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Whereas most evaluations of youth empowerment focus on individual outcomes {i.e., were individual
youths empowered?)}, this article focuses on the program as the unit of analysis and seeks to explain how organi-
zationat structures, program design features, and processes lead to organizational empowerment (OE). OE is
defined as organizational efforts that gensrate psychological empowerment among members and organizational
effectiveness needed for goal achievement. Casc studies of five American Legacy Foundation-funded tobacco
control youth empowerment programs were conducied during the first 2 years of implementation. Using an OE
framework, the authors assessed program design features of the youth empowerment programs that contributed
to or detracted from processes leading to OF. Comparing and contrasting the programs led to the identification
of models and strategies that contribute to OE. Ecological influences of the state contexts (i.e., political climate,
history of tobacco control, and public health infrasiructure) were also examined.
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Evaluations of youth empowerment (YE) programs have focused on the individual
level or psychelegical empowerment, “the individual’s ability to make decisions and
have control over his or her personal life.”! Less aticntion has been directed at exploring
how the organizational structures in which YE programs are embedded funciion either to
foster or to constrain the empowering process and its outcomes. As a first step in stimulat-
ing research directed at an organizational level of analysis, Peterson and Zimmerman
have recently presented a framework for conceptualizing organizational empowerment
{OE), which they define as organizational efforts that generate psychological empower-
ment among members and organizational effectiveness needed for goal achisvement,®

According to Peferson and Zimmerman, organizations that empower individual mem-
bers exhibit distinctive internal processes as well as linkages fo other organizations that
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support this goal. Peterson and Zimmerman delineate a complex network of OE pro-
cesses and outcomes that comprise intraorganizational, interorganizational, and
extraorganizational factors.? Intraorganizational factors are those characteristics that rep-
resent the infernal structure and functioning of organizations; interorganizational factors
capture linkages and relationships between organizations; and extraorganizational fac-
tors refer to actions intended to affect the larger policy, or other, environments. Peterson
and Zimmerman further distinguish factors that are linked to the process of becoming
empowered from the outcomes of an empowered organization. Specific constructs within
each of these domains are listed and defined in Table 1.

This article applies the OF framework to a comparative case study of five state-level
YE tobacco control programs receiving support under the American Legacy Founda-
tion’s (Legacy) Statewide Youth Movement Against Tobacco Use (SYMATU). Within
the tobacco control context, Legacy has defined YE as the process by which youths (ages
12 to 1'7) become active participants in the planning and implementation of tobacco con.
trol activities within their states and communities.’ 5 Y MATU s stated objective is to fos-
ter meaningful youth-led Tobacco prevention activities or programs to reduce youth
tobacco use, to encourage YE, to reduce positive attitudes about tobacce, and to reduce
youth exposure to secondhand tobacco smoke, We apply the OE framework to help
explain the differences between programs, to illuminate potential relationships between
design elements and empowering processes, and io provide guidance to policy makers
and practitioners on achieving OF in the design of YE programs. Using the Peterson and
Zimmerman framework,® we categorized the key components of program design that
emerged from the case study material according to intraorganizational, interorganizational,
and exlraorganizational empowerment processes. Because our data were from the first 2
years of the program—mcluding inception and start-up—our analyses focus on the
empowering processes rather than on the ontcomes of OE.

METHOD

Program Grant Intervention

In fall 2000, Legacy launched a $35 million grant program for the 46 states, the Dis-
trict of Columbia, and five U.S. temritories affiliated with the Master Settlement Agree-
ment (MSA) to establish and support statewide yonth movemenis against tobacco use.”
‘Twelve states (later increased to 17) that completed or initiated the Youth Tobacco Survey
were awarded program grants ranging from $500,000 to $1,000,000 per year, for 3 years,
Legacy underlook a mixed-methods approach in evaluating the YF programs. All state
grantees participated in astructured evaluation of local youth-led tobacco control groups,
summarized in other articles in this issue. On the basis of regional and programmatic
diversity, 5 states were selecled for qualitative case studies (New Jersey, Oklahoma,
Sonth Dakota, Verment, and West Virginia) to examine in greater depth the structure and
operation of the program at the state and local level,

Data for five qualitative in-depth case studies were collected through semistructured
interviews, focus groups, documents, and observations. We conducted in-person and
telephone interviews with state, regional, and local program staff, members of collaborat-
ing organizations, and youths for Program Years 1 and 2, Researchers interviewed the
same respondents each year (if they were in the same position) at the state and local pro-
gram level. Adults who participated in the interviews consisted of health department
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directors, state and local program managers and coordinators, adult youth program coor-
dinators, community-based organization (CBO) directors, and media coordinators.

Focus groups were composed of the youth members of local groups working together
in SYMATU. Our sampling strategy allowed for “breadth” and “depth’” in local program
data collection. We followed a minimum of three local groups in each state for 2 years of
the study; we chose groups to achieve ethnic/racial, regional, and social diversity; and we
selected groups with varying levels of activity and achievement.

Adult facilitators for these Iocal groups were interviewed in conjunction with the
focus groups to provide the researchers with both the adult and youth perspectives on
local group functioning and activities. Individual youth leaders in each state were also
interviewed to obtain a rich sample of youth perspectives on the programs. In addition,
each of the five states provided program documents and reports for review. Many states
had sophisticated Web sites that offered program information. Observational reports on
youth activities and trainings also served as important data sources.

An analysis of SYMATU would not be complete without examining the context of
each state’s tobacco control program.® Factors that we considered in the qualitative analy-
sis included tobacco control history and background, funding, political climate, prior
tobacco conirol experience, and other state-level demographic factors. Background
materials from the U.S. census, the Centers for Disease Control and Prevention’s (CDC)
Youth Tobacco Survey, and Tobacco-Free Kids Campaign documents aided in providing
a baseline assessment of the ecological environment in each state.

During the 2-year period, 379 youths in 46 focus groups were interviewed. Two-thirds
(64%) were female. All focus group participants were enrolled in school, with the major-
ity of youths at the 11th-grade level or lower {only 10% of youths were senfors in high
school). White was the predeminant racial or ethnic group (68%), followed by mixed
racefother (12%), Black/African American (7%), Hispanic/Latino (5%), and Asian (5%).
The majority of SYMATU participants who participated in the focus groups were not
employed (61%) or worked 1 to 9 hours per week (19%). Sixty percent of youths in the
focus groups reported being involved in SYMATU for 6 months to 2 years.

States were compared across many dimensions. For example, organization charts and
program maierials were reviewed and compared, and interpretive analysis of key stake-
holder interviews and focus groups with youths led us toidentify significant contrasts and
similarities among the program design elements depicted in the article. Organizational
structures were compared assessing cormmonalities and differences and their associated
effects on processes.

Key Definitions

For the purpose of this article, the SYMATU “program” is defined as encompassing
several levels of organization: the state or local departments of public health; other state,
regional, or county-level organizations; intermediary (subcontractor) organizations; and
local youth groups. Although sublevels of the organization can be considered to be orga-
nizations in their own right, when we discuss OE, we mean it to include the entire enter-
prise, not a single level. There are times when a specific level is discussed, and these are
noted.
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FINDINGS

Each of the five state programs was structured differently, and each had its strengths
and weaknesses relative to OE. However, it is important to note that each program was
part of a larger system and was directly or indirectly affected by the ecological context of
tobacco control in the state. Thus, we describe the effect of ecological context on various
aspects of OE prior to addressing other program design elements.

Ecological Context

Ecological context affects what is politically feasible and practical in designing new
programs, and this is especially true in state-level agencies (all five programs were
located in the Statc Departments of Health). In terms of tobacco control, ecological con-
text pertains to, but is not limited {o, the following: extent of tobacco use among teens,
amount of fobacco control funding, degree of political support for tobacco control, and
history of tobacco control. We found all of the above influenced SYMATU design to
some degree.

In some states, tobacco use among teens was above the national average of 28%,
whereas in other states it was below (ranging from 24.5% to 38.5%). The culture of smok-
ing, economics of tobacco (tobacco-growing states generally had higher rates of teen
smoking and smokeless tobacco use), and general societal tolerance for smoking
accounted for much of the difference between the states.

States with higher levels of funding for tobacco control and prevention had far greater
resources and an existing infrastructure on which to establish their SYMATU programs.
The pool of adults with experience in teen tobacco programs was greater in states with
more resources and a longer history of tobacco control. In addition, the demographics of
state residents and the teen population were significant determinants of program design.
For example, in one state, youths were more ethnically diverse, and this meant tailoring
activities to be culturally appropriate. In a state with large Native American populations
that have unique traditions and norms related to tobacco use, Native American elders
were involved in developing special programs for those youths. In states with low popula-
tion density, there were often not enough youths in a specific geographic region to form a
local group, and local groups were more likely o be school based because schools were
the places where youihs congregated. In school-based programs, it was challenging for
adults and youths to shed the “flavor” of school, where adults are authority figures, and
adopt a YE approach.

Program Contrasts

In comparing the five state programs, we found substaniial differences in the follow-
ing areas: (a) organizational structure, (b) program theory and vision, (¢) compensation
of adult facilitators, (d) training of adult facilitators, (e) training for youth, (f) statewide
youth advisory boards, (g) local activities, (h) relationships with other tobacco control
organizations, (i) regional and statewide activities, and (j) media campaigns. However,
interpreting these variations was not simple. The OF framework helped us understand
why these elements of the program made a difference in the way YE took shape and the
process of empowering youths.

The program elements described below frequently crossed the conceptual boundaries
between intracrganizational, interorganizational, and extraorganizational components,
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For example, organizational structure determined the degree to which each state’s pro-
gram encouraged subgroup linkages (intraorganizational process) and helped access the
social networks of the organizations (interorganizational process).

‘The OE framework helped elucidate program contrasts and also program similarities,
nltimately enabling us to categorize the five state programs into three organizational
models: centralized, decentralized, and participatory as described below. In the text that
follows, we organize our findings according to intraorganizational, interorganizational,
and extraorganizational components of OE. Each program element and related OE pro-
cesses are compared across the three program models shown in Table 2.

Intraorganizational Component of OE

Iniraorganizational elements include subgroup linkages, incentive management,
opportunity role structure, leadership, social support, and a group-based belief system as
defined in Table 1.2

Organizational Structure

One of the first decisions made by each of the states was whether to house and staff the
program within the State Department of Health, to subcontract to another organization, or
to devise some combination of strategies. This decision had profound implications for all
three OE components: intraorganizational, interorganizational, and extraorganizational.
Although each state had a unique organizational structure, collectively they can be char-
acterized as centralized, decentralized, and participatory models, The two ctitical factors
in organizational design weie coverage of the entire geographic area of the state and use
of preexisting tobacco networks and organizations. The number of local youth groups
ranged [rom 15 to 38 across the states. Organizational structure affected subgroup link-
ages, the degree to which social networks of other organizations were accessed, opportu-
nity role structure, and the group-based belief systern.

Centralized Model. In the cenfralized model, a subconiract was given to a statewide
prevention network that had local offices in all counties of the state. Historically, the net-
work conducted tobacco control activities in the state (primarily for adults), and the teen
program was added to the organization’s initiatives. For youths in this model, regardless
of location of residence, there was a local program they could join. Adult facilitators were
all employees of the same organization and therefore consistent in their role performance

Decentralized Model. In the decentralized model, the state subcontracted with six re-
gional organizations believing that local organizaiions can betier serve their constituents
because they understand both the health needs and the political climate in a community.
Each regional organization then established local youth groups in the area it covered. By
definition, the way each region set up local groups was unique. Whereas regions covered
the entire geographic area of the state, within-region coverage was variable. Most of the
regional organizations that received a contract were involved in other tobacco prevention
programs, and there was the potential for linkages between the adult and teen programs,
although to a lesser extent than in the centralized model.

{text continues on p, 588}
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and understanding of YE. Because the subcontract went to a community organization,
youth meetings were not held in schools, and this encouraged a more diverse group of
youth to become involved.

Participatory Model, In the participatory model, the state issued a request for propos-
als to CBOs in the state, including tobacco control organizations and youth development
organizations. After being reviewed by a committee of teens, grants of $2,500 were
awarded to organizations based on their proposed plan, but there were no constraints on
the kinds of activities proposed. Demonsirating that there was significant youth contribn-
tien to the proposal was mandatory. Because each contract went to a freestanding lacal or-
ganization, in the participatory model, not all geographic areas were covered, and there-
fore not all youths had access to a local group. Housing the YE programs in other CBOs
helped the teens access the social networks of other organizations.

Program Theory and Vision

A striking difference that emerged from interviews with state-level officials in the five
states was in program approach and vision, Vision originated at the state level and perme-
ated all levels of the organization. In states with a clear and consistent vision, interviews
with youths, adult coordinators, and state program staff solicited consistent responses
about the mission of the program, Some of the states had well-conceptualized and articu-
lated YE principles, whereas others were less clear in their approaches. In states where
overall vision was ambiguous, youths and adults had different notions about the purpose
of the program. The difference in these expressed approaches can be characterized as
empowermen! versus behavior change theory.

States with an empowerment-oriented vision struciured their programs to allow
gréater decision making by youths and made sure that resources (especially money) went
directly to youths. This strategy promoted youth leadership as youths had greater control
ol decisions and resources. Other states assumed a behavior change approach with the
goal of smoking reduction and cessation. These states iended to see the overall purpose of
ilie program as reducing teen smoking rates rather than creating social change agens.
Thesé Were also the stales with More conservative lobacco policies and were under more
pressure (o show quantitative results to win support from legislators and policy makers
for continued funding. Behavior change theories focused less on the YE aspects of the
program and instead emphasized modification and prevention of negative health
behaviors.

Three substantive areas were important for the states to meld together in developing a
vision at program inception: tobacco control strategies, YE technigues, and adolescent
development theory. Two programs developed sophisticated approaches that incorpo-
rated theory in ali three areas. These two states had a number of advantages in that they
were designated “comprehensive™ tobacco control states by the CDC, were among the
top states for tobacco prevention funding, and had longer histories of tobacco control than
other case study states. They were also more familiar with YE techniques, having
incorporated them into other programs.

Drawing on their expertise in both tobacco control and YE led the two states to develop
aclear and well-articulated vision that pervaded their program design and was ultimately
reflected in comments we heard from youth participants. Their approaches led to the cre-
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ation of formal leadership roles for youths such as officer positions in the local groups or
ﬁy putting youths in charge of developing peer-training seminars.

" Opportunity role structure for youths, defined by Peterson and Zimmerman as the
number of, and access to, formal roles to control tasks and improve skills and competen-
cies, was highest in these two states. An additional advantage was the incorporation of
_adolescent development theories. One program limited membership to high school stu-
dents exclusively because including younger kids would make the program “uncool” for
Tigh schoo-age youths. Another staig developed distnct programs for middle school-
age and high school-age adolescents with different activities and slogans, respectively.

'Wﬁmﬁﬁamm
their vision, struggled wilh trying 1o balance the vnique needs of younger and older teens
‘Who Were paricipaling in the program, By definition, the younger teens who were less
‘maturc needed more adult guidance to accomplish their goals. These states did not
address the issues around being “cool” that are so important to teenagers.

The group-based belief sysiem was more consistent from local group to local group in
states that were guided by a theory of empowerment, Youths were clear about what
aspects of the program they were leading, and they stated that they were satisfied with
their roles. (However, it is important to note that in these states, the youths were often
more committed to YE than to the tobacco control mission of the program). In states with
a more traditional behavioral change model that emphasized change by reducing tohacce
Tse by individual youths rather than by having youths collectively hecome empowered,
here was more adult involvement than in the states with empowerment approaches. Par-
ticalarly in Year 1, youths reported that 1hey were being paid lip service regarding their '
Tevel of decision making, some were not satisfied with iheir limited decision-making
roles and acknowledged that their adult coordinators controlled most of the decisions.
This fact became apparent to state program Jeaders, and we watched these states make
changes between Years 1 and 2 to improve their organizational processes and {0 redirect
decision making toward youths.

Some states involved youths in the conceptual phase of the program, whereas in oth-
ers, the adults developed menus of activities and youths then selected among them. We
viewed this as a profound difference in philosophies among the programs.

Compensation of Adult Facilitators

The SYMATU programs were dependent on adult facilitators at the local level to coor-
dinate the youth groups and provide basic necessities such as transportation and
resources for youths, as well as more intangible resources such as tobacco conirol exper-
tise, motivation and inspiration, guidance in choosing and implementing activities, and
help in connecting with other local groups or the larger regional or state siructure. Adult
compensation could have been structured as full-time, part-time, or volunteer in any of
the program models, and the amount of compensation differed greatly by program, In
some programs, adult coordinators were full-time paid staff; in others, they were volun-
teers who received reimbursement for expenses, whereas others received a stipend. Adult
compensation, defined as incentive management in the OFE framework, facilitates mem-
ber participation by providing incentives or reducing costs,

Recruitment and retention of adult coordinators was affected by compensaiion. Pro-
grams with full-time, paid adult coordinator positions could advertise for and attract staff
with experience in, and/or a passion for, YE. These staff members obviously had more
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time to spend on the SYMATU program, and they were not distracted by other job priori-
ties. Programs that recruited volunteer adult coordinators tended to find individuals (e.g.,
teachers, coaches, parents) who were involved in other kinds of volunteer youth activities
but were not skilled in YE and were usually authority figures. Adult coordinators who
were paid a stipend but had another job as their primary employment gave priority to the
Jjob that was their main source of income.

Training for Adult Coordinators

Training for adult coordinators also varied by program. Three aspects of adult training
were important: amount, content, and consistency of training among adult coordinators.
The purpose of fraining was to build skills, and it enabled coordinators to facilitate the
youth groups more effectively; to work together across local groups (facilitate subgroup
linkages); and to adopt a consistent approach to adult leadership (and by extension, YE).
The number of adult fraining sessions ranged from one to four per year. The benefits of
multipte raining sessions were that adult coordinators were brought together several
times, developed common understanding regarding the program, and shared practical
experience.

Some programs placed a strong emphasis on training adults in YE principles, whereas
others did not. In states that did not emphasize YE techniques, the adult coordinators’
individual philosophies regarding youths were inconsistent and sometimes in direct con-
flict with the literatare on YE. By contrast, in a state where adults were trained in empow-
erment techniques, a youth commented,

It seems like we make a lot of decisions, and [the adult facilitator] is really just there to help
us when we decide to do something, help us go through with it, contact people we need to talk
to. She’s really just there as a helper, and it’s more up to us to get everything done [and]
decide what we’re doing and everything, We get to choose what we do and what we think
wotld be fun for [other] youth to do.

Youth Training

Youth training varied across programs, just as adult training did, in amount, content,
and consistency. Youth had both formal and informal means of gaining leadership skills.
They could attend a formal skills training for all involved youths, or they could develop
leadership skills experientially; for example, as president of their local group or by lead-
ing an activity at the local level. Formal and informal training opportunities were avail-
able ai the siate, regional, and local levels. Content ranged from skill building to political
advocacy work. One youth described a state-level training this way:

They had four main workshops: motivate, activate, gyrate, and communicate. And we
learned . . . different things . . . communicate you learned public speaking skills, how to talk
to the media. Motivate: getling recruitment. Activate: that’s like the first activate one was
picking thename ... Gyrate, which that was incorporating like doing different skits, incorpo-
rating it in music and different things to like do different activities.

One program had & large statewide iraining each year that served as both a training and
bonding activity for which it issued a “call for presentations.” Youths were invited to sub-
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mit a proposal for a seminar that they could lead if it was accepted (most were). The train-
ing was led by youths and addressed the areas they thought were most important.

Statewide Youth Advisory Boards

One means of assuming a formal leadership role was by becoming a representative o
the Statewide Youth Advisory Board, either through election or by volunteering. State-
wide Youth Advisory Boards were established by all of the programs, although each state
was unique in its number of members, selection criteria, and roles and responsibilities.
The boards provided youth leadership at the state level, advised state program staff, and
provided direction for the statewide program as a whole. The number of Statewide Youth
Advisory Board members ranged from 20+ o 72 across programs. Roles and responsibilities
of the Statewide Youth Advisory Board members were quite different in each program.

Local Activities and Meetings

‘What mattered most (o the youths and where they had the most exposure to the pro-
gram was at the local level: working with their peers and the adult coordinators. The way
the local groups operated was the result of all of the factors described above: organiza-
tional structure, program vision, adult training and compensation, and youth leadership
and training. The degree of youth autonomy, resource management, relationships with
aclult coordinators, and the kinds of activities planned were all consequent to other
intraorganizational components. The emphasis on skill building versus political activism
at the state level trickled down to the local groups and Ied to the selection of certain activi-
ties over others. Local activities and meetings were the primary vehicle by which the
youths gained social support and strengthened the group-based helief system. Youths in
focus groups often praised the efforts of others in their group and seemed genuinely
proud of each other’s successes.

Interorganizational Component of
Organizational Empowerment

The interorganizational components of OF include accessing social networks of other
organizations and inclusive decision making and task-focused practices of coalitions.?

Organizational Relationships

As previously described, organizational structure not only affected intraorganizational
components of OE but also interorganizational components, such as accessing the social
networks of other organizations and involvement with related coalitions. One of the
SYMATU goals was to develop and/or strengthen tobacco control coalitions. By Year 2
of the program, more attention was paid to this issue and other interorganizational issues
than in Year I, when intraorganizational issues were the main focus. In the centralized
model, the subcontract with a mature prevention orgenization created a ready-made
coalition for the youth program that adult coordinators could easily tap. In the decentral-
ized model, each regional coordinator could use his or her host organization’s networks,
and in the participatory model, each CBO had its own coalition for the youth program to
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work with. In both of the latter cases, strength of coalitions varied from region to region or
from local group to local group.

Extraorganizational Component of
Organizational Empowerment

Extraorganizational processes include implementing actions in the commumity and
disseminating information.

Statewide and Regional Activities

All of the youth groups participated in local, regional, or statewide activities and
implemented actions in the community, Some focused on tobacco education in their
schools, whereas others participated in community fairs and events, Youths tatked a lot
about the statewide events they participated in because they were exciting and made them

_1ealize they were part of something big: “When you go to the summit and there’s a bunch

of people, and there’s hundreds of us, and they're all really excited—it’s crazy, but it’s

great.”
There were varying levels of sophistication in the types of activities pursued by the
groups. For example, one group met with their state representatives en masse,

I wish more pecple could go. I mean, it’s such a great experience. [ mean, you're there with,
what 300 other peaple who are saying the same thing you are, and you’ve putit all together in
the [state] capital and marching around with chants and stuff like that, it’s just amazing what
it looks like and what it is to experience something like that.

Another program that brought youths together from throughout the state held a rally
ouiside a convention of convenience store owners and was featured in USA Today, Many
youths had participated in “stings” of convenience sfores (testing whether they would sell
tobacco products o underage youth), and this was a way to_fake their activisim_even

further.
Jurther
Some events were abig draw for youths, featuring famous athletes or celebrities; how-
ever, ih i inE cyents that would atiract youths hecause the

were hip versus events that focused o a tobacco control message. Although all of the pro-
grams were aware of the need-in do both, it was not easy to find the right balance.

Media Campaigns

All five programs had an associated media campaign, and all hired outside consultants
to conduct the campaigns. (In one state, this changed in Year 2 when the media consultant
was brought on staff.) The use of media changed during the first 2 years of the program as
youths and adults gained experience in how to use the media, and youths became more
involved in helping to develop and execute media campaigns. The media consultants
operated at the state level and were focused on statewide initiatives, Disseminating infor-
mation is one of the ex{raorganizational components of OF, and it was primarily accom-
plished through activities and media campaigns in the Legacy project.

None of the programs involved youths in selecting the media consultants at program
inception, and the degree to which the media campaigns involved youths in the first 2
years varied dramatically across the programs. Regardless of the media decisions made
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by the SYMATU programs and the degree of youth involvement, youths were excited
aboui the media. This generation is aware of the media’s impact,

And1also went to the media training at this conference I was at. SoIlearned how to do that—
how to like talk to [ike the media. And all the workshops have taught me so much, like infor- -
mation, but also like what has happened to people and like stuff that can happen. And like it’s
just like this whole new thing that’s kind of like, it's kind of overwhelming, but it’s also like
teaching me that like I can do something else later onin life; T can do something big; Icanbe
a part of something big.

Our school has a TV show called Teens In Action, like we try to get all the like things thatare
going on in the community on it. And Fox News, that’s pur sponsor, helped us, we send in this
video to Channel 1 News, they like wrote to all channels and said, ‘How has your school
changed the world?’ And you had fo do a video on it. And they did our video, they helped us
with it. That was pretty cool.

DISCUSSION

The Peterson and Zimmerman OE framework was a useful method for analyzing and
interpreting qualitative data on YE tobacco control programs, It led us to identify three
organizational models among our case study sites and to specify the indicators in YE
tobacco control programs that relate to each OE process.

We found advantages and disadvantages associated with each state’s program, There
was not an overall “best” or “worst” program. As states consider initiating YE programs,
they must weigh the benefits and limitations inherent in a program’s organizational struc-
ture and consider the extent o which organizational design leads to OE and, subse-
guently, to desired outcomes. Although individual member YE is one obvious outcome
of interest, program sustainability is an equally important outcome when looking at the
program level of analysis.

Three organizational models emerged from our data: centralized, decentralized, and
participatory. States representing the centralized and participatory models were far better
endowed than states that adopted a decentralized model; therefore, it is somewhat unfair
to contrast the three models equally, especially because the decentralized model contains
some of the bestaspects of both the centralized and parficipatory models. The five differ-
ent state program designs were all successful in empowering youths, meaning that the
youths became aclive participants in planning and implemeniing tobacco control activi-
ties within their state and communities, albeit through different activities and with differ-
ent messages. In focus groups with youths, it was clear that the activities they were
involved in motivated them to affect change in tobacco norms, education, policy, or
knowledge. In all five states, the youths who were involved and engaged had become
empowered to one degree or another.

Qualitatively, we noticed differences in the level of analytic thinking by youths in dif-
ferent states that we hypothesize are due to differences in strength of OE. (One caution to
practitioners is that youth commitment to empowerment can overshadow commitment to
the substantive area of interest, and striking a halance is important.) We hope future
researchers will be able to link OE processes with outcomes. Each OE factor in the
intraorganizational, interorganizational, and extraorganizational components is discussed
helow.
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Subgroup Linkages. Subgroup linkages were strongest in the centralized model for
two reasens. First, subcontracting to an existing prevention network that covered all areas
of the state ensured that there would be an accessible local group for any youth to join.
Second, this network had established relationships with other community organizations,
which were then predisposed to work with the youth groups. Although such a network
may be rare, contracting with a group that already had refationships with other tobacco
groups, knew the smoking prevention field, and had resources to bring t¢ the project be-
yond the Legacy funding was an advantage in getting the program staried.

Incentive Management, For adult coordinators at the local level, a full-time paid salary
encouraged dedication to the ongoing success of the program and contributed to program
sustainability by strengthening recruitment and retention. In the centralized model, the
full-time paid adults had more time to attend training sessions that improved their skills
and understanding of YE. Regarding youth incentives, the participatory model elicited
the strongest endorsement. Writing a grant that was funded (after being judged by other
youths) was an empowering experience in and of itself, but controlling how their own
funds were spent was a iinique experience for teens.

Opportunity Role Structure. Opportunity role structure was enhanced by participation
on the Statewide Youth Advisory Boards where local youths served as representatives
and took on additional responsibility for overseeing the statewide program. It was impor-
tant io youths that the Statewide Youth Advisory Boards had a clear mission and that
youths be equal partners with adults. They could differentiate when they were integral o
the process and when they were heing co-opted.

Leadership, Training of adults and youth was a critical component in promoting youth
leadership. Teaching adults about YE helped them to understand their roles relative to the
feens, to provide the appropriate level of support, and to become comfortable with a dif-
ferent kind of adult-youth relationship. Training teens was important to their leadership
development. Many of them described how they became better public speakers and
gained confidence in making presentations because of the training they received., In addi-
tion, many talked about what they had learned about Big Tobacco’s tactics and were able
to recite facis related to smoking and tobacco use. The more decision making was pushed
down to youths, the more leadership they were able to demonstrate.

Social Support. Youths derived social support from group activities at the state and lo-
cal level when they were accomplishing things they felt were important. One of the fre-
quent comments we heard from youths was that they had fun while they were engaged in
activities and that this was one reason they stayed in the group. In all states, the youths
told us thatin their local groups they got to know kids from other “cliques™ who they oth-
erwise would not have interacted with. Although their social groups outside of their to-
bacco work may not have been integrated, their SYMATU groups were, and this was
viewed positively. '

Group-Based Belief System. Having a strong vision and approach to YE at the state
level directly contribuled to a shared belief system af the local level. Training for adults
and youths was also significant in developing group norms around empowenment and
common critiques of Big Tobacco.
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Accessing Social Networks of Other Organizations. The participatory model was the
most successful in accessing social networks of other organizations because the teen pro-
grams were placed in CBOs that were involved in community activities with a broader
mission. However, in the second year, almost all of the states paid more aitention to devel-
oping networks and coalitions and to building relationships with other organizations. Due
to study limitations described below, we cannot compare the programs on this
component.

Participating in Alliance-Building Activities With Other Organizations. Again, due to
study limitations, we were not able to assess strong differences among the programs in
this component of OFE,

Implementing Actions in the Community. The extraorganizational component of OF
was developed later in this projeci than intraorganizational and interorganizational com-
ponents, and the programs were just beginning to implement it in Year 2 of the program.
We found the extraorganizational factors of the OE framework somewhat problematic in
this regard because they seemed by definition to be outcomes of intracrganizational and
interorganizational processes rather than a paralle] concept.

Disseminafing Information. Community activities and media were the iwo main ways
that tobacco information was disseminated during the first 2 years of the project. We ob-
served increasing activities in Year 2 of the project and would expect to see more in future
years. ' ‘

The data in this study were limited to the first 2 years of implementation of the five pro-
grams. Consequenily, we leave it to future researchers to investigaie the relationships
between OE components and individual psychological empowerment or program viabit-
ily outcomes. SYMATU staies were funded for 3 years and, although it is not yet clear
which programs will last beyond the initial funding stream, the ability to carry on the YE
movement is a long-term outcome of interest and one that is directly affected by the
structurc of the program.

We witnessed increased attention and interest in affecting change at the community
level by the SYMATU programs, and although we could not assess extraorganizational
OE for 2 years, we hypothesize that as organizations mature, they pay greater attention to
the broader level of empowerment, and extraorganizational compenents of OE may
evolve later than inferorganizational and intraorganizational factors, This is an area for
future research.

IMPLICATIONS FOR PRACTICE

When designing YE programs (for tobacco control as well as other behavioral health
issues), it is useful to consider how potential program design features will affect the
empowering processes and outcomes included in the Peterson and Zimmerman frame-
work. Our findings benefif practitioners in several ways.

First, ecological contexts in a state, region, or community may consirain options and
influence program design elements, For example, funding agencies may dictate required
clements, and/or political winds may not be conducive o certain kinds of programs.
However, ecological context notwithstanding, our findings indicated thai practitioners
can successfully influence OE.
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Second, organizing program features by the categories of intraorganizational,
interorganizational, extracrganizational allows practitioners to link OE processes and
health behavior indicators. For example, our findings show that the group-based belicf
system process (i.e., shared values and culture guide efforts) was robust in states with a
clear vision and theoretical approach to a program that combined tobacco control, YE,
and tobacco control strategies. As another example, subgroup linkages (i.e., connections
between different internal social units of an organization) were strongest in the youth
tobacco control program that subcontracted to an established statewide prevention
network.

Finally, while we applied the categories of intraorganizational, interorganizational
and extraorganizational processes to help us evaluate YE programs retrospectively, we
encourage practitioners to prospectively plan their programs in a way that will maximize
the six intraorganizational empowerment processes: subgroup linkages, incentive man-
agement, opporiunity role structure, leadership, social support, and a group-based belief
system. Using a prospective approach to designing behavioral health programs will
increase the degree to which the organization is empowering and empowered.
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