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Creating Lasting Community Solutions 
to Help Children and Youth Achieve Their Potential
The Forum for Youth Investment’s Partnership with United Way of America 

Too few children enter kindergarten ready to succeed. Even fewer leave high school ready for success. Community statistics and conditions vary, but there is no community across the country that is doing well enough by its children and youth. There is a need to do more. More to the point, there is a need to do better – to make bolder commitments, to create broader ownership and partnerships, to ensure greater returns on public and private investments.
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United Way of America is truly a ubiquitous community resource with local United Ways (LUWs) serving over 90 percent of the country. They are dedicated to leading the United Way movement to create long lasting community change by addressing the underlying causes of the most significant issues. Common focus areas for local United Ways include helping children and youth achieve their potential, promoting financial stability and independence, and improving people’s health. Annually, more than one-quarter of the $4 billion local United Ways raise and reinvest in their communities is devoted to supporting children and youth. Some LUWs have implemented targeted initiatives focused on high school completion. Many have local initiatives or programs that clearly contribute to student success such as after-school activities, mentoring, youth risk prevention, and civic engagement. Most have early childhood initiatives as part of United Ways’ 18-year national commitment to supporting community solutions in this area.

The Forum for Youth Investment is a recognized national resource dedicated to helping communities and the nation make sure all young people are Ready by 21™: ready for college, work and life. The Forum’s research and ideas about youth development and youth policy have made their way into hundreds of organizations and communities across the country. The Forum has invested five years of field work as well as partnership and product development in the establishment of the Ready by 21™ Challenge. The Ready by 21™ Challenge calls on states and communities to change the odds for children and youth by changing the way they do business to broaden the definitions of what it means to be ready, for schools and communities to be supportive and for all leaders to be engaged. Working in partnership with the business, government, education and nonprofit sectors, the Forum for Youth Investment provides frameworks, coaching and tools to help leaders think differently, act differently and act together. The Ready by 21™ Big Picture Approach helps leaders – from young people to parents, program directors to policy makers – bring precision to their passion, ensuring that all young people are ready by 21 – ready for college, work and life.

The United Way’s commitment to improving child and youth outcomes is strong, but the results could be stronger. The United Way’s effort in this area would benefit from the development of a nationwide endeavor to provide local United Ways with research-based frameworks, metrics, strategies and tools to ensure that children not only enter kindergarten ready to succeed but also enter the second decade of life ready for success. The Forum’s reach into communities is broad, but it could be much broader. It would benefit from a national dissemination effort. A partnership between the two organizations makes sense on the surface, but would it really work? Do the frames, metrics and strategies offered through the Forum’s Ready by 21™ Challenge mesh with United Way’s initiatives and current efforts? Do the strategies that LUWs employ as community partners dovetail with those proposed by the Forum? The answer is yes on all counts.
The Models
The Forum’s Ready by 21™ Challenge fits hand in glove with United Way’s Community Impact Model:

· Both are focused on assessing community needs, setting community-level goals, and implementing effective solutions for solving intractable   problems.
· Both are grounded in the belief that investments in children and youth need to be early and sustained – starting with infants, because children are born learning, and staying with children throughout their developmental years to ensure that all youth are ready for college, work and life.
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Both understand the importance of data, partnerships, leadership and communications in creating lasting changes in policy, practice and public will. 
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Both provide community leaders with tools, not pat formulas.
Ready by 21™ fits well with what many LUWs are already doing:

· Many are familiar with the Forum’s work and see its relevance to their ongoing efforts, even if they have already crafted local initiatives or are using other frameworks (e.g. the Search Institute’s 40 Assets).
· Some are already using the Ready by 21™ Approach or are involved in Ready by 21 Coalitions.

· Others have Ready by 21™ projects in their communities.

· Others are working to create linked birth-to-adulthood initiatives.

Ready by 21™ squares perfectly with where the United Way system is going as it takes on the commitment to Advance the Common Good by focusing on education, income and health. Helping children and youth get “ready for college, work and life”: 
· Requires attention not only to their education, but to the financial stability of their families, and their physical and emotional health needs.

· Requires a laser-like focus from birth through adulthood, including the critical transitional years such as middle-school and post high school, during which gaps in family and community supports can leave able young people under-educated, unemployed and without health care.
· Reaps future benefits for the entire community by reducing the need for income supports and tertiary health services.

· Requires the use of all of United Way’s core competencies.

Ready by 21™ allows United Way to take years off the normal planning process by allowing United Way affiliates to adopt and apply these change strategies in a matter of months. The Ready by 21™ framework also creates a way to respond to the growing demand for metrics, frameworks, strategies and resources to extend local United Ways’ commitment from early childhood to early adulthood.

Metrics
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Over the past year United Way of America has established a set of indicators that will be used to galvanize new community efforts and to describe existing United Way work as part of a national effort. The metrics fall into in three broad areas: 1) helping children and youth achieve their potential; 2) promoting financial stability; 3) improving people’s health. The indicators were chosen through research to identify issues that relate strongly to larger goals, the availability of comparative data on the national and local levels, and the areas in which LUWs were focusing their work in communities.

United Way and Forum staff have already worked together to ensure that the metrics selected by United Way fit within the Forum’s broader framing of youth outcomes and have agreed that the recently updated framework for United Way’s early childhood focus can stand as the foundation for the development of a full “two-decade” model. 
In the area of child and youth success the following issues and indicators have been identified by United Way of America:

1) Readiness to succeed in school
Indicator: Percentage of pre-k 3- to 5-year-olds with 3 or 4 (of 4) school readiness skills   (The specific cognitive/literacy skills assessed are the ability to: a) recognize letters b) count to 20 or higher, c) write their names, and 4) read or pretend to read.)
2) Academic achievement
Indicator A:  Percentage of fourth graders who are proficient in reading.
Indicator B: Public high school on-time graduation rate

3) Productive and engaged young people
Indicator: Percentage of 18-24 year olds who are not working nor in school
(Not working full or part-time nor in school full or part-time)
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Additionally, LUWs will continue to identify other related indicators that reflect their work and are relevant to their communities. The Forum, and its partners, believe that this broader definitional work is critical not only for LUWs but for the entire community.

The Ready by 21™ Big Picture Approach does not dictate which outcomes an organization or community should select. It offers tools and exercises to guide the selection process. The Approach:

· Helps communities define success across age groups and outcome areas, and identify the indicators they believe are a) measurable, b) communicable, and c) predictive of success in other areas.

· Encourages communities to select a few “leading indicators” but acknowledges and tracks all identified indicators to the utmost extent possible as a way of deepening understanding of the progress of children and youth, collecting data on intermediate or short-term outcomes, and acknowledging the work of individual community partners.

· Urges communities to link these indicators to a larger “Big Picture” goal (such as ready for college, work and life) rather than view the indicators as independent (or even competing) end goals.
Frameworks
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The Ready by 21™ Challenge provides a broader frame that helps communities step back to see and also define the bigger picture of what developmental progress looks like for children and youth. But the work doesn’t stop there. The framework asks leaders to be exact in defining community supports and community leadership horsepower. This framework (below) provides the broader context into which a more specific United Way framework fits (see next page).
The model for Promoting Student Success shown (above) has not been finalized or fleshed out.  The core elements, however, build on the work done to define the model for promoting early childhood development.  The detail behind the three strategy areas (stable families, enriching relationships and environments, comprehensive health care) will need to reflect the expanded age commitment (the diameter of the circle of key environments and relationships, for example, expands with age) as will the key indicators of success.  
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Consistent with United Way, the Forum encourages communities to establish a compelling logic model (theory of change) and to broadly communicate standards, benchmarks and success indicators in all three areas (policies [inputs], services [outputs], and child/youth outcomes). This step is critical because, as noted above and demonstrated below, it can take five to 10 years to turn the curve on child and youth outcomes at a population level, but it is possible to discern changes in the quality, availability and reach of services and in public will within shorter time frames. 
Planning Phases
Phase I: Partnership Development.. United Way’s partnership with the Forum allows LUWs to begin the learning process for this project with modest resources. In Phase I (March 2007 – February 2008) the Forum and United Way developed the relationship, tested the ideas (should United Way create a national project in this area?, should United Way partner with the Forum to do so?), introduced the idea at United Way’s Annual Meeting and at the 2007 Staff Leadership Conference, announced the partnership at the Ready by 21 Launch in February 2008, began to define metrics, began conversations with funders, and raised almost $500,000 in funding to kick off Phase II.

Phase II. Exploratory Plan Development and Fundraising.  In Phase II (March 2008- February 2009), the Forum and United Way will lay the ground for the 2009/2010 roll-out by:

· working with a smaller number of United Ways that are already engaged in community impact level work to improve youth outcomes or have an interest/commitment to build on their early childhood work,

· using the existing outreach and communication vehicles of the United Way system to move these ideas out more broadly,
· seeking every potential funding opportunity to build the Ready by 21 Challenge Fund, including co-hosting a series of CEO Roundtables on Youth, and

· seeking every opportunity to leverage the potential of this project by working with other Ready by 21 national partners and bringing in other funders and business partners to assist in developing the plan.
Phase III. Implementation. The Phase III roll-out will be contingent upon the amount of funds raised and available within the Ready by 21 Challenge Fund. These funds will allow the Forum and United Way to bring the technical assistance, tools, trainings and technologies to all interested LUWs and to support the intentional introduction of the tools and strategies work to United Way communities and to test the statewide introduction of the Ready by 21™ Challenge in states.
Strategies

As a first step towards expanding the commitment to children and youth, United Way will focus more generally on youth between the ages of 6 and young adulthood. Because this developmental period (school age to young adulthood) brings increased freedom to make independent decisions that can affect the desired outcomes and finds young people engaged in settings and situations that are less intimately observed by their families, it is necessary to develop more complex counts and measures of “safe, enriching environments and relationships.” Young people can be connected to multiple environments at the same time or to none. And environments can vary enormously in quality.

Research shows that quality and participation intensity count. Young people who spend time in high quality programs are, other things being equal, more successful and well-rounded than those who either do not participate in programs or participate in low quality programs. Mapping, assessing and improving the quality and reach of learning and development supports is by far the most cost effective strategy to improve youth outcomes. The Forum has recently partnered with the High/Scope Educational Research Foundation and the National Training Institute to create a suite of tools to help communities assess and improve point-of-service (P.O.S) quality and reach of programs across systems and settings (schools, after-school programs, youth development, juvenile justice, recreation, etc.). High/Scope’s assessment tools have been rigorously evaluated and field tested. The complementary program mapping and quality improvement tools have been widely adopted by communities with good results.
The Forum urges state and local leaders to set big picture goals (made actionable by clear definitions, metrics and data), develop big tent partnerships, implement big impact strategies and create or strengthen the coordinating bodies needed to monitor progress. There are many specific roles that Local United Ways can play in each of these areas that reflect their current work and respect the dual commitment to direct and community impact:
· define desired outcomes for children and youth, by age group and take stock of how well young people are doing.
· define, for each age group, the range of organizations, settings, and systems that should be accessible to young people. For older youth, the workplace becomes an environment as important as school, family, youth organizations, community centers, faith organizations and libraries.

· define what is expected from these environments – what supports, what services, what commitments, what content?
· document the environments at the “point of service” level – the smallest setting in which structured activities take place between young people and adults (e.g. classrooms, youth groups, dance troops).

· create a big picture (community-wide) map of these small “point of service” environments – document the program landscape (activities and services available for whom, when, where, why, how and at what cost).

· assess point of service quality – the quality of the core interactive environment created, a measure that is independent of the content being delivered.

· track point of service participation – the frequency/intensity of participation in the P.O.S. activity.

· document program resources – workforce turnover and characteristics, facilities, funding, etc.

· provide supports for improving quality and reach – identify cost-effective ways to improve P.O.S. quality across programs and adjust offerings to fill gaps.

· use the data to calculate and improve returns on investment – create an equitable but aggressive accountability system.

· use the data to link inputs to outcomes in specific ways – analyze the data to identify trends, gaps and opportunities to improve youth supports and outcomes.

· use the data to generate awareness and demand – create print and in-person vehicles.

· engage public and private decision-makers to support these efforts and increase investments as success is demonstrated.
· engage young people and their families – as consumers, planners, and advocate
Improving program quality and reach is not the only strategy United Way values. Mapping and assessing informal supports (e.g. positive relationships with adults) is important. Family economic stability and engagement and health care and preventive services are critical ingredients of youth success. Improving the quality and reach of the overall landscape of community programs for children and youth (broadly defined) is a valuable place to start, one that builds on the long history of LUWs in the areas of youth program grant-making and innovation.

As a first step in this area, United Way of America is committing to encourage LUWs to “change the way they do business”:

· to create lasting changes in the overall community landscape of programs, places and people that contribute to student success rather than supporting the improvement of a small subset of program grantees,

· to assess conditions and set goals for improving the quality and reach of programs and, ideally, youth participation in programs, creating data systems that track these elements at the community rather than program level,
· to partner with public and private leaders responsible for providing these supports,

· to mobilize the community around a new public idea that makes youth participation in informal high-yield learning activities an expectation rather than an option, and

· to look at changes in organizational, philanthropic and public policy that can accelerate progress toward these goals.
Learning/Action Groups
Conservatively, there are at least 40 LUWs already connected to this work through one or more of the following efforts:
· the Forum’s Ready by 21™ Quality Counts sites (7 cities and 6 states committed to using common standards and data to improve the quality and reach of community programs),
· the Forum’s broader Ready by 21™ network (state and local leaders committed to doing coordinated, high impact work to improve youth outcomes),
· United Way’s informal “early adapter” list (LUWs known to the UW system because of their leadership and effectiveness in this area),
· United Way’s Early Childhood Strategies and Metrics pilot group (convened at the request of LUWs to do joint work on these important issues. Most of these LUWs also work on youth issues and have expressed interest in expanding the work in this area.)
These LUWs have already made commitments and/or identified resources to do work in this area. Working with them would enable the partners to quickly test the “value add” of the Ready by 21™ framework and the proposed focus on improving the quality and reach of programs, places and people. The goals of working with these learning groups will be to:
· understand the interests and needs of United Ways with deep experience and commitments in this area,
· document the roles LUWs can play in bringing the Challenge and tools into their communities and/or in supporting their introduction (if initiated by another group),
· define the strategies and process for issuing challenge grant RFPs that will be linked to improvement metrics for youth outcomes as well as progress against increased leadership and other community progress indicators with the Ready by 21 National Partners5 (member representation) ,

· fine-tune the metrics and strategies, and
· validate the value-added of these tools for LUWs and their initiatives.
These local United Ways will be invited to participate in one or more learning/action groups:
Ready by 21 Quality Counts Learning Group.
  With funding from RWJF and Atlantic Philanthropies, the Forum kicked off a two-year technical assistance effort to build quality accountability systems in 7 communities and 5 states (selecting 2-3 communities in each state). United Ways are present in all of these communities and at the table in 90 percent. This experiment affords United Way of America and the Forum a unique opportunity to work with LUWs that have the opportunity to contribute to an important community-impact project that they did not create and in most cases did not initiate.
Local United Way Strategies Work Group. 
  Five to 10 LUWs that have a strong track record on youth issues using the community impact model will be convened to:

· fine-tune and endorse the United Way early childhood and young adulthood framework (draft above),
· affirm and expand the strategies list, leveraging United Ways’ strengths, especially in the areas of family support/engagement and health care for children age 6 through young adulthood,

· review technical supports available from the Forum and other groups and affirm the package of supports that should be offered/sanctioned by United Way of America,

· explore methodologies for tracking progress in learning and development,

· ensure a seamless connection between the early childhood strategies and metrics and those being developed for the second decade of the lives of children and youth,

· create language and strategies for championing this work through a national message that resonates with LUWs and the business community,

· communicate the range of ways that LUWs can incorporate the resources into their work.
Some of these work group members (LUWs) may be recruited from Quality Counts sites while some will be LUWs that have undertaken this work on their own (e.g. Dayton, Boston, Los Angeles). Some may be recruited from the current group focused on early childhood development. Only a minority will be deeply familiar with the Forum’s Ready by 21™ model. This work group will be staffed by a United Way and Forum team that will include measurement experts from both organizations. In addition, the group will be expanded at times to include non-United Way experts in child and youth development research, programs, policies and indicators.
Dropout Prevention Summit Follow-Through Group.
 America’s Promise Alliance has committed to convening 100 “Dropout Prevention Summits” to raise awareness, build urgency, and harness leaders’ attention across sectors around a common action plan to improve outcomes for young people with the hope of increasing graduation rates. The Governors of all 50 states and the Mayors of the 50 cities with the highest concentrations of low-performing high schools will be invited to host summits. Initial funding for the summits has been provided by State Farm Insurance.  American’s Promise Alliance has asked the United Way of America to partner in sustaining the momentum of communities following the summits. The United Way of America and the Forum for Youth Investment are prepared to work together with the other Ready by 21 national partners to identify and support the development of Dropout Prevention Summit follow-up strategies in summit sites where there is broad-based initiative or a standing coalition that is interested and positioned to take on this role, is linked to the Ready by 21 Quality Counts Initiative and has the United Way affiliate as a leader, convener or a contributing member. There are eight Summit site targeted cities that meet these criteria: Indianapolis, Louisville, St. Louis, Nashville, Austin, Tacoma, Oklahoma City and New York City. We are prepared to extend invitations to all eight sites with the goal of working with five of these United Ways to apply for light support (technical assistance and potential financial assistance).
Broader Education and Engagement
All indications are that the pool of local United Ways interested in improving outcomes for youth is significant in size. In addition to supporting these three learning/action groups listed above, United Way and the Forum will work to:
· Explore ways to build on the Early Childhood Development work by looking for opportunities to expand the current Ready by 21 framework and tools to include birth through young adulthood.

· Document the progress of local United Ways towards the strategic goals and outcomes.

· Explore methodology and systems for tracking progress in learning and development.

· Align program landscape mapping tools to include both early childhood and youth programs and providers. Ensure that all efforts to develop provider surveys and databases are linked to the 211 system.
· Disseminate youth development materials and training/learning opportunities through United Way listservs.
· Create downloadable talking points and PowerPoints for UW members.

· Present local United Way Promising Practices in the Knowledge Café, United Way’s best practices sharing portal.

· Explore shared learning opportunities for regional clusters of United Ways.

· Establish in-person and distance learning courses for local United Ways.

Partnerships and Leveraging

The potential associated with this partnership is enormous. United Ways are not only everywhere (providing huge economies of scale for organizations like the Forum, High/Scope and others who are trying to move useful products to market), they are connected to everyone – direct service providers, youth, community volunteers, business leaders, educators, policy makers and individual, private and corporate philanthropists. As a system, the convening and connecting power of United Way is unmatched. In Phase II, United Way and the Forum will take advantage of this power and will work closely with the other Ready by 21™ National Partners
 to:

· Help ensure that the America’s Promise Alliance Dropout Prevention Summits result in sustained planning, actions and outcomes.

· Leverage Ready by 21 partner materials, trainings and other relevant opportunities.
· Identify tested, high impact strategies and tools that could be brought to communities through the United Way system and negotiate for their usage.
· Create and circulate a bold plan for challenging communities to develop deep cross-sector partnerships to change the odds for youth by improving supports, building community awareness and improving policy.

· Explore opportunities for bringing corporate and private funders together to support a major Ready by 21™ initiative that would bring dollars into communities and states to be matched by LUWs who would also function as conveners/members of the cross-system leadership team.
Next Steps
Results of the Phase II exploratory process of working with the learning and measurement test groups will provide evidence that the framework, tools and resources are useful in getting leaders and communities at large to think differently, act differently and act together. These results will also lend themselves to creating a long-term, collaborative strategic plan clearly outlining the development needs for increased community reach. The plan will be developed in collaboration with the Ready by 21 National Partners to ensure greater involvement at all levels given the membership of these partner organizations include public, private, state and local leaders who are critical to the success of these efforts as well as the additional expertise, tools and resources that each organization provides their membership.

As the Ready by 21 Challenge Fund continues to grow, it will allow the Forum and United Way to bring the technical assistance, tools, trainings and technologies to all interested LUWs and to support the intentional introduction of the tools and strategies work to United Way communities and to test the statewide introduction of the Ready by 21™ Challenge in states.
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This matrix was developed by the Council for Youth Development, Bartholomew County, Indiana as a part of its Ready by 21 planning process. United Way of Indiana provided matching funds. United Way of Bartholomew County is a founding member of the Council and housed it during its first year or operation.
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� Ideally, communities should identify strategies for directly assessing the extent to which young people are getting the supports they need.  Surveys like the Search Institute’s 40 Assets survey and America’s Promise Alliance Every Child/Every Promise survey provide opportunities to survey youth (and parents) directly about the supports they receive.  With United Way, the Forum will continue to research and negotiate to bring other tools into the suite of supports in order to ensure that communities have a full set of tools and, where appropriate, have guides to understand how to choose between them.


� • RWJF/Atlantic funding for the Forum’s staffing costs to support this learning group 


  • Funding for UWA’s costs will be covered, in part, by a contribution towards a dedicated UWA staff person orchestrated by Atlantic Philanthropies.


  • JCP funding allows United Way to pilot the Ready by 21 Approach with two LUWs with pass through funds to build strong community awareness, partnerships and action plans to support the Quality Counts (QC) work.


  • JCP funding will provide more capacity and resources to LUWs in QC communities that are not deeply engaged in the QC work because they do not have a strong focus on youth, and/or have not adopted the Community Impact model, but are interested in moving in this direction. The funding will provide for eligible technical supports and coaching from United Way and the Forum if there is strong interest in developing this new area.


� • JCP funding will support this group, including convening of national stakeholders and experts.


  • JCP “pilot grant” funding could go to this group (one or both grants) to ensure that there are examples of what a site that has already done work in this area could do to strengthen its approach by using the framework, tools and resources (site would not be receiving QC funds).


  • Discussion group members could each receive $5,000 credits with the Forum for on-site facilitation, group coaching, or team training for their staff and/or community partners.


� America’s Promise is supporting the summits with funding from State Farm Insurance. America’s Promise has agreed to partner with the Forum for Youth Investment to “integrate” the language, goals and strategies of the 15 and 5 Campaign and the Ready by 21 Challenge and to use the Ready by 21 National Partners� NOTEREF _Ref191084454 \h � \* MERGEFORMAT �5� as a cross-sector sounding board and coordinated delivery unit to ensure that the Dropout Prevention Summits are implemented and sustained strategically.


� The Ready by 21 National Partners currently include the Forum for Youth Investment, United Way of America, America’s Promise, Corporate Voices for Working Families, National Conference of State Legislatures, National Collaboration for Youth, and the American Association of School Administrators. In 2007, the six partners who made formal commitments to work with the Forum to advance the Ready by 21 Challenge represent the education, government, non-profit, business and community philanthropy sectors. Each was chosen because they had pledged to do business differently and sought out the Forum to help in some way. Combined, they have the capacity to inform, support and champion state and local leaders whose commitments are critical to any major change effort.
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