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Background
The leaders of Rockland County, NY—a diverse
amalgam of working class neighborhoods that makes
up a bedroom community for many of New York City’s
public servants—had a problem when it came to young
people. They knew that each agency that served youth—
juvenile probation, social services, mental health, and
the schools—had information about the youth involved
in each of those systems. But every agency was not
readily sharing information. When a young person was
involved in one of the county’s systems, information
was gathered in a particular way, governed by
particular federal or state laws, as well as
requirements of the state and local agencies. Whether
and how such information could be shared legally was
not clear. Concern in the community about
confidentiality of a student’s information—fostered by
increased attention to the privacy issue in a
post-Snowden era—was palpable. The county’s
quandary is common in communities around the U.S.

Photo of the MACSHY Executive Committee, Rockland County,
NY, taken in January, 2014 after signing a Working Agreement

Action
Rockland County took action. The approach was simple:
The District Attorney, Tom Zugibe, recognized that a
better system was needed. He did some research and
found that productive work had been done by a number
of communities that grappled with the complexities of
information-sharing laws and practices. He used his
convening power to bring together the heads of
various Rockland County agencies (Social Services,
Probation, Mental Health, and the Board of
Cooperative Educational Services serving the school
districts), their key staff members, representatives
from the school board, and staff from the technology
departments of each of the agencies.
The District Attorney invited John Rosiak, a national
advisor who led the Navigating Information Sharing
effort in support of the federal Safe Schools/Healthy
Students Initiative, to present an overview of the issues
that must be addressed to create effective information
sharing. Following the presentation, the District
Attorney’s Office asked Rosiak to work with the
leadership and staff in Rockland County to guide them.
Based on an assessment conducted by interviewing the
District Attorney, the Chief of Detectives, and other
leaders in Rockland County, an action plan was
developed and put into motion guided by regular
meetings of Rockland County leadership and key staff
members.
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Throughout the Fall of 2013 and Spring of
2014, the agency commissioners, along with key
staff members, continued to meet at the District
Attorney’s invitation. This leadership group
committed to monthly meetings, centering on
agendas and materials that were prepared with
an end in mind—more efficient services for the
county’s youth. A lively, action-oriented
agenda, along with the personal involvement
of the District Attorney and the other agency
heads, yielded high participation rates at the
monthly three-hour meetings. Participants saw
the value of the work and kept coming.

Accomplishments
The leadership group formed the
Multi-Agency Collaborative for Safe and
Healthy Youth (MACSHY), concentrating just
as much on collaboration and systems integration among the agencies as the technicalities of
information sharing. Early meetings addressed
the ingredients necessary for effective
information sharing,
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including defining the vision and mission, identifying obstacles and key issues, and articulating an action plan
around essential steps for the information
sharing process. The group addressed head on the
issue of who needs to be at the table and reaffirmed
the commitment to keep working together. In January
of 2014 the group’s executive committee signed a
Working Agreement (discussed with the legal advisors
in Rockland County). [See photo.] In other discussions
the group: Examined the case flow and protocols
that each agency uses when youth are involved in that
system; identified the laws that apply to each system;
specified what data system each agency uses; and named
roles for leadership and staff. Meetings also included
discussions about using technology to possibly create
a “federated system” connecting the disparate
information systems in the county; topics included the
protocols of each agency’s system and rules that must
be articulated so that governance is clear to set up
technological solutions.
One of the goals identified by the leadership of the
group early on in the process was setting up a
“Co-Location Center” where staff members from the
different agencies (schools, mental health, probation,
and social services) were physically working at the
same location. This Partnership for Safe Youth Center,
opened in the Fall of 2014, is housed in space donated
by the school district, with furniture and equipment
supplied by the DA’s office. Sharing a common space
allows staff members to more easily share information
about cases and solve problems of coordination on
the spot (tactical problem solving). The Center staff
members—who are coordinated by a part-time
coordinator funded by the BOCES school district
during the start-up phase—are also tasked to identify
larger issues and trends in cases they were seeing so
that the county could get ahead of big-picture
problems (strategic problem solving).
One major task was undertaken to facilitate
information sharing for individuals in multiple systems.
This involved taking the multiple consent to release
information forms used in the county and getting them
down to one form. Each agency supplied the different
forms used, which immediately identified how most forms
ask for much of the same information. A legal analysis
was made to ensure that the information agencies were
required to have was included on the new draft. Drafts
of the uniform consent form were distributed and reviewed by attorneys and staff to ensure both legality
and ease of use. The group decided to develop one consent form that covered the four agencies staffing the
Co-Location Center, with additional spaces for clients
to add other agencies involved in the case. Commenting
on the efficiency of working with staff co-located in
one center, along with using a uniform consent form,
one provider recently noted that “we can now
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accomplish in one hour what would have taken three
months in the past!”

Lessons Learned
The Rockland County District Attorney and the rest of
the agency leadership recognized early in the
process that the task of navigating information
sharing is really a task of creating more integrated systems. The foundation of this work is built on the leadership that convenes the right people, and in
relationships built on trust. Rockland County has
such a foundation, and its Multi-Agency Collaborative
for Safe and Healthy Youth is committed to continuing
the work of creating more efficient systems. The lessons learned by the county’s collaborative apply to
any jurisdiction wanting to work together more
efficiently to navigate information sharing to help
youth in multiple systems. Lessons for leaders include:
● Make sure the right people are represented by
examining which leaders and stakeholders need to be
involved and what roles they can carry out.
● Use the power of what social learning expert Etienne
Wenger calls “leading by convening” to help nurture
the relationships that can overcome the barriers that
communities face. District attorneys or prosecutors
who want to effectively navigate information sharing
laws and practices to increase their community’s
efficiency in serving young people involved in multiple
systems can play the critical role of convener.
● Build trusting relationships among partners. For
example, in Rockland County, NY inter-agency
relationships are a cornerstone of Rockland County’s
initiative on Intelligence Led Policing through
Community Policing, Community Prosecution, and
Community Partnerships (IL3CP).
● Take the time for each agency to map out the process
they use for cases involving youth and their families.
Have agency staff share these processes with their
colleagues from different departments, which will
reveal duplication and possibilities for greater
efficiencies.
● Define the roles for staff that deal with services,
those who deal with data, and leadership; and force
partners to identify key questions, e.g. who wants what
information for what purpose. These questions must be
answered to better define policies and procedures, as
well as to develop any technology that might be used.
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● Conduct a legal analysis of the information
sharing laws governing each agency, with an eye
toward figuring out how information CAN be
legally shared, rather than the historical view that
the law is an insurmountable roadblock. Engage in
the development of a uniform authorization to
release information that meets legal requirements.
● Conduct an inventory of existing data sources
that each agency presently maintains. Share these
data with leadership/staff from other agencies,
which will help create a sense of “collective
impact” as the group attends to evaluation of the
coordinated efforts.
● Develop ways to train stakeholders in
cross-disciplinary settings so that staff members
understand the legalities and practicalities of how
information can be shared to get youth in multiple
systems the help they need.
Rockland County may have had a problem with
young people. But the vision of its District Attorney, along with the leadership of the agencies in the
county, has charted a course to strengthen their
collaboration and navigate the information
sharing process and create the systems change
needed to better serve youth in multiple systems.
Any community that wants to more efficiently serve
its young people who may be in multiple systems can
engage in the essential steps outlined above. This
collaborative activity includes building on
whatever a community has accomplished in this
process, then employing a flexible approach to
create more integrated systems that serve youth
more efficiently.
Authors: Thomas P. Zugibe has been the District
Attorney for Rockland County, NY for seven years.
He is a member of APA’s President’s Council. John
Rosiak is founder of Prevention Partnerships,
Rosiak Associates, LLC, and has a background that
spans education, law enforcement, juvenile justice,
and mental health. Rockland County asked John to
lead the MACSHY collaborative process.
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