully engage in the program and succeed in meeting their personal goals. To 

address these, NeON Works will focus on formalizing and strengthening its partnerships with local 

organizations to embed the program with a stronger web of wraparound supports, such as mental 

healthcare, housing assistance, and food security.    

Additionally, NeON Works will also implement the recommendation raised in the report to develop a 

formal peer ambassador model, where successful and highly engaged program graduates will serve as 

recruiters and mentors, spreading information about NeON Works resources and supporting new 

participants to navigate the requirements of the program. This strategy will leverage the program's 

strong relationships and positive reputation within the community, which are key strengths of the 

program, to increase recruitment and strengthen program outcomes.  

Employing meaningful participatory strategies is fundamental for accurate, relevant, and effective 

evaluations. This evaluation centered on the voices of both participants and provider staff by 

establishing a Participatory Action Council (PAC), where members provided suggestions, 

recommendations, and insights throughout every phase of the evaluation. All PAC participant members 

were compensated for sharing their time and expertise. Participating in the PAC empowered those 

most familiar with the program to shape the research design and implementation and validate the 

findings and recommendations. Their engagement allowed this evaluation to incorporate multiple 

perspectives and gain a deeper understanding of their community's intersecting needs and challenges.  

We hope that sharing the challenges and lessons learned from implementing this approach will lead to 

the incorporation of more participatory strategies in other evaluations. 

Finally, we would like to thank NORC, Neon Works providers, and NeON Works participants for their 

contributions towards the successful implementation of this evaluation, and hope our efforts to 

transparently examine the NeON Works program will support other initiatives serving youth on 

probation or community supervision to successfully implement and promote restorative approaches and 

overcome systemic barriers to success. 
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Executive Summary  

The NeON Works evaluation was conducted by NORC at the University of Chicago in partnership with 

the New York City Department of Probation (DOP), the Mayor’s Office for Economic Opportunity (NYC 

Opportunity), and the Young Men’s Initiative (YMI). The evaluation study examined the implementation 

and outcomes of a community-based workforce development program for youth on probation or 

community supervision and other youth across New York City.  

Launched in 2021, NeON Works provides personalized career and education pathways for young 

people ages 16–24, with an emphasis on serving those involved with the justice system. Using a “one-

size-fits-one” approach, the program delivers individualized assessments, career exploration, and 

connections to job training, internships, high school equivalency programs, and postsecondary 

opportunities. 

Evaluation Purpose and Design 

The evaluation study utilized a Culturally Responsive and Equitable Evaluation (CREE) approach to 

guide the work (Hood, Hopson, & Kirkhart, 2015). This involved centering community voice through a 

Participatory Advisory Council (PAC) composed of staff and program participants. The mixed-methods 

evaluation study aimed to assess the program’s reach, range of implementation practices across sites, 

barriers to participation, participant satisfaction, and outcomes through the collection and analysis of 

administrative data, participant surveys, site observations, and staff and program participant focus 

groups. This report presents key findings, recommendations, conclusions, and implications.  

Key Findings 
• NeON Works is making progress towards meeting its target of reaching youth on probation 

or community supervision. Approximately one-third of participants are on probation or under 

community supervision; thus, below the goal of 40%.  

• Trust and relationships drive engagement. Participants consistently cited the quality of their 

relationships with staff—many of whom share their lived experiences—as a critical factor in their 

ongoing participation and personal growth. 

• Participants value career and education services. Participants ranked job training and career 

counseling as the most useful services, while participants also reported gains in confidence, job 

skills, and clarity around future goals. 

• Structural barriers persist. Life conflicts (e.g., school, work, caregiving), transportation, housing 

instability, and emotional safety continue to limit participation for many. Staff and program 

participants alike emphasized the need for more wraparound services and trauma-informed support. 

• Program outcomes are promising but vary based on the age, education level, and probation or 

community supervision status of the youth. Older participants and those with higher education 

levels were more likely to secure jobs, while younger program participants were more likely to 
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pursue education. Youth on probation or community supervision program participants had lower 

internship access but comparable or better job placement outcomes. 

• Capacity and infrastructure challenges constrain implementation. Staff highlighted limitations in 

caseload size, data systems, and resources to support consistent incentives or mental health 

referrals. These issues affected both service delivery and the ability to scale successful practices 

across sites. 

Recommendations 

The following recommendations provide strategic direction for program enhancement based on 

evaluation findings. Each recommendation is expanded upon in detail within the Recommendations 

section of this report, including specific implementation strategies and resource considerations. 

• Expand virtual and hybrid programming to increase flexibility for participants who are balancing 

competing obligations. Virtual and hybrid models can significantly improve retention by 

accommodating participants' varying schedules, transportation barriers, and childcare 

responsibilities. This could include offering core programming sessions both in-person and virtually, 

developing asynchronous learning modules for skill-building components, and implementing flexible 

scheduling options that allow participants to engage during evenings or weekends. These 

modifications would allow participants to maintain employment or handle family obligations while still 

progressing through the program. 

• Develop peer ambassador models and improve digital outreach to strengthen recruitment and 

visibility. Peer ambassadors—successful program graduates who serve as mentors and recruiters—

can authentically connect with potential participants and provide ongoing support throughout the 

program journey. This approach should be coupled with enhanced social media presence, 

community partnerships, and targeted outreach in high-need neighborhoods. Peer ambassadors 

provide relatable success stories and culturally relevant support that can improve both recruitment 

and retention outcomes. 

• Invest in staffing and infrastructure to support personalized case management, milestone 

tracking, and cross-site collaboration. Given NeON Works' "one-size-fits-one" individualized model 

across seven neighborhoods with different community-based service providers, enhanced staffing 

should focus on reducing case manager-to-participant ratios to enable more intensive support for 

participants navigating complex barriers. Specifically, this means hiring additional case managers to 

achieve optimal ratios of 1:10 for comprehensive case management including career coaching, 

barrier identification, and goal setting. The program should also invest in employment specialists 

who can focus primarily on job placement services and maintaining relationships with employers, 

separate from case management functions. Infrastructure improvements should include 

implementing a unified data management system that can track participant progress across all 

seven NeON sites, standardizing communication protocols between community-based providers, 

and establishing regular cross-site coordination meetings to share best practices and resources. 

This investment is particularly critical for supporting participants who may move between 

neighborhoods or need services that span multiple sites. 
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• Expand wraparound supports, including safety protocols, mental health referrals, and connections 

to housing, food, and transportation services. Comprehensive wraparound services address the 

multiple barriers that prevent participants from successfully engaging in workforce programming. 

This involves establishing formal partnerships with mental health providers, housing assistance 

programs, food banks, and transportation services, while also developing internal protocols for crisis 

intervention and safety planning. Addressing participants' basic needs allows them to focus more 

effectively on skill development and job placement activities. 

• Target equity gaps by tailoring outreach, support, and partnerships to meet the distinct needs of 

younger, lower-education, and youth on probation or community supervision program participants. 

Different participant populations require specialized approaches to maximize engagement and 

success. This includes developing age-appropriate programming for younger participants, creating 

basic education and literacy support for those with lower educational attainment, and establishing 

partnerships with reentry organizations for youth on probation or community supervision. Targeted 

interventions should address the specific barriers each population faces while building on their 

unique strengths and experiences. 

Conclusion and Implications 

NeON Works evaluation study revealed how workforce development can be reimagined to center 

relationships, healing, and individualized support. Participants view the program not just as a source of 

training or employment but as a space to build confidence, clarify goals, and feel genuinely supported. 

However, sustaining and scaling this model requires addressing structural barriers and investing in the 

people and systems that make individualized support possible. 

With intentional design, stronger infrastructure, and equity-focused practices, NeON Works is well-

positioned to deepen its impact in New York City and serve as a model for community-based workforce 

development nationwide. 
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Introduction 

The Neighborhood Opportunity Network (NeON) Works program evaluation was conducted by NORC 

at the University of Chicago (NORC) in partnership with the Mayor's Office for Economic Opportunity 

(NYC Opportunity), the Young Men’s Initiative (YMI), and the New York City Department of Probation 

(DOP). The evaluation study examined the implementation and effectiveness of a community-based 

workforce development initiative serving youth on probation or community supervision across New York 

City neighborhoods. 

Designed to provide youth and young adults with a “one-size-fits-one” highly individualized set of 

opportunities based on individual interests and work readiness, NeON Works sites provide three main 

services along with wraparound services as needed: 

• professional development and career exploration workshops 

• individualized needs assessment and support 

• supported connections to programs that result in a high school equivalency (HSE) credential 

enrollment, college enrollment, and enrollment in a college pathway program 

• supported connections that result in acceptance into internships and job services programs, job 

placement, or training that leads to a high-quality credential proven to assist with job placement.  

The evaluation included a mixed-method design to examine what is and is not working well across 

NeON Works sites; identify the effectiveness and benefits of the program’s one-size-fits-one model; 

and determine areas of improvement and ways to expand probation-oriented programming in the city. A 

total of six NeON Works sites were included in the evaluation, which ran from September 2023 through 

June 2025.1 Goals of the evaluation included: 

• Understanding who the program is serving and to what extent they are being served 

• Identifying how programs recruit and continue to engage participants 

• Assessing how well the program is being implemented according to its design 

• Identifying factors that hinder or support participant engagement and program success 

• Assessing participant satisfaction with the program activities 

• Measuring goal achievement and program outcomes 

NeON Works represents an innovative approach to supporting youth on probation or community 

supervision through community-based workforce development services. In this section, we include a 

summary of current research in the field of workforce development and describe the background and 

structure of the NeON Works program. In the next section, we present the key findings, and in the final 

section, we summarize the findings and offer recommendations.  

 
1Only six of the seven NeON Works program sites were included in the study. The seventh site changed providers at the time the study 
commenced and did not replace the provider in time to be included in the study. However, findings obtained through administrative data are 

presented for this site, where available. 
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Literature on Workforce Development 
Programs 

The literature on workforce development programs for youth on probation or community supervision 

underscores the importance of holistic and collaborative approaches to overcoming barriers to 

employment. Community-based programs emphasize “wraparound support” services that address not 

only employment readiness but also the unique challenges experienced by participants. Offering 

services such as job search assistance, career planning, and job coaching, and hiring staff with shared 

experiences foster trust and relatability (Sakala, White, and Hull, 2022). Other workforce development 

programs highlight the effectiveness of cross-system collaboratives, where community organizations, 

the justice system, and businesses work together to address employment challenges through data-

driven decisions, innovative engagement strategies, and shared goals (Washington, Mercer, and White, 

2023). However, some programs experience operational challenges, particularly with youth 

transitioning from detention to community settings, where coordination between probation departments 

and workforce programs remains fragmented (Whitaker et al., 2025).  

Collectively, these sources suggest that tailored, flexible programming and strong interagency 

collaboration, along with services that support a spectrum of participant well-being, including mental 

health support, housing assistance, transportation, childcare, food security, and trauma-informed 

care— are key to improving workforce development outcomes for youth on probation or community 

supervision.   

Like similar community-based programs, NeON Works’ “one-size-fits-one" model offers similar support, 

tailored directly to each program participant’s needs. Program offerings typically include job training and 

career-focused activities individualized to the needs of the participant and focused on preparing them 

for future success. While other workforce development programs typically focus on career and job 

training, NeON Works also offers educational support for program participants who express an interest 

in furthering their education.    

While the literature underscores the importance of comprehensive support and interagency 

collaboration, comparing the effectiveness of workforce development programs remains a complex task 

due to divergent program goals and evaluation criteria. Many programs serving youth on probation or 

community supervision are designed around different priorities—some aim primarily to reduce 

recidivism and ensure access to wraparound services (Results for America, 2024), while others focus 

more intensively on workforce outcomes, such as employer outreach, job site development, and policy 

advocacy to expand employment opportunities. Programs that report job placement outcomes often do 

so in the context of structured opportunities like internships or apprenticeships (ARC, 2024), which tend 

to yield higher success rates due to built-in supports and employer commitments. Similarly, other 

programs found that engaging youth in the community—rather than in detention—posed challenges 

such as “lack of referrals, competing priorities, disinterest, and community risk factors (e.g., safety)” 

(Whitaker et al., 2025). This variability in program design and intended impact complicates efforts to 

benchmark or compare outcomes across initiatives. 
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Understanding what constitutes a “successful outcome” in this field requires a nuanced approach that 

acknowledges both individual participant progress and broader systemic change. For programs like 

NeON Works, which aim to track participant outcomes at the individual level, it is important to recognize 

that such metrics may not align with those used by other programs targeting similar populations. Thus, 

while outcome data is crucial for evaluating effectiveness, the lack of standardization in success metrics 

underscores the need for context-specific evaluation frameworks that reflect each program's unique 

goals and participant needs. 

NeON Works Background  

NeON Works is based on the philosophy that an effective intervention centers on program participants' 

needs, community engagement, and collaborative partnerships. Launched in 2021, NeON Works 

provides youth and young adults with the opportunity to acquire the knowledge, skills, and experience 

that prepare them for success in the workplace. One of the program's stated goals is that at least 40 

percent of its participants be youth on probation or community supervision. NeON Works primarily 

targets young people on probation who live within the five boroughs of New York City, as well as other 

youth residing in the communities where NeON Works sites are located. These communities include 

neighborhoods where a disproportionate number of probation program participants live, including 

Jamaica, Staten Island, South Bronx, Harlem, Brownsville, Bedford-Stuyvesant, and East New York. 

Priority is given to people aged 16-24, and there are no educational requirements to participate. 

Members can earn a stipend based on participation and goal attainment and can take part in the 

program for up to one full year. Since 2020, these DOP community-based centers have provided a key 

location for the implementation of NeON Works.  

NeON Works functions as a specialized workforce development component within the broader 

Neighborhood Opportunity Network (NeON) ecosystem of programs, serving individuals on probation or 

community supervision and the communities in which they reside. While other NeON initiatives may 

focus on mentoring, arts programming, or legal services, NeON Works specifically addresses 

educational and employment barriers faced by participants. This integration within the broader NeON 

framework allows for both targeted referrals from probation and community-based recruitment, creating 

multiple access points for those who might benefit from services.  

Table 1 includes the NeON Works provider organizations, as well as the borough where each is 

located.  

Table 1. NeON Works Provider Organization and Borough 

Provider Organization Borough (Neighborhood) of Program Site 

America Works of NY Staten Island 

Brooklyn Borough of Community Service Brooklyn (East New York) 
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Provider Organization Borough (Neighborhood) of Program Site 

Center of Community Alternatives Brooklyn (Brownsville) 

Community Mediation Services Queens (Jamaica) 

Exodus Transitional2 Manhattan (Harlem) 

Center for Justice Innovation – Neighbors in Action Brooklyn (Bedford Stuyvesant) 

The Osborne Association Bronx (South Bronx) and Manhattan (Harlem) 

beginning in 2025 

NeON Works Program Structure 

NeON Works operates through a network of community-based organizations located in neighborhoods 

with high concentrations of youth on probation or community supervision. The program employs a "one-

size-fits-one" service delivery model, providing individualized support based on each participant's 

specific needs, interests, and circumstances. The service delivery model encompasses several core 

components: 

• Intake and Assessment: Intake sessions are designed to gather information and build interest and 

engagement among program participants. During intake, NeON Works site staff conduct 

comprehensive assessments to identify each individual’s needs. 

• Personalized Goal Setting: Site staff also work closely with individuals to identify goals. Individuals 

pursue a range of outcomes, including educational advancement (college enrollment, HSE 

completion), career development (internships, job training), and employment placement.  

• Wraparound Support Services: Through the program, individuals take part in a variety of 

wraparound services. These include comprehensive case management, mental health support, 

housing assistance, transportation support, and connections to community resources, alongside job 

training/readiness workshops, educational workshops, and career counseling/job search assistance.  

• Incentives: NeON Works uses a range of incentive structures to support participation and reduce 

barriers. Across all sites, participants commonly receive practical supports such as food and 

MetroCards. The program also regularly covers external training costs, provides stipends, and offers 

rewards for meeting specific milestones to encourage sustained engagement. These incentives vary 

across sites so that program sites have the flexibility to offer “one size fits one” incentives.  

 
2The Harlem site changed providers at the time the study commenced and did not replace the provider in time to be included in the study, 

however, findings gathered through administrative data are presented for this site when available. 
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Evaluation Purpose and Approach  

This section outlines the purpose of the evaluation, and the approach used to capture the experiences 

of the youth and young adults who took part in the NeON Works program. Evaluation questions, data 

collection methods, and analytic approaches used are described in the following paragraphs.  

Evaluation Questions  

The evaluation study assessed the NeON Works program across its six active sites, examining its 

reach, implementation, effectiveness, and impact on participants. Using a mixed-methods approach—

drawing on administrative data and data collected through surveys, interviews, focus groups, and 

observations—the evaluation explored participant characteristics and experiences, program 

implementation practices, barriers to participation, recruitment and retention strategies, satisfaction, 

and outcomes. By focusing on these six areas, the evaluation identified strengths and opportunities for 

improvement, with particular attention to how well the program serves its target population and supports 

participants’ educational, career, and employment goals. Findings are intended to inform program 

improvements and guide future resource allocation to maximize NeON Works' impact. Table 2 lists 

each evaluation question by key focus area and the data sources used to answer them. 

Table 2. Evaluation Question by Key Focus Area and Data Source(s) 

Key Focus Area Evaluation Questions Data Source 

Reach and 
Participation  

What are the characteristics of participants 
across sites?  

• DOP administrative data  

• Participant Survey  

• Focus groups 

Participant Recruitment 
and Retention   

How does DOP and NeON Works sites 
recruit and engage participants in program 
activities?  

• Participant Survey  

• Participant Focus Groups   

• Staff Focus Groups  

Program 
Implementation  

How is NeON Works program being 
implemented across sites? What 
recommendations do staff have to facilitate 
program implementation?   

• Observation  

• Staff focus groups  

•  

Obstacles to 
Participation  

What obstacles prevent participants from 
engaging with the opportunities offered by 
the NeON Works program?   

• Staff focus groups  

• Participant focus groups  

• Participant surveys  
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Key Focus Area Evaluation Questions Data Source 

Satisfaction What aspects of the NeON Works program 
do participants find most valuable, and what 
suggestions do they have for program 
improvement?  

How satisfied are the participants with the 
support and services provided through 
NeON Works?   

• Participant survey  

• Participant focus groups  

Outcomes  Is NeON Works supporting participants in 
achieving their goals, such as completing 
their education, advancing their careers, or 
finding employment?    

Does probation status correlate with 
variations in enrollment, participation, or 
program outcomes?  

• DOP administrative data  

• Staff focus groups 

• Participant survey  

• Participant focus groups  

Evaluation Design and Methodological Approach  

This evaluation used a mixed-method design to assess the reach, implementation, and outcomes of the 

NeON Works program. The approach integrated quantitative and qualitative data sources to capture a 

comprehensive picture of how the program serves youth on probation or community supervision across 

New York City. Administrative data and data from participant surveys, site observations, interviews, and 

focus groups with staff and program participants were triangulated to increase validity.  

A Culturally Responsive and Equitable Evaluation (CREE) framework3 guided the evaluation, ensuring 

that the voices of participants and staff—particularly those most impacted by probation or community 

supervision involvement—were central to all phases of the study (Hood, Hopson, & Kirkhart, 2015). 

Drawing on key CREE principles (Hood, Hopson, and Frierson, 2015), the evaluation sought to identify 

not just whether NeON Works is effective, but for whom, under what conditions, and why. 

Participatory and Equity-Driven Design 

A cornerstone of this evaluation was the creation of a Participatory Advisory Council (PAC) comprised of 

seven4 program participants (including one program graduate) and five staff members representing the 

six NeON Works sites included in the study.5 The PAC met seven times between July 2024 and April 

2025 to co-develop evaluation questions, review data collection instruments, and interpret emerging 

findings. Their input shaped not only what questions were asked, but how results were framed and 

communicated. PAC members, who were active or previous NeON Works participants, were 

 
3For more information about Culturally Responsive and Equitable Evaluation (CREE) frameworks and principles, see Hood, S., Hopson, R. K., 
& Kirkhart, K. E. (2015). Culturally responsive evaluation: Theory, practice, and future implications. 
4Six of the program participants were enrolled in the program at the start of the PAC meeting series. It is unknown if any of them completed 
the program at any point during the evaluation.  
5Only five staff members participated in the PAC because one study site (Harlem) was inactive during the data collection period. 
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compensated for their time with $125 per session (NeON staff were not). This participatory approach 

ensured the evaluation remained grounded in the lived experiences of those closest to the program. 

Biweekly meetings with the evaluation partners—NORC, DOP, NYC Opportunity, and YMI—provided 

additional collaboration and coordination throughout the evaluation period. These meetings allowed the 

team to share fieldwork updates, address evaluation concerns, troubleshoot data access issues, and 

interpret early results. 

Several best practices emerged during PAC implementation. Participants co-created a set of 

community norms—such as speaking with respect, maintaining confidentiality, and encouraging full 

participation—which helped foster an inclusive and supportive environment. Logistically, NORC 

developed a schedule for meeting reminders (Zoom link sent one week in advance, followed by a 

gentle reminder the day before) and implemented a confirmation process for virtual incentives to ensure 

timely access. These strategies supported consistent engagement and smooth facilitation throughout 

the PAC process. 

Data Collection Methods  

Between September and November 2024, NORC collected the following data from the six NeON Works 

program sites6:  

Administrative Data 

The New York City Department of Probation provided de-identified administrative data covering the 

second quarter of fiscal year 2021 through the fourth quarter of fiscal year 2024. These data included 

participant demographics, service utilization, probation status, and select outcome measures (e.g., 

credential opportunity, enrolled in college, enrolled in high school equivalent or high school, 

internships). Due to DOP privacy restrictions, NORC received summary data rather than raw data, 

which limited the range of analyses possible.  

To maintain data security and comply with NORC security requirements, a data sharing agreement was 

developed and approved by both parties. Data were shared with NORC through a secure data sharing 

site. While the data obtained was disaggregated by provider site, small sample sizes within some sites 

and fiscal years made it impossible to conduct analyses at the site level (and still maintain best 

practices in data security and participant confidentiality). Where relevant, site-level findings are 

presented.  These data are included in the appendix to this report.  

Participant Survey 

A participant survey was designed to collect information on participant satisfaction, perceived value of 

services, barriers to engagement, and personal outcomes. Respondents received a $10 electronic gift 

card as an incentive to complete the survey. Prior to administration, the survey was submitted to NORC’s 

 
6 While data was not collected from the Harlem site, administrative data was included for this site. 
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Institutional Review Board (IRB) for approval. Surveys were administered through the web-based survey 

program, Qualtrics, between July and November 2024. Surveys were sent to a total of 666 former and 

current participants who were 18 years or older and whose contact information was available. It is 

important to note that while a third of the NeON participants were under 18 years of age, DOP policy 

requires that minors have parental permission in order to complete a survey. NORC’s IRB approved a 

waiver of parental consent, however, this could not override DOP’s policy which resulted in this group of 

participants not receiving a survey. Although a consent form was made available to providers for parental 

completion, the process proved cumbersome, and no parental consents were ultimately returned. This 

limitation restricted survey eligibility to participants who were at least 18 years of age.  

This presented a clear challenge and provided a lesson for future projects: efforts to engage youth 

require early coordination between all parties to establish effective parental consent processes. The 

difficulty in this case stemmed from limited direct communication channels with parents, as participant 

contact information was not readily available through existing data collection protocols. We recommend 

that DOP consider developing streamlined procedures for projects involving minors—such as 

incorporating consent collection into initial participant outreach or establishing clear data-sharing 

protocols for research partnerships—to help ensure that younger participants can be more effectively 

included in future data collection efforts while maintaining appropriate privacy protections. 

Additional steps were taken to safeguard data and ensure that only eligible individuals could complete the 

survey. Participants were required to provide a valid email address and verify it before accessing the 

survey. Those over 18 who were not on the DOP-provided list could request access through an alternate 

process. While these procedures were necessary to meet privacy and data security requirements, 

barriers may have been introduced that reduced participation and limited the generalizability of the survey 

findings. Overall, 82 participants completed a survey (12.3% response rate). 

Site Visits 

Between September and October 2024, researchers conducted structured visits to the six provider 

sites. During each visit, NORC researchers observed at least one activity (e.g., workshop) and 

conducted focus groups and/or interviews with staff and program participants using semi-structured 

protocols. 

Focus Groups and Interviews 

During site visits, six focus groups were conducted with a total of 33 program participants, and 6 

interviews were conducted with 16 provider staff. NORC conducted interviews with staff to gain deeper 

insight into staffing models, referral processes, resource challenges, and implementation adaptations 

across sites. Table 3 shows the number of participants and staff who participated in focus groups 

and/or interviews at each provider site. 
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Table 3. Number of Participants and Staff taking part in Focus Groups and/or Interviews by Site 

Site 

Number of Participants and Staff 

Participant Staff 

Brownsville 8 3 

Bedford Stuyvesant 6 4 

East New York 5 2 

Jamaica 8 3 

South Bronx 2 2 

Staten Island 4 2 

Totals 33 16 

Focus group participants were recruited through a separate pop-up interest form that was optional to 

complete at the end of the distributed survey. Interested participants shared their names and emails 

with NORC and were contacted to coordinate site visitation details separately. Six participant focus 

group discussions were conducted, recorded (with consent), and transcribed. Program participants 

were each compensated $50 for their time. The discussions explored participants’ experiences with 

intake, engagement, satisfaction, and perceived barriers and benefits. 

Analytic Approach  

Administrative Data Analysis. NORC worked closely with DOP to develop a detailed analysis request 

identifying the specific administrative data elements needed to address the evaluation questions. DOP 

compiled and provided analyzed data extracts based on this request, rather than providing raw 

individual-level records. Data analysis focused on participant characteristics, including race/ethnicity, 

probation status, age, primary language, and site location. With input from the PAC, characteristics of 

participants were identified and selected for analysis. Descriptive statistics were used to assess 

baseline patterns as well as inferential techniques, such as chi-square tests, were utilized to explore 

outcome disparities across key participant groups. The choice of specific analytic methods depended 

on the availability and structure of the data provided, but the combination of descriptive and inferential 

approaches strengthened the rigor and robustness of the findings. 

Survey Analysis. After the survey was collected, responses were downloaded, cleaned, and analyzed 

using Stata, a statistical analysis program. Of 82 total survey responses, responses with less than 18% 

of the survey completed (5 surveys) were dropped. A total of 77 surveys were included in the analysis. 

Graphs and tables were developed based on the survey questions that corresponded to the overall 

evaluation questions. The graphs and tables were then presented to the PAC, who provided feedback 

on the content, design, and interpretation of results.   

Site Visit Data Analysis. A key feature of NORC’s rigorous interview/focus group analysis is the 

utilization of NVivo, a software for qualitative and mixed-methods analysis. NVivo provides more 



The Neighborhood Opportunity Network (NeON) Works Program Evaluation Report 
 

16 

 

Evaluation Report – FINAL | June 2025  

efficient coding and analyses compared to more manual processes, and it automatically performs 

comparative analyses across the participant demographic characteristics collected by matching 

demographic information provided by the DOP with survey response data. We used NVivo qualitative 

data analysis software to employ thematic analysis on the transcribed focus group data to identify, 

categorize, and compare across the focus group and interview discussions. Interview data was 

collected through consented recordings, transcribed by Landmark services, and workshop observation 

notes collected by the researcher(s). We also developed a code frame to identify concepts (or codes) 

within the data. The code frame allowed us to carefully define, illustrate (i.e., with direct quotes and/or 

specific examples), and precisely tally the various codes within the data set. Analyzing these detailed 

codes enabled us to identify key themes and compare these themes within and across interviews.  

Limitations of the Evaluation 

While the evaluation design provided robust, multi-perspective insights, several limitations should be 

noted: 

• Raw administrative data was not shared with NORC, limiting NORC’s ability to clean or analyze data 

directly. Instead, we relied on analyses conducted by DOP staff.  

• Survey access was limited to participants age 18 and up, which excluded approximately a third 

(32%) of the NeON Works program participant population. As described above, NORC’s evaluation 

team was unable to survey anyone under 18 years of age.  

• Focus group and survey participants self-selected into the evaluation, which may bias findings 

toward more engaged or satisfied program participants. 

• The survey response rate was low, so the survey findings only represent select participants’ 

experiences.  

Despite these limitations, the evaluation offers strong evidence about NeON Works’ implementation 

and outcomes, grounded in participant voice and informed by both statistical and experiential data. All 

research instruments can be found in Appendix A. In the section below, we present the findings, 

organized by key areas of focus.  

Findings by Key Focus Area 

Focus Area 1. Reach and Participation 

Understanding who NeON Works serves and how they access the program is essential for assessing 

its reach. This section sought to answer the question: What are the characteristics of participants 

across sites? drawing on administrative data, participant surveys, and focus groups and interviews to 

describe the characteristics of NeON Works participants. Administrative data was used to examine 

demographics at both intake and completion points, allowing us to explore patterns and identify shifts in 

participation composition over time. We supplemented the administrative data with survey responses 
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and selected focus group and interview findings that offer additional context not available in 

administrative records.  

Survey, focus group, and interview data were utilized to highlight characteristics not captured in 

administrative records—such as motivation for joining, prior program awareness, and household 

composition—and to identify potential discrepancies between self-reported and administrative data. 

Together, these sources offer a more nuanced understanding of the participants NeON Works serves, 

which can inform future outreach and program design. We also examined key characteristics—probation 

status, age, race, and education—that the PAC identified as particularly relevant for program planning.  

     Participant Characteristics Across Sites at Intake and Completion  

Understanding who NeON Works serves is essential to evaluating the program’s reach, equity, and 

effectiveness. This section presents an analysis of participant demographics based on administrative 

data collected at both intake and program completion across six provider sites. By examining 

characteristics such as age, gender, race,7 ethnicity, probation status, and geographic distribution, we 

can assess how well the program is engaging its intended populations and whether any disparities in 

retention or outcomes emerge across different groups. These findings help identify strengths in 

reaching priority populations and highlight areas for targeted support and program adaptation. Table 4 

presents the characteristics of the participants across program sites at intake and completion. Analyses 

by site can be found in Appendix B. 

Table 4: Characteristics, Across Program Sites at Intake and Completion 

Characteristic Intake Completion 

Age 

Under 18 32% 34% 

18 and over8 67% 63% 

Gender 

Female 39% 44% 

Male 61% 56% 

Racial composition 

Asian/Pacific Islander 4% 5% 

Black/African American/African 72% 72% 

White 4% 2% 

Other/Unreported*   21% 22% 

 
7The racial categories that DOP collects include Asian/Pacific Islander, Black/African American/African, White, other and unreported.  
8The "18 and over" category can be disaggregated as follows: 18-19 years (16% at intake, 15% at completion), 20-29 years (39% at intake, 

37% at completion), 30-39 years (8% at intake, 8% at completion), 40-49 years (3% at intake, 2% at completion), and 50+ years (2% at intake, 
1% at completion). However, due to small sample sizes in several age groups, these categories were collapsed into "18 and over" for analytic 

purposes throughout this report to ensure statistical reliability and protect participant confidentiality. 
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Characteristic Intake Completion 

Ethnicity 

Hispanic 25% 23% 

Non-Hispanic 69% 71% 

Other/Unreported 7% 7% 

*Administrative data do not specify who is included in the other/unreported category.  

Source: NeON Works’ Administrative Data (2021-2023), n=3,346 (intake) n=864 (completed) 
** Percentages may not sum to 100% due to rounding and the collapsing of smaller response categories into “Other/Unreported.” 

Age 

Administrative data show that NeON Works primarily serves young adults.9 Across fiscal years, 67% of 

participants were over 18 at intake and 63% were over 18 at completion. The age distribution varied by 

provider, with America Works of NY (79%) and Brooklyn Community Services (72%) serving the 

highest proportions of young adult participants. Figure 1 shows the age breakdown at intake and at 

completion. See Appendix B for full age breakdown by site. 

Figure 1. Age at Intake and Completion 

 

Source: NeON Works’ Administrative Data (2021-2023), n=3,346 (intake) n=864 (completed) 

The comparison between age at intake and age at completion in Figure 1 offers insight into patterns in 

program retention. However, it is important to note that participants at intake and completion may not 

represent the same individuals, as some participants may have exited the program early or entered at 

different points during the reporting period. The slight underrepresentation of over-18 program 

participants at completion suggests that older participants may face additional barriers to completing 

the program. Focus group findings highlight that adult participants often balance competing 

 
9The program serves program participants between the ages of 16 and 24. For the purposes of the evaluation, we define youth as those who 

are under 18, and young adults as those 18 to 24.  

32% 34%

67%
63%

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

Intake Completed Intake Completed

Under 18 Over 18



The Neighborhood Opportunity Network (NeON) Works Program Evaluation Report 
 

19 

 

Evaluation Report – FINAL | June 2025  

responsibilities, particularly employment and family obligations, which can affect their ability to remain 

engaged.  

Staff noted that age differences within and across sites required tailored scheduling strategies. For 

example, sites serving more high school-aged participants needed to accommodate participants’ limited 

availability due to school hours.  

Gender 

Administrative data shows that NeON Works enrolls male participants at a higher proportion (61%) 

compared to female participants (39%). Across sites, gender breakdown was varied. The Center for 

Community Alternatives had the smallest proportion of female participants (28% at intake; 30% at 

completion), while Community Mediation Services had highest proportion of female participants at 

completion (52%). Figure 2 shows gender breakdown by intake and completion. See Appendix B for full 

gender breakdown by site. 

Figure 2. Gender at Intake and Completion 

 
Source: NeON Works’ Administrative Data (2021-2023), n=3,346 (intake) n=864 (completed) 

While male participants complete the program at a higher proportion (56%) than female participants 

(44%), female participants see a slight increase from intake to completion (39% to 44%). The slight 

underrepresentation of completed male participants, compared to male intakes, suggests that male and 

female participants may face different barriers to completion.  

Racial and Ethnic Composition at Intake and Completion  

The racial composition of NeON Works participants reflects both program targeting and neighborhood 

demographics10. Across all fiscal years, administrative data shows that 72% of participants identified as 

 
10The racial categories that DOP collects include Asian/Pacific Islander, Black/African American/African, White, other and unreported.  
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Black/African American/African at intake—a proportion that remained consistent through completion. 

The next largest group was participants identifying as Other/Unreported (21% at intake, 22% at 

completion), followed by Asian/Pacific Islander (3% at intake, 5% at completion), and White (4% at 

intake, 2% at completion). Across sites, there are varying proportions of races, although Black or 

African American remains the highest proportion across all fiscal years. At some sites, such as Exodus 

Transitional Community, The Osbourne Association, and others, “Others/Unreported” is the second 

highest proportion of reported race, making it difficult to know exact race breakdowns within sites. Table 

5 shows the racial breakdown at intake and completion across the provider sites and fiscal years. For 

more detailed race comparisons across sites, please see Appendix B. 

Table 5. Race at Intake and Completion Across All Programs, All Fiscal Years 

Race Percent at intake Percent at completion 

Asian/Pacific Islander   3% 5% 

Black/African American/African   72% 72% 

White   4% 2% 

Other/Unreported   21% 22% 

Source: NeON Works’ Administrative Data (2021-2023), n=3,346 (intake) n=864 (completed) 

Table 6 shows the ethnic breakdown at intake and completion across the provider sites and fiscal 

years. Across all fiscal years, the administrative data shows that 25% of participants identified as 

Hispanic at Intake. Overall, the proportion of Hispanic/Non-Hispanic participants stayed fairly consistent 

from intake to completion. The Osborne Association had the highest proportion of Hispanic participants 

(40% at intake; 39% at completion), while Brooklyn Community Services had the fewest, (10% at both 

intake and completion. For more detailed ethnic comparisons across sites, please see Appendix B.  

Table 6. Ethnicity at Intake and Completion Across All Programs, All Fiscal Years 

Ethnicity Percent at intake Percent at completion 

Hispanic 25% 23% 

Not Hispanic 69% 71% 

Unreported 7% 7% 

Source: NeON Works’ Administrative Data (2021-2023), n=3,346 (intake) n=864 (completed) 

This demographic profile has implications for culturally responsive programming. Focus group findings 

underscore the value of staff who can relate to participants’ lived experiences. Eight participants 

emphasized the importance of working with staff who bring participant-informed, experiential knowledge 

to their roles. The consistency in racial composition from intake to completion suggests that the 

program retains participants equitably across racial groups.  
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Probation or Community Supervision  

Participants on probation or community supervision represent an important dimension of NeON Work’s 

program reach. Administrative data show that 33% of program participants were on probation or 

community service at intake (Figure 3). While this is very promising, it is short of the program’s goal of 

40%, highlighting the need for continued outreach and coordination to recruit the intended population. 

This proportion varied significantly across provider organizations: The Osborne Association (43%) and 

The Center for Justice Innovation (42%) served the highest shares of participants on probation or 

community supervision, while Exodus Transitional Community served the lowest (18%). For a detailed 

breakdown of probation status across sites by fiscal year, see supplemental Table 5 in the Appendix.  

Figure 3. Intake vs. Completed Probation/Community Supervision 

 

Source: NeON Works’ Administrative Data (2021-2023), n=3,346 (intake) n=864 (completed) 

The proportion of participants on probation or community supervision was slightly lower at completion 

than at intake (Figure 3), suggesting that youth on probation or community supervision may face 

additional barriers to program completion. Across sites, the proportion of probation-involved participants 

was lower than those not on probation. However, certain sites, such as the Center for Community 

Alternatives and Community Mediation Services, had slightly higher proportions of participants on 

probation or community supervision. Focus group participants highlighted these challenges, noting that 

"probation status [that] can affect what job opportunities are available to program participants." This 

finding points to a potential need for enhanced support to help participants on probation or community 

supervision complete the program successfully. For example, tailored case management could address 

the unique barriers these participants face, such as scheduling conflicts with court appearances, 

transportation challenges, or competing probation requirements. Additional support might include 

flexible program scheduling to accommodate legal obligations, partnerships with probation officers to 

align program goals with supervision requirements, or wraparound services that address underlying 

issues like housing instability or employment needs. Regular check-ins with program staff could help 
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identify emerging challenges early, while peer mentorship from program graduates who have navigated 

similar circumstances could provide both practical guidance and motivation. Furthermore, clear 

communication protocols between program administrators and probation officers could ensure that 

participation is properly documented and credited toward rehabilitation goals, potentially creating 

additional incentives for completion. For more detailed proportion of youth on probation or community 

supervision across sites, please see Appendix B. 

Geographic Distribution   

The geographic distribution of NeON Works participants reflected both the program's site locations and 

broader residential patterns across New York City. Administrative data revealed that across all fiscal 

years and programs, approximately 34% of program participants resided in Brooklyn, making it the 

borough with the highest concentration of participants. This is understandable since three of the six 

sites involved in the study are in Brooklyn. In contrast, Manhattan had the fewest number of program 

participants (11%), indicating significantly lower program reach in that area (Figure 4).  

Figure 4. Geographic Distribution Across All Sites (Intake) 

 

Source: NeON Works’ Administrative Data (2021-2023), n=3,346 

This geographic pattern has important implications for program accessibility. Focus group findings 

reveal that location can function as a significant barrier to participation, with four staff noting that 

challenges exist among program participants who live farther from sites. This is particularly relevant 

given program participation requirements that allow probation-involved participants to attend any site 

across the city, while community-recruited participants are limited to their neighborhood site. We 

recommend reviewing this policy disparity to determine whether the increased site flexibility for 

probation-involved participants adequately addresses transportation barriers, or whether it may 

inadvertently create additional challenges by requiring travel to unfamiliar or distant locations. Consider 

whether extending similar site flexibility to all participants, or alternatively, implementing targeted 
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transportation support or prioritizing placement of probation-involved youth at their most accessible 

sites, might better support consistent attendance and program completion across all participant groups.  

As one staff member explained in a focus group, "Some sites have leveraged their experiences during 

the COVID-19 pandemic, which coincided with the launch of NeON Works programming, and continued 

to provide virtual participation options" to address geographic barriers. The continued development of 

these alternative engagement methods could help expand program reach beyond the current 

geographic distribution. 

Focus Area 2. Participant Recruitment and Retention 

This section addresses the following evaluation question: How do the DOP and NeON Works sites 

recruit and engage participants in program activities? To answer this question, survey data on how 

participants were referred to NeON Works were collected, analyzed, and integrated with focus group 

data demonstrating the importance of interpersonal relationships and communities. 11  

NeON Works participants learned about the program in a variety of ways, with personal connections 

playing a predominant role. For example, 44% of those surveyed indicated that they learned about the 

program through friends or family members, while only 18% were introduced by NeON Works staff, and 

16% were referred to by the DOP (Figure 5). 

Figure 5. How Participants Found Out About NeON Works  

 

Source: NeON Works Participant Survey (July 2024 – November 2024), n=77 
Note: Respondents could select more than one facilitator. Percentages reflect the proportion of respondents who selected each  option. 

 
11 Participant Survey, “How did you learn about NeON Works?” 
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This word-of-mouth recruitment pattern aligns with focus group findings, where staff emphasized the 

importance of relationship-building in the community. The high proportion of peer referrals (“from a 

family or family friend”) suggests the program has established a positive reputation within communities, 

creating an organic recruitment channel that complements formal referral systems. 

The reliance on personal networks for recruitment has implications for program expansion. While 

effective at reaching individuals connected to existing participants, this approach may limit access for 

potential program participants without these connections. Focus group participants recommended 

enhanced social media presence and improved signage at program locations to broaden awareness 

beyond current social networks. 

Four of the focus group participants highlighted the importance of community involvement in their 

NeON Works recruitment and programming. Community engagement enhances program participants 

experience of and connection to a site. Some sites shared that they join community events wherever 

possible, throw community events for their neighborhood to come together at, and make sure they 

show up for the community in times of crisis. This facilitates a community-centered trust at the 

community provider site.  

Focus Area 3. Program Implementation 

The effectiveness of NeON Works depends not only on who it reaches but on how services are 

delivered and experienced by participants. This section (Focus Area 3) addresses the following 

evaluation questions: How is the NeON Works program being implemented across sites? What 

recommendations do staff have to facilitate program implementation? This section examines program 

implementation across sites, explores participant satisfaction, identifies the aspects of the program that 

participants find most valuable, and discusses program participant and staff suggestions for program 

improvement, drawing on survey, focus group, and interview data to provide a comprehensive picture 

of program operation and reception. In this section, we discuss the intake and assessment process, 

program offerings, and engagement strategies.  

Intake and Assessment 

The intake process is an information-gathering session as well as a way for participants and staff to 

build relationships and make connections. Staff across four sites shared that the focus of the intake 

session is to build interest and engagement among program participants. Overall, program participants 

were happy with the intake process, with most program participants who participated in focus group 

discussions sharing that they had positive, nonjudgmental experiences. To provide targeted support, 

staff aim to make the intake process as comprehensive as possible, covering all relevant aspects of a 

participant’s situation. One staff member described the way they conduct intakes as a positive and 

deeply engaging process, displaying how deep inquiry can go during this process. A staff member at 

another site uses a sharing strategy, coordinating with other service providers within their organization 

through established data-sharing agreements and participant consent protocols to ensure program 

participant services are well-coordinated while maintaining confidentiality and HIPAA compliance. Two 
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staff at one site agreed that the “average” program participant wants to address immediate employment 

opportunities during their intake process.  

Building on the connection-focused approach established during intake, NeON staff also use the intake 

process to begin connecting program participants to job opportunities through training opportunities that 

are curated based on individual participant interests and career goals. To be program participant-led, 

NeON staff model an open and trusting relationship to enable program participants to be honest about 

their situations and seek help where they need it. Staff bolster this by sharing their own struggles and 

successes with program participants. One staff member shared in a focus group that they used to be a 

participant, and that the lens of success after participation makes a positive impact on their program 

participants’ experiences. Eight program participants shared that they appreciate staff who bring lived 

experience and shared backgrounds to their work. By being open about their own experiences, staff 

create an environment that encourages sharing and asking for help when needed.  

Regarding the curated training opportunities, staff across all sites shared that both internal and external 

opportunities are pursued based on program participants’ interests. For example, if most active and 

engaged program participants at a site are interested in developing or strengthening their computer 

science skills, then staff would seek those resources for the group. Staff and program participants at 

one site also shared that they offer cohort training, which keeps a group of students together as they 

move through a training or certification program, to encourage continued engagement. Another site 

shared that they group those entering their service year at similar time points into “cohorts” to achieve 

similar results. Together, these strategies create a holistic environment where authentic personal 

connections enhance the effectiveness of tailored career support and networking opportunities, 

ultimately driving both immediate and long-term program participant success. 

To further strengthen the impact of the intake and assessment process, there is a need to increase 

tracking capabilities to monitor participant outcomes over time. While the current approach fosters 

strong relationships and offers personalized support, systematically tracking participant progress 

beyond initial intake would provide valuable insights into program effectiveness. Currently, sites face 

significant limitations in outcome tracking due to contract structures that only compensate providers for 

achieving one primary outcome per participant rather than recognizing the full spectrum of participant 

achievements. Additionally, there is no standardized system for tracking participants after they 

complete or leave the program, meaning long-term employment retention, wage progression, and 

sustained educational engagement remain largely unknown. The lack of comprehensive tracking also 

prevents sites from demonstrating the full value of the program that may lead to outcomes months or 

years later. Enhanced tracking would enable staff to better understand long-term outcomes, identify 

gaps in service, and continuously refine strategies to meet participants' evolving needs. More 

importantly, reformed tracking and compensation systems could incentivize sites to support participants 

holistically rather than focusing on one outcome, potentially improving both participant experience and 

long-term success. 
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Program Offerings 

NeON Works sites offer different programs to meet the individualized needs of their program 

participants. Sites typically offer activities aligned with career/job goals and educational aspirations. The 

survey data below revealed that among survey respondents, program participants were most involved 

in activities related to jobs and career training and less engaged in activities related to continuing 

education. Table 7 shows the activities that participants took part in and how often during their time in 

the program. 

Table 7. Program Participant Involvement 

Activity 

Frequency 

Every 
time it is 
offered Often Sometimes 

Do not 
participate 
at all 

Does not 
apply to 
me 

Did not 
know this 
was an 
option 

High school equivalency (GED) 

preparation (such as tutoring) 

(n=67) 

10% 18% 15% 25% 25% 6% 

College preparation and 

enrollment programs/ services 

(n=63) 

16% 17% 17% 19% 22% 8% 

One-on-one coaching sessions 

(such as meeting with a NeON 

Staff member who provided 

specific instructions or guidance) 

(n=65) 

26% 26% 20% 12% 12% 3% 

Courses for career-specific 

credentialing (n=65) 
29% 17% 22% 17% 9% 6% 

Job training and readiness 

workshops (for example, resume 

writing, interview skills) (n=66) 

42% 26% 15% 11% 3% 3% 

Source: NeON Works Participant Survey (July 2024 – November 2024), number of respondents ranged across each of the options the sample 
size is included in the graph 

Job-focused activities saw the highest levels of engagement among respondents. For example, 68% of 

participants reported attending job training and readiness workshops either every time it is offered 

(42%) or often (26%). Similarly, 46% participated in career-specific credentialing courses either often or 

every time offered. These trends align with focus group findings in which staff described offering 

“program participant-led, curated training opportunities” based on expressed interests. 

By contrast, educational services showed lower participation rates. Only 28% of respondents reported 

frequent participation (often or every time offered) in GED preparation, and 33% did so for college 

preparation services. This pattern may reflect the needs-based nature of NeON Works, where 
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educational services are likely targeted to participants without a high school credential or those 

pursuing postsecondary pathways. The variation in participation rates across program offerings reflects 

the personalized nature of the NeON Works model. As revealed in the focus group discussions, staff 

locate both internal and external opportunities based on program participant interest, allowing for 

customized service packages that respond to individual needs and goals.  

Participants attribute different values to various program components, with career-focused services 

receiving the highest ratings. Survey data shows that respondents ranked career counseling and job 

training activities as the most valued aspect of NeON Works (55%), with educational workshops and 

skill-building sessions following closely (52%) (Figure 6). 

Figure 6. Most Valued NeON Works aspects 

 

Source: NeON Works Participant Survey (July 2024 – November 2024), n=77 
Note: Respondents could select more than one facilitator. Percentages reflect the proportion of respondents who selected each option. 

This prioritization of career-focused activities corresponds with focus group findings about participant 
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key driver of program engagement. One program participant stated, “My goal is to reach financial 

stability. I want to make a certain amount of money so I’ll be very sufficient with myself.” The relatively 

low value participants placed on health and wellness programs (17%) contrasts with staff perspectives 

about the importance of meeting fundamental needs before focusing on workforce readiness. This gap 

suggests a need for staff to more actively communicate the role of comprehensive support services—

including health and wellness—in helping participants achieve long-term success.  
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Figure 7. Activities Program Participants Want to See More Of 

 

Source: NeON Works Participant Survey (July 2024 – November 2024), n=77 
Note: Respondents could select more than one facilitator. Percentages reflect the proportion of respondents who selected each  option. 

Survey respondents most often selected job placement services (25%), interview skills training (22%), 

and job training/career training or job search assistance (22%) as the types of activities they would like 

to see more of (Figure 7). These selections reflect continued interest in job readiness and career-

focused supports, which align with high participation rates in job training and readiness workshops 

described earlier in the report.  
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comprehensive support" to strengthen connections to employment opportunities. Both data sources 

point to a desire for more robust pathways from program participation to concrete job outcomes, 
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by name to regain their attention and keep their content current and practical. Staff used culturally 

relevant examples and made sure the content they presented related to program participants. To 

further increase engagement, some sites offered online workshop accessibility to serve program 

participants unable to attend in person. And most importantly, some sites matched their program 

participants to relatable staff to make sure that a program participant felt comfortable with the staff 

whom they interacted the most.  

Resources Needs 

Staff across all sites emphasized the need for greater support to sustain and strengthen program 

implementation. NeON sites require expanded staffing to maintain consistent contact with program 

participants, monitor progress closely, and dedicate the necessary time to sourcing individualized 

resources. Supportive connections—such as partnerships with community-based organizations, 

mentors, and case managers—play a critical role in helping to meet these needs by offering additional 

touchpoints and services tailored to each participant. However, staff noted that these connections could 

be leveraged more effectively. Improvements such as systematically tracking the use and impact of 

supportive connections, ensuring the contracting structure funds these services adequately, and 

integrating these supports into the overall program framework could enhance their effectiveness. Staff 

also stressed that current staffing levels continue to limit their ability to coordinate and manage these 

relationships in a way that maximizes participant engagement and goal achievement. 

Beyond staffing, both survey and focus group findings highlighted how resource availability shaped the 

ways programs implemented key components. Survey data showed that work and school commitments 

were common among participants (23%) and focus group participants noted that providing supportive 

services such as childcare and transportation was essential to implementing a program model that 

meets participants where they are. Staff and participants also emphasized the importance of funding for 

incentives and community-building activities—core elements of the program’s relational and skill-

building focus. As one staff member explained:  

“I wish we had more money to pay program participants12. I think I find us wanting to 

incentivize young people more heavily. I know that we are asking young people to give 

us a lot of their time while they’re working towards their goals. I wish that we can have 

them in a cohort and also incentivize their milestones. I want us to get to a space where 

we can offer credential onsite.”  

These findings point to a consistent message across data sources: additional staffing and financial 

support are central to strengthening implementation of the program model and sustaining participant 

engagement over time. 

 
12 Payment amounts vary by site and activity. Focus group discussions did not provide specific recommendations for how much current 

payment levels should be increased. 
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Focus Area 4. Obstacles to Participation 

Key to understanding NeON Works’ implementation challenges is identifying the obstacles that prevent 

participants from engaging consistently in program activities. This section addresses the following 

evaluation question: What obstacles prevent participants from engaging with the opportunities offered 

by the NeON Works program? Data from surveys and focus groups were gathered to identify barriers 

across the provider sites as well as contextual factors that may influence participation. Common 

barriers included practical challenges (e.g., scheduling, transportation), environmental barriers (e.g., 

safety concerns), and internal barriers (e.g., mistrust, shame). These barriers are discussed in greater 

detail in the following paragraphs, along with strategies that may mitigate these barriers.  

Practical Challenges  

Participants face substantial obstacles related to work, school, and family responsibilities. Survey 

data identified work or school commitments as the most common barrier to participation, reported by 

23% of respondents (Figure 8). Focus group findings corroborate this survey finding, with 24.2% of 

program participants highlighting familial, school, and extracurricular obligations as factors that 

limited their attendance. Additionally, several program participants noted that caregiving 

responsibilities — caring for their own children, siblings, or other family members — significantly 

impacted their ability to engage consistently. 

Figure 8. Barriers to Participation 

 

Source: NeON Works Participant Survey (July 2024 – November 2024), n=77 

Note: Respondents could select more than one barrier. Percentages reflect the proportion of respondents who selected each option. 
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Staff focus groups emphasized that scheduling challenges are especially complex given the wide 

variation in age across sites. Some sites have introduced cohort models to boost retention, keeping 

groups of program participants connected throughout training periods. However, this strategy also 

introduces rigid enrollment periods, which may unintentionally exclude participants with competing life 

commitments. The cohort approach offers significant benefits including peer support networks that 

encourage consistent attendance, shared learning experiences that build community among 

participants, and structured progression through skill-building activities that can improve completion 

rates. Staff report that cohort participants often motivate each other and develop lasting relationships 

that extend beyond the program. However, the tradeoffs are substantial: fixed start dates can force 

participants to wait weeks or months to begin programming when they are ready to engage, rigid 

scheduling conflicts with the unpredictable nature of participants' lives including court dates, work 

schedules, and family crises, and the inability to accommodate participants who need to step away 

temporarily due to life circumstances without losing their cohort connection. These tensions highlight 

the need for hybrid models that capture the benefits of peer connection while maintaining the flexibility 

that makes programming accessible to youth on probation or community supervision with complex, 

changing circumstances. 

Further, transportation barriers emerged as a cross-cutting issue. Focus group participants and staff 

alike noted that limited access to transportation—especially for program participants living farther from 

NeON sites—complicated attendance. Virtual options, developed during the COVID-19 pandemic, were 

cited by staff at one site as a promising strategy to increase accessibility for program participants facing 

distance-related challenges. 

One limitation in our understanding of barriers to program implementation stems from the survey 

design. While NORC developed the survey instrument with input from the Participatory Advisory 

Committee, in retrospect, certain response options that could have provided critical insights were not 

included among the answer choices. Specifically, response options such as "The activities don't interest 

me," "I do not know which activities I am eligible for," and "I do not get enough information about the 

activities" were absent from the survey. As a result, important insights into participants' awareness, 

engagement, and perceived relevance of the program may have been overlooked. For future 

evaluations, we recommend allowing additional time in the evaluation timeline to field-test survey 

instruments with a broader range of stakeholders before final implementation. This would help ensure 

that survey options capture the full spectrum of participant experiences and barriers, providing a more 

comprehensive understanding of the obstacles faced by potential participants.  

Environmental Barriers 

While safety concerns ranked low in survey responses, focus group discussions revealed that safety 

remains a significant barrier for staff and program participants at many sites. Staff at five of six sites 

reported that site location safety—particularly in higher-violence neighborhoods—can deter program 

participant engagement. Safety challenges exist both at the site level and for individual program 

participants based on neighborhood affiliations. 
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Staff described implementing strategies such as hiring 

security guards, enhancing check-in procedures, and offering 

transportation services to promote safety. As one staff 

member shared, "Sometimes we have domestic violence 

program participants that come in. This is a safe spot. We 

make sure that they’re walked out by security, make sure 

they’re walked in by security." These efforts reflect a broader 

recognition that physical safety and emotional security are 

prerequisites for sustained participation. Relatedly, pre-

existing hardships—such as housing insecurity, food 

insecurity, and mental health needs—also create structural 

barriers to engagement. Focus group participants 

recommended expanded supportive services like 

transportation and childcare. Survey data reflects another 

complexity: while only 17% of respondents expressed 

interest in wellness programs offered at NeON sites, 22% 

indicated a need for easier access to mental health and wellness resources. This discrepancy suggests 

several possibilities for the gap between need and participation in on-site wellness programming. 

Participants may face barriers to accessing on-site services such as stigma, scheduling conflicts, or 

concerns about privacy and confidentiality when receiving services at the same location where they 

participate in other programming. Alternatively, they may prefer the flexibility of accessing these 

resources through external providers or referrals that better fit their individual circumstances and 

comfort levels. These findings highlight the importance of flexible, comprehensive wraparound supports 

and point to the need for further exploration into the specific barriers that prevent participants from 

accessing needed wellness services and their preferences for how these resources should be 

delivered. 

Internal Barriers  

Beyond practical barriers, focus group analysis surfaced internal challenges such as shame, mistrust, 

and pride that can inhibit young people’s engagement with NeON Works. These themes were 

synthesized across participant discussions, where individuals reflected on how personal hesitations and 

past experiences with support systems shaped their willingness to participate. Importantly, several 

program alumni emphasized that benefiting from programming requires not only logistical support but 

also a personal commitment and belief in its value. As one program participant explained, “engaging 

fully in the program often meant overcoming internal doubts and learning to trust both the process and 

the people offering support”. 

Pre-existing challenges further complicate engagement, with several staff noting barriers such as 

housing insecurity, food insecurity, and certification prerequisites. Four staff observed that program 

participants who live farther from sites encounter additional challenges, compounded by participation 

rules that often restrict non-probation program participants to their local NeON Works sites. As a 

potential solution, some sites found that offering virtual participation options—first introduced during the 

 

“We are mindful of young 

peoples' proximity to trauma, 

proximity to violence, and 

how that impacts their ability 

to show up in these spaces 

and be workforce ready. As 

Neighbors in Action, I wholly 

believe that healing is a part 

of being able to change 

those norms, and change 

people's lives, and help them 

transform their lives.” 

– Staff 
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COVID-19 pandemic—successfully expanded access for program participants facing logistical barriers. 

A summary of the various barriers to participation is included in Table 8. 

Table 8. Summary of Barriers to NeON Works Participation 

Barrier Type Specific Barriers Identified Source(s) 

Practical 
Challenges 

• Work or school commitments 

• Family caregiving responsibilities 

• Scheduling conflicts 

Survey, Program participant 
Focus Groups, Staff Focus 
Groups 

Environmental 
Barriers 

• Neighborhood violence and safety concerns 

• Transportation barriers 

• Housing and food insecurity 

• Limited access to mental health/wellness supports  

Staff Focus Groups, Program 
Participant Focus Groups, Survey 

Internal Barriers  • Shame, mistrust, and pride 

• Need for greater personal commitment to benefit 
from programming 

Program participant Focus 
Groups, Staff Focus Groups 

Facilitators to Participation  

In parallel with the barriers described above, participants identified several factors that support their 

engagement in NeON Works. These facilitators fall into three key categories: practical supports that 

reduce access burdens, relational dynamics that build trust and motivation, and developmental benefits 

that create longer-term personal investment in the program. 

Practical Supports Lay the Foundation for Engagement 

Survey data highlighted the importance of logistical accessibility as a key driver of participation. The 

most cited facilitators included schedule compatibility (51%), proximity to participants' homes (48%), 

and transportation ease (43%) (Figure 9). These findings align closely with focus group data, where the 

majority of program participants emphasized that having a program nearby and available at convenient 

times made it possible for them to attend. Participants also described how addressing these practical 

needs created a baseline level of comfort and reduced friction, allowing them to focus on growth and 

engagement. As one program participant put it, “Just being able to get here without a hassle makes 

everything else feel doable.” 
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Figure 9. Facilitators for Participation 

 

Source: NeON Works Participant Survey (July 2024 – November 2024), n=77  

Note: Respondents could select more than one facilitator. Percentages reflect the proportion of respondents who selected each  option. 
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sense of belonging and trust in the program. Several noted that staff who were once participants 

themselves serve as powerful role models and sources of motivation. These accounts suggest that it is 
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Although only 25% of survey respondents cited “friends or family participation” as a motivating factor, 
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content matters to many participants (42% cited “activities sound interesting”) but focus group 

feedback revealed deeper impacts. Program participants described how program involvement 

increased their confidence and helped them recognize their own potential  (12.1%). These accounts 

suggest that participation is reinforced not only by content appeal but by how programming 
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Focus Area 5. Participant Satisfaction  

To assess NeON Works’ successes and areas for growth, we examined participant satisfaction and 

suggestions for continued engagement. We used survey and focus group data to address two 

evaluation questions: What aspects of NeON Works do participants find most valuable? and What is 

their level of satisfaction with the support and services provided? 

Using survey and focus group data, this section covers what program participants view as successful 

program attributes, what activities are most valuable to them, personal program impacts, and what 

aspects they think could be improved or they wish to see more of. In the following paragraphs, we 

describe what participants value about NeON Works, how comfort and connection shape participation, 

and how programming supports personal growth.  

What Participants Value About NeON Works 

Survey responses highlighted that NeON Works’ personalized approach resonated strongly with 

participants. Over half of respondents (58%) valued “support to pursue career or educational goals” as 

a key program benefit. Similarly, 61% highlighted “opportunities to learn new skills” as an important 

feature. Job training and readiness workshops received the highest satisfaction rating, with 84% of 

respondents reporting they were satisfied or very satisfied with these offerings. Figure 10 presents 

important program benefits. 

Figure 10. Important Program Benefits 

 

Source: NeON Works Participant Survey (July 2024 – November 2024), n=77 
Note: Respondents could select more than one facilitator. Percentages reflect the proportion of respondents who selected each  option. 
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How Comfort and Connection Shape Participation 

Beyond formal program elements, participants consistently described feelings of comfort and 

connection as central to their NeON Works experience. Nine program participants reported strong 

feelings of belonging, often citing relationships with both staff and peers as major motivators for 

continued participation. 

One program participant described the trusting relationships with staff:  

“Oh, 'cause it's always fun. She always be makin' us laugh, and then when I come, she 

always make sure that we're okay, like if we're not—like if we're sad, we can talk to her 

about our feelings, and she always said, "Oh, whatever happens stays with me. I won't 

tell nobody," 'cause I know some people, if you tell them something, they're gonna 

blabber to somebody else, but she doesn't do that. It stays in the room. When I come to 

bother her, I always come in there and always ask for her.” 

Observations during NeON Works site visits echoed these sentiments. Workshops fostered a 

welcoming, interactive environment, with facilitators calling program participants by name and using 

culturally relevant examples. Both staff and program participants noted that workshop content often 

shifted based on participants’ interests, enhancing engagement. As one staff member explained, "I 

mean it all depends on the topic and engagement in conversation that takes place during that group 

session...It depends on who’s in the room. Sometimes we may go off topic, which is okay, and we may 

talk about something that interests the program participant, which is okay. It does depend on the group 

that we have in here."  

How Programming Supports Personal Growth 

Participation in NeON Works contributed meaningfully to participants’ personal development. Program 

participants reported increased confidence, particularly in public speaking and professional 

communication (12.1%). Survey data reinforced this theme: 55% of respondents said they had “gained 

new skills and knowledge,” and 43% reported they “feel more confident about their future” because of 

NeON participation (Figure 11). 
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Figure 11. Participant Growth and Improvement 

 

Source: NeON Works Participant Survey (July 2024 – November 2024), n=77 
Note: Respondents could select more than one facilitator. Percentages reflect the proportion of respondents who selected each  option. 
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• Participant Motivation and Goal Setting – examining how structured goal-setting drives 

engagement. 

• Educational Outcomes – analyzing enrollment patterns across age and education levels. 

• Internship and Job Training Participation – exploring how demographics shape access to 

workforce opportunities. 

• Job Placement Outcomes – identifying patterns in employment success. 

• Differences by Probation Status – assessing equity in program access and outcomes. 

Participant Motivation and Goal Setting   

NeON Works centers its programming on individualized goal setting, which participants consistently 

identified as a primary motivator. Both survey and focus group data indicated that participants valued 

the opportunity to pursue goals that align with their unique circumstances and aspirations. Survey 

results show that 61% of respondents identified “the opportunity to learn new skills,” and 58% valued 

“support to pursue career or educational goals” as key program benefits. Focus group participants 

echoed these themes, describing how structured support helped them stay focused and productive. 

Most of the participants interviewed emphasized the importance of goal tracking and visible progress. 

One program participant explained: 

“I wanna say it's the fact that NeON makes sure if you do come, they will make it worth 

your time. There's a lot of worse things you could be doing. At the end of the day, you 

could be laying in your bed, doin' nothin' all day, or you could come to NeON and 

actually do something. You go home feeling like, 'Hey, I did somethin' productive today.”  

Program participants also described personal and financial aspirations as intertwined with their 

participation. For some, especially older participants, financial stability was a motivating force:  

“I wanna make a certain amount of money so I'll be very sufficient with myself... More 

money is better, so I should say pushing on that—money is needed from this.” 

Some participants also discussed financial goals as a source of motivation, with a few identifying 

income and economic stability as their primary reason for participating in job-related activities.  

Educational Outcomes 

NeON Works offers participants support with high school re-enrollment, high school equivalency (HSE), 

and post-secondary education. Survey results show that 52% of participants valued educational 

workshops, although this was slightly lower than those who prioritized job training (55%). However, it's 

important to note that these survey findings on participant priorities cannot be directly compared to 

administrative data on actual participation rates, as they represent different measures from different 

data sources. The survey captures participants' stated preferences and values, while administrative 

data reflects actual program engagement, which may be influenced by factors such as program 

capacity, availability of specific services, timing of offerings, or individual barriers to participation that 

may not be captured in survey responses about preferences. In focus groups, education was frequently 
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framed as a tool to pursue broader career or life goals. For example, one program participant described 

how staff helped clarify and affirm long-term academic goals:  

“They really helped me and allowed me to figure out, ‘Okay, if you don’t want to do that, 

what other career would you like to accomplish in life? What are your personal, financial, 

and educational goals?’ Once I explained it to them, it was more so like, ‘You have 

options.’ It made me realize, okay, I’m truly dedicated to what I wanted to do. I wanna 

pursue my Ph.D., and they made it seem like, ‘Okay, and we’re gonna help you do that.”  

To understand how NeON Works supports these educational goals, we analyzed college enrollment, 

HSE enrollment, and high school re-enrollment, by age and educational level at intake, and present 

these below. 

Educational Outcomes by Age and Educational Level 

The overall level of enrollment in educational programs was low but demonstrated several interesting 

patterns among types of participants. For example, in Figure 12, the enrollment rate for HSE or high 

school re-entry programs was more than three times higher among participants without a high school 

diploma (2.7%) compared to those who had completed high school (0.6%) or had some college 

experience (0.3%).13 However, the fact that participants with high school diplomas or college experience 

enrolled in these services at any rate warrants further investigation and may indicate data classification 

issues or suggest that these educational services include components beyond traditional HSE 

programming, such as remedial education, skills refreshers, or specialized certifications. While the 

differences between education levels are statistically significant, enrollment rates across all groups 

remain very low. 

Figure 12. Educational Enrollment by Educational Level 

 

 
13Statistically significant difference (χ² = 24.730, p < 0.001). 
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Figure 13 shows that participants under 18 enrolled in college at higher rates (3.3%) than older 

participants (1.7%), a statistically significant difference.14 This likely reflects expected educational 

trajectories and suggests the importance of tailoring postsecondary support based on participants’ age 

and academic age.  

Figure 13. College Enrollment by Age Group 

 

These trends suggest that younger participants are more likely to pursue educational opportunities, 

while older participants may focus more on immediate employment, consistent with qualitative findings 

about diverse career paths. Moreover, the general low level of enrollment in educational programs 

across all groups indicates that this is an area of potential growth and improvement for the NeON 

Works program.  

Internship and Job Training Participation 

Internships and job training are designed as core components of NeON Works' workforce development 

strategy. However, actual participation tells a different story: only 5.4% of program participants engaged 

in internship opportunities, highlighting a substantial implementation challenge. While detailed findings 

are presented below, participation was generally higher among younger participants and those with 

less than a high school education, suggesting that internships may be particularly appealing or 

accessible to these groups, though overall engagement remains low. 

Internship Participation Patterns 

Internship participation (Figure 14) was significantly higher among participants under 18 (8.3%) than 

among those 18 and older (4.0%).15  

 
14Statistically significant difference (χ² = 9.783, p = 0.002; r = -0.053, p = 0.002). 
15Statistically significant difference (χ² = 9.345, p = 0.002). 
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Figure 14. Internship Participation by Age Group 

 

Participants with less than a high school education had the highest internship engagement rate (7.1%), 

compared to 3.5% of those with a high school diploma or GED/HSE and 3.1% of those with at least 

some college experience (Figure 15).16 This pattern may reflect targeted outreach or greater interest 

among participants with fewer educational credentials, who may view internships as a more critical 

pathway to gaining work experience and advancing their goals. 

Figure 15. Internship Participation by Educational Level 

 

In focus groups at three sites, younger participants shared that the internship offered valuable exposure 

to professional environments. In contrast, older participants expressed a preference for job placements 

that offered pay or more immediate advancement. 

 
16Statistically significant difference (χ² = 43.210, p < 0.001). 
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Job Training Participation Patterns 

Job training is another key component of NeON Works’ workforce development strategy, including 

resume assistance, interview preparation, and related employment support. Overall, 3.7% of program 

participants engaged in these job training opportunities, regardless of educational level, and 3.6% 

participated regardless of age. This low participation rate stands in contrast to survey findings showing 

that 55% of participants prioritized job training, highlighting a significant gap between stated interest 

and actual engagement that may reflect barriers such as service availability, scheduling conflicts, or 

other implementation challenges. Participation varied across groups: adults (18 and older) engaged at 

higher rates than youth (4.5% vs. 1.6%)17, and engagement increased with educational attainment—

from 2.6% among those with less than a high school education to 8.1% among those with at least some 

college (Figure 16).18 These patterns suggest that job readiness services may be more accessible or 

relevant to participants who are older and further along in their educational journey, potentially 

reflecting differences in readiness, interest, or perceived applicability of these opportunities. In focus 

groups, participants emphasized that training felt most meaningful when it was personalized to their 

interests and experiences. Workshops were described as welcoming and interactive, with facilitators 

creating an informal, friendly atmosphere that encouraged participation. Observations across sites 

revealed that facilitators often knew participants by name, used culturally relevant examples, and 

adapted content based on who was in the room. At several sites, this personalized approach made 

sessions feel more engaging and collaborative. As one client shared, “We were actually learning from 

each other, not just from [the instructor].” 

Figure 16. Job Training by Educational Level 

 

 
17Statistically significant difference (χ² = 18.443, p < 0.001). 
18Statistically significant difference (χ² = 26.742, p < 0.001). 
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Job Placement Outcomes 

Job placement is a key outcome tracked through NeON Works' administrative data. Patterns reveal 

significant variation by participant age and educational background. 

Job Placement by Age and Education 

Overall, 12.4% of program participants obtained a job placement. Figure 17 shows that participants age 

18 and older had significantly higher job placement rates (14.7%) compared to those under 18 (7.7%). 19 

This difference may reflect employers’ preference for hiring adults or older participants’ greater work 

readiness and availability, suggesting that younger participants may require additional support or 

tailored placement strategies to achieve similar outcomes.  

The overall low placement rate suggests several areas for program improvement and further 

investigation. Factors contributing to limited job placement success may include the structural 

barriers discussed throughout this report—such as housing instability, transportation challenges, and 

competing priorities—as well as potential gaps in employer partnerships, job readiness preparation, 

or follow-up support. Moving forward, the program may benefit from enhanced employer engagement 

strategies, more intensive job readiness components, extended post-placement support, and targeted 

interventions to address the specific barriers that prevent participants from successfully transitioning 

to employment. 

Figure 17. Job Placement by Age Group 

 

Figure 18 shows that job placement also increased with educational attainment: 17.3% of participants 

with some college experience secured employment, compared to 15.7% of high school graduates and 

9.6% of those without a high school diploma.20 These patterns mirror broader labor market trends, 

where higher educational attainment is consistently associated with better employment outcomes. 

 
19Statistically significant difference (χ² = 15.288, p < 0.001). 
20Statistically significant difference (χ² = 23.106, p < 0.001). 
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Research consistently shows that individuals with higher levels of education face lower unemployment 

rates and have greater access to job opportunities, suggesting that the disparities observed in NeON 

Works reflect systemic barriers that extend beyond the program itself.  

Figure 18. Job Placement by Educational Level 

 

Focus group data with staff and program participants at three sites consistently pointed to the 

importance of job placement for participants with financial responsibilities or immediate needs. Staff 

noted that adult participants often ask whether program offerings will result in a job, and that placement 
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Given the importance of job placement to participants, this is an area for improvement for the NeON 

Works program.   
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probation or community supervision.21 In contrast, job training participation rates were similar between 

the two groups (4.1% for on probation or community supervision and 3.3% for others; p = 0.208), 

suggesting more equitable access to this workforce development pathway. 

Figure 19. Internship Participation by Probation Status 

 

In focus groups, staff at two sites reported that youth on probation or community supervision may face 

greater barriers to accessing internships due to external constraints such as site restrictions, 

background checks, and fewer referral options. However, they also emphasized that staff worked 

actively to mitigate these barriers by identifying alternative placements or advocating for their program 

participants. One staff member explained: 

“We try to prep them. We explain what comes up on background checks and how to talk 

about it. They’re ready. They just need the chance.” 

Job Placement by Probation Status 

Overall, 12.3% of program participants obtained a job placement. Figure 20 shows that placement rates 

were similar between participants on probation or community supervision (10.9%) and those not on 

probation or community supervision (13%), with no statistically significant difference.22 This similar level 

of job placement rates is encouraging and may reflect the intensive support that program participants 

on probation or community supervision receive from NeON Works staff.  

 
21Statistically significant difference (r = -0.072, p < 0.001). 
22Not statistically significant (r = -0.031, p = 0.071). 
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Figure 20. Job Placement by Probation Status 
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Key Findings and Recommendations  

This section synthesizes the evaluation findings by thematic area, aligning directly with the key 

evaluation questions. It highlights what is working well, where gaps remain, and offers actionable 

recommendations for improving NeON Works. 

Implementation Prioritization Framework 

While all recommendations work synergistically to strengthen NeON Works, resource constraints 

require strategic prioritization. We recommend a three-tier implementation approach based on cost, 

implementation complexity, and potential for immediate impact: 

Tier 1 (High Impact, Lower Cost - 0-6 months) includes enhancing digital outreach and signage (see 

Recruitment and Retention), implementing structured feedback tools (see Participant Satisfaction), 

reinstating hybrid programming (see Barriers and Participation Supports), and developing peer 

ambassador models (see Recruitment and Retention). These initiatives leverage existing resources 

and infrastructure while addressing immediate accessibility barriers that prevent eligible youth from 

engaging with programming. 

Tier 2 (High Impact, Moderate Cost - 6-18 months) focuses on increasing staffing to reduce 

caseloads (see Implementation and Programming), expanding cohort-based programming (see 

Implementation and Programming), and creating formal safety protocols (see Barriers and Participation 

Supports). These investments require budget increases but directly address the capacity constraints 

that limit NeON Works' ability to provide the personalized support that drives participant satisfaction 

and outcomes. 

Tier 3 (Transformative, Higher Investment - 12+ months) encompasses comprehensive wraparound 

partnerships (see Barriers and Participation Supports), justice-friendly employer network development 

(see Outcomes and Impact), targeted campaigns for underrepresented groups (see Recruitment and 

Retention), and longitudinal outcome tracking systems (see Outcomes and Impact). These systemic 

changes require significant coordination across multiple stakeholders but position NeON Works to 

achieve equity goals and demonstrate sustained impact. 

This phased approach allows the City to achieve early wins that build momentum and stakeholder 

confidence while establishing the foundation for more comprehensive improvements.  

Reach and Equity 

What we found: 

NeON Works is reaching both youth on probation or community supervision and the broader 

community, with 33% of participants on probation or community supervision. However, completion rates 

and job placement outcomes are low and vary across age, education level, and probation status. 
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Younger program participants and those without high school diplomas participate less in job training or 

placement programs.  

Recommendations: 

• Strengthen targeted outreach and support for younger and lower-education program 

participants to improve engagement in career pathways. For younger participants (under 18), 

develop age-appropriate programming that aligns with school schedules by offering after-school and 

weekend options, creating youth-specific cohorts focused on foundational skills like financial literacy 

and career exploration, and partnering with high schools to integrate NeON Works into existing 

educational pathways. For participants without high school diplomas, establish prerequisite skill-

building workshops covering basic computer literacy and workplace communication, offer integrated 

programming that combines GED preparation with career readiness training, and provide additional 

case management support with reduced caseloads (1:10 ratio)23 to address multiple barriers 

simultaneously. Both populations would benefit from tiered pathways that allow participants to 

progress from basic skills to job training to placement at their own pace, rather than expecting 

immediate job readiness. 

• Monitor equity across sites using disaggregated data and adjust programming to address 

disparities. Implement quarterly equity dashboards tracking participation, retention, and 

outcomes by age, education level, race, and probation status across all sites, with site-specific 

targets based on neighborhood demographics. Create early warning systems that flag when 

certain populations show declining participation or outcomes, triggering immediate intervention 

protocols. Adjust programming based on data patterns: for sites with low younger participant 

retention, implement extended onboarding periods and peer buddy systems; for sites with education 

disparities, establish partnerships with adult education providers; for sites with probation involvement 

gaps, increase probation officer engagement and create justice-involved specific programming 

tracks. Establish cross-site learning networks where high-performing sites in specific equity areas 

share strategies and provide technical assistance to sites struggling with similar populations. 

• Use participant feedback loops to better understand drop-off points and tailor supports 

accordingly. To achieve this, implement systematic tracking of participant engagement 

patterns to identify common drop-off points, including after intake (weeks 2-4), during transition from 

workshops to job placement (months 3-4), and when participants face competing life demands such 

as employment or family crises. Building on this data collection, establish regular feedback 

mechanisms including monthly check-ins with all participants, exit interviews with those who leave 

early, and quarterly focus groups to understand evolving barriers. Based on these insights, develop 

targeted interventions for identified drop-off points: for early departures, enhance the intake 

process with more realistic expectation-setting and immediate goal achievement opportunities; for 

mid-program departures, create bridge supports during transitions between program phases; and for 

life-demand related departures, offer flexible program re-engagement options and maintain 

supportive contact during breaks. Finally, create rapid response protocols that trigger outreach 

within 48 hours when participants miss two consecutive sessions.  

 
23 Current caseload ratios vary significantly across sites, with some focus group interviews revealing ratios as high as 200:1, highlighting the 

need for substantial staffing improvements to achieve recommended levels. 
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Recruitment and Retention 

What we found: 

Word-of-mouth recruitment dominates (44% via friends/family), demonstrating community trust and 

satisfaction. However, formal outreach—especially digital—remains limited, and some sites lack visible 

signage or online presence. 

Recommendations: 

• Develop a formal peer ambassador model to leverage organic recruitment: Create a structured 

program that formalizes the existing word-of-mouth network by recruiting current participants 

who demonstrate high engagement and satisfaction to serve as peer ambassadors. These 

ambassadors would receive basic training covering specific program benefits (such as improved 

health outcomes, cost savings, convenience factors), key talking points about eligibility requirements 

and enrollment processes, and simple communication skills for community conversations. 

Ambassadors would then host informal coffee chats in community spaces , attend health fairs 

and neighborhood gatherings, and serve as mentors helping new participants navigate initial 

appointments and program requirements. The model should include modest incentives such as 

$25-50 gift cards for ambassadors per successful referral, recognition certificates or small branded 

items, and program service credits. Provide ambassadors with business cards containing their 

contact information and program details, simple one-page flyers highlighting key benefits, and a 

basic script or FAQ sheet to help them answer common questions confidently. In practice, this could 

look like recruiting 3-5 enthusiastic participants per site who commit to 2-3 hours monthly of outreach 

activities. They might set up information tables at local grocery stores, libraries, or community 

centers where they can share their personal success stories while distributing materials. The peer 

connection addresses trust barriers that often prevent community members from engaging with 

formal programs, as potential participants hear directly from neighbors who "look like them" and 

understand their circumstances. Consider pairing new ambassadors with experienced ones for 

their first few outreach events, and hold monthly ambassador meetings to share successful 

strategies, address challenges, and celebrate recruitment successes. 

• Enhance visibility through coordinated digital outreach and signage at provider sites: To 

create a comprehensive approach, strengthen both online and physical presence by 

developing or enhancing websites and social media for NeON Works provider sites with clear 

information about workforce development opportunities, vocational certification programs available 

(like food handler certification, financial literacy training), eligibility requirements for young adults 

aged 16-24, and the stipend structure based on participation and goal attainment. Building on this 

foundation, create Instagram and TikTok accounts featuring success stories of program 

graduates who have secured employment, earned GEDs, or gained vocational certifications, 

alongside posts highlighting upcoming workshops like "Planning My Future: Growth and 

Development" sessions. To complement the digital presence, install clear exterior signage at all 

seven neighborhood locations that specifically mentions "Free job training," "Earn while you 

learn," and "Ages 16-24 welcome", ensuring the messaging resonates with young adults who may 
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be skeptical of traditional programming. Finally, include QR codes on all materials that link 

directly to enrollment forms or text-based contact methods that young adults prefer over phone 

calls. For implementation, we recommend designating one lead site to coordinate the digital 

strategy while allowing each location to contribute content that reflects their specific community 

and participant successes. This lead site could manage the central social media accounts, create 

content templates for consistent messaging, and provide training to other sites on social media 

best practices. Each individual site would then contribute local content such as participant 

spotlights, community event photos, and neighborhood-specific job opportunities, while the lead 

site ensures brand consistency and manages the overall posting schedule. Consider rotating the 

lead role annually or appointing co-leads from different sites to prevent burnout and ensure all 

locations feel invested in the digital outreach strategy. 

• Consider targeted campaigns for underrepresented groups or neighborhoods with lower 

reach: To begin, analyze current enrollment data across the seven target neighborhoods  to 

identify specific blocks or housing developments with lower participation rates among eligible young 

adults aged 16-24. Based on this analysis, develop hyper-local campaigns that address 

common barriers this population faces, such as transportation to program sites, childcare during 

workshop hours, or concerns about how participation might affect their probation status. To build 

credibility, partner with local barbershops, bodegas, community centers, and youth-serving 

organizations like PAL centers or local churches that already have established relationships within 

these communities. Additionally, create targeted outreach specifically for young parents by 

partnering with WIC offices and childcare centers, emphasizing how NeON Works' flexible 

scheduling and stipend payments can support their family responsibilities while building career skills. 

Similarly, develop campaigns targeting young adults who may have aged out of other youth 

programs, highlighting that NeON Works serves participants up to age 24 and offers "second 

chance" opportunities for those who want to change their life trajectory through workforce 

development. These campaign strategies could include building relationships with high 

schools and alternative education programs to reach students nearing graduation or those who 

have recently dropped out, creating information sessions during lunch periods or after-school 

programs. Furthermore, partner with local nonprofits such as homeless shelters, food banks, and 

job training organizations that serve similar populations, offering to present at their client meetings or 

include NeON Works information in their resource packets. Complementing these efforts, develop 

social media campaigns featuring participant success stories and testimonials that can be 

shared across multiple platforms including Instagram, TikTok, community Facebook groups. 

These different platforms may be particularly effective for reaching diverse audience segments: 

Facebook tends to have broader age demographics and stronger community-based networks, while 

platforms like TikTok and Instagram may reach different audience segments, allowing for targeted 

outreach strategies across diverse demographics. Finally, consider hosting "pop-up" information 

sessions at community events, local festivals, or outside SNAP/benefits offices where eligible youth 

are likely to be present. 



The Neighborhood Opportunity Network (NeON) Works Program Evaluation Report 
 

51 

 

Evaluation Report – FINAL | June 2025  

Implementation and Programming 

What we found: 

Program participants value personalized intake, staff who share lived experiences, and curated training 

based on interests. Still, staff capacity is stretched, and some sites lack the resources to offer 

consistent incentives or excursions that reinforce engagement. 

Recommendations: 

• Increase staffing to reduce caseloads and deepen support for program participants. The 

evaluation findings consistently highlight that staff capacity constraints limit the personalized 

support that makes NeON Works effective. To address this, sites need additional case managers 

to achieve industry-standard ratios of approximately 1:1024 for comprehensive case 

management that includes individualized intake, career coaching, and ongoing support. Beyond 

case managers, sites should hire dedicated employment specialists who can focus primarily on 

job placement services and maintaining relationships with employers, separate from case 

management functions. This staffing expansion should also include peer support specialists - 

individuals with lived experiences similar to participants who can provide authentic mentorship and 

bridge relationships between formal staff and participants. Administrative support staff are equally 

critical to free up direct service workers from data entry and coordination tasks, allowing them to 

focus on relationship-building and service delivery that participants value most. 

• Expand cohort-based and interest-driven programming with intentional pacing and 

scheduling. Building on participant feedback about valuing curated training based on interests, sites 

should formalize cohort models that keep groups of participants together as they progress through 

training or certification programs to encourage sustained engagement and peer support. These 

cohorts should be organized around participant-identified interests such as healthcare, 

technology, or trades, with programming that progresses from foundational skills to advanced 

training to job placement support. Flexible scheduling within cohorts must accommodate the 

competing demands participants face, offering both traditional daytime programming and 

evening/weekend options for those balancing work, school, or family responsibilities. Sites should 

also implement staggered start dates throughout the year rather than rigid enrollment periods, 

allowing participants to join cohorts when they're ready rather than waiting for the next cycle, while 

maintaining intentional pacing that builds skills progressively without overwhelming participants 

with competing priorities. 

• Build shared learning infrastructure across sites to spread effective strategies. The variation in 

implementation across sites indicates a need for formal knowledge-sharing systems that capture 

and disseminate successful practices like trauma-informed intake processes and experiential 

learning models observed during site visits. This requires monthly cross-site coordination 

meetings where site leaders share challenges, successes, and innovative approaches, with 

 
24Industry standards for intensive case management typically recommend ratios between 1:10 and 1:20 for comprehensive services including 
career coaching and barrier identification. Current caseload ratios vary significantly across sites, with some focus group interviews revealing 

ratios as high as 200:1, highlighting the need for substantial staffing improvements to achieve recommended levels. 
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structured protocols for documenting and replicating effective strategies. Peer site visits and 

mentoring relationships should be established between high-performing and struggling sites, 

particularly around relationship-building practices and community engagement strategies that drive 

participant satisfaction. Additionally, standardized training modules should be developed for core 

program components like intake procedures and workshop facilitation, while still allowing for local 

adaptation based on community needs and participant demographics. 

• Better align contract payment structure with participant outcomes to incentivize achievement 

and sustained engagement. The current funding structure should be revised to reward both 

traditional outcomes and supportive connections that help participants progress toward their 

goals, recognizing that meaningful engagement often precedes formal employment or educational 

achievements. Performance-based payment tiers should include incentives for reaching 

intermediate milestones such as completing assessments, attending workshops consistently, 

obtaining certifications, and maintaining engagement for specific timeframes, not just final job 

placements. This structure should also fund the wraparound services and incentives that 

participants and staff identify as crucial for engagement, including transportation support, childcare 

assistance, and celebration activities that build community. Flexible funding mechanisms should 

allow sites to provide individualized supports based on participant needs while maintaining 

accountability for outcomes, ensuring that the "one-size-fits-one" approach is financially sustainable 

rather than dependent on sites stretching limited resources.  

Barriers and Participation Supports 

What we found: 

Participants face a range of practical (work/school conflicts), structural (transportation, housing), and 

internal (shame, mistrust) barriers. Staff and program participants both highlighted how trauma and safety 

concerns can undermine participation. Virtual offerings helped, but were inconsistent across sites. 

Recommendations: 

• Reinstate and scale hybrid programming to improve accessibility. Given the diversity of 

participant schedules and life demands, hybrid programming offers critical flexibility for engagement. 

NeON Works should reinstate virtual options for workshops, case management check-ins, and peer 

support groups to complement in-person programming. All sites should be equipped with the 

necessary technology infrastructure and staff training to ensure consistent, high-quality virtual 

delivery. Clear guidance and shared tools should be developed to streamline hybrid practices across 

sites. Where appropriate, participants should be able to choose their preferred mode of participation 

without penalty, reducing barriers related to commuting, caregiving, and safety concerns.  

• Create formal safety protocols tailored to each site’s context. Participants and staff both cited 

safety as a key concern, particularly in navigating between and within program sites. This includes 

participants' fears about traveling to certain sites due to neighborhood violence or crime, as well as 

concerns about personal safety while attending programming. Each site should engage participants, 

staff, and local community members in developing safety plans that reflect the specific dynamics of 
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their neighborhoods. These protocols should include strategies for managing on-site conflicts, 

procedures for supporting participants experiencing community violence or trauma, and clear 

communication channels for reporting concerns. Staff should be trained in de-escalation and trauma-

informed crisis response, and safety measures—such as secure entrances, lighting, and proximity to 

public transit—should be reviewed regularly. Transparent safety planning can help reduce mistrust 

and make participants feel more secure in attending programs. 

• Review transportation allowance to ensure that there is enough funding to meet participants’ 

transportation needs. Inadequate transportation support remains a significant barrier to consistent 

attendance, particularly for youth traveling from across boroughs or navigating housing instability. 

The current transportation allowance should be reviewed for adequacy and flexibility, with input from 

youth and staff. Sites should ensure that Metro Cards are readily available and distributed in a timely 

and manner. Consideration should also be given to expanding eligibility to cover transportation for 

related needs such as job interviews, training programs, and social services. Transparent guidelines 

should be shared so participants understand how and when they can access this support. 

• Partner with local organizations to address food insecurity, mental health, and housing needs 

that interfere with workforce readiness. Participants’ ability to focus on workforce development is 

often compromised by unmet basic needs. NeON Works should deepen partnerships with 

community-based organizations that specialize in wraparound supports, including emergency food 

access, mental health services, and housing stability. Sites could establish regular office hours or 

rotating on-site services from trusted providers, making these supports more accessible. Formal 

referral pathways should be tracked to ensure participants receive timely assistance. Embedding this 

support into the program—not treating it as ancillary—helps affirm a holistic approach to readiness 

and reinforces the message that participants’ full selves are welcome. 

Participant Satisfaction 

What we found: 

Strong relationships with staff drive trust and encourage ongoing participation. Comfort and belonging 

were central themes in both survey and focus group responses. 

Recommendations: 

• Preserve and support staff-program participant relationship-building through training, 

coaching, and realistic caseloads. The foundation of NeON Works' success lies in authentic 

relationships between staff and participants, which requires reducing caseloads to industry-

standard ratios of 1:10 for comprehensive case management. This will necessitate hiring additional 

case managers across all sites to ensure staff have adequate time to build meaningful connections 

with each participant. To support these relationships, sites should implement trauma-informed care 

training that focuses on creating psychologically safe environments and using strength-based 

approaches. Weekly reflective supervision between supervisors and direct service staff will help 

process challenging cases and prevent burnout, while peer learning networks among staff across 
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sites can facilitate sharing of relationship-building strategies, particularly from staff who share similar 

backgrounds with participants. 

• Incorporate structured feedback tools to regularly assess and respond to satisfaction levels. 

Participant voice is essential to ensuring that programming remains responsive and relevant. NeON 

Works should implement structured feedback mechanisms—such as quarterly anonymous 

surveys—to gather participants' insights on staff support, programming relevance, and overall 

experience. These tools should be co-developed with youth input to ensure accessibility and cultural 

resonance. Data collected should be reviewed monthly by a cross-functional team, including youth 

representatives, to identify patterns and prioritize adjustments. Importantly, a transparent feedback 

loop must be established so participants can see how their input leads to tangible improvements, 

building trust and reinforcing their role as co-creators of the program. 

• Continue culturally responsive facilitation practices that reflect participants’ lived 

experiences. Cultural responsiveness must remain central to the program’s pedagogy to foster 

belonging, engagement, and relevance. Facilitators should receive ongoing professional 

development on culturally sustaining practices, including how to embed participants’ identities, 

histories, and communities into session content and delivery methods. Curriculum should be flexible 

enough to incorporate current social issues and participant-driven topics, ensuring sessions feel 

timely and affirming. Focus group participants and PAC members emphasized how impactful it was 

to have case managers who were from their community or former NeON Works participants 

themselves. These staff members brought authenticity, relatability, and a deep understanding of 

participants’ experiences. As such, hiring and retaining staff with lived experience—especially alumni 

of the program and those from the communities served—should be prioritized. 

Outcomes and Impact 

What we found: 

Participants report gains in skills, confidence, and goal clarity. Older participants were more likely to 

secure jobs, while younger ones engaged more in education. Youth on probation or community 

supervision had similar employment outcomes but less access to internships than those not involved in 

probation services.  

Recommendations: 

• Track outcomes by age, probation status, and education to identify equity gaps. Develop 

differentiated programming pathways that address the specific needs and strengths of 

different participant populations. Create age-appropriate career development tracks that 

leverage the finding that older participants are more likely to secure jobs while younger participants 

engage more in education. For participants 18 and older, implement accelerated job placement 

programming with intensive employer partnerships, immediate income opportunities through paid 

internships, and fast-track certification programs in high-demand fields. For participants under 18, 

develop education-to-career bridge programming that combines academic support with career 

exploration, includes mentorship from slightly older program graduates, and offers summer intensive 
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programs that provide both educational credit and workforce experience. Establish flexible 

programming calendars that accommodate the different life circumstances of each age group, with 

evening and weekend options for older participants who may be working, and school-year 

programming for younger participants 

• Strengthen employer engagement and job placement infrastructure to increase overall 

placement rates. Hire dedicated employment specialists at each site who focus exclusively on 

cultivating employer relationships, conducting job development outreach, and coordinating 

placement activities separate from case management functions. Establish formal employer 

advisory councils that provide input on in-demand skills, hiring practices, and workplace 

expectations while creating a pipeline of committed hiring partners. Implement intensive job search 

support including weekly job club meetings, one-on-one interview preparation, and immediate 

follow-up with employers post-interview. Create rapid response protocols for job opportunities, 

ensuring participants can be matched and prepared for openings within 48-72 hours. Develop 

sector-specific training cohorts aligned with local labor market demands, particularly in healthcare 

support, retail, food service, and administrative roles that offer entry-level opportunities with 

advancement potential. 

• Prioritize internship development for youth on probation or community supervision, who face 

additional eligibility restrictions. Build a specialized network of justice-friendly employers who 

are committed to providing internship opportunities regardless of background check results, including 

social enterprises, community-based organizations, and companies with established second-chance 

hiring policies. Develop internal capacity-building internships within NeON Works sites and partner 

organizations that provide meaningful work experience while participants build skills and references. 

Create individual advocacy with employers and preparation protocols that help individuals on 

probation or community supervision navigate background check conversations, provide legal support 

for record sealing or expungement when appropriate, and offer intensive pre-internship preparation 

including mock interviews and workplace scenario training. Establish mentorship partnerships 

between individuals on probation or community supervision and professionals with similar 

backgrounds who can provide guidance and open doors to opportunities. 

• Implement comprehensive milestone tracking and celebration systems to reinforce long-term 

goals and demonstrate program impact. Develop individualized milestone maps for each 

participant that break down long-term goals into achievable short-term steps, with celebrations and 

incentives for each milestone reached rather than only final outcomes. Create portfolio 

development systems where participants document their skill development, completed training, 

work samples, and personal growth through digital or physical portfolios that serve both as tracking 

tools and job application materials. Establish peer recognition and success sharing programs 

including monthly celebrations of participant achievements, peer mentorship opportunities for those 

who reach specific milestones, and alumni networks that maintain connection and provide ongoing 

support. Implement longitudinal follow-up protocols that track participants for 12-18 months after 

program completion to measure long-term employment retention, wage progression, and continued 

education enrollment, using this data to refine programming and demonstrate sustained impact to 

funders and stakeholders. 
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Conclusion: Lessons and Implications  

The NeON Works program offers a compelling model for workforce development that centers equity, 

personalization, and healing. Through a “one-size-fits-one” approach, NeON Works reaches young 

people often overlooked or underserved by traditional job training programs—those balancing legal 

system involvement, educational disruptions, trauma, and economic insecurity. However, the evaluation 

findings reveal that while participants report high satisfaction and gains in skills and confidence, job 

placement rates remain low across all sites and participant groups. At its best, NeON Works creates 

environments where young people feel seen, supported, and believed in, but translating this strong 

foundation of trust and engagement into employment outcomes requires targeted improvements to 

employer partnerships, job development capacity, and placement infrastructure.  

This success, however, is not uniform. Program implementation and impact vary by site, participant 

age, probation status, and staffing capacity. While youth on probation or community supervision and 

community members both benefit from the model, differences in access to internships and training 

opportunities highlight how systemic barriers—like background checks and geographic restrictions—

continue to shape trajectories. Likewise, younger program participants are less likely to complete job-

related activities, suggesting a need for more developmentally appropriate supports and pacing.  

Participants report high satisfaction, but sustaining engagement remains a challenge. Structural 

barriers like housing instability, safety concerns, and limited access to transportation intersect with 

internalized barriers such as mistrust, stigma, and fear of failure. These realities underscore that 

workforce readiness cannot be separated from emotional readiness and basic needs stability. As staff 

in multiple focus groups noted, meaningful engagement often begins not with resume prep, but with 

healing and connection. 

Staff, too, are stretched thin. With caseloads at some sites exceeding 200 program participants per 

worker, even the most committed practitioners face burnout and limitations in the support they can 

offer. However, it's important to note that these caseload figures may combine participants across 

different service intensities—including those attending light-touch drop-in workshops alongside 

participants receiving more intensive case management services—which makes it difficult to assess the 

true burden on staff providing individualized support. The method for calculating these ratios and 

whether they distinguish between different levels of participant engagement was not clearly defined in 

available data. While staff leverage their own lived experiences to build trust, they often do so without 

the structural support or training needed to fully address the layered trauma program participants carry. 

Without addressing staffing and resource constraints, the program risks relying on unsustainable 

emotional labor and informal workarounds. 

This evaluation surfaced meaningful tensions that must be addressed for the model to reach its full 

potential: 

• Flexibility vs. Structure: The program’s “one-size-fits-one” approach is a major strength, but 

without consistent infrastructure for tracking engagement, follow-up, or referrals, sites risk uneven 

implementation and missed opportunities. 
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• High Satisfaction vs. Unequal Access: Participants report high satisfaction, especially with job 

training. Yet program reach and completion rates vary across age groups, education levels, and 

probation status. These differences raise questions about how equitably the model is serving its 

most vulnerable program participants. 

• Relationship-Driven Design vs. Resource Limitations: The strength of NeON Works lies in its 

relational model, but staff repeatedly noted that limited personnel, lack of dedicated mental health 

professionals, and challenges with cross-site collaboration restrict their ability to meet the program’s 

full promise. 

• Short-Term Outcomes vs. Long-Term Stability: While program participants value the program for 

helping them “do something productive today,” many also face structural challenges—housing 

instability, trauma, lack of wraparound supports—that cannot be solved through employment alone. 

Lessons Learned  

From these tensions, important lessons emerge: 

• Relationships are essential but insufficient without infrastructure. Trust between staff and 

program participants builds engagement, but sustainable systems are needed to manage caseloads, 

referrals, and outcomes at scale. 

• Equity requires intentionality. The fact that younger and lower-education participants experience 

lower completion rates must prompt targeted strategies—more tailored programming, better 

mentorship, and differentiated pathways that reflect readiness, not just eligibility.  

• Youth on probation or community supervision benefit from tailored opportunities, not 

workarounds. Rather than adjusting expectations to accommodate background check limitations or 

systemic constraints, programs must proactively build internship and employment partnerships that 

are inclusive by design. 

• Workforce development is inseparable from social and emotional support. NeON Works 

succeeds where it connects program participants not just to jobs, but to food, housing, mental health 

care, and a belief in their own futures. 

Implications for the Future 

As NYC considers the future of NeON Works, three areas deserve focused investment and reflection:  

• Sustaining Relationships at Scale: 

Personal relationships are central to NeON Works’ effectiveness. Scaling the model requires 

strategies that preserve this relational core—through reduced caseloads, reflective supervision, 

peer-to-peer staffing models, and trauma-informed professional development. 

• Expanding Structural Supports and Flexibility: 

Program participants need more than services; they need stability. Embedding NeON Works within a 

stronger web of wraparound supports—mental health care, housing assistance, food security—will 

allow more participants to fully engage. Formalizing virtual programming, increasing transportation 

access, and offering flexible participation rules are also critical for inclusion.  
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• Building a Learning System, Not Just a Program: 

NeON Works is not static. Its strength lies in its adaptability. Investments in data infrastructure, 

cross-site learning, and program participant-driven feedback loops will ensure the program continues 

to evolve in response to community needs. Future evaluations should track long-term impacts and 

capture how NeON Works supports not just employment, but identity development and community 

connection. 

In sum, NeON Works demonstrates what’s possible when youth on probation or community supervision 

are offered not just a program, but a pathway—one rooted in care, opportunity, and belief in their 

potential. To deepen and expand its impact, the program must now turn inward—strengthening its 

systems, structures, and supports—so that it can more fully meet the promise it holds.  
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Appendix A. Research Instruments  

A.1. Survey Instruments  

A. CONSENT 

• Why are you doing this study? We are doing this research study in partnership with the 

Department of Probation (DOP) and the Young Men’s Initiative (YMI) to evaluate the NeON Works 

program in New York City (NYC). Specifically, we are interested in your experiences as a participant.   

• What will I be asked to do in this survey? You will be asked to answer approximately 40 

questions about your experience within NeON Works.   

• Are there any discomforts or risks for participating in the survey? There are no risks in 

participating in this research beyond those experienced in everyday life. Some of the questions are 

personal and might make you uncomfortable. You may skip any question you choose.  

• What are the benefits of the study? We hope this research will provide a better understanding of 

the success and areas for improvement in implementing the NeON Works program and supporting 

youth with a wide range of lived experiences meet their career and education goals.  

• How long will it take for me to participate in this study? It will take about 15 minutes to complete 

the survey.  

• Will my survey responses be kept confidential? Your participation in this research is confidential. 

The survey does not ask for any information that would identify who the responses belong to. The 

NORC Institutional Review Board (IRB) may review records related to this research study. If there 

are any publications or presentations resulting from this research, no personally identifiable 

information will be shared because your name is in no way linked to your answers. We will do our 

best to protect the confidentiality of all the information we collect from you, but no one can guarantee 

complete confidentiality for data that is sent over the Internet.    

• Who can I contact about this study? Please contact Diana Serrano at serrano-diana@norc.org 

with questions, complaints, or concerns about this research. If you have any questions or concerns 

about your rights as a research participant, please contact the NORC IRB Manager by toll-free 

phone number at (866) 309-0542.    

• Payment for participation: The first 200 respondents who complete this survey will receive a $10 

gift certificate. You will need to provide an email address to receive the certificate code.   

• Am I required to participate in the survey? Your decision to participate in this research is 

voluntary. You can stop at any time. You do not have to answer any questions you do not want to 

answer. Refusal to take part in or withdrawing from this study will involve no penalty or loss of 

benefits you would receive otherwise. 

• Do you agree to participate in this survey? 

o Yes  

o No [Survey ends] 
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B. Intro to NeON Works 

1. Have you, either in the past or currently, participated in NeON Works? 

a. Yes [Proceed to 2a]. 

b. No [Display: This survey is for participants of the NeON works program, a [INSERT 

DEFINITION/DESCRIPTION OF PROGRAM]. If you have not participated in this 

program, please exit survey. If you have participated in this program, please select 

‘Yes’.]. 

2. Are you currently participating in NeON works? 

a. Yes [Proceed to 2a] 

b. No [Skip to 2b] 

2a. [If yes] How long have you participated in the NeON Works program?  

a. Less than 1 month  

b. One to three months  

c. Four to six months 

d. Seven to ten months  

e. Ten to twelve months  

f. Don’t know. 

[Skip to 3] 

2b. [If No], when did you last participate? (List month and year as options) 

_______________________ 

2c. How long did you participate in the NeON Works program? 

a. Less than 1 month  

b. One to three months  

c. Four to six months 

d. Seven to ten months  

e. Ten to twelve months  

f. Don’t know. 

3. How did you learn about NeON Works? 

a. Referred by DOP (e.g., Probation Officer) 

b. A workshop/training in my neighborhood 

c. Someone in my neighborhood 

d. Flyer 

e. Social Media 

f. Other, please specify_______________________ 

4. Which of the NeON communities do you live in? 

a. Bedford-Stuyvesant 

b. Brooklyn 

c. Brownsville 

d. East New York 

e. Harlem 

f. Jamaica 

g. Northern Staten Island 
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h. South Bronx 

i. None of the above [If ‘None of the above’] Where do you live? _______________ 

5. Which of the following are reasons you decided to participate in NeON works?  

Select all that apply. Select 'other’ to briefly describe other reasons (not listed) you decided to 

participate. 

a. My probation officer recommended it. 

b. Connection to job opportunities. 

c. Connection to internships and hands on career experience. 

d. Connection to educational resources (e.g., high-school equivalency tutoring programs). 

e. To participate in workshops and job training. 

f. To earn job related credentials/certifications. 

g. To expand my social networks and introduce me to new people. 

h. Connection to community resources. 

i. To work one-on-one with a job coach. 

j. To receive the stipend. 

k. Other 

Briefly describe what other reasons you decided to participate in NeON works. [If more than  

3 selected, proceed to 5a. Otherwise, skip to 6] 

5a. Please rank your top three reasons you chose to participate in NeON works. [Display 

all selected answers from 5] 

C. Program Experiences  

NeON works offers a variety of educational and job-related services to youth in your community and 

other communities in New York City. The next set of questions asks about your experiences receiving 

services through NeON works. 

Needs Assessment 

6. Part of the NeON works program is participating in an individualized needs assessment 

that helps identify what specific services would be useful to you. Which of the following 

best describes your awareness of and participation in a needs assessment? 

a. I am/was unaware that I could participate in a needs assessment. 

b. I am aware of this part of the program but did not/do not plan to participate. 

c. I am aware of this part of the program, and I am planning to participate. 

7. Prior to participating in program activities, did you participate in a needs assessment? 

a. Yes [Proceed to 8] 

b. No [Skip to 11] 

c. Don’t know/remember [Skip to 11] 

8. Please indicate the extent to which you agree with the following statements about the 

needs assessment. 

The needs assessment  
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a. considered my individual needs. 

b. considered my specific career goals. 

c. considered my educational goals. 

d. was specific to my community and background. 

e. helped me identify gaps in my education and job readiness. 

f. connected me to resources to help me meet my needs and goals. 

g. helped me create a plan for meeting my needs and goals. 

h. was overall a useful process for my future. 

Response Options: 

1. Strongly disagree 

2. Disagree 

3. Neither agree nor disagree 

4. Agree 

5. Strongly agree 

9. Since completing the initial needs assessment, have you talked with someone about 

your progress towards your goals? 

a. Yes 

b. No 

c. Not yet 

d. Not Applicable 

10. Is there anything else we should know about the needs assessment? 

[Skip to 12] 

11. Please briefly describe how you initially started the program. 

Program Services 

12. What is your level of engagement with each of the following NeON Works program 

activities and connections? 

a. Connection to high school equivalency preparation (such as tutoring) 

b. Connection to college preparation and enrollment programs/services 

c. Job training and readiness workshops (such as how to write a resume, how to interview, 

etc.) 

d. Credential preparation courses specific to your career of interest 

e. Crisis management services 

f. Internship placement 

g. Job placement 

h. One-on-one coaching 

Response options:  

i. I participated in the past. 

ii. I am participating currently. 

iii. I plan to participate in the future. 

iv. I have not used and do not plan to use this service. 

v. Don’t know 
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13. For each of the following activities and connections, please indicate why you are not 

participating. [show only activities where ‘I have not used and do not plan to use this service’ is 

selected in Q12] 

a. Connection to high school equivalency preparation (such as tutoring) 

b. Connection to college preparation and enrollment programs/services 

c. Job training and readiness workshops (such as how to write a resume, how to interview, 

etc.) 

d. Credential preparation courses specific to your career of interest 

e. Crisis management services 

f. Internship placement 

g. Job placement 

h. One-on-one coaching 

Response Options 

i. I was not aware of this service/activity. 

ii. Service is not relevant to my needs. 

iii. Service is not provided in or near my community. 

iv. Time or responsibility constraints. 

v. Other services are a greater priority. 

vi. No specific reason. 

vii. Other, please specify. 

The following questions will ask about the program services and activities you have participated in, are 

currently engaged in, or plan to engage with.  

[For each activity where 12a-12h = 1 or 2, show questions 14 – 17] 

14.  Please indicate how often you engage with [INSERT NAME OF ACTIVITY]. 

a. Onetime service/activity. 

b. A few times a year. 

c. Once a month. 

d. Once every few weeks. 

e. Weekly. 

f. Daily. 

g. Not Sure. 

15. The following are a list of reasons that someone might choose to participate in [INSERT 

PROGRAM ACTIVITY]. To what extent do agree with each of these as the reason YOU 

decided to participate in [INSERT PROGRAM ACTIVITY]?  

a. To help me reach my educational goals. 

b. To increase my knowledge about specific job requirements. 

c. To help me find a job. 

d. To earn necessary skills and credentials for a specific job. 

e. To help me learn more about my community. 

f. To connect me with job resources. 

g. To connect me with people in my community. 

h. For self-improvement. 
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i. To meet the requirements of my probation. 

j. My needs assessment identified this as a gap in my job readiness. 

k. To keep my stipend and other program incentives. 

16. Briefly describe the primary reason you participated in [INSERT ACTIVITY NAME] and 

what hoped you get out of participating? 

17. How did you get connected to this service? 

a. My probation officer. 

b. Someone else at DOP. 

c. NeON works program staff. 

d. NeON works stakeholder group. 

18. Of the services you used, which was most useful to you and your future. Select one. 

[Display only activities where 12a-12 h = 1, 2, or 3] 

19. To what extent do agree with each of these statements about your participation in 

[INSERT PROGRAM ACTIVITY]?  

My connection to [INSERT NAME OF SERVICE/CONNECTION] 

a. helped me reach my educational goals. 

b. increased my knowledge about specific job requirements. 

c. helped me find a job. 

d. helped me earn necessary skills to be successful at any job.  

e. helped me earn necessary credentials for a specific job. 

f. taught me more about my community. 

g. connected me with other community resources. 

h. connected me with people in my community. 

i. was useful for my overall self-improvement.  

D. Outcomes 

The following section asks you about your overall experience with the NeON works program. 

20. As a result of participating in NeON works, did you… 

a. Earn a GED or other high-school equivalency. 

b. Receive a job placement. 

c. Participate in an internship. 

Response Options: 

i. Yes 

ii. Not yet, but it is likely. 

iii. No 

21. Please indicate the extent to which you agree with the following statements about your 

participation in the NeON works program. 

Since participating in the NeON works program,  

a. I feel more equipped to enter the workforce. 

b. I am more confident in my contribution to my community. 



The Neighborhood Opportunity Network (NeON) Works Program Evaluation Report 
 

66 

 

Evaluation Report – FINAL | June 2025  

c. I find it easier to provide for myself and my loved ones. 

d. I feel like I belong in the workplace. 

e. I have what it takes to find a job that I love. 

f. It is easier for me to find a job. 

g. I feel unable to navigate the barriers to finding a high-quality job. 

h. My education is still a limitation to my ability to find a job. 

Response Options: 

i. Strongly Disagree 

ii. Disagree 

iii. Neither agree nor disagree 

iv. Agree 

v. Strongly agree 

E. Demographics 

22. Where were you born? 

a. Within the United States or a US territory 

b. Outside of the United States, born to US citizen(s) 

c. Outside of the United States, not born to US citizen(s) 

d. Unsure/Don't know 

e. Prefer not to answer 

23. Are you of Hispanic, Latino, or Spanish origin? 

a. Yes 

b. No 

c. Unsure/Don’t know 

d. Prefer not to answer 

24. Which category best describes your race? (Check all that apply.) 

a. Asian 

b. Black or African American/African/Afro-Caribbean 

c. Native American/American Indian/Alaska Native 

d. Native Hawaiian/Other Pacific Islander 

e. White or Caucasian 

f. Some other race 

g. Unsure/Don’t know 

h. Prefer not to answer 

25. Are there additional specific identifiers that you think better describe your racial/ethnic 

category? If yes, if you would like to provide your preferred identifier, please do so. 

__________________________________________________________________ 

26. Do you consider English to be your native language?  

a. Yes, it is one of my native languages 

b. Yes, it is my only native language 

c. No 

d. Unsure/Don’t know 
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e. Prefer not to answer 

27. What is your current gender identity? (Check all that apply) 

a. Male 

b. Female 

c. Transgender, female-to-male (FTM), transgender male, trans man, or trans masculine, 

male-to-female (MTF), transgender female, trans woman, or trans feminine 

d. Genderqueer, neither exclusively male nor female 

e. Other. Please specify _____________ 

f. Prefer not to answer 

28. What is your age? 

a. 16 

b. 17 

c. 18 

d. 19 

e. 20 

f. 21 

g. 22 

h. 23 

i. 24 

Closing Screen 

Thank you for participating in our survey. We hope you have a great day. In the next screen, we will ask 

for your email address to send the gift certificate. Your participation is greatly appreciated.  

Separate Screen (Not linked to the survey responses.) 

Thank you for completing the survey! To receive your $10 gift certificate, please provide us with your 

email address below. We'll send the certificate code to this email. Your email will only be used for this 

purpose and will not be shared with third parties. Thank you!" 

Email Address: ____________________________________________________ 

Focus Group Opportunity - Recruitment 

Are you interested in participating in a group conversation about your experiences with the NeON 

works program? These conversations will take place at or near your NeON works site and will be with 

your peers who also attend the program. You will receive $50 Visa Gift Card for your participation in a 

one-hour conversation. 

If you are interested, we need your email and phone number so we can contact you about scheduling 

this opportunity. 

Are you interested? ______ Yes       _____ No 
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*If “No” is selected, the page will close with a THANK YOU! 

*If “Yes” is selected... 

Thank you! Please provide your email and/or phone number so that we can contact you about your 

participation in a focus group.  

Name: _____________________________ 

Email: ______________________________ 

Phone: _____________________________  
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A.2. Focus Group and Interview Protocols – Program 
Participants and Staff  

Client Focus Group Protocol 

Thanks for taking the time today to join us. [Research team introduce yourselves: NAME, NORC, and 

PROJECT ROLE.]     

We have partnered with the Department of Probation (DOP) and the Young Men’s Initiative (YMI) to 

evaluate the NeOn Works program in New York City (NYC). Specifically, we are interested in your 

experiences as a participant in the program.  

We will be taking about an hour today. This focus group aims to collect information on [INSERT 

SPECIFICS]. Your participation in today’s focus group is completely voluntary. There are no 

repercussions for choosing not to participate. Because this is a focus group and there are other people 

present, we ask that you all agree not to share what is said during this conversation. While participants 

are asked to keep the conversation confidential, there is a risk that comments may be attributed to you 

outside of the group. We also ask that you all turn off your phones for the length of today’s meeting.  

I’ll now explain how this focus group works. While I have prepared questions, this is more of a 

conversation. I may ask one of you to share first, and then others can jump in if you want to also share. 

Please try not to talk over each other and be respectful of each other. Also, you can choose not to 

answer a question at any time, and we will not use your name in any reports. Do you have any 

questions about what is expected of you during this session or about the study before we begin?  

Can you please verbally consent to participation in this focus group today? (If anyone does not consent, 

they will be escorted out of the focus group before the session begins.) 

Also, I would like to audio record our meeting so that we can remember everything that is shared today. 

The recordings will remain with NORC and will not be provided to anyone else, and any presentation of 

the information in reports or other publications will not identify you individually.   

If that is okay with you, can you please confirm by saying “yes”? 

(If anyone declines the recording then we will not record and will tell the group.) 

Great, thank you! Let’s get started! 

Introductions 

If we could go around and introduce ourselves first, that would be great. Please say your first name, 

age, and favorite snack? Let’s start with the first person on my right -- 

Great! Thank you all for sharing and what wonderful snack ideas!  
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I may occasionally call on someone by name, but please remember you can jump in with your response 

when you have one. Be respectful of each other and let everyone finish their thought before you jump 

in. 

Background: Let’s start with a few impressions of the NeON works program.  

1. Once you were connected with NeON Works, what was your intake process like?  

2. When you first attended a workshop or program, what were your first impressions? 

Education/Career/Vocational Program/Internships 

Maybe some of you have more short-term involvement in the program and others have a longer 

commitment to NeoN Works. I also know that you might have different goals while involved with NeON 

Works. Some of you might be here to further your education, others for career planning. Let’s talk a 

little about the goals you have – education or career related.  

3. First, who have you talked about your long-term goals with? Can you share how that 

conversation went? 

4. Can someone start us off by describing what goals you have and how you decided on them? 

a. What steps did you take to develop these goals?  

5. In what ways does NeON support you in achieving your goals? For example, an activity, 

workshop, connecting with people, mentorship? 

a. What activities do you find most engaging and why? 

6. Have you been connected with any resources outside NeON? Who/how/why? 

7. What motivates you to continue participating in this program? 

Challenges and Recommendations – In this final section, I’d like to hear more about what makes it 

easier or more difficult for you to participate in the NeON Works program and give you an opportunity to 

make suggestions for ways to improve the program for others. 

8. What, if any, barriers or difficulties have you experienced in accessing or participating in the 

NeON Works programming? 

a. Internal program barriers (e.g., scheduling conflicts, location is too far away, not internet 

access) 

b. External barriers (e.g., transportation, childcare, scheduling) 

  

9. Finally, what recommendations do you have for improving the NeON Works program? 

Okay, thank you all so much for your comments and contributions! We have one final activity together 

before we finish. Take a moment and think of 3 words that sum up your experience with NeOn and then 

jot those words down on the paper in front of you. These words are totally up to you. As we leave, we 

can all hand our papers in. I’ll give you a few moments to write something down. Please don’t write your 

name on this paper. 

Thank you all for your time and contributing your knowledge to our study of the NeOn Works initiative. 

We will be sending you an email shortly with Visa Gift Card information for you to access the $50 

incentive for participating. Please keep an eye out for that email; we will follow-up with you all to make 

sure you receive it. Thank you! 
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Staff Focus Group Protocol 

Thanks for taking the time today to join us. [Research team introduce yourselves: NAME, NORC, and 

PROJECT ROLE.]     

We have partnered with the Department of Probation (DOP) and the Young Men’s Initiative (YMI) to 

evaluate the NeON Works program in New York City (NYC). Specifically, we are interested in the 

services delivered to clients.  

We will be taking about an hour today. Your participation in today’s focus group is completely voluntary. 

There are no repercussions for choosing not to participate. Because this is a focus group and there are 

other people present, we ask that you all agree not to share what is said during this conversation. While 

participants are asked to keep the conversation confidential, there is a risk that comments may be 

attributed to you outside of the group. Additionally, there is not time for all of you to be able to answer 

every question, but please jump in if you have something to share that has not yet been said. Also, you 

can choose not to answer any question you do not wish to answer, and we will not use your name in 

any reports to NeON Works or in any publications.    

Can you please verbally consent to participation in this focus group today? (If anyone does not consent, 

they will be escorted out of the focus group before the session begins.) 

Also, I would like to audio record our meeting so that we can remember everything that is shared today. 

The recordings will remain with NORC and will not be provided to anyone else, and any presentation of 

the information in reports or other publications will not identify you individually.   

If that is okay with you, can you please confirm by saying “yes”? 

(If anyone declines the recording then we will not record and will tell the group.)  

Great, thank you! Let’s get started! 

Background 

1. Please state your first name, your role with NeON Works, and how long you have been working 

with this initiative. 

2. How long have you been working for [community-based organization]?  

3. How would you describe the population you work with? 

4. Please talk us through a typical day with the program from your perspective.  

Support from NeON 

5. What kind of support is provided to your organization to facilitate NeON Works activities?  

a. Probe for connections to NeON Works leadership 

b. Are there other supports that would help you in obtaining the program’s goals? 

c. If yes, what would you suggest? 

6. Has this support changed over time? If so, in what ways? 
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Program Outputs 

7. What type of activities or programming do you provide to your clients?  

8.  Walk us through the process of deciding what opportunities are provided to clients.  

a. How do you decide what each client’s tailored approach looks like?  

b. What strategies do you use to keep clients engaged with the program? 

9. Thinking about your site, are there particular challenges or barriers in your community 

preventing your work with NeON Works from being successful? 

10. Please walk us through a particular activity or workshop that went well.  

a. Why was it so successful?  

11. Now walk us through a particular activity or workshop that could use improvement.  

a. Why did it fall short?  

b. What kinds of changes can be made to improve it?  

c. Are these problems pervasive across activities or are they singular to this activity?  

12. What do you see as the ultimate goals of the NeON Works program? 

Concluding Thoughts 

13. Is there anything you wish you could provide to your clients that you currently don’t offer? Why? 

14. Is there anything else you would like to share about your experience with the NeON Works 

initiative?   

Thank you all for your time and contributing your knowledge to our study of the NeOn Works initiative.  

Thank you all! 

Lead Agency Interview Protocol 

Hi, my name is ______________ and I’m a researcher at NORC at the University of Chicago. Thank 

you for your willingness to participate and take part in this interview. As you know, we are conducting 

an evaluation of the NYC NeON Works Program. As a leader of a sponsor agency for the program, you 

are an important partner in our evaluation effort.  

Our conversation today will last about an hour. As a reminder, your participation is completely voluntary 

and there are no repercussions for choosing not to participate. Also, you can choose not to answer any 

question you do not wish to answer, and we will not use your name in any reports to NeON Works or in 

any publications. 

Do you have any questions about participating in this study interview?  

Can you please verbally consent to participating in this study? (If no, then end the interview).  

Also, I would like to audio record our meeting so that we can remember everything that is shared today. 

The recordings will remain with NORC and will not be provided to anyone else, and any presentation of 

the information in reports or other publications will not identify you individually. Is it ok with you if I 

record our conversation? (Pause for confirmation/do not record if they say no).  

Great, let’s get started! 
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Intro & Role 

1. Please tell me about your current role. How long have you been in this position?  

2. What are your responsibilities overall? 

a) What are your responsibilities with the NeON Works program?  

3. How long do you spend (weekly, monthly?) on NeON Works activities, resources, or support? 

Inception 

4. What is the origin story of NeON Works?  

a) Probe for how their organization/agency was included and when 

5. What kind of needs did the program originally plan to fulfill? 

a) Probe: Do you believe that the program has fulfilled those objectives (or is on track to)? 

Have they expanded on those goals? How so? 

a) Probe: Is the program serving the populations it set out to? How or how not? 

6. How were each of the sites selected to be included?  

a) Probe: Did that happen simultaneously?  

a) Probe: Were you involved in the process? How did you contribute? 

Collaboration 

7. What does collaboration amongst [other agency leaders/specify depending on who is being 

interviewed] look like?  

a) How do you communicate with each other?  

8. Under which conditions do you have the opportunity to interact with participants/clients directly? 

a) Probe: What is that interaction like? How often does it occur? 

a) Probe: Do you have recommendations for improving leader and participant 

communication? 

9. How often do you interact with NeON Works staff directly?  

a) Probe: What is that interaction like? How often does it occur? 

a) Probe: Do you have recommendations for improving leader and program staff 

communication? 

Sustainability and Impact 

10. From your perspective, in what ways is NeON Works program meeting its stated goals  

a) How do you know? 

11. What are your recommendations, if any, for improving the program?  

a) What experiences lead you to make those recommendations? 

12. What is this program doing really well? 

a) Probe: What enables the program to do this well?  

13. Can you describe your hopes for the future of this program?  

a) Probe: Is the program sustainable for leaders and staff? Timewise? 

Last Thoughts 

Is there anything else you’d like to share today that I didn’t ask about? Thank you so much for your time 

today. Again, your feedback is vital to our evaluation of the NeON Works program.  
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A.3. Site Visit Protocol  

Observation Guide Template 

Instructions: Observation data will focus on material resources, documents, space descriptions, and 

generic interactions that will not include names of individuals or identifying factors beyond "staff" and 

"client." If you observe more than two settings/activities, please add another Observation Setting 

column and continue.  

Location:  Date/Time: Observer Name:  

  General Space Setting #1 (what 
does the space look like?): 

General Space Setting #2 (what 
does the space look like?): 

Topic Observation Setting #1 Observation Setting #2 

General description: What are you 
observing? (Workshop, individual 
planning session with client, other 
activity) and who? (#s of 
client/staff, no names) 

    

Activity Resources: What 
resources are being used for the 
activity? How are clients interacting 
or accessing them? *Example 
Resources include blackboards, 
worksheets, laptops, etc. 

    

Engagement: How engaged are 
clients in what you are observing? 
Is it interactive? How are staff 
engaging or not engaging with 
clients? 

*Engaged looks like they are 
conversing, or actively listening, 
with each other 

    

Discourse: What are clients 
discussing? Are there recurring 
themes or topics? How are the 
staff interacting in that discussion? 

    

Researcher Questions/Other      
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General Observations: Remember that some locations have other programming happening 

simultaneously or in the same space; try to delineate what is NeON Works-specific. 

Physical Space: What kind of 
space is dedicated to NeON 
activities at the community-based 
organization? What is it like? 
(Possible questions: Where is it 
located? Are there easy ways to 
get there? How accessible is the 
building?)     

Materials/Resources: What 
materials and resources are 
available at this site? Who are they 
available to? What materials are 
utilized the most? The least? Are 
all resources operating properly?  

    

Communication/Interaction (no 
names): Who seems to be 
interacting and communicating the 
most? What is the content covering 
(personal, about program details, 
about new opportunities, etc.)? 
What is the relationship between 
individuals (friendly, professional, 
etc.)? Are there differences 
between how different roles 
interact with each other? 

    

Researcher Questions/Other     
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Appendix B. Supplemental Tables  

Supplemental Table 1: Age Across Sites 

Provider Site Fiscal Year Over 18 Under 18 

America Works of New York (n=643) FY21 73% 27% 

FY22 71% 29% 

FY23 86% 14% 

FY24 81% 19% 

Brooklyn Community Services (n=413) FY21 63% 37% 

FY22 72% 28% 

FY23 87% 13% 

FY24 63% 37% 

Center for Community Alternatives (n=311) FY21 68% 32% 

FY22 79% 21% 

FY23 65% 35% 

FY24 43% 57% 

Community Mediation Services (n=618) FY21 53% 47% 

FY22 59% 41% 

FY23 59% 41% 

FY24 37% 63% 

Exodus Transitional Community (n=535) FY21 75% 25% 

FY22 58% 42% 

FY23 63% 37% 

FY24 50% 50% 

The Center for Justice Innovation (n=304) FY21 63% 37% 
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Provider Site Fiscal Year Over 18 Under 18 

FY22 71% 29% 

FY23 83% 17% 

FY24 44% 56% 

The Osborne Association (n=522) FY21 29% 71% 

FY22 62% 36% 

FY23 88% 13% 

FY24 80% 20% 

Supplemental Table 2: Gender Across Sites 

Provider Site 
Fiscal 
Year Female Male 

America Works of New York (n=643) FY21 43% 57% 

FY22 42% 58% 

FY23 39% 61% 

FY24 38% 61% 

Brooklyn Community Services (n=413) FY21 47% 53% 

FY22 34% 66% 

FY23 31% 69% 

FY24 39% 59% 

Center for Community Alternatives (n=311) FY21 32% 26% 

FY22 23% 28% 

FY23 33% 28% 

FY24 20% 28% 

Community Mediation Services (n=618) FY21 46% 54% 

FY22 45% 55% 
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Provider Site 
Fiscal 
Year Female Male 

FY23 41% 58% 

FY24 36% 64% 

Exodus Transitional Community (n=535) FY21 41% 59% 

FY22 46% 54% 

FY23 39% 57% 

FY24 50% 48% 

Fund for the City of New York/Center for Court 
Innovation (n=304) 

FY21 66% 34% 

FY22 53% 47% 

FY23 25% 73% 

FY24 29% 47% 

The Osborne Association (n=522) FY21 66% 34% 

FY22 44% 56% 

FY23 22% 78% 

FY24 27% 73% 

*Percentages may not sum to 100% due to rounding and the collapsing of smaller response categories 
into “Other/Unreported.” 

 

Supplemental Table 3: Race Across Sites 

Provider Site 
Fiscal 
Year 

Black/African 
American/ 

African 
Other/ 

Unreported White 

Asian/ 
Pacific 

Islander 

America Works of New 
York (n=643) 

FY21 71% 19% 6% 4% 

FY22 61% 23% 12% 5% 

FY23 67% 21% 10% 2% 

FY24 70% 20% 8% 2% 
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Provider Site 
Fiscal 
Year 

Black/African 
American/ 

African 
Other/ 

Unreported White 

Asian/ 
Pacific 

Islander 

Brooklyn Community 
Services (n=413) 

FY21 83% 16% 1% 0% 

FY22 88% 9% 2% 1% 

FY23 90% 0% 9% 1% 

FY24 86% 8% 0% 5% 

Center for Community 
Alternatives (n=311) 

FY21 90% 8% 1% 0% 

FY22 88% 10% 1% 1% 

FY23 85% 3% 12% 0% 

FY24 77% 17% 3% 3% 

Community Mediation 
Services (n=618) 

FY21 73% 20% 3% 4% 

FY22 65% 19% 2% 13% 

FY23 50% 34% 1% 15% 

FY24 69% 18% 3% 9% 

Exodus Transitional 
Community (n=535) 

FY21 63% 37% 0% 0% 

FY22 74% 25% 1% 0% 

FY23 78% 21% 0% 1% 

FY24 63% 33% 2% 2% 

The Center for Justice 
Innovation (n=304) 

FY21 69% 26% 0% 6% 

FY22 88% 9% 3% 1% 

FY23 80% 13% 7% 0% 

FY24 82% 15% 3% 0% 

FY22 60% 38% 1% 1% 

FY23 58% 38% 3% 1% 

FY24 64% 33% 1% 3% 
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Supplemental Table 4. Ethnicity Across Sites 

Provider Site 
Fiscal 
Year Hispanic 

Non-
Hispanic Unreported 

America Works of New York (n=643) FY21 21% 73% 6% 

FY22 37% 51% 12% 

FY23 28% 62% 10% 

FY24 26% 62% 12% 

Brooklyn Community Services (n=413) FY21 17% 73% 10% 

FY22 4% 94% 2% 

FY23 16% 84% 0% 

FY24 7% 93% 0% 

Center for Community Alternatives 
(n=311) 

FY21 10% 89% 1% 

FY22 14% 84% 3% 

FY23 18% 82% 0% 

FY24 17% 80% 3% 

Community Mediation Services 
(n=618) 

FY21 14% 71% 15% 

FY22 15% 78% 7% 

FY23 27% 62% 11% 

FY24 24% 71% 4% 

Exodus Transitional Community 
(n=535) 

FY21 33% 56% 11% 

FY22 31% 61% 8% 

FY23 29% 62% 9% 

FY24 17% 65% 17% 

Fund for the City of New York/Center 
for Court Innovation (n=304) 

FY21 29% 71% 0% 

FY22 19% 81% 0% 

FY23 18% 82% 0% 
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Provider Site 
Fiscal 
Year Hispanic 

Non-
Hispanic Unreported 

FY24 9% 91% 0% 

The Osborne Association (n=522) FY21 33% 66% 2% 

FY22 40% 56% 4% 

FY23 39% 56% 5% 

FY24 46% 42% 12% 

Supplemental Table 5. Probation Status Across Sites 

Provider Site 
Fiscal 
Year 

Not on Probation 
or Community 
Supervision 

On Probation or 
Community 
Supervision 

America Works of New York (n=643) FY21 61% 39% 

FY22 73% 27% 

FY23 68% 32% 

FY24 74% 26% 

Brooklyn Community Services (n=413) FY21 62% 38% 

FY22 64% 36% 

FY23 65% 35% 

FY24 81% 19% 

Center for Community Alternatives (n=311) FY21 67% 33% 

FY22 66% 34% 

FY23 59% 41% 

FY24 70% 30% 

Community Mediation Services (n=618) 

 

FY21 85% 15% 

FY22 73% 27% 

FY23 57% 43% 

FY24 58% 42% 
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Provider Site 
Fiscal 
Year 

Not on Probation 
or Community 
Supervision 

On Probation or 
Community 
Supervision 

Exodus Transitional Community (n=535) FY21 90% 10% 

FY22 85% 15% 

FY23 78% 22% 

FY24 67% 33% 

The Center for Justice Innovation (n=304) FY21 97% 3% 

FY22 67% 33% 

FY23 34% 66% 

FY24 53% 47% 

The Osborne Association (n=522) FY21 95% 5% 

FY22 56% 44% 

FY23 44% 56% 

FY24 65% 35% 

 


