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Why We Exist
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Mission

Roca’s mission is to disrupt the cycle of 
incarceration and poverty by helping 
young people transform their lives.

Theory of Change

Roca’s theory of change is that young 
people, when re‐engaged through positive 
and intensive relationships, can change 
their behaviors and develop life, 
education, and employment skills to 
disrupt the cycles of poverty and 
incarceration. 



Target Population
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High Risk Young Men

• 17-24 Years Old

• Involvement with Adult or Juvenile Justice Systems with 
risk indicators predictive of long term adult criminal 
justice system involvement

• No work history

• Not ready for change; will not participate in other 
programs

Long Term Project Outcomes

Help young men change their behaviors to:

• Avoid Incarceration or Re-incarceration

• Get and Keep a Job



Frameworks For Change
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Stages of Change
Change is a process that happens over time and in stages that include:

• Pre-Contemplation = NO

• Contemplation = MAYBE

• Planning = GETTING READY

• Action = ACTING DIFFERENTLY

• Sustaining = MORE THAN 51%

As change is often difficult for any of us, Relapse is often part of the process 
and can happen at any point.

Cognitive Behavioral Theory (CBT)

• CBT asserts that thoughts, behaviors, and emotions are interconnected

• Thus, CBT skills target thoughts, behaviors, or emotions in order to 
affect positive change on the other components (e.g., changing 
distorted thinking may lead to healthier emotions and more effective 
behaviors).



Roca Has a Proven Model that Works
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Roca’s Intervention Model is a cognitive behavioral intervention that 
includes 4 strategic components:

Relentless Outreach and Follow-Up

Transformational Relationships Programming Engaged Institutions

• Youth Workers, Educators, 
and Crew Supervisors

• (All Staff)

• Life Skills
• Education / Pre-Voc
• Employment

• Formal System Change
• Informal System Change



Results Framework
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Post Completion24-48 Months From Enrollment18-24 Months From Enrollment06-18 Months From Enrollment

Increase Engagement with Staff

Increase Program Retention

Increase Life Skills
Programming Engagement

Increase Education
Programming Engagement

Increase Employment
Programming Engagement

Increase
Emotional Regulation

Increase
Educational Gains

Increase
Employment Gains

Reduce
Technical Violations

Reduce
Arrests For New Offenses

Increase
Employment Retention

Reduce
Re-Incarceration 

Rates

Sustain 
Employment



FY ‘17 Intermediate Outcomes
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Young Men Served = 854

• 83% participated in programming

• 79% were still actively engaged at year end

Intermediate Employment Outcomes:
Of those enrolled 24 months or longer (283)

• 80% were placed in unsubsidized employment

• 76% retained employment for at least 90 consecutive days

Intermediate Recidivism Outcomes:
Of those enrolled 24 months or longer (283)

• 84% did not get arrested for a new offense since the 24th month



Each year, approximately 4,000 high-risk young men “age out” of the 
juvenile justice system or are released from probation in Massachusetts. 

64% Percent are incarcerated at least once within five years of 

release

$47,500 Estimated annual cost per prisoner to the Commonwealth

2.3 years Average time these reoffenders spend in correctional facilities  

$280 million Total incarceration expenses incurred by the 

Commonwealth

Sources: The Pew Center for the States. 1 in 31: The Long Reach of American Corrections in Massachusetts. 2011. 

Department of Youth Services Internal Analysis. Commonwealth of Massachusetts. 2012.
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The Landscape for Social Change



Incarceration Employment

Roca’s Record of Reduced Incarceration and Increased Employment
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Why Does Roca’s Model Work for a PFS Project?

High-Risk Target Population

Proven, Large Impact

Data Driven Decision-Making

Relentless Commitment and Collaboration

Outcomes Tied to Immediate Government Savings
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Key Points



Early Timeline of the Massachusetts JJ PFS Initiative
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The Commonwealth of Massachusetts formally issues a Request for Information (RFI) procurement, making Massachusetts 
the first state to formally explore Pay for Success.

June 2011: RFI Release
1

The Commonwealth of Massachusetts launches two Request for Responses (RFR), one for youth aging out of the juvenile 
corrections and probations systems and the other for chronic homelessness. Both RFRs requested responses from both 
intermediaries and service providers.

January 2012: RFR Release
2

The Commonwealth selects both Third Sector as the intermediary and Roca as the Service Provider to develop a Juvenile 
Justice Pay for Success Project.

August  2012: RFR Selections
3

All project parties, including the Commonwealth, Third Sector and Roca begin construction of the MA Juvenile Justice PFS 
project. Third Sector helps to confirm project party commitment (evaluators, project manager, fiscal agent), raises capital 
from funders, and leads the negotiations of the PFS Contract and funder agreements.

September 2013- January 2014: Intense Negotiations
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January 2014: Project Launch!
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• Project will serve approximately 1,300 youth in total 
• Project will run for 8.5 years:  5 years of enrollments with 3.5 years of 

services/follow up delivered to each youth
• Up to $28M in success payments made by the Commonwealth to repay 

investors for reductions in recidivism, increases in employment and increases 
in job readiness

• Outcomes are measured through a rigorous statistical evaluation
• Outcome payments are based on: Reduced Incarceration, Increased 

Employment
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• Target population is young men ages 17-24 who are involved in the criminal 
justice system (in Probation, on Parole, leaving corrections or aging out of DYS)

• Services will reach youth in three parts of the Commonwealth:
• Boston Area:  Boston 
• Chelsea Area:  Cambridge, Chelsea, East Boston, Everett, Lynn, Malden, 

Medford, Revere, Somerville, Winthrop
• Springfield Area: Agawam, Chicopee, East Longmeadow, Holyoke, 

Longmeadow, Ludlow, Springfield, West Springfield, Westfield

The Massachusetts Juvenile Justice PFS Project
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Pay for Success Financing Structure
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$7.99 million

Senior Loan

Evaluates 

impact 

(determines 

payments)

$2.66 million

Up to $28 millionYouth Services, Inc. (special 

purpose vehicle operated by 

Third Sector Capital Partners, 

Inc.)

Laura and John Arnold Foundation, 

New Profit Inc., The Boston Foundation

Goldman Sachs Commonwealth of 

Massachusetts

The Urban Institute

Roca, Inc.

Success Payments

Payments to 

fund intervention

US Dept. of Labor 

$12 million grant

Living Cities

Kresge Foundation

Recyclable grants: $4.90 

million

Junior Loan

Defers 

15% of 

fees

Public Consulting 

Group

Verifies outcomes

Laura and John 

Arnold Foundation
Grant Extends PFS

$1.5 million

20+ Foundations and 

Corporations

Grants for Roca’s 15% Investment 

$3.9 million (15% stake) + $1.1 million (capacity building) = 

$4.2 million raised by Year 2 of Project



Pay for Success Project Overview
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$28 million in success payments are paid out based on decreases in incarceration, 

increases in job readiness and increases in employment

Target Impact: 

40% decrease in days of incarceration

Senior Loan: Repaid principal and 5% base interest

Junior Loans: Repaid principal and 2% base interest

Roca and Third Sector: Paid deferred service fees

5% 10% 25% 40% 55% 70%

Decreases in Days of Incarceration

Success Payments

Captured Savings

Repayment at Higher Levels of Impact

Senior Loan: up to approximately $0.93 million

Junior Loans: up to $500,000 ($250,000 each)

Roca: up to $0.75 million

Grants: up to $4.90 million for recycling



Currently participating in Random Control Trial Evaluation as part of MA 
Juvenile Justice Pay for Success Project

• Urban Institute serves as evaluator

• Will look at outcomes for 1,300 young men served

• Assesses impact on incarceration and employment for young men served

Roca is also engaged in separate outcomes evaluation looking at full model 
and impact on outcomes

• Conducted by Abt Associates

• Accessing administrative criminal justice data to assess outcomes and 
impacts based on specific model components 

• Looking at which elements make the model successful

Evaluations
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1. Roca believes it has created what can become a 
systemic response to violence, poverty and 
incarceration for very high risk young men.

2. If outcomes are achieved, Pay for Success financing 
offers the ability to create a sustainable public 
funding source while still saving government and 
taxpayer money. 

3. Because Roca has taken on a portion of the risk itself, 
pay for success financing offers an opportunity to 
generate revenues above and beyond success 
payments to support ongoing growth.

Why PFS? The Provider Perspective
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✓ EXPANSION: Allow Roca to implement its Intervention Model on a broader 
scale, including expansion into Boston and other contiguous communities;

✓ EVALUATION: Allow Roca the opportunity for a randomized assignment and 
access to public data systems in order to successfully demonstrate the model as 
evidence-based;

✓ SUSTAINABILITY: Establish a majority government funding source for the model 
- allowing Roca to transition its economic model and scale in a sustainable 
fashion;

✓ FOCUS: Focus fiscal and programmatic resources on very high risk young men in 
Massachusetts on an unprecedented scale;

✓ PUBLICITY: Attract public support for the work, increasing the potential for scale 
and sustainability in the future; 

✓ POSITIONING: Position Roca for future projects to avert and/or be an alternative 
to incarceration;

✓ DEMONSTRATION: Provide an opportunity to demonstrate how a government 
can fund programs based on outcomes and generate long-term cost-savings; 
and,

✓ IMPACT: Provide an opportunity to help achieve our mission and affect 
significant social change for the highest-risk young people.

PFS Provider Opportunities
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Providers must:

✓clearly understand their own costs and be able to 
negotiate service fees that allow for all costs to be 
recouped

✓clearly understand their own programmatic outcomes 
and be able to negotiate realistic, achievable project 
targets/outcomes

✓be able to demonstrate clear cost savings for the 
government

✓have strong operational and administrative capacity, 
for both the negotiation and the implementation of the 
project

What it Takes:  The Provider Perspective
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Lessons Learned
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Having sufficient organizational capacity (financial, evaluative, 
programmatic, legal and leadership capacity) to run a PFS project is 
critical.

Start with a pilot. Administrative data systems proved to be one of the 
most challenging components of the process.

Be cautious about referral capacity and about data sharing capabilities.

Must have ongoing engagement between Government and the Provider.

1

2

3

4

Appropriate levels of internal capacity are critical to deal with 
unexpected contracting and operational challenges .
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