


A Dedication to Tom Joe

This series of Learning Guides is dedicated to Tom Joe, founder of
the Center for the Study of Social Policy and its Director for 21 years.
Tom believed that one of the Center’s most important contributions
was to build the capacity of loca decisionmakers. By that, he meant
giving ordinary people the information and tools they needed to
improve conditions for children and families in their communities.

Tom first conceived of these Learning Guides in 1997 and was their
original champion, but he died in 1999 before they were completed.
Tom would be proud of the fina products. They are based on a
premise that he spent his life developing: that government, in tandem
with citizens and community organizations, can and should do a much
better job of helping disadvantaged people. Tom was a fierce critic of
the way human services have evolved. He described the problem
this way:

“ Afamily should be able to get what it needs, based onits
particular circumstances, not given some treatment or
service because that’ sthe only thing the gover nment will
pay for. Our human services systemsare still in the dark
ages. Instead of ooking at what the whole family needs
and how theindividual pieces can work together toward
those goals, we' ve built up this crazy collection of
categorical programs that have little or nothing to do
with the family’ s real needs.”

To him, our socia service systems had grown fragmented,
unresponsive, and even harmful to the people they were intended
to serve.

Tom proposed various solutions that evolved over time. In the last 20
years, he argued passionately that the best way to break out of the
current morass was to empower people at the local level. While
smultaneoudy giving communities loca authority, one could break
down the current categorical systems and create new approaches to
help familiesin need. Tom knew early on that the federal government
could not do this alone, and he became an early advocate for the
concept that no one sector of our society, aone, can achieve better
outcomes for children and families. He hoped that local |eaders and
citizens could take up the challenge, generating their own ideas about
what communities needed to help families prosper.
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Federal and state governments’ roles would then be to figure out how
to aign with communities, and avoid bureaucratic rules, to make it
happen. As he put it:

“Since as far back as 1972, | tried to get services
integrated for people. While others were trying to get
the federal government to integrate services from the
top down, | suggested a different angle. | said, ‘Let’s
allow the community to propose what they want to do
and then ask the federal government for waivers to
integrate programs when the community runs into
problems.” Of course, communities would have to
develop a proposal explaining the results they were
trying to accomplish and why. | still think that’s the
best strategy, but we have to prepare communitieswith
the capacity, skills and staff to propose to the federal
and state gover nment what they want to do.”

Tom believed that this series, Building Capacity for Local
Decisionmaking, was a vauable tool to equip communitiesto movein
this direction. If average citizens—computer technicians, teachers,
stay-at-home moms, and sales managers—could learn how the current
systems work, with their flaws and opportunities, they would be able
to figure out better ways to use existing resources to help struggling
families. To do this, Tom knew that we first have to provide people
with skills, knowledge, and tools as well as the confidence in their
capacity to plot an effective agenda of their own.

All of Tom’swork and the Center’ s has promoted the involvement and
leadership of citizens in community-based problemsolving. In 1997,
under Tom’s leadership, the Center embarked upon afour-year effort
with its partners in Georgia, Missouri, and Vermont to develop this
series of Learning Guides. With these, we hope that any group of
citizens with the will to accept the challenge of improving results for
children, families, and communities would have the critical
understanding of socia policy needed to succeed. That isTom's
legacy and was his hope for the future.

Frank Farrow, Director
Center for the Study of Socia Policy

Cheryl Rogers, Senior Asscociate
Center for the Study of Socia Policy

Phyllis Brunson, Senior Associate
Center for the Study of Socia Policy

June 2001
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Georgia’s Family Connection

Georgia s Family Connection is a state-leve, public-private entity
created in statute to support the work of Georgia' s 155 partnerships.
It is comprised of state agency directors, corporate, and civic leaders.

The work of the local partnerships is dedicated to positively affecting
outcomes related to children’s hedth, safety, successin school, and
sf-aufficient families.

Missouri’'s Family Investment Trust

Caring Communities Partnership (CCP) is Missouri’ s system reform
initiative to achieve its core results through partnerships between
communities and state agencies. The Family Investment Trust (FIT) is
Missouri’s state-level body, created in 1993 by Executive Order of the
Governor, to assist communities and state agencies in achieving the
core results. The FIT Board of Directors is a 17-member governing
body comprised of the directors of eight state agency partners as well
as business and civic leaders.

The CCPs are the local decisionmaking bodies, broadly representative
of a county or multi-counties, which partner with the state agencies to
plan, develop, finance, and monitor strategies to achieve the state's
core results. The Partnership, in turn, serves as the parent board to
neighborhood or site councils, which aso broadly represent
decisionmaking entities at the neighborhood or site level. The
neighborhood councils partner with their individual Community
Partnership to plan, develop, finance, and monitor strategies to achieve
the core results.

Vermont’s Agency for Human Services

Vermont's Agency for Human Services and the Department of
Education, together, have given broad discretion and support to
twelve Regional Partnerships.

Vermont's system of local governanceislessformal than either
Georgia s or Missouri’s, in keeping with the smal size of ther
communities and the more informal political culture of the state.
The partnerships focus their work on achieving a core set of results
agreed upon by the state.
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Preface

Georgia, Missouri, and Vermont have forged an aliance, supported by
the Center for the Study of Social Policy (CSSP), to help local
decisionmakers acquire the skills needed to improve conditions for
children and familiesin their communities.

In a number of states, including these three states, local businesses,
civic leaders, and other citizens are working through Local
Governance Partnerships (LGPs) to improve children’s hedlth, safety,
success in school, and movement to a productive adulthood. These
partnerships are being asked, usualy by state or local government, to
come up with new strategies for improving specific results and to
monitor the community’s progress over time.

Partnership members are assuming ever-greater responsbility for
important decisions affecting public sector resources, staff, and service
ddivery. Yet, community members are rarely equipped to handle these
tasks because they have not been given the skills and knowledge
needed to carry out their new roles.

To help meet this demand, Georgia, Missouri, Vermont, and the
Center for the Study of Socia Policy have devel oped a set of
curriculum materials for local governance members and staff. These
materials represent our collective best effort to communicate what we
think community members need to know in order to make local
decisionmaking a successful venture. These guides are meant to help
develop loca members capacities, skills, and knowledge, not to lead
to a specific product or blueprint.
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Local
Governance
Partnership
S

in Georgia,
Missourt,
and
Vermont

Georgia, Missouri, and Vermont have created new decisionmaking
structures at the loca level through which communities are mobilizing
resources to improve child, family, and community well being.

Georgia

Georgia has established 155 local partnerships dedicated to achieving
statewide outcomes related to children’s health, safety, successin
schooal, and sdf-sufficient, strong families. The partnerships are made
up of public and private agencies, parent and neighborhood
representatives, community organizations, faith community leaders,
business people, and other community representatives. Their work has
been supported at the state level by the Georgia Policy Council for
Children and Families, a public-private body created in statute,
comprised of agency heads, and corporate and civic leaders.

Missouri

Missouri currently provides funding to 21 Caring Communities
Partnerships (CCPs) serving 24 counties. The CCP is Missouri’s
systemic reform initiative to achieve their core results. The partnering
state agencies have pooled approximately $24 million for the Caring
Communities initiative. The dollars are used to build local
infrastructure, conduct assessments and eval uation, and enhance or
expand existing strategies. The Family Investment Trust (FIT),
Missouri’s state-level entity created by Executive Order of the
Governor in 1993, assists communities and state agencies in this work.
The FIT isa17-member governing body comprised of the directors of
eight state agencies as well as business and civic leaders. Through this
systemic reform process, Missouri is using its community partnerships
to help redesign core programs, such as welfare reform.
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Introduction

Learning Guide 3
Setting a Community Agenda

Given that Local Governance Partnerships (L GPs) have broad-based
membership, couldn’t LGP members provide what information is
needed on the most pressing issues affecting the well being of children
and families in their communities? The answer is both “yes’ and “no.”
LGP membership is a source, but just one source.

Finding out a community’s priorities involves collecting information
from avariety of sources. research studies; statistics from government,
businesses, and nonprofit organizations, and especially opinions of
individuals and families in the community. Collectively, these sources
contribute what is needed to understand the root causes of problems
for children and families aswell as the community assets that can
offset the problems or influence solutions. The quest for information
and understanding aso uncovers the issues of utmost importance to
community members, which can trandate the priorities of a
community agenda into effective strategic action.

This Learning Guide describes a community agenda; how collecting
information from a variety of sources and with a variety of methods
develops the agenda; and how the information collected can create
avision of desired results and indicators of progressto establish
community priorities.

The guide presents information and tools for an LGP to begin or
enhance its efforts in setting a community agenda. It contains
examples, profiles about other partnerships, activities, discusson
worksheets, and resources to help build the capacity of LGP members
and staff toward this end.
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Using the Learning Guide

This Learning Guide is designed for reference and self-study by those
interested in building or expanding their knowledge about a
community agenda. The guide reflects the combined experience and
best thinking of the partners involved with developing the Building
Capacity for Decisionmaking series.

Because this Learning Guide is intended for a broad and diverse
audience, its design purposaly provides options for its use.
For example:

#&Y ou may want to start at the beginning and study each chapter
sequentidly,

&Y ou may want to refer to the table of contents and select the
chapters that capture your interest,

#52Y ou may want to take the assessment in the last chapter, Moving
Forward, to determine what aspects of developing a community
agenda that need your attention,

&Y our LGP may want to take the assessment in the last chapter,
Moving Forward, to determine what aspects of developing a
community agenda need its attention, or

&Y ou may use the Appendices to access activities and worksheets,
locate resources and tools, find contacts for more information, or
review examples that may suit your needs.
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Overview of Chapters and
Appendices
When thinking about setting a community agenda, many questions

should come to mind. Y ou may ask yourself or others some of the
following questions, which define the guide’ s chapters and appendices.

Review: A Local Governance Partnership

What is loca governance? What is aLoca Governance Partnership
(LGP)? What are its functions and defining characteristics?

Chapter 1: Getting Started

What is a community agenda? How does an LGP determine its context
for setting a community agenda? How does an LGP start the agenda-
setting process? What planning decisions are needed?

Chapter 2: Identifying Current Conditions

Why is collecting information about community conditions important?
What type of information does an LGP need? How does an LGP
collect that information?

Chapter 3: Gathering Community Perspectives

Why is input from community members important? How does an LGP
ensure a broad community perspective? How does an LGP gather
information from community members?

Chapter 4: Identifying Community Assets

What are community assets? Why is identifying them important? What
is asset mapping and how can it help a community? How does an LGP
map community assets?

Chapter 5: Creating a Vision and Setting Priorities

How is avision created from the information collected? What are
results and indicators, and how do they relate to the shared vision?
How does an LGP analyze the information collected to create avision
and set priorities?

Introduction
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Chapter 6: Building Consensus for a Community
Agenda

Why isawider circle of support for the community agenda important?
What is critical mass and how does it relate to gaining support? What
are some ways to communicate and build acceptance for the
community agenda?

Chapter 7: Moving Forward

How can we use this Learning Guide to continue building our
knowledge? What do we aready know about setting a community
agenda? On what topics do we need more information?
Appendix: Glossary

What is the meaning of terms used throughout this Learning Guide?
Appendix: Activities and Worksheets

What activities can help us better understand the concepts presented
in this Guide? Are there worksheets that can help us in planning?

Appendix: Tools

What tools have other LGPs found helpful ? Are there checklists that
we can adapt and use for our work?

Appendix: Resources

What references were used to develop this Learning Guide? Which
websites can we explore for more information?

Appendices: Contacts

Who can we contact for more information? What are the specialty
aress of different organizations?
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Refer to Learning Guide 1:
Theory and Purpose of
Local Decisionmaking

Refer to Learning Guide 2:
Forming and Sustaining a
Successful Partnership

Refer to Learning Guide 4:

Strategies to Achieve
Results

Refer to Learning Guide 5:

Financing and Budgeting
Strategies

Refer to Learning Guide 6:
Using Data to Ensure
Accountability

Learning more about local
governance

The Learning Guides are intended for use as a series, athough each
guide is a valuable resource and learning tool by itsalf.

If you would like to build on knowledge gained from this guide,
review the following topics. Use the list to refer to other Learning
Guidesin this series.

ez The roles, success factors, defining principles, and functions
of Local Governance Partnerships (LGPs).

=z How LGPs relate to existing entities, such as state and
local government.

=z \Ways to ensure community outreach and linkage to
neighborhoods.

& The roles and respongbilities of LGP members and staff.
e Critical factors for effective working relationships.

ez Systems thinking and its application to services and supports.
ez How to develop a community strategy for improving results.
eses What makes a community strategy effective.

eses What is meant by a collaborative view of financing.

ez How to identify existing funding and resources.

eses Ways to build a core funding base.

2 \Ways to round out the core funding base.

=& How to develop afinancial plan and aresults-based budget.
& The meaning of results-based accountability.

2 HOw 10 set up a data-collection system for reporting, and using
information related to results.
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Vermont

Vermont has formed 12 Regiona Partnershipsin a system of local
governance that islessformal than either Georgia's or Missouri’s, in
keeping with the small size of their communities and the more
informal political culture of the state. Vermont’s State Team for
Children, Families and Individuas has given broad discretion to the
Regiond Partnerships to work on achieving a core set of results agreed
upon statewide. Vermont’s outcomes help to sharpen the focus and
work of the Regiona Partnerships. The outcomes begin with the goa
of assuring that pregnant women and young children thrive and
progress developmentdly. The State is witnessing significant
reductions in the rates of reported child abuse and neglect aswell as
improvements in other indicators in the jurisdictions in which the
community partnerships have been developing preventive programs
and family support.
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Audience for the Learning Guides

The primary audience for this series of Learning Guides includes local
governance board members, their community partners, and staff. This
comprises a broad range of people, including local elected officids,
business people, staff of loca service organizations (both public and
private), representatives of the faith community as well as consumer
parents and other lay citizens involved with helping children

and families.

An equaly important audience for this series of Learning Guidesis
state officials who are supporting the Loca Governance Partnerships.
These officials are among the state executive and legidative branches,
othersinclude key staff from state agencies that work with children
and families. Staff from the following state departments could aso
benefit from these Learning Guides:

#sesEducation

&sesEconomic Development

#eMenta Health

#esCorrections

#esHealth

esesEmployment

&esSocia Services

&sesPublic Safety
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Description of the Six Learning
Guides

The six Learning Guides developed by this consortium include
the following:

Learning Guide 1: Theory and Purpose of Local
Decisionmaking

This guide sets forth the theory and purpose of local governance.

It begins with issues and problems facing today’ s children, families,
and communities, and an analysis of the categorical human services
system. It proposes an aternative—Ilocal governance and aLocal
Governance Partnership (L GP)—as a means of addressing these
problems and improving results.

The basics about an LGP are presented: its role, defining
characterigtics, functions, how it relates to existing entities, decisons
about structure and legal standing, relationships with state and local
government, and relationships with neighborhoods.

Learning Guide 2: Forming and Sustaining a
Successful Partnership

This guide focuses on the roles and responsibilities for board members
of Local Governance Partnerships. It includes skills for building
trusting relationships, negotiating with partners, effective
decisonmaking, ensuring meaningful parent and community member
involvement, and racid, ethnic, and gender diversity.

Learning Guide 3: Setting a Community Agenda

This guide presents the knowledge and supports the skill building
needed for creating a community agenda. It includes identifying
community conditions, gathering community perspectives, and
mapping community assets. It shows how this information is used to
create a vision—with results and indicators—and establish community
priorities. Finaly, it presents ideas and guiddines for building a wider
circle of support and consensus for the agenda.
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Learning Guide 4: Strategies to Achieve Results

This guide presents the requirements for devel oping effective
strategies. It contains knowledge and skill building activitiesin
systems thinking, researching promising practices, and synthesizing
the information collected into a comprehensive community strategy
and a plan for implementation.

Learning Guide 5: Financing and Budgeting Strategies

This guide presents the basics to financing a comprehensive mix of
strategies. It includes a collaborative view of financing and ways to
identify existing funding and resources, develop a core funding base,
obtain discretionary and grant funds, restructure and repackage
resources, obtain informal and in-kind resources, and develop a
financia plan and a budget.

Learning Guide 6: Using Data to Ensure Accountability

This guide deals with accountability and the Loca Governance
Partnership. It presents a results framework and roles and
responsibilities for shared accountability. Subsequent chapters present
knowledge and skills for setting up a data collection system, including
collecting, reporting, and using data to determine progress toward
improving results.

Together, these six guides are intended to give local people—hboth
professionals and non-professionals—the knowledge and skills needed
to become active decisonmakers on behalf of children and familiesin
their community.
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The Development Process

#52sCSSP drafted an initid outline of topicsto be included in
each guide.

#ezEach of the three states formed a design team of state staff and
community representatives to draft one guide. CSSP consultants
helped each design team write the guide and gather resource
materials. CSSP drafted three guides.

& CSSP and each state partner reviewed the work of each design
team, providing written feedback. Each guide was revised based
on this feedback.

#52sCSSP contracted with a curriculum design team of instructional
designers and training experts to trandate the content for each
guide into alearning tool and a training program.

&2 The revised Learning Guides and accompanying training programs
were pilot tested with Local Governance Partnership membersin
at least one of the three contributing states to make sure the
information and activities were appropriate and relevant. The
Learning Guides and training programs were then revised based on
the pilot tests and community feedback.

What do you think?

The project partners are interested in your reaction to the
Learning Guides.

#eWhat is your reaction to the Learning Guides?
#sesHow could they be more useful to you?
Please contact the Center for the Study of Socia Policy at:

http://www.CSSP.org and click on “Contact Us’ at the bottom
of the page.
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Introduction

Learning Guide 4
Strategies to Achieve Results

Consider an automobile. It is made up of independent parts—an
engine, spark plugs, whedls, etc. Each part may work well aone, but it
is because of the interaction of al the parts that alows the automobile
to move from one place to another.

Now, compare this to families and communities. A child or afamily
member may be viewed individualy, but he or she exists in the context
of afamily; and that family exists in a neighborhood or in alarger
community.

Achieving better conditions, and increased well being for our children,
families, and communities means not only focusing on how well the
“parts” work, but more importantly, how well they all work together.
In the complex, interrelated world in which we live there is no one-
step easy fix. Every action has an effect on another.

This thinking is fundamental to developing effective strategies and is
the undergirding premise of this Learning Guide. A well-devised
comprehensive community strategy, instead of random solutions, is
more likely to achieve results.

This Learning Guide presents information and tools for the Local
Governance Partnership to begin or enhance its efforts in crafting a
comprehensive strategy. It contains examples, profiles about other
partnerships, lessons learned, activities, resources, and tools to help
build the capacity of LGP members and staff.
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Using the Learning Guide

This Learning Guide is designed as a reference and self-study guide
for those interested in expanding and building their knowledge about
developing strategies to achieve results. The guide reflects the
combined experience and best thinking of the partners involved with
developing the Building Capacity for Decisionmaking series.

Because this Learning Guide is intended for a broad and diverse
audience with arange of experience, it was purposely designed to
provide options in the way that it is used.

#&Y ou may want to start at the beginning and study each
chapter sequentiadly,

#52Y ou may want to refer to the table of contents and select the
chaptersthat capture your interest,

&Y 0U may want to take the self-assessment in the last chapter,
Moving Forward, to determine the aspects of strategy development
that need your attention,

&Y our LGP may want to take the assessment in the last chapter,
Moving Forward, to determine aspects of planning for strategy
devel opment that needs attention, or

#5&Y ou may want to use the Appendices to access activities and
workshests, to locate resources and toals, to find contacts for
more information, or to review examples that may be adapted
for your needs.
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Overview of Chapters and
Appendices

When thinking about devel oping a comprehensive community
strategy, many questions may come to mind. Y ou may find yourself
or othersinterested in strategy devel opment, asking some of the
following questions. Information related to these questions may be
found in the respective chapters and appendices.

Review: A Local Governance Partnership

What is local governance? What are the functions of a Loca
Governance Partnership (LGP)? What are the defining characteristics
of an LGP?

Chapter 1: Systems Thinking

What is a system? What is systems thinking and how does it relate
to services and supports? Why is systems thinking important to
devel oping a comprehensive community strategy?

Chapter 2: Identifying Promising Practices

What are promising practices and why is it important to identify
them? What are the steps to identifying promising practices? When
identifying promising practices, is there away to know that a program
or practice islikely to be successful? Where can we find information
about promising practices?

Chapter 3: Building a Comprehensive Community
Strategy

What is a community strategy? What is an effective strategy? How isa

comprehensive community strategy pieced together? What are the
steps? How do we know that the strategy is feasible, that it will work?

Chapter 4: Involving Partners in Strategy Development

Who needs to be involved with developing strategies? When should
they be involved? How should they be involved?

Introduction
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Chapter 5: Implementing Strategies

What is an implementation plan and what are its components? What
are the steps to developing this plan? What is an interagency
agreement? How does systems change and staffing affect
implementing a comprehensive community strategy?

Chapter 6: Moving Forward
How can we use this Learning Guide to continue to build our
knowledge? What do we already know about developing a

comprehensive community strategy? What topics do we need to
know more about?

Appendix: Glossary

What are the definitions of terms used throughout this
Learning Guide?

Appendix: Activities and Worksheets
What are some activities that we can do to help us better understand
the concepts presented in this guide? What are some ideas for

discussing strategy development? Are there worksheets that we can
use for our planning?

Appendix: Resources and Tools
What references were used in the development of this Learning Guide?

What resources and tools are available? Are there websites we can
explore for more information?

Appendix: Contacts

Who can we contact for more information? What are the specialty
areas for different organizations?

Appendix: Examples

Do the contributing partners have examples they can share? Are there
sample forms that we can adapt for our work?
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Refer to Learning Guide 1:
Theory and Purpose of
Local Decisionmaking

Refer to Learning Guide 2:
Forming and Sustaining a
Successful Partnership

Refer to Learning Guide 3:

Setting a Community
Agenda

Refer to Learning Guide 5:

Financing and Budgeting
Strategies

Refer to Learning Guide 6:

Using Data to Ensure
Accountability

Learning More About Local
Governance

The Learning Guides are intended for use as a series, although each
guide is a valuable resource and learning tool by itself.

If you would like to build on the knowledge you gain from this guide,
review the following topics. Use the list to refer to other Learning
Guidesin this series.

e The roles, success factors, defining principles, and functions of
Loca Governance Partnerships (LGPs).

e How LGPs relate to existing entities such as state and
local government.

=z \Ways to ensure community outreach and linkage to
neighborhoods.

.z The roles and responsibilities of LGP members and staff.

=& Critical factors to effective working relationships.

2 How acommunity agendais developed.

ez How to build consensus for the agenda in the broader community.
2 \What is meant by a collaborative view of financing.

eses How to identify existing funding and resources.

eses Ways to build a core funding base.

esec Ways to round out the core funding base.

=z How to develop afinancia plan and a results-based budget.

& The meaning of results-based accountability.

=& HOw to set up a data collection system for collecting, reporting,
and using data related to results.

Introduction
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Review

A Local Governance Partnership

Learning Goal

You will recal the functions and defining characteristics of a Local
Governance Partnership.
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Glossary

Local governance —

A decisionmaking
process whereby the
community takes
responsibility for making
decisions about
developing and
implementing strategies
to improve results for
children, families, and
communities.

Local Governance
Partnership — A
decisionmaking
partnership between the
state, private sector, local
government, community
and neighborhood
leaders, and residents to
carry out the process of
local governance.

A Community Approach

Communities are beginning to look at the well being of their families
and children. They are identifying conditions that must improveif al
children, families, and communities are to prosper.

Research, innovative programs, and promising practices indicate that a
community approach is a viable solution to the existing human services
systems, which are both complex and categorical. A community
gpproach can support families in a more holistic way. Building strong
and hedlthy families and communities requires changes both within the
current system and in how a community uses its resources.

How does this change come about? What is a process for eliciting
decisons from a community, while gtill involving al those who are
currently making decisions about services and financing?

A promising answer to these questions is local governance.

This chapter presents an overview of local governance and the functions
and defining principles of aLoca Governance Partnership (LGP).
For some readers, this chapter will be areview; for others, this
information will lay the groundwork for subsequent chapters about
community strategies.

Review: A Local Governance Partnership
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Glossary

Stakeholders — Those
who have a vested interest
or “stake” in improving
results, which may include
parents, neighborhood
residents, local
businesses, elected
officials, local and state
agencies, and private-
sector organizations.

Local Governance

Local governance is a decisionmaking process that brings together
state and local government, the private sector, elected officias, and
community members.

551t builds on community strengths and supports incremental and
long-term change in categorical systems.

&esL.oca governance concerns the hopes of all families and
community residents that their children will grow up heslthy,
safe, well educated, and prepared for a productive adulthood.

A Local Governance Partnership

An LGP isthe entity that carries out the process of local governance.

#&An LGP provides afoca point for multiple partners working
together to develop and implement community and neighborhood-
based strategies targeted to improving results for children,
families, and communities.

#zsAn LGP pulls together information across al agencies and sectors
and builds a community profile of its strengths and needs.

&eAn LGP provides aforum for al stakeholders to present their
perspectives, offer their resources, ask for assistance, and negotiate
acommon plan of action.

##sAn LGP serves as the mediator, convener, problemsolver,
information sharer, catalyst, and mentor. An LGP has the potential
of being a catalyst for reshaping the community service system.
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Local Governance Partnership:
Functions

The functions of LGPs, and their capacity to carry out these functions,
vary; however, the following functions are essential to the work of
any LGP:

Identify Community Strengths and Needs

Anayze community-wide and neighborhood or locale-specific
problems and resources.

Set Results and Indicators

esesEstablish results and indicators that stakeholders agree on wanting
to achieve.

#esUse the results/indicators to guide actions.

#esUse the results/indicators as a foundation for accountability.

Develop Strategies

esesUnderstand:
Exigting programs, activities, and resources,
Promising practices,

The structure and system of services at the state and local levels
of government,

The parts of the system difficult for families to access;

What services could be more accessible to families of different
cultures, and

What opportunities could bridge separate service systems and
lessen the duplication of bureaucracy.
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Local
Governance
Partnership:
Functions
(Continued)

Develop Strategies (Continued)

#esTrandate this understanding into strategies that can have a positive
impact on priority areas and results agreed upon by the community.

wesDevelop strategies that encompass multiple services and systems
involving formal and informal resources.

esDevelop strategies that reach across an entire community: counties,
cities, towns, and neighborhoods.

eses\View services as part of an overal strategy that includes programs,

activities, and resources to address the combined social, hedth, and
economic well being of families.

Design Financing Strategies

esesUnderstand the full range of current resources and how they
are used.

#eCoordinate and combine public and private resources to implement
the strategies.

#esRealign current resource alocations (human, material, and
financid) to implement the LGP’ s strategies.

Support New Ways of Working

e Training and professona development is needed to gain the kills
for working with familiesin new ways.

#sesEnsure availability of the support and professiona devel opment
needed by frontline workers.

#esFacilitate rethinking of personnel policies, workload standards, and
standards of effective practice.
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Local Support New Ways of Working (Continued)
Governance

Partnership: esSupport training and professional development for staff working
Functions across systems, including a common perspective about helping

families, knowledge of other system resources, and a core set of

(Continued) kills for use across systems.

#5esSupport training and capacity building for community members,
including leadership skills, decisionmaking, group processes, and
problemsolving.

Monitor and Evaluate Progress

#eDevelop a data collection system.

esesDevel op interim measures to continually assess progress toward
specific results.

#exMaintain standards of accountability for al children and families as
well as for systems to accomplish results.
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Defining Characteristics

Focus on Results

Results are the organizing principle for an LGP. Its decisions and
actions are based on desired results. In the long run its successiis judged
by results—i.e., whether conditions improve for children, families, and
communities.

Inclusion, Diversity, and Outreach

The heart of an LGP is amore inclusive process for making decisions.
As many individuas, organizations, and perspectives as possible
contribute to the decisions made by the LGP about its work. Families
and community residents are explicitly engaged as active and

equal voices.

Manageability, Scale, and the Right Geographic Scope

The LGP s geographic scope should cover alarge enough areato be
recognized by community-wide ingtitutions, yet managesble enough to
be responsive to residents’ needs.

Comprehensive Strategies Involving Informal Supports

The intent of an LGP isto develop and implement strategies that
encompass multiple services and systems. A comprehensive strategy
would involve informal supports, the natural helping system, and
formal service providers.

Influence Over Resources
Influencing the alocation of resources across systems is necessary to

improve results for children, families, and communities. An LGP hasto
influence how funding is spent and how staff members are deployed.
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Defining Legitimacy and Credibility

Characteristics

(Continued) To adequately represent local residents and their communities, an
LGP needs legitimacy and credibility. Legitimacy connotes formal
recognition by key constituents; credibility addresses the less formal
trust earned from the community.

High-Level Commitment

High-level commitment from state government is necessary to confront
historical traditions, support new service delivery options, and transfer
some decisonmaking authority to the local level.
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Chapter 1

Systems Thinking

Learning Goal

Y ou will understand “ systems thinking” and its importance when
developing Strategies to improve results for children, families,

and communities.
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Glossary

Results or outcomes —
Conditions of well being
for children, families, and
communities to be
achieved through
services or strategies.
Although these terms are
interchangeable, these
Learning Guides will use
“results.”

Only Part of the Picture—Categorical
Thinking

Consider the parable about an elephant and twelve men who couldn’t
see. The men were asked to describe the creature before them. The first
man reached out, touched the elephant’s leg, and said, “ The creature is
strong and solid.” The next man reached out, touched the elephant’ s ear,
and said, “The creature is flexible and pliable.” The third man reached
out, touched the elephant’ s trunk, and said, “ The creature islong and
capable of awide range of movement.” And so on.

Each man, because he could only touch a portion of the elephant, had
only a partia impression of the whole.

Categorical thinking about services and supports for children, families,
and communitiesiis like this parable. Categorica thinkers see only one
aspect of support rather than the whole picture of strategies targeted to
improve results.

A categorical thinker might view services as “silos,” independent and
discrete programs, such as child welfare, mental health, and education.
Although this viewpoint worked in the past to address specific
problems, categorical thinking is no longer effective for improving
results today.

Refer to Learning Guide 1: Theory and Purpose of Local Decisionmaking.

Wouldn’t looking at the whol e elephant, or the entire system of services and
supports, make more sense? =
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Glossary

Systems — A set of
related services,
programs, activities,
and policies that work
interdependently to
address

a common purpose.

What is a System?

Y ou are more familiar with systems than you might think. Consider the
following systems:

B The Solar System

B The Human Body

B AnAutomobile

B A Computer

B A Family

Can each part function alone?

Does output from one part provide input to another part? How?

Do changes in one part impact another part? How? For example, does
each member of afamily interact with the other members? Does this
affect how the family as a whole functions? If the answers to these
guestions are yes, then the family operates as a system.

Understanding any type of system—whether the human body, the solar
system, or a system of social services—requires the ability to picture
the dynamic relationship among various elements of the system.
Consider the smple example of eating a sandwich.

Eating a sandwich requires the cooperation of several parts of the
human anatomy working together as a system. The tongue and teeth
in your mouth are involved in reducing the sandwich to small bites,
while your throat carries the food to your stomach. Then, the stomach
breaks down the food into energy for your body and waste products for
removal. You may even develop indigestion from the onions on the
sandwich. But, on the whole, you feel “full” or satisfied after eating the
sandwich because separate parts have worked together to produce a
result.

This oversmplified example illustrates how elements of a system
arerelated.

From this example, we can identify several common traits of a system. =
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Common Traits of a System

B A systemis made up of various elements that work together.

B Output from one element of a system provides input to another
element (i.e., the throat carries food to the stomach).

B  One dement of the system is insufficient alone; al the elements are
needed (i.e., the teeth and tongue are incapable of digesting food
without the throat and stomach).

B Changes introduced into one part of a system are likely to impact all
parts of the system.

B Systems naturaly resist change.

B Once achange is introduced, systems tend to seek a new balance
or equilibrium.

More Examples
B A community is asystem made up of many parts or sub-systems.

For example: Several neighborhoods send their childrento a
regional high school. The neighborhoods are sub-systems of the
larger school system.

B A change occurring in a sub-system affects the equilibrium of al
neighboring sub-systems.

For example: A paper mill closes that employs most residents in
one neighborhood. The change affects that neighborhood but also
affects nearby neighborhoods. The neighborhoods that did not
experience job layoffs may worry about the possibility of
businesses closing in their neighborhood and/or more individuals
competing in the job market.
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Keep | n B The definition of a sub-system is unique to each situation.

Mind... For example: The regiona high school decides to help families
who lost income by setting up afood bank and a used-clothing

In an LGP, neighborhood drive. Y et, few families take advantage of this support. The

leaders most likely will families did not like going to the school setting to “receive

identify with other residents charity” because it made their depressed circumstances too visible

e rormant " toca! to their children and their children’s friends.

The stability and reference point for the neighborhood in need of
support was not with the regional high school or even with other
neighborhoods. The residents related to their own sub-system:
those who had lost their jobs rather than with the larger system.

How does under standing a system translate into system thinking? =»
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Glossary

Systems thinking — The
ability to see relationships
among elements

of a system, such as
services, programs,
activities, and policies, and
to anticipate their effects on
children, families, and
communities. Also, the
practice of applying this
understanding to
organizations, sys tems, and
individuals and possibly
changing their behavior.

What is systems thinking?

Systems thinking is the ability to see the relationships between system
elements (individua services, programs, activities, organizations, and
policies) and to anticipate how these elements affect each other. The
practice of applying this understanding to organizations, systems, and
individuds—and possibly changing their behavior—is aso systems
thinking.

Peter Senge and colleagues at the Massachusetts Ingtitute of
Technology, at Innovation Associates, and elsewhere pioneered the
concept of the learning organization and systems thinking during the
late 1980s and early 1990s. Senge and his colleagues define systems
thinking as:

“ away of thinking about, and a language for describing
and under standing, the for cesand interrel ationshipsthat
shape the behavior of systems. This discipline (systems
thinking) helps us to see how to change systems more
effectively and to act morein tunewith the larger process
of the natural and economic world.”

Senge’s definition identifies three key components of
systems thinking:

1) Systemsthinking isanew way of thinking that requires a
shift from linear thinking about the world and its events to
circular thinking.

2) Systemsthinking gives us alanguage for describing and
interpreting the events we observe.

3) Systemsthinking is not only about understanding the behavior we
observe but also about finding ways to shape such behavior
positively. At its essence, systems thinking is concerned with
improving behavior.

Chapter 1: Systems Thinking
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A Comparison:

Categorical Thinking and Systems Thinking

Categorical Thinking About
Strategies

Systems Thinking About Strategies

Focus on services, programs, and activities to
address a specific problem

Focus on improving results for children,
families, and communities

Discrete programs

Comprehensive array of services and supports
that are
linked together

Programs not connected to a supportive
structure

Coordinated arrangements for providing
services and supports

Services and programs bound by rules

Services and supports that are flexibly
administered and connected to other related
services

Duplicative, conflicting, and/or overlapping
service plans

Coordination and integration of social services,
education, public and private health and mental
health, economic development, housing,
informal networks, faith community,
businesses, and neighborhood leaders

Fragmented and categorical financing

Willingness and ability to identify, integrate,
and jointly make decisions about financing

Static

Dynamic

Describes system relationships as linear and
isolated

Describes system relationships as non-linear
and complex
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How does systems thinking relate to
services and supports?

Shiftin g We often speak of “the human services system.” However, a more
accurate view of all human services reveals that multiple systems arein
from place (e.g., education, housing, etc.). Each system is comprised of its
. own palicy, program, and administrative € ements.
Linear, POIEY, PO

i Most thinking about human service systemsiis characterized by linear,
Categ orical categorical constraints. We are trained to think in terms of linear cause

Thinking to andeffect.

SyStem S For example, suppose Allen County is interested in investing some

Thinkin g county revenue into human services. Consider the competition for
funding that might erupt between a county law enforcement agency and
a county health department. From the linear point of view of the law
enforcement agency, the events might look something like this:

Health Threat to Law
Department Law Enforcement
requests Enforcemen Agency

additional t Agency develops a
funds proposal for
more money

At the same time, the health department’s linear view of events might

look like this:

Law Threat to Health
Enforcement Health Department
Agency Department requests
develops a additional
proposal for funds

more money
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From the health department’ s point of view, the law enforcement
agency represents a threat to its request for funding. Consequently,
the health department “pads’ its budget in anticipation of competition
and possible cuts. The law enforcement agency sees the health
department as the aggressor. So, the law enforcement agency
increases its budget and efforts to acquire more funding.

From their individual perspectives, both agencies see alinear cause-
and-effect relationship beginning with the other agency’ s request.

In reality, however, the two views are linked in a circle.

Threat to Law

Enforcement
Agency

Health Law
Department Enforcement
requests Agency
additional funds develop;
; Threat to Health
Department
Ke ep in Both agencies are successful in the short term; they each respond to
what is interpreted as immediate threats from the other agency.

Mind... However, when their actions are viewed as part of awhole system
(i.e., the whole county budget) the short-term goal of responding to

One of the key principles in  the perceived threat is seen as caught in acycle of growing

systems thinking is to shift ~ competition and distrust.

from a linear view of the

world to an interrelated, The long-term result of failing to understand the cydlical nature of

circular view. An . L . .
interrelated, circular view  thisinteraction isincreased fragmentation and decreased cooperation.

provides the basis for
understanding system
behavior.
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PROFILE

Using Systems Thinking in Georgia

Early childhood advocates, parents, and educators in Savannah,
Georgia grew concerned about the school readiness of children
entering the public school system. After months of community focus
groups and best practices research, the Y outh Futures Authority (the
Loca Governance Partnership) decided to improve the quality of
early childhood programs by paying enhanced subsidies to child-care
centers that offered higher quality care. Initially, these investments
paid off as child-care quality increased in the county and children
entered school better prepared for success. Public awareness and
demand for qudity childcare increased as well, which stimulated even
more investments in subsidies for higher quality childcare.

Success with the new enhanced subsidies continued for a couple
years. Then, parents, advocates, and educators noticed that gansin
readiness scores had leveled off and were beginning to turn
downward again, despite the fact that demand for quality care was
higher than ever. After investigating the decline in school readiness
scores, school administrators learned that Savannah and Chatham
County hed filled dl available quaity child-care openings. They
decided that the tapering scores were due, in part, to the lack of
available quality childcare in the county.

In sum, improvements in school-readiness scores increased as more
children participated in qudity child-care centers that received
enhanced subsidies. The improvement in scores continued until the
limiting force of child-care availability took hold. Once Chatham
County exceeded its supply of quality childcare, scores in school
readiness eventualy began to decline. This example shows the
importance of looking a whole systems—in this case, Savannah's
Y FA leaders examined their whole child-care system to explain why
school-readiness scores were no longer improving. They could then
target specific strategies to the problem identified: an inadequate
number of quaity child-care slots countywide.

Chapter 1: Systems Thinking

Page 24



Center for the Study of Social Policy :: Building Capacity for Local Decisionmaking
Learning Guide 4 :: Strategies to Achieve Results

Glossary

Reconfigured services
— Rearranging the parts
or elements of existing
services.

Why is systems thinking important
for developing strategies?

Systems thinking is important in presenting us with at least two levels
of anaysis.

B First, we can assess individua systems (e.g., housing) for
their effectiveness.

B Second, and perhaps more important, we can assess the interaction
among systems. This second level of anaysis devel ops broader and
potentially more effective strategies.

Looking a the whole picture and understanding al its parts will provide
more comprehensive information for making decisions. Such aview

will keep LGPs focused on improving whole systems that serve families
instead of only on isolated programs. The more comprehensive the
information, the better the strategy selection is. The better the strategy
selection is, the better chance for positive results.

When developing strategies, system thinkers may analyze individual
services and supports, but they will then piece them together to create a
comprehensive and integrated whole system.

Systems thinking is similar to creating a patchwork quilt. Just as each
sguare of material is examined for its potential worth to the finished
quilt, each program and activity is examined for its potential
contribution to improving results. Just as the pieces of cloth are
assembled to create a unified whole, the comprehensive mix of
strategies combines high-quaity existing services with new or newly
reconfigured services.

Over time, some strategies may not work as well as others and, like a
quilt that becomes worn in places, strategies may need to be adjusted
and/or their parts replaced.
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Chapter 2

Identifying Promising Practices

Learning Goal

Y ou will incorporate systems thinking when developing a
comprehensive community strategy by identifying promising practices.
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Already in
Place

B Agreed upon results

B Community
assessment

B Community priorities

B Information about
root causes

Glossary

Promising practices —
Programs and activities
that have demonstrated
effectiveness in
producing results.

PROFILE

More Informed Decisions

Too often, when presented with a problematic situation, the tendency is
to recycle old solutions. “Thinking outside the box” is not an easy task.

What if everyone stayed neutral and open to possibilities instead of
jumping to solutions right away? What if another layer of information
were added to everyone' s knowledge, opinions, and perceptions about a
given problem? What if the knowledge base were expanded to include
what others aready found successful and effective?

This chapter presents the importance of taking the time for that “extra
layer” of information by researching promising practices that have
worked in other communities. Information about promising practices
provides evidence for the Local Governance Partnership (LGP) to make
more informed decisions rather than to respond with initid solutions.

Promising practices increase the likelihood that the comprehensive mix
of strategies chosen by an LGP will be successful.

Floyd County Commission on Children and Youth

In 1997, the Floyd County (Georgid) Commission on Children and

Y outh (an LGP) submitted its Strategic Plan to Family Connection and
to the Georgia Policy Council on Children and Families. Although the
LGP has been active since the 1980s, this year was the first time that
they developed aformal plan.

According to the Commission’s former Executive Director, the need for
afive-year plan prompted the LGP to conduct more formal research and
focus on outcomes. They knew they needed to do homework and they
knew they needed to assess whether they were making adifference. The
LGP decided to focus on teen pregnancy prevention.

Twelve active members of the LGP, representing such health and
human services as the loca hospital, public health department, and
juvenile court, assumed responsibility for the research. They began by
gathering and analyzing data.

Health and human service professionals on the working team shared
information on promising practices, which they had collected from loca
and national sources. They mapped incidences of teen pregnancy
reported in their community.
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PROFILE The LGP s Executive Director searched the Internet for relevant

(Continued) evidence-based research to help the LGP develop an effective strategy
for reducing teen pregnancy in Floyd County. Using evidence-based
information helped the LGP develop a strategic plan “ in a thoughtful
way,” according to the former Executive Director. “ It made us more
deliberate and directive, more focused on outcomes, and moved us
away from a crisis orientation.”

The working team shared their research findings with all the partners
in an effort to address the issue of teen pregnancy as ateam rather than
assign partners to review separate service systems.

The LGP and its partners focused on prevention instead of crisis
response. This approach, in turn, led to a new way of doing business
in Hoyd County.

The successful efforts in one neighborhood are being replicated in
another part of the county. Other partners, like the Boys and Girls Club
and the churches, are lending their resources for the county’s effort.
Statistical research reveaed that a significant number of pregnant teens
were victims of child abuse. As aresult, multidisciplinary teams are
now being trained to address teen pregnancy and victims of child
abuse jointly.

While the LGP s research and planning efforts on reducing teen
pregnancy in the county are too early to assess, the collaborative work
has certainly made an impact on the health and human service delivery
system of Floyd County.
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Why identify promising practices?

Accountability is shifting toward results rather than
outputs.

Both government and private funders are increasingly concerned
about measurable results for their investments in programs and
activities. In the past, funding for new programs and activities was
often based on effective advocacy or recommendations from existing
providers. Accountability was based on the output—the number of
service hours provided—rather than on the impact of services

on recipients.

Now, with more information about the effectiveness of various
approaches, the mandate that scarce funds should be spent wisely
has greater urgency. Programs and activities that reliably produce
improved results are the ones financed.

For example, welfare reform legidation shifted the god for case
workers from determining eligibility and providing services to finding
jobsfor their clients. This result was specific to the client, not a
measure of the case worker’s effort.

Funding goes to programs and activities that show
evidence of making a difference.

Less effective programs may be redesigned or deleted. More effective
programs may be expanded.

Mindful attention to funding effective programs could potentialy free
up funding and other resources, which would continue the process of
determining what works. Financing community or neighborhood-
based evaluations could, in turn, shed more light on what works best
in local settings. The research of promising practices continues!
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Example

Results: Children Succeed
in School

Priority Area: High School
Dropouts

Issue: An increasing
number of students, male
and female, are dropping
out of school.

Goal: All students will
complete
high school on time.

Sources for information
about promising practices:

B U.S. Department of

Education for statistics.

B An ERIC search for
documents and journal
articles on education,
research,
and practice.

B National Dropout
Prevention Center in
Newark, New Jersey,
for effective strategies.

How do you research promising
practices?

1. Select apriority area. Be clear about the issues and problemsto
address and the specific results to achieve. Be clear about the
target population.

2. Develop a set of research questions to guide the search.
B What are the key sources of information?

B \What are the most promising approaches or promising
practices for achieving desired results?

B \What evidence exists that a particular approach or promising
practiceis effective?

3. Review high-quality research and evaluation reports as
recommended by local experts.

B Seek information about consumer outcomes, not just program
outcomes. Contact state agencies and ask for evauations
about programs and initiatives related to the priority area.

B Sources for research on promising practices include the
Internet, libraries, published literature, county-to-county
informetion, the United Way, foundations, nationaly known
experts and organizations related to the priority area, and
local programs that have conducted evaluations.

Refer to the Appendix, Resources and Tools, for a starting list of
promising
practices resources.

4. Narrow the search.

B The more specific the issue or problem and the desired result,
the more effective the research in finding promising practices
that are known to work.

For example, a general search for programs to enhance
student success in school will yield an enormous number of
programs, activities, opinions, and speculations. Narrowing
the desired result to preventing school dropouts will help you
focus your efforts and succeed in the search.
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Steps for
Researching
Promising
Practices
(Continued)

TIPS

Take advantage of
information that has already
been collected and
analyzed by another
organization or by another
LGP.

Be sure to ask local
“experts” in the particular
field of interest what they
think are key sources of
research information.
Research does not need to
be exhaustive but should
include some reputable
sources.

Be sure to include
information from program
consumers. They know
best what they need and
want.

Glossary

Program — A set of
services, such as parenting
education, job training,
mental health counseling,
or family preservation
services, provided by a
public or private
organization or a distinct
and formally structured
component of an
organization, operated and
administered with a formal
budget.

Activities — Efforts, such
as day care, after-school
activities, etc., that occur in
a community to promote
positive results or prevent

5. Summarize the findings. Y ou may want to use the
Promising Practices Inventory, Parts 1 and 2, to organize
the research findings.

Refer to pages 33-34 for an example of a completed Promising Practices
Inventory.

B For Part 1, the result, goal, and issue/problem are written

across the top of the inventory. The “What Works™ column is
used to list promising practices. Note that there are sections
for programs and for activities.

Later, information about existing programs, activities, and
resources can be added to the “What We Have’ column. This
will help with an analysis of “What I1s Missing.”

Refer to Chapter 3, Building a Comprehensive Community Strategy,
and the related activities in the Appendices for more information
about using this tool to help piece together information to create a
community strategy.

Refer to Learning Guide 3: Setting a Community Agenda for
information about inventorying existing resources.

For each program and activity, complete a promising practice
description using Part 2 of the inventory.

Refer to the Appendix, Activities and Worksheets, for a blank
inventory for duplicating.

Keep in Mind...

Research can always turn up unanticipated benefits. For example, the
research may bring about more cohesiveness among LGP members
and staff or a better understanding of each other’ s background and
work style.

Research in one priority area may inadvertently uncover information
for another related area. For example, one of the main reasons
students drop out of school is because of teenage pregnancy.
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or mitigate risk factors for
children and families.
Activities may

be either informal or formal.
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Promising Practices Inventory, Part 1

Result children Succeeding in School
Goal Students will complete high school on time.

Issue/Problem An increasing number of students, male and female, are dropping out of
school.

What Works

Promising Practices

Mentoring — Big Brothers/Big
Sisters

Youth Development — Teen
Outreach Program

Career Education/Workforce
readiness

A community service project
for teens—planting trees in
roadside parks
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Promising Practices Inventory, Part 2

Promising Practice or Approach

Mentoring

Description

Mentoring is one-to-one caring, supportive relationships based on trust between a mentor and a
“mentee.” Big Brothers/Big Sisters is a program that matches unrelated adult mentors with
children in order to promote positive development and

social responsibility.

Critical components

1) Statement of program purpose and goals

2) Recruitment and selection plan for mentors

3) Support and training program for mentors

4) Monitoring and evaluation process for the program

Evidence of effectiveness

Evidence from comprehensive national research is available from a thorough review of Big
Brothers/Big Sisters programs (Tierney and Grossman), showing the following results: 37%
decrease in skipped classes, 46% decrease in drug use

Implementing organization Location

Probable implementers — new community Over 500 agencies across the U.S.
group or existing family service agency or
youth development program

Population served Capacity to serve
Children and youth, ages 6-18 National average for making and supporting a
match is

about $1000 a year

Chapter 2: Identifying Promising Practices Page 35



Center for the Study of Social Policy :: Building Capacity for Local Decisionmaking

Learning Guide 4 :: Strategies to Achieve Results

Months/days/hours of operation

3-5 hours per week for at least one year

Staff

Volunteers involved volunteer adult mentors,
director,
case manager, and administrative assistant

Necessary conditions

Program contact

Big Brothers/Big Sisters of America (215) 567-
7000

Source of information

National Dropout Prevention Center, Newark,
New Jersey http://www.promisingpractices.net

Other notes

See United Way of America Mentor training
curriculum
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ALERT!

ALERT!

Little evidence is available about effective
coordinated strategies.

Information about specific model programs or single-issue

approaches is more plentiful than information about comprehensive
approaches. Available information often focuses on specific programs
in specific communities, not about general types of programs or
combinations of activities that are effective as part of an overall

local strategy.

Pull together as much relevant information as possible, looking at the
various approaches and types of programs. Anayze them in relation
to local community characteristics and needs. Make assumptions
and educated predictions about how combinations of programs
would work.

Beware of the following potential pitfalls.

B Thinking apromising practice is good just because it has
been evaluated.

B Thinking a promising practice is not good just because it hasn't
been evaluated.

B Sdecting a promising practice with no community interest or
energy behind it.

When researching promising practices, how will you know the likelihood
that a programwill be successful ? Are there attributes that ensure agreater

probability of success? =»
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What do successful programs look
like?

Lee Schorr explored promising programs for children and familiesin
her book Common Purpose. Her theory was that there are programs
that improve the odds of favorable results for children, families,

and communities, and we can identify the characteristics that make
some programs successful. She lists seven attributes for highly
effective programs:

Successful programs.

1) Arecomprehensive, flexible, responsive, and persevering.

2) Seechildren in the context of their families.

3) Ded with families as parts of neighborhoods and commuities.

4) Have along-term, preventive orientation, a clear mission, and
continue to evolve over time.

5 Arewdl managed by competent and comitted individuals with
clearly identifiable skills.

6) Have staffs that are trained and supportive to provide high-
quality, responsive services.

7) Operate in settings that encourage practitioners to build strong
relationships based on mutual trust and respect.
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The following is from Common Purpose by Lisbeth B. Schorr. Refer to the
Appendix, Resources and Tools, for a complete citation.

1) Successful programs are comprehensive, flexible,
responsive, and persevering.

In contrast to bureaucratic programs where staff sometimes say,
“This may be what you need, but it’s not part of my job to help
you get it,” successful programs are staffed by people who have
enough discretion so they can help people get whatever they need
when they need it. They use a variety of services and supports
including natura hel ping networks, often have access to a pool of
flexible funds, and they “hang in there” even when progress
seems inordinately slow.

2) Successful programs see children in the context of
their families.

They know that strong families are the key to healthy children, so
they work with al family members in the household, not just one
child. The well being of the parents and siblingsis also of
concern to the staff.

3) Successful programs deal with families as parts of
neighborhoods and communities.

They recognize that interventions cannot be imposed from
without. Rather, sound programs are shaped to respond to the
particular needs of neighborhood residents.

4) Successful programs have along-term, preventive
orientation,
a clear mission, and continue to evolve over time.

Many programs succeed when they address risk factors early on,
before they lead to full-blown crisesin families' lives. These
programs combine a flexible mode of operation with a clear sense
of misson that is articulated in simple terms. And the programs
evolve in response to the changing needs of families and to
feedback from staff, constantly seeking new and better ways to
achieve their goals.
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Attributes of 5) Successful programs are well managed by
Successful competent and committed individuals with clearly
Programs identifiable skills.

(Continued)
Lee Schorr maintains that leadership skills are learned, and that

we do not have to throw up our hands for want of a miracle
worker. These kills include the willingness to experiment and
take risks; to tolerate ambiguity; to win the trust of line workers,
politicians, and the public; to respond to demands for prompt,
tangible evidence of results; and to work collaboratively

with staff.

6) Staffs of successful programs are trained and
supported to provide high-quality, responsive
services.

Successful programs recognize that the competence and quality
among staff are at the heart of their effectiveness. With high
qudity training, monitoring, and supervision, frontline staff can
effectively use their discretion to build exemplary programs.

7) Successful programs operate in settings that
encourage practitioners to build strong
relationships based on mutual
trust and respect.

The quality of these relationships is key. When clients know that
staff and natural helpers care about them, enormous progress can
be made. This means that institutions must support and nurture
these life-transforming relationships.

Resear ching promising practices and successful programsisa building
process. Each resource tends to lead to additional resources. Following

are someideas for starting points. =
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Are there resources that describe
promising programs and practices?

A number of good resources exist to identify promising practices,
including the following:

The Promising Practices Website

The Promising Practices website, http://www.promisingpractices.net
was developed by Georgia Academy, California Foundation
Consortium, the Colorado Foundation, and Missouri’s Family
Investment Trust. The site describes research-based programs that
have improved results for children, families, and communities. The
ste aso has abulletin board for individuals to post programs and
activities that they believe are working in their communities.

Information on this Site is organized under nine outcomes:

Healthy Children

Children Ready for School

Children Succeeding in School

Children Safe at Home

Strong Families

Self-Sufficient Families

Strong Communities and Neighborhoods
New Forms of Governance
Results-Based Accountability

Under each outcome area, the Site lists and describes a number of
promising programs and practices. Some are listed as “ proven
programs,” meaning that credible research or evidence indicates the
program is effective in at least some circumstances. Others are listed
as “promising programs,” meaning that while there is not yet research
evidence to show results, experts believe the approach is promising
because of the potential it demonstrates.
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The Promising Practices Website (Continued)

For example, under the outcome “Children Ready for School,” one
will find:

B Two “proven programs,” the Early Childhood Education and
Assistance Program in Washington State and the Y psilanti
High/Scope Perry Preschool Project, with a 3-4 page description
of each and contact information.

B Seven “promising programs,” including Cdifornia s Hedlthy
Start Initiative, Georgia s prekindergarten program, Parents as
Teachers, North Carolina’s Smart Start, United Way’ s Success by
Six (including Vermont’s Success by Six initiative), and the
Newborn Individualized Developmental Care and Assessment
Program, with a 3-4 page description of each and contact
information.

What Works Reports from Vermont

Vermont developed reports to describe effective approaches used by
their communities. The Planning Division of the Vermont Agency of
Human Services has produced a series of “What Works’ reports
which offers brief overviews of strategies and programs that research
has shown to be effective in achieving any of Vermont’s

critical outcomes:

Families, Youth, And Individuals Are Engaged In And Contribute
To Their Community’s Decisions And Activities

Pregnant Women And Young Children Thrive

Children Are Ready For School

Children Succeed In School

Children Live In Stable, Supported Families

Youth Choose Healthy Behaviors

Youth Successfully Transition To Adulthood

Elders And People With Disabilities Live With Dignity And
Independence In Settings

They Prefer

m  Families And Individuals Live In Safe And Supportive
Communities
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What Works Reports from Vermont (Continued)

The reports identify “effective programs’ defined as those for which
research demonstrating success in changing the targeted behaviors
has been published in peer-reviewed journals or evaluated with a
control group and follow-up assessment of results. They also identify
“promising programs’ as those that appear to be successful in
changing the targeted behaviors but which do not meet the criteria of
“proven programs.” Finally, the series identifies “ noteworthy
programs,” which are prevention efforts that have demonstrated
success in changing relevant attitudes and knowledge, but not the
targeted behaviors themselves.

The series contains the following reports, also available on the web
a: http://www.ahs.state.vt.us.

B Preventing Child Abuse and Neglect in Your Community March
2000

B Promoting Positive Youth Development in Your Community
February 2000

B Preventing Teen Pregnancy in Your Community December 1999
Keeping Youth in School in Your Community May 1999

Preventing Youth Disruptive or Violent Behavior in Your
Community January 1999

B Preventing Youth Substance Abuse in Your Community
November 1998

The Community Tool Box Website

The Community Tool Box website, http://ctb.ls.ukans.edu/ was
developed by the University of Kansas Work Group on Health
Promotion and Community Development in Lawrence, Kansas, and
AHEC/Community Partnersin Amherst, Massachusetts. The site has
been on line since 1995, and contains “how-to tools’ which use
smple language to explain how to work on community hedth

and development.
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For instance, there are sections on:

Leadership

Strategic planning
Community assessment
Selecting strategies
Advocacy

Grant writing

Evaluation

Each section includes a description of the task, advantages of doing it,
step-by-step guidedines, examples, checklists, and training materials.
Additionally, there are links to hundreds of other helpful web pages
and listservsin areas such as funding, health, education, and
community iSssues.

Refer to the Appendix, Resources and Tools, for more information and a list
of 25 websites that contain information on promising practices.
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Chapter 3

Building a Comprehensive
Community Strategy

Learning Goal

Y ou will incorporate systems thinking into the development of a
comprehensive community strategy.
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Already in
Place

Agreed upon results
Community
assessment
Community priorities
Information on root
causes

Research on
promising practices

Glossary
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No Magic Pill

In seeking to construct the best approach to an issue or problem,
communities often wish for amagic pill. They want a single program
guaranteed to work at alow cost without too much disruption of the
status quo. Soon, however, communities redize that a single program
is unlikely to solve the problem or have the desired impact.

This chapter is the antithesis to such oversmplified solutions.

It addresses, instead, an integrated mix of multiple strategies. A

Loca Governance Partnership (LGP) has many options. For example,

it may want to reconfigure existing programs and resources to make
them available at the neighborhood level. It may want to establish a
whole new system of services and supports. Or, it may want to combine
existing programs and resources with new ones.

At this point of the strategy development process, an LGP needsto try
out different ways of thinking about how a system of services and
supports could and should work. This chapter provides information to
assst with this thinking: criteriaand considerations for effective
strategies, steps for planning a community strategy, and ways to
determine if the selected community strategy is feasible.

First, what makes a community strategy have the potential for improving
results effectively? The following pages|list criteria and consider ations for
effective strategies. =
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Criteria for Effective Strategies

Glossary Does the comprehensive community strategy...

. |
Natural helping system

An informal network of u
extended family, friends,
neighbors, and community @
leaders who provide

support to families.

Include formal and informal programs, activities, and resources?
Include integrated rather than discrete programs and activities?

Engage individuas outside the forma human service profession,
such as the natural helping system?

Include a continuum of services and supports, such as prevention,
early intervention, and remediation?

Include services and supports for arange of age groups and
life stages?

Consgder the interdependency of individud, family, and
community systems?

Strengthen and involve the community?
Build on strengths of the current system?
Mitigate weaknesses of the current system?

Link to other systems, when feasible?
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Criteria for
Effective
Strategies
(Continued)

Risk factors —
Conditions in the lives of
children and families that
put them at risk of having
healthy and productive
lives.
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Does each part of the comprehensive community
strategy...

Relate to desired results?

Contribute toward reducing risk factors and increasing
protective factors?

Reflect family-centered practice?
Respond to the culture of the community and/or neighborhood?
Support and empower families?

Show evidence of making a difference?
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This information is taken
from the Community
Toolbox website:
http://ctb.lsi.ukans.edu/

Considerations for Effective
Strategies

In developing strategies to pursue in the community, an LGP needs
to pay close attention to what has worked in other communities,
especialy communities similar to its own. It aso needs to come up
with original ideas and approaches. Typicaly, some combination of
original ideas and ones adapted from other sources works best.

An LGP should think broadly about strategies—beyond the usua
after-school activities and home visiting programs. Thismay be a
start but it is far from comprehensive enough to affect broadly
defined results.

The Community Toolbox has identified a number of other kinds of
strategies that are effective in promoting healthy outcomes for
communities. It divides the examples into two types: those meant to
change individual behavior and those related to organizational and
community development.

Strategies Related to Changing Individual Behavior

Incentives or disincentives: Strategies that involve incentives
or disincentives find ways to penalize or discourage risky behavior and
reward or encourage protective behavior (e.g., high taxes on cigarettes
as a disincentive to smoking; lower insurance rates for non-smokers as
an incentive).

Peer education: In peer education, individuals who are themselves
members of the target population go into the community to act as
positive role modds for behavior and distribute information. Peer
education can be very effective, because the target population getsto
see people like themselves who not only come to them to talk about
less risky behavior, but also model that behavior in their own

lives. Peers can do one-on-one counseling, speaker's bureaus, or

other activities.
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Enhancing resources: Enhancing resources involves working
to raise more money, improve materials, connect better with other
programs and services, or increase public awareness of available
resources.

It can aso involve changing programs to remove barriers or make
them more accessible to the people using them (e.g., expanding
eligibility for school breskfast programs, making more WIC
distribution centers, parent nutrition education at school pick-up-time,
etc. to work againg child hunger).

Strategies Related To Organizational And Community
Development

Information campaigns: Thisis probably the most commonly
used tactic in risk reduction. Educating the public about how to cut
down on their risks for certain health problemsis a common and
widespread practice. Some of the methods to get out information
might include advertisements, posters, brochures, public service
announcements

on radio or television, speskers, and informationa hotlines.

Street outreach: Thisinvolves sending outreach specidistsinto
a given area to make face-to-face contact with the target population.
Some street outreach activities include canvassing, setting up
information tables, or distributing information or supplies. The
regular contact that street outreach provides between the LGP and
the target population tends to have a strong impact on risky behavior.

Community outreach: Thisdiffers from street outreach because
it

is more often done in a group setting—workshops, presentations,
lectures, and so on. The impact on behavior is usudly limited because
they're single-encounter experiences, but they are still good ways to
get information out. Community outreach should probably be backed
up with other tactics as well.
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Considerations for
Effective Strategies
(Continued)

ALERT!

PROFILE

Direct action: Direct action is aterm used to describe a range of
political actions or "media stunts’ taken to directly confront or
highlight the issue or authority you're trying to address. If you want
to make a big statement publicly, direct action might be atactic to
consider. Some examples of direct action are demongtrations,
symbolic actions, street theatre, trespass actions, occupations and
gt-ins, and blockades.

Clearly, direct actions are often disruptive and more confrontational
than other methods and, depending on what you do, people involved
may end up being arrested. L ook into other ways of campaigning for
change before using direct action, because direct action's
confrontational nature can aienate and polarize the public, especidly
if other ways of getting your message out have not been used.

If using direct action tactics, make sure they are painstakingly
planned out and try to anticipate how to counter any negative public
reaction to the actions.

Do notignore the media.

Involve representatives from the media at the beginning of the
strategy development work. Their early involvement will help ensure
their full participation throughout the process. They may aso provide
guidance about the best ways to disseminate information.

Success in Taylor County

When the Family Connection process was initiated in Taylor County,
Georgia, an dl-day meeting was held in the school to discuss, lit, and
rank problems in the community. According to the coordinator,
approximately 25 people came, primarily agency heads and family
representatives. The three top-ranking issues were school dropouts,
teenage pregnancy, and child abuse and neglect. Community
discussions and surveys verified those issues as the most important
to tackle.

Continued
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PROFILE
(Continued)

Since Taylor County is not avery large or affluent community, the
county collaborative was advised to use any additiona funds to
strengthen the existing system. That made sense to the LGP.

“We didn’t want to start a lot of things we couldn’t sustain,” the
coordinator said.“ We brought everyone back to the table to see what
the community really had, and then we made lists of all the thingsthat
were needed.” The school system posted their needs; the Parks and
Recreation Department posted theirs. Then, the LGP was asked to
look at the lists and determine how they could help each other.

New linkages began to form. For example, despite the school
superintendent’ s open door policy, some parents said they didn't fed
comfortable in the school system. The only time they came to the
school was when their child was in trouble. From that discussion, a
“parent panel” was devel oped with the principals of the schools
appointing one parent for each grade. In addition to the panel’s well-
attended “family event” each month, parents are now much more
involved in the school system, hel ping wherever they can, bringing
refreshments at testing time, and acting as hall monitors. The panel
aso serves as an advisory body to the school board.

Other responses to the county’ s needs began to surface. High school
students began peer mentoring with younger children. Retired
teachers began reading to the youngest children. County
commissioners gave the collaborative a building. The school system
provided space for a three-day after-school program and paid the
insurance for the bus. The County Extension Service began offering a
job-shadowing program. The sponsoring agencies and organizations
picked up the costs of the new programs.

As* we proved what we were doing was working,” additiona
resources became available for the county to strengthen its
existing system.

Today, through newspaper articles, the Hedlth Fair, and discussions
at the Board of Education and County Commission meetings, the
partnership informs the county about the strategic plan and its
activities. Copies of the plan are distributed. “ And to think, five
years ago we had nothing,” the coordinator said.
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ALERT! Remember to carefully think through the potential
] effectiveness of strategies. Keep in mind what to
avoid.

“ Many interventions have turned out to be ineffective not because
serioudly disadvantaged families are beyond help, but because we
havetried to attack complex, deeply rooted tangles of troubleswith
isolated fragments of help, with help rendered grudgingly in one-
shot forays, with help designed less to meet the needs of
beneficiaries than to conform to professional or bureaucratic
convenience, with help that may be useful to middle-classfamilies
but is often irrelevant to families struggling to survive.”

From: Schorr, Lisbeth B. with Daniel Schorr, Within Our Reach, Breaking the
Cycle of Disadvantage, Anchor Press/Doubleday, New York, 1989.
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How do you
piece
together a
comprehens
ive
community
strategy?

Glossary

Informal supports —
Nontraditional resources
and supports, such as
businesses,

the faith community, civic
organizations, citizen
groups, and the natural
helping system. These
supports are not usually
provided by government
agencies and are not a part
of any formal service
system.

One approach: Analyzing and
Synthesizing Information

There are a number of approaches or stepsto creating a
comprehensive community strategy. This guide presents two.
An LGP can use, combine, or adapt the approach(es) that best
meets its needs.

Systems thinkers anadlyze individua services and supports, then they
piece them together to create a comprehensive, integrated whole.

The following steps describe the tasks involved with planning a
comprehensive community strategy. Start with apriority areaand a
specific issue or problem.

Step One

Start with the god or the desired results you want to achieve. What
if the issue or problem no longer existed? What if the goa were
achieved? What would this look like? Describe the target population,
and the community or neighborhood. Remember to include
community assets and values in the description.

Refer to Learning Guide 3: Setting a Community Agenda for more information
about results, community perspectives, and assets.

Rationale: Working “backwards’ from the desired result enables an
LGP to review al the steps required to meet that goa. A variety of
disciplines use this approach to determine what is required for a
finished product

Step Two

Pull together information about existing programs, activities,
resources, and informal supports. Determine if they have the potential
for successfully improving results. Are they effective as they
currently exist? Could they be modified or reconfigured to be

more effective?

Refer to Chapter 2, Identifying Promising Practices, pages 36-38, for
information about the attributes of successful programs.

Refer to criteria and considerations for effective strategies in this chapter.
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Analyzing and
Synthesizing
Information
(Continued)

Rationae: Effective programs aready exist. They are important
building blocks for other strategies. They may be effective in how
they are presently configured or they may need to be reconfigured
or financed differently in order to redlize their full potential.

Step Three

Compare information about existing program, activities, resources
and informal supports with research on promising practices. Relate
dl thisinformation to the desired conditions (Step One). What is
missing? What would it take to get from the current situation to the
desired one?

Refer to a blank Promising Practices Inventory, Part 1 in the Appendix,
Activities and Worksheets, page 103, if you would like a chart for listing “What
We Have” and “What is Missing.”

Rationale: Thisis sometimes called a*“gap anaysis’ as the gap
between what exists and what is desired is analyzed. It is discovering
what is missing and the steps required to get from point A (current
conditions) to point B (desired conditions).

Step Four

Synthesize all the information. Consider the existing resources and
the needed resources. Consider programs and/or activities that could
be reconfigured. Consider new programs and activities. Consider
ways that all the resources could fit together to create a community
strategy for the desired result.

Consider areas with few or no programs and activities, and how to fill
thisvoid.

Test each piece of the strategy. Make sure it contributes to the
described results; is consistent with the needs of the target population,
and; reflects community attitudes and values. Make sure the strategy
has the potentia of affecting long term results. If it does not, consider
the changes needed to make it more effective.

Refer to Criteria for Effective Strategies on pages 45-46 of this chapter, and
the South River County example on the next page of this chapter.

Rationale: An analytical process becomes even more valuable when
carried out as a creative, problemsolving process. At this point, the
LGP has the opportunity to use information from the analysisto
create acommunity strategy. To do this, the LGP must ook at the big
picture and approach the information in a fresh and open-ended way.
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A test: Is the comprehensive
community strategy a short-term or
a long-term solution?

The following example takes afictitious county and situation to
illustrate an unsuccessful quick fix or “band-aid” solution. An LGP
needs to always ask the key question: “Does our strategy for
addressing a core problem solve the problem fundamentally or
only provide temporary relief?’

Example: South River County

Consider a county that tries a short-term fix, which fails to affect the
longer-term problem. This example involves the workload stress
confronting workers from Child Protective Services (CPS) in South
River County. Here, each CPS worker provides support to caseloads
of 32-45 families, far above the mandated maximum of 20 families
per worker. Slow hiring practices in county government and a lack of
qualified socia workers often hinder managers who wish to address
the caseload problem. Consequently, the fundamental solution of
hiring staff with arange of qualifications and experiencesis delayed.

Needing to address the almost epidemic problem, South River's CPS
managers rely on other temporary strategies to manage growing
caseloads. Some managers find creative ways to shift caseloads
among socia workers. Others ask employees to work more hours,
extend the time for closing cases, or offer incentives to workers who
close cases quicker. These temporary solutions produce immediately
noticeabl e results as stress levels from the workload get better.
Increasingly, managers and staff rely on these short-term “fixes,”
which seemingly enable them to continue serving families. However,
still unaddressed is the problem of too many cases per worker. When
the temporary effects of short-term fixes wear off, side effects like
declining morae and lower productivity appear and the underlying
problem continues to worsen.

This example shows that LGPs need to avoid relying on short-term
“band aid” solutions, which only address the problem’ s symptoms.
The longer managers apply a symptomatic solution, the more difficult
applying afundamenta or long-term solution becomes. If short term-
solutions must be used, use them in away that positions the LGP to
apply afundamenta solution as quickly as possble.

Another approach to creating a comprehensive community strategy is
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crafting a“ theory of change.” =»
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Glossary

Theory — Systematically
organized knowledge
applicable to a wide variety
of circumstances,
especially a system of
assumptions, principles, or
rules of a procedure.

Social capital — The value
derived from the willingness
of citizens to join
organizations, to vote, to
attend meetings, to spend
quality time with others, to
trust fellow citizens.

Another Approach: A Theory of
Change

Many communities are trying to craft a“theory of change’ to help
test whether the strategies they choose to put in place are likdly to
lead to their intended results. Put smply, atheory of change defines
how and why a particular strategy or intervention is likely to work or
not. It is a set of assumptions or propositions that explain why an
action plan islikely to lead to a specific result. Getting LGP members
to think hard about and articulate why their plan of action will
achievetheir amisacritica part of building a comprehensive
strategy. This means the LGP needs to describe its theory in fine
detail, identifying the assumptions about why particular interventions
are likely to lead to certain resuilts.

In smple terms, articulating a community’ s theory of change means
completing a number of “If....then...” statements. For example: one
community might speculate:

B |f weincrease the socia capital of neighborhood residents,

B Then there will be lowered unemployment rates and greater
savings among residents.

Thisis the bare outline of atheory of change that could be made
much more specific. Once defined, the theory allows the strategy to
be tested: Is there a causal link between specific interventions and
their intended results?

Some L GPs have found that when members try to articulate the
“If...then...” statements of atheory of change, different theories
surface in the discussion. Some members may believe one set of
assumptions, while others believe a different set. The process of
articulating a theory of change forces LGP members to analyze their
assumptions and reconcile differences. Now everyone can start from
the same page. The discussion is aso vauable, in that it may bring
out which theories hold, where theories are supported by evidence,
and where theories may break down.

Continued
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Steps

Select a priority area,
issue/problem.

Describe the goal/results.

Develop a set of “If...
then...” statements.
Discuss and test
the assumptions.

Agree on a set of
assumptions.

Analyze assumptions for
required programs,
activities, resources to carry
them out.

Identify promising practices
and existing programs,
activities, and resources
with the potential of
meeting the need.

Discuss whatis missing.
Discuss reconfiguring
programs; redirecting
financing.

Example: “If...then...” Statements

To build a comprehensive community strategy to reduce child abuse
and neglect, an LGP identified severd assumptions:

Assumption 1
If reached before abuse/neglect occurs,

Then parents who may be likely to abuse/neglect their children can
gain the sKills necessary to avoid it.

B Communities can identify families likely to abuse before they do,
based on profiles of known risk factors and prior experience.
(e.g., young, isolated families with severd children under age 6,
mildly retarded parents, and those who show signs of mental
illness may be at risk.)

B Key community ingtitutions can identify potential abusers.

Assumption 2

If there is an overdl public awareness of the problems of child
abuse/neglect,

Then this will increase the likelihood that risk factors are identified
early on, thereby reducing the incidence of abuse/neglect.

Assumption 3
If there is afamily-friendly source of help in the neighborhood,

Then people will be more likely to identify a-risk families, and
supports can then be made available to help prevent abuse/neglect.

Based on the discussion around these assumptions, an LGP can craft a

comprehensive strategy for reducing child maltreatment.
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ALERT!

ALERT!

A successful program in one community may not be
successful in another community.

The conditions and circumstances that contribute to the success of a
program vary from community to community. Each community has a
unique set of conditions, target groups, resources, and values.

When looking at other communities’ promising practices, carefully
determine whether the same conditions for implementation exist and
whether to expect the same results in your targeted community.

Don’t overlook informal resources and supports.

Remember that the most important resources available to families
may be those provided by co-workers, extended family, neighbors,
and friends. These mutual support networks exist in every community
and consigtently provide the first source of support when a family
experiences difficulties.

These resources are often untapped by well-intentioned planners. Not
being part of any formal system, such as government financing or
private donations, these resources go undetected.

Informal resources should be considered, used, and strengthened as
part of any comprehensive service strategy.

Once a comprehensive community strategy is crafted, an LGP
determines whether all aspects of the plan are feasible. It tries to predict
any foreseeable crises or barriersto implementation. If necessary, the
planisrefined or adjusted so that the strategies can be implemented
more effectively. =
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What factors and tasks help to
determine the feasibility of a
comprehensive community
strategy?

Is the comprehensive community strategy ready for implementation?
Once developed, the comprehensive community strategy needs to be
tested.

B What factors might influence implementation?
B |simplementation feasible?

Answers to these questions may mean further revisions or refinement
to the strategy. The god of this analysisis to ensure smooth and
effective implementation.

Ideas for Testing Feasibility

B Gather information from multiple sources, such as frontline
workers, mid-managers, and families. Use focus groups,
interviews, and surveys.

B Interview experienced service providers. Inform them about the
comprehensive plan. Ask their opinions. Ask them to predict
potential problems with implementation.

B Discuss the plan with representatives of the natural helping
system and with neighborhood leaders and other potentia
informal contributors. Assess their ability to lend talent, tools,
and other resources.

B Discuss the plan with representatives from each resource area
identified for arecommended change. Ask them about
opportunities and barriers to implementation. Assess potential
stumbling blocks.
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Factors Affecting The following factors could have an impact on implementation. They
Feasibility may set up barriers that would affect implementing strategies within a
(Continued) reasonable timeframe. LGPs may want to develop action plans to

address any of the following potential stumbling blocks:

Capeacities of local providers

Political influences at local and state levels
Economic influences

Socid influences

Personnd policies

Confidentidity laws

Holiday schedules

Persondity differences among key stakeholders
Rules and regulations from state and federal government
Funding requirements

Evduation and reporting requirements

Agency turf issues

Adminigrative/management capability for coordination
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PROFILE An Example: Factors Influencing Strategies

In one community, the programs and activities of a family resource
center were selected within a strategy to mitigate risk factors of
teenage pregnancy and increase protective factors.

Prior to full implementation, the LGP learned that some community
partners fet that placing a nurse at the center threatened public
support. Some heard from a small but voca group that the nurse
would be digtributing condoms and advocating abortions. Despite
these misperceptions, the LGP had to take them into account.

Thinking that the outraged group was not open to facts, the LGP held
apublic forum of neighborhood leaders, volunteers, advocacy groups,
and eected officials. A decision was made to omit the nurse for the
first year. The group also agreed to several community discussionsin
the next year to further explore issues and discuss research findings
about “what works’ to decrease teenage pregnancy.

The LGP adjusted its origind plan, hoping to build public support

over the next year, thereby offsetting some misinformed opinionsin
the community.

ALERT! Avoid the following potential pitfalls:

B Neglecting to involve families, the naturd helping network, and
residents in selecting and prioritizing programs and activities.

B Neglecting to review what is dready working in the community.

B Assuming that an effective promising practice will continue to be
effective when combined with other programs and activities.

B Faling to consider al aspects of local culture and politics and the
context of service delivery.

B Allowing service providers to take over, excluding business,
government, and community partners.

B Neglecting to consider the self-interest of each partner and
dlowing old turf battles to emerge.
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Chapter 4

Involving Partners in Strategy
Development

Learning Goal

Y ou will know how to involve partners in the development of a
comprehensive community strategy.
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Glossary
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Endorsement, Buy-In, and
Involvement

The Loca Governance Partnership (LGP) cannot institute a
comprehensive plan of dtrategies by itself. A broad community strategy
will need everyone's support to succeed. Full endorsement, buy-in, and
involvement by al partners a al levels are important, including both
the formal and informal service systems.

The LGP should bring together all those who have a stake in the new
delivery system. Take deliberate steps to engage stakeholders early and
often in the development and implementation process.

Remember that partners have roles and responsibilities throughout the
strategy development process. Some partners may participate more fully
a some points than at others. Some may “ disappear” during the concept
phase, then return when planning becomes more concrete. LGP
members and staff need to be aware of the natural tendency of partners
to change their levels of involvement over time, yet, a the same time,
they need to engage and sustain the involvement of partners at critical
points throughout the strategy development process.

This chapter identifies the partners who are involved with local
governance and addresses when and how they should be involved
during the strategy devel opment phase.
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Who are partners in local
governance?

State government agencies, board members, loca directors,
program officias

State-level eected officids

Local-level eected officias

Loca government department and program officias

Public, non-profit service providers

Private service providers

Local business leaders

Teachers, principals, school administrators, school board members
Faith community leaders

Representatives from the media

Parents and family representatives

Neighborhood residents, representatives of neighborhood
organizations

Natural helping system
Y outh

Recipients and consumers of services

When isit important to involve partners? =
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When is involving partners
important?

In theinitia stages of the partnership, LGP members and staff
generdly operate informaly. Typicdly, they involve traditiona

family and child-service agency department heads and program
managers. Y e, the overdl quality of planning, decisions, and
strategies is enhanced with the inclusion of diverse and varied
viewpoints. Therefore, the LGP needs to ensure and sustain diverse
involvement by deliberately bringing in representatives of the natura
helping network, service providers, and knowledgeable professionals.
This combined expertise is critica for effectively shaping strategies.

People are interested in different ways of being involved. Some may
want to be part of ongoing planning activities, while others may
prefer to be part of occasional focus groups. Finding out how people
want to be involved isimportant for using them effectively.

Refer to the chart, Involving Partners in Strategy Development, pages 67-68,
of this chapter.

PROFILE From Dawson County, Georgia

“ Our collaborative is much broader today, because so many people
wer einvolved in the planning process. They arereally building the
strategies that will improve results.

We have changed our thinking. Originally, the board, with itsdirect
service providers, called itself the collaborative. Our thinking now
is that the board members are partners and the collaborative is
really the whole community.

It sreally relationships and the experiences of being involvedin a
committee or project that bring people together—that make our
work real.”
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When To Involve
Partners
(Continued)

Opportunities and roles for partners exist in each part of the strategy
development process, such as:

Planning a Systems Approach

B Heping to understand the big picture by contributing individua
or agency viewpoints.

B Understanding the characteristics of systems.
Researching Promising Practices

B Providing information about programs and activities that work or
show promise.

Assessing Existing Programs, Activities, and
Resources

B Hdping to identify and evauate existing services.

B Providing information about access bility, usability, culture and
values, relevancy, what works, and what does not.

Developing a Comprehensive Community Strategy
B Helping to synthesize the research o it can be used and applied.

B Helping to sdect dtrategies that are tailored to loca conditions
and culture.

Developing a Plan to Implement the Strategy

B Helping to support the implementation strategies, such as
financing and staffing as well as informa and in-kind resources.

B Providing knowledge to the community about what is feasible
and acceptable.

B Heping to educate constituencies and build public support.
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Keep in Mind...
The Importance of Buy-In

Do you remember atime when you were asked to implement a
program or stage an event after al decisions had been made? Y ou
may have found this frustrating and even demeaning. It may have
seemed like your input was not valued; you were simply the person
to carry out the plans.

This Situation exists at almost any level. Y et experience has proven
that, when those affected by decisions are involved early on, support
for the decisionsiis increased. Users of new training programs or
computer systems are more likely to use the programs and systems if
they were involved in designing, testing, and trying out the programs.
This premise holds true for strategy development. Get lots of people
involved at the early stages of thinking about recommended
strategies, s0 they will want to help implement the strategies later on.

ALERT! Beware of the following potential pitfalls:

B Involving partnerstoo late in the process.

B Overlooking political aliances and misalignments.

How can partners become involved? =»
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Involving Partners in Strategy Development

Possible Ideas for Ideas for
Missing Partners Engaging Partners Sustaining Involvement

Planning a Systems Approach

Those who think these Help them see how their Help them to foresee their
discussions are secondary to agency or organization goals roles in shaping strategies.
their “real job” fit with the big picture. Give
concrete examples and case Provide ongoing “nurturing
Those with conflicting priorities | studies that show day-to-day and feeding.”
between work with their situations.
organization and work with the Use things like family suppers,
LGP Try to combine concrete task study circles, and living room
work with conceptual chat sessions to keep family
Frontline service providers discussion and learning. members involved.
running the “shop” while CEOs
are attending meetings Encourage CEOs to pull in
relevant program managers
Local organizations and and frontline staff as well as
businesses, faith community stay involved themselves.
representatives
Use one-on-one relationships
Representatives from the among LGP board members
business community and staff to bring others on
board.
State agency regional
managers
Researching Promising Practices
Invaluable: Key partners with Build relationships with CEOs Plan tasks carefully to keep
knowledge of resources for from the start. Ask them to the time spent with this group
promising practices includes identify individuals with the focused and productive.
educational staff from best content knowledge in
technical schools and subject areas targeted for
community or regional research.
colleges.
Keep in mind that program
Individuals with knowledge of staff need the support of their
small, “invisible” immediate supervisor for this
neighborhood-based activities “outside work.”

Individuals with knowledge of
many programs and activities
within the faith community
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Continued
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Involving Partners in Strategy Development (Continued)

Possible
Missing Partners

Ideas for
Engaging Partners

Ideas for
Sustaining Involvement

Dev

eloping Comprehensive Strategies

Those who have remained
uninvolved since the
community assessment
process may include county
and/or city commissioners and
elected officials

Build relationships. Link a
member of the partnership
who has a neutral reputation
with the elected official. This
“ambassador” is someone who
has nothing to gain personally
by the work and no axes to
grind, someone who speaks
solely in the best interest of
the community.

Seek ways to become a part
of each other's meetings. One
LGP asked to unveil the first
part of the plan at a County
Commissioners meeting
followed by questionnaires for
more input.

Make sure everyone receives
updated information as
additions and changes are
made.

Developing an Implementation Plan

Any stakeholder acting as
gatekeeper with the power to
“let you in or keep you out.”
This person may be an
executive secretary, who has
access to management, or a
gatekeeper, who has keys to
the proposed building for the
new program.

Connect with individuals who
have

good working relationships
with the gatekeeper. Ask for
help in meeting with this
person. Ensure a strong
connection with the
organization’s CEO and ask
for guidance on how best to
ensure long-term cooperation.

Approach all levels of staff by
acknowledging their
contributions

to the program’s success.

Invite auxiliary program
helpers on a regular basis to
collaborative “lunch and learn”
sessions for discussing
progress, barriers to success,
etc. Recognize their
contributions to the
implementation. Hold the
luncheon meetings at pleasant
“get away” places.
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Chapter 5

Implementing Strategies

Learning Goal

Y ou will incorporate systems thinking when developing an
implementation plan for a comprehensive community strategy.
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Chapter 6

Moving Forward

Learning Goal

Y ou will have access to tools that can help you assess learning and
planning for continued development.
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Next Steps
Keep in This Learning Guide is meant to be a continua learning tool as well
) p as reference, while you increase your knowledge and skills with
Min d o devel oping a comprehensive community strategy.

You can always return to 1€ Next steps are up to you. At this point, you may:

portions of this guide and
revisit topics to expand B Assessyour individua knowledge and skills.

your expertise. Go to the Salf-Assessment in this chapter.

B Assess the knowledge and skills of your LGP.
Go to the LGP Assessment in this chapter.

Resources and Tools, Contacts, and Examples arelocated
in the Appendices.

Georgid s Family Connection team provided the examples. They may
be photocopied and/or adapted for the particular needs of your LGP.
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Self-Assessment

Assess your knowledge and skills. Respond to each question with “Yes,” “ Somewhat,” or “No.”
For questions marked “ Somewhat” or “No,” plan for improvement. Y ou may want to refer back
to pertinent chapters, seek additional information from the Resources and Tools list, and/or work
through activities you might have skipped.

Are you able to... Y |sw]| N Page
y Reference Ideas for Next Steps

S

Chapter 1: Systems Thinking

Describe categorical Pages 16-
thinking 21
and systems thinking?

Recognize the Pages 22-
fundamental application 25

of systems thinking to
developing strategies?

Chapter 2: Identifying Promising Practices

Recognize the Pages 28-
importance of identifying 30
promising practices?

Identify steps for Pages 31-
effective research? 35
Identify attributes of Pages 36-
successful programs? 38
Identify resources that Pages 39-
describe promising 42
practices?

KEY:Y = Yes, SW = Somewhat, N = No
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Self-Assessment (Continued)

Areyou ableto... | v |sw| N Page
y Reference Ideas for Next Steps
s
Chapter 3: Building a Comprehensive Community Strategy
Identify criteria and Pages 44-
considerations for 51
effective strategies?
Identify steps for Pages 52-
planning a 57
comprehensive
community strategy?
Identify factors and tasks Pages 58-
for determining the 60
feasibility of a
comprehensive
community strategy?
Chapter 4: Involving Partners in Strategy Development
Identify partners who Pages 62-
need to 63
be involved in developing
strategies?
Identify when and how to Pages 64-
involve these partnersin 68
developing strategies?

KEY: Y = Yes, SW = Somewhat, N = No
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Self-Assessment (Continued)

staffing?

Areyou ableto... | v |sw| N Page
y Reference Ideas for Next Steps
s
Chapter 5: Implementing Strategies
Identify components of Pages 70-
an implementation plan? 74
Identify tasks for Pages 75
developing an
implementation plan?
Identify components of Pages 76-
an interagency 77
agreement?
Identify considerations Pages 78-
for systems change and 81

KEY: Y =Yes, SW = Somewhat, N = No
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Local Governance Partnership Assessment

Assess the knowledge and skills of your LGP. Discuss each question and respond in the “Yes,”

“Somewhat,” or “No” column as it applies to your LGP as awhole.

Areyou ableto... sSw Page
References
Apply systems thinking in the development of a Chapter 1
comprehensive Pages 16-25
community strategy?
Research promising practices? Chapter 2
Pages 28-42
Develop a comprehensive plan of strategies? Chapter 3
Pages 44-57
Assess whether the comprehensive plan is feasible and ready Chapter 3
for implementation? Pages 58-60
Identify partners, assess their involvement, and generate Chapter 4
ideas Pages 62-68
for improvement?
Develop an implementation plan? Chapter 5
Pages 70-75,
78-81
Develop interagency agreements? Chapter 5
Pages 76-77

KEY: Y = Yes, SW = Somewhat, N = No
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Partnhers’
Roles

B Help support
implementation
strategies

B Assume new roles
and responsibilities

B Provide community
and political support

The Action Plan

At this stage, a comprehensive community strategy is put into action.
Careful planning takes the strategy from the “drawing board” into
operation in the community. Guiding this planning stage isthe
implementation plan, a dynamic and fluid document that helps identify
and manage programmatic and administrative procedures, costs and
funding sources, timetables, tasks, and responghilities.

Partners will have key roles. So, these roles must be clearly stated early
in the process and a clear communication structure put in place.
Effective implementation of aredesigned delivery system depends on a
commitment to monitoring, getting feedback, reporting, and making
refinements.

This chapter describes the implementation plan: its components, its
development, the interagency agreements needed, and considerations
for systems change.
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Glossary

Implementation Plan —
An outline of specific
roles, responsibilities,
and operational details
for achieving the vision
and goals of a strategic
plan.

Strategic Plan — The
vision and focus of an
organization, which
delineates in written form
the common base for a
course

of action.

What is an implementation plan?

An implementation plan is a design for the action needed to put the
comprehensive community strategy into place. Most LGPs have a
strategic plan that sets forth the vision, overall goals, and broad-based
strategies to achieve them.

Theimplementation plan provides specifications to make this overal
picture become aredlity. It offers a basis for making operational, day-
to-day decisions about building a system of services and supports. It
takes the strategic planning process to the organizationd and individua
leve i.e., assgning roles, responsibilities, and expectations.

The implementation plan addresses:

B What programs and activities to implement.

B Who isresponsible for what aspects of implementation.

B When programs and activities are implemented.

B Funding strategies for implementing the programs or activities.

B Evauation measures to determine the effectiveness of
implementation and of the program and activities.

B Adminigtrative tasks involved with putting the programs and
activities in place.

Examples

If strategies call for staffing an existing resource center in a
neighborhood with different organizations, the implementation plan
defines what programs or activities will be offered by which
organization.

For example, if an after-school program needs $50,000 to serve 125
children and is short of operating funds, the implementation plan shows
the “unfunded” portion that needs to be addressed.
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An
Implementation
Plan (Continued)

ALERT!

PROFILE

Typicaly, a strategic plan covers atime period of severa years,

while an implementation plan is an annua plan. Y ear-to-year, the
implementation plan is reviewed and adjusted based on information
from evaluations, changes that might occur in resources, and evidence-
based research about promising practices.

For example, evaluation findings show that participants for an after-
school program, which was targeted for elementary school students,
included many children from Latino families. Since the mgority of the
staff and volunteers cannot speak Spanish, offering Spanish would be
an important part of next year’s implementation plan.

Remember the option of mid-course corrections.

L GPs should be encouraged to make mid-course corrections once a mix
of strategies has been implemented. Once you embark on a particuar
course, you may find out it isn’t working as you had hoped. Don't be
shy about changing the activity or how it isimplemented. Plenty of
worthy programs went through a bumpy beginning and changed severa
times before they became successful.

Family Connection’s Planning Process

The following excerpt is from Family Connection, Guidelines for Five-Year
Strategic Plan, FY 2002.

Strategic planning is not an event that comes to an end when the plan is
completed; it's an ongoing process. The guiding members of a Family
Connection collaborative envisioned its future and developed the
operations and procedures necessary to achieve that future. Its planning
process provided an opportunity for citizens, agencies, and community
organizations to come together, establish a shared vision for children
and families, then chart a course to get there.

Family Connection communities are asked to develop a Strategic Plan,
spanning a period of five years. This Plan describes the shared vision
for children and families established by the community collaborative
and the goals and objectives to reach the vision. This Strategic Plan can
provide a clear sense of direction for the collaborative.

In order to implement the Strategic plan, year by year, the LGP
develops an Annual Operating Plan (AOP). This one-year AOP
specifies what portion of the Strategic Plan that the LGP will implement
during the coming year and what actions will achieve the desired results
and benchmark objectives. In some cases, the AOP reports on early
successes or continuing struggles and adjusts the forecast for the future.
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Glossary

Target group —A
specific group of
individuals, such as
children, youth, parents,
families, or individuals
within a particular
geographic area, as the
focus of an LGP’s
strategy to achieve

a goal.

Evaluation measures
— Criteria for assessing
progress by means or
ends: “Process”
measures can tells us
how many children
attended a program;
“Outcome” measures tell
us if the program made a
difference, e.g., did
participants improve their
skills.

What are the components of an
iImplementation plan?

The formdlity of the implementation plan and the number of
components may vary from LGP to LGP. However, basic
components make the implementation plan an effective planning
and decisionmaking tool. They include programmatic and
administrative components.

Programmatic Components

Programmatic components describe programs and activities, including:
B Type of program and/or activity

B Target Group(s)

B Location

B Timeframe, (e.g., hours of operation, length)

B Capacity to serve

B Siaff, volunteersinvolved

B Provider and neighborhood staff qualifications

B Ratio of participants to staff

B Benchmarks and performance measures

Refer to Chapter 2, Identifying Promising Practices for the Promising Practices
Inventory, Part 2 to review the components of a program description.

Refer to the Appendix, Examples, for Georgia’s Strategy Implementation Form.
One form is used for each strategy.
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Components of Administrative Components

an
Implementation Administrative components describe what it will take to manage and

Plan (Continued) support the programs or activities, including:
B Partners roles and responsibilities
B Management oversight of administrative components
B Costs, financing arrangements
B Resources, including space, staff, materiass, in-kind resources
B Staff requirements, (e.g., paid or volunteer)
B Coordinating specifications
B Benchmarks and performance measures
Keep in Mind...
The implementation plan isfor a*“package’” of mutually supportive
formal and informal programs and activities. Therefore, implementation

must be planned for each program or activity and aso for integrating
the programs and activities as awhole.

Refer to Learning Guide 6: Using Data to Ensure Accountability, for more
information about collecting, analyzing, reporting, and using evaluation data.
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How do you develop an
iImplementation plan?

Typicaly, the tasks involved in developing an implementation plan are
assigned to subcommittees, depending on the scope and complexity of
the plan. Subcommittee members work with partner agencies, which
have agreed to implement one or more programs or activities. Together,
they work out the operational details for implementing various
components of the community strategy. They may seek input from ad-
hoc groups, which have expertise in certain aspects of the strategy’s
implementation, such as those with knowledge about particular target
groups or neighborhood residents familiar with the location for a
particular program.

Some LGPs organize their implementation teams around priority areas,
such as youth development or substance abuse issues. In other LGPs,
one planning team might work on the implementation plan for a
combination of goas and priority areas.

Often, an LGP member chairs a subcommittee and then is responsible
for bringing the committee’ s implementation plan back to the LGP for
discussion and approval.

For each goa and the mix of strategies selected to achieve that godl, the
subcommittee:

Develops interagency agreements

Develops implementation timetables

Calculates the cost of implementation

Identifies existing resources—formal, informal, and in-kind as well
as additional funding and resources needed

Establishes performance measures for each program or activity
Establishes a way to collect implementation and evaluation data
Agrees on methods and procedures for sharing information,
including evaluation data across agencies and organizations and
with the LGP

Develops an ongoing internal and external communications system
Stipulates the frequency with which strategies are reviewed and
course

corrections made

A key component of an implementation plan is the memorandum of agreement
between agencies and organizations and the LGP. =»
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Glossary

Interagency
agreement —
Consensus among
agencies

and LGP partners to
accept responsibility for
specific programs,
activities, resources,
and/or functions as part
of the implementation of
strategies toward specific
results.

An Interagency Agreement

Interagency agreements or memoranda of agreement (MOA) between
agencies and an LGP lay out the specific respongbilities and
commitments for implementing the agencies' and organizations
programs and activities. Agreements can be made for direct
responsibilitiesin program delivery and/or for in-kind support, such as
supervision of staff, office space, use of computers, evauation tasks,
and agreement to participate in LGP mestings.

Interagency agreements or MOA specify:

Who will do what

For whom

Over what time period
At what cogt, if any

To what standard of performance

MOA s acknowledge the acceptance of responsibility by an agency
or organization for implementation of strategies and their
related components.

Refer to the Appendices, Examples, for a sample MOA.
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Components of an Interagency Agreement

Some interagency agreements may be more elaborate than others; some
may have to conform to agency requirements. Some basic components
for consideration are:

Legal name of entities entering into the agreement
Beginning and ending dates of the agreement
Deliverables for programs, activities, or supports
Responsibilities of each entity

Performance expectations

Cost of sharing responsibilities

Reporting timeframes, both programmatic and financial
Schedule for re-negotiations or modifications of terms
Procedure for terminating the agreement

Signatures and title of authorized partners

Other components may be added depending on the strategy and nature
of the agreement. They may include but are not limited to:

Groups to participate in the strategy

Location of strategy component

Description of processes and procedures

Description of staffing

Funding level and/or method of payment

Supervision and evaluation of the day-to-day operations

Plans for interagency and in-service training

Provisions for indiMduals with disabilities or English as a second
language

Responsibilities for evaluation activities

Procedures for release of information and confidentiality policy
Provisions for sharing information

Responsibilities for participating in LGP meetings or activities
Identification of agency liaisons

Publicity agreement

Remember that systems thinking plays a part in strategy development and in
implementing the strategies. =

Chapter 5: Implementing Strategies Page 79



Center for the Study of Social Policy :: Building Capacity for Local Decisionmaking
Learning Guide 4 :: Strategies to Achieve Results

What are systems change
considerations?

Plans for implementing a community strategy involve more than
programs and activities. To effectively incorporate systems thinking
into strategy development, changes are aso called for in “the way we
do business.”

The LGP needs to consider the following changes and work toward
making them a part of its operational structure and service delivery:

Changes in the Way Decisions are Made

B Taking decisons to the community level, including family
members who receive services.

B |nvolving abroad range of partners, including businesses and
community organizations.

B Conducting a comprehensive community assessment.

B Basing decisions on evaluation data.

Changes in the Strategy Mix and How Services are
Delivered

B Integrated staff, co-location of staff, and staff redeployment.
B Coordinated, seamless systems of services.

B Volunteer development, including recruiting and training.

B Improving accessibility and availability of services.

B Preventive, family-centered, and family-friendly approaches.
B Culturaly competent and responsive practices.

B |dentifying policy barriers to effective service delivery.
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Systems Change Changes in Financing and Budgeting

Considerations
(Continued) u

Blending funding

Redirection of existing funds

Completion of fiscal inventories

Resource development, including joint grant writing

Locd investment in an LGP’ s strategic plan

Refer to Learning Guide 5: Financing and Budgeting Strategies for more
information.

Since we are changing the way we do business, there are also considerations
for how staff are involved with the comprehensive community strategy. =9
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What are considerations for staff?

Implementation plans need to include what staff are involved in the
community strategy. Systems thinking and a community-based
approach changes the way staff are selected and thus have implications
for staff development.

Staff Selection

B |dentify qualifications for staff, including both paid and volunteer,
within the new or reconfigured delivery system.

B Involve neighborhood residents in developing these qudifications
and in interviewing and selecting staff who will work with them.

B Hire staff from the community.

Staff Development Needs

Consder the following orientation and training needs:

B Orientation to systems thinking and a new integrated way of
delivering a comprehensive array of services.

B Orientation to the policies, procedures, and cultures of participating
agencies and ways to work together.

B Orientation and/or training in the philosophy and practices of
family-centered, neighborhood-based services.

B SKill building, or enhancing exigting skills, on the theory of local
governance, group processes, working with families and
community members, problemsolving techniques, and consensus
decisonmaking.

B Plan for orientation and training by considering costs, time, target
group, and providers. Incorporate this information into the
implementation plan.
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ALERT! Beware of the following potential pitfalls.

B Viewing the implementation plan as an end, rather than asa
dynamic, flexible guide.

B Neglecting the contributions of less formal ingtitutions to the
overd| plan.

B Overlooking input from frontline staff, family, and youth.

B Not addressing information and confidentiaity issues during the
early stages of plan development.

B Neglecting to consider technology needs.
B Overlooking the importance of managing administrative tasks.

B Not informing the community at large about the plan, its status, and
its achievements.
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Local
Governance
Terms

Glossary

Local governance—A decisionmaking process whereby the
community takes responsibility for developing and implementing
dtrategies to improve results for children, families, and communities.

Local Governance Partnership (LGP)—A decisonmaking
partnership between the state, private sector, local government,
community and neighborhood leaders, and residents to carry out the
process of local governance.

Results or outcomes—Conditions of well being for children,
families, and communities to be achieved through services or
strategies. Although these terms are interchangeable, these Learning
Guides will use “results.”

Indicators or benchmarks—Measures for which data are
available to help quantify progress toward achieving a result.

Formal resources—Services and supports that traditionally serve
children, families, and communities, such as public agencies.

Informal supports—Nontraditional resources and supports, such
as businesses, the faith community, civic organizations, citizen groups,
and the natural helping system. These supports are not usualy
provided by government agencies and are not part of any forma
service system.

In-kind resources—Donated goods, services, or spacethat
support services and activities, but not in cash, typicaly include space
for mesetings, use of office equipment, lending of staff, or employees
volunteering during work hours. Sometimes called informal resources.

Natural helping system—An informa network of extended
family, friends, neighbors, and community leaders.

Resources—Funding, staff, leadership, information, physical
space, and equipment that can be used to support the work of an LGP.

Stakeholders—Those who have a vested interest or “stake” in
improving results, which may include parents, neighborhood residents,
local businesses, elected officials, loca and state agencies, and private-
sector organizations.

Glossary
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Ter ms Activities—Efforts, such as day care, after-school activities, etc.,
. that occur in a community to promote positive results or prevent or
p resen ted IN mitigate risk factors for children and families. Activities may be either

Learn | n g informa or formal.

Guide 4 Community strategy—An array of mutually supported and
integrated programs or activities, both forma and informal, tailored to
meet the needs of the target population and coordinated among
organizations and community networks for positive results.

Evaluation measures—-Criteria for assessing progress by means
or ends: “Process’ measures can tells us how many children attended a
program; “Outcome” measures tell usif the program made a
difference, e.g., did participants improve their skills.

Implementation Plan—An outline of specific roles,

respong bilities, and operationd details for achieving the vison and
goasof a

strategic plan.

Interagency agreement—Consensus among agencies and LGP
partners to accept responsibility for specific programs, activities,
resources, and/or functions as part of the implementation of strategies
toward specific results.

Promising practices—Programs and activities that have
demonstrated effectiveness in producing results.

Protective factors—The quditiesin children and families, who
though exposed to significant stress and adversity in their lives,
succeed in avoiding high-risk behaviors.

Program—A set of services, such as parenting education, job
training, mental health counseling, or family preservation services,
provided by apublic or private organization or adistinct and formaly
structured component of an organization, operated and administered
with aforma budget.
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Reconfigured services—Rearranging the parts or elements of
existing services.

Risk factors—Conditions in the lives of children and families that
put them at risk of having hedlthy and productive lives.

Strategic Plan—The vision and focus of an organization, which
delineates in written form the common base for a course of action.

Social capital—The vaue derived from the willingness of citizens
to join organizations, to vote, to atend meetings, to spend quality time
with others, to trust fellow citizens.

Systems—A set of related services, programs, activities, and
policies that work interdependently to address a common purpose.

Systems thinking—The ability to see relationships among
elements of a system, such as services, programs, activities, and
policies, and to anticipate their effects on children, families, and
communities. Also, the practice of applying this understanding to
organizations, systems, and individuals and possibly changing their
behavior.

Target group —A specific group of individuas, such as children,
youth, parents, families, or individuals within a particular geographic
area, as the focus of an LGP s strategy to achieve agoal.

Theory—Systematicaly organized knowledge applicable to awide
variety of circumstances, especidly a system of assumptions,
principles, or rules of a procedure.
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Activities and Worksheets

Chapter 1 Learn by Discussing
Systems

Thinking Impact of Systems

Describe how systems thinking affects services and supports.

How does systems thinking relate to services and support? This activity
will highlight the interdependency of each partner in a system and the
consequences of one action on the system as awhole.

1. Select an areaof interest, such as youth devel opment.

Materials
2. ldentify and list key community partners whose missions involve
Several pieces of easel that area of interest.
pad paper, markers, and
tape. & Try to include at least one public, one private, one private non-
_ profit, and one informal partner. (Examples. public partner,
Option Department of Children’s Services; private partner, alocal

retal store; private non-profit partner, The United Way;
informa partner, alocal sorority.)

Draw a map of the
community, outlining the
service area for each

community partner. w&sBriefly describe the services that each community partner
Ok\]/erllf(ijpping services provides to ensure that everyone is familiar with the partners.
shou

be evident. 3. Discuss What would the impact be...

&&s|f one partner decided to terminate services and supports?
#|f one partner decided to expand services and supports?

#5&s|f anew partner with the same mission decided to offer services
and supports?

Are the services and supports duplicative?
Do the services and supports range from preventive to remedial ?

Are any services or supports missing?
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Chapter 1 Learn by Discussing

Systems
Thinking Applying Systems Thinking
Use systems thinking to develop recommendations for the focus of an
LGP swork.
Can you get away from thinking in alinear cause-effect manner? Can
you think of a Situation in terms of interacting systems? This activity
uses the profile from the chapter to generate discussion about next steps
for the work of Savannah’s LGP.
Materials 1. Read the profile about the use of systems thinking in Georgia
on the next page. (Thisis the same profile found in Chapter 1,
Easel pad chart and Systems Thinking.)
markers

for discussion purposes 2 Discussthefollowing'

ze\Where should Savannah’s LGP focus its efforts for improving
school-readiness scores?

#&Given this system behavior, what strategies might produce the
best results?
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PROFILE Using Systems Thinking in Georgia

Early childhood advocates, parents, and educators in Savannah,
Georgia grew concerned about the school readiness of children
entering the public school system. After months of community focus
groups and best practices research, the Y outh Futures Authority (the
Loca Governance Partnership) decided to improve the quality of
early childhood programs by paying enhanced subsidies to child-care
centers that offered higher quality care. Initially, these investments
paid off as child-care quality increased in the county and children
entered school better prepared for success. Public awareness and
demand for qudity childcare increased as well, which stimulated even
more investments in subsidies for higher quality childcare.

Success with the new enhanced subsidies continued for a couple
years. Then, parents, advocates, and educators noticed that gainsin
readiness scores had leveled off and were beginning to turn
downward again, despite the fact that demand for quality care was
higher than ever. After investigating the decline in school readiness
scores, school administrators learned that Savannah and Chatham
County hed filled dl available qudity child-care openings. They
decided that the tapering scores were due, in part, to the lack of
available quality childcare in the county.

In sum, improvements in school-readiness scores increased as more
children participated in qudity child-care centersthat received
enhanced subsidies. The improvement in scores continued until the
limiting force o child-care availability took hold. Once Chatham
County exceeded its supply of quality childcare, scoresin school
readiness eventually began to decline. This example shows the
importance of looking a whole systems—in this case, Savannah's
Y FA leaders examined their whole child-care system to explain why
school-readiness scores were no longer improving. They could then
target specific strategies to the problem identified: an inadequate
number of quaity child-care dots countywide.
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Chapter 2 Learn by Discussing

ldentifying

Prom_lsmg Importance of Research

Practices
Recognize the importance of finding evidence on promising practices
and identify the steps for effective research.
What happens when LGPs fail to ask the target population what they
think about a proposed strategy? What |essons can be learned from the
experiences of others? This activity uses the experience of one LGP to
initiste discussion.

Materials 1. Read the scenario following these instructions.

Easel pad chart and 2. Answer the following questions:

markers

for discussion purposes eces\What steps were missing in selecting and implementing the

t)
Option doll program?
fth : #eWhat was the evidence of the program’ s effectiveness? What
e group is large, .

discuss the responses to did the research say?

questions in

small groups. #esHow did the LGP know that the doll program would work with

its target population? What would they need to do before
answering that question?

esWhat did the LGP know about the target population?

3. Write two or three additional questions that this example brings
to mind.
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SCENARIO

This is a fictitious
community,

but based on a real
situation.

Discussion

Submit one of your questions to the group for discussion and rotate
doing so until al questions are submitted. (Select a facilitator to record
each question on an easdl pad chart.)

Notice the number of questions and the number of duplicate questions.
A lot of questions may show the importance of thoroughly researching
apotentia strategy. Duplicate questions may suggest a set of questions
that LGP members and staff should raise about strategies.

After discussion, refer to possible responses following the scenario.
The River Birch Partnership

The River Birch Partnership learned through experience the
critical importance of thoroughly researching a program before
implementing it.

According to the coordinator, the LGP made a decision to use “Baby
Think 1t Over” dolls to help prevent teenage pregnancy in the county.
One agency had aready invested in two dolls, even though no
evidence-based research was available on results of using the dolls.

Approximately $2000 was spent to buy additional dolls at $250 each.
L etters were sent from the Health Teacher to parents asking their
permission to assign adoll to their teenager, indicating that parents
would be responsible for the costs if the dolls were lost or damaged.
The results were not good. Parents were apprehensive about the
replacement cost of the dolls mentioned in the letter, and 95% of the
letters were returned denying permission to participate.

Parents of teenagers that used the dolls were annoyed by the doll’s
constant crying, even though the crying was meant as a lesson for the
teen. Complaints kept coming in.

“The use of the dollsis temporarily on hold,” says the coordinator.
“We must now rethink our course of action to decide when and if the
dolls will be used in the future.”
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POSSIBLE Importance of Research

RESPONSE Somediscussion activities included a reference to possible responses.
S Following are responses that need to be considered.

What steps were missing in selecting and implementing the doll
program? Key information is missing.

What was the desired result and the issue or problem of concern? No
evidence exists that the LGP tried to understand the underlying or root
causes of teen pregnancy. It did not compile information about family
atitudes and did not get opinions and information from teens.

What was the evidence of the program’ s effectiveness? What did the
research say? The LGP didn’t look for evidence-based research.
Instead, it relied on the advice of an agency spokesperson. With better
understanding of the causes—risk and protective factors, attitudes, and
values—the dolls may have worked, if handled differently or combined
with other programs and activities. In fact, other communities have
found the doll program very successful and highly regarded by
teenagers and their parents.

How did the LGP know that the doll program would work with their
target population? What would they need to do before answering that
question? The LGP did not know. It would need to include members
of the target population in decisions about the program. It would need
to find evidence of this program working in other counties or states.
The LGP would then need to examine the target population and the
conditions for implementing the program to determine whether it
would fit in its county.

What did the LGP know about the target population? The LGP

only knew that middle school girls were to be the target group.

(It conscioudly or unconsciously ignored males as a target group.)

By looking at the demographics in the county for the past three or
more years, the LGP could identify which age group was at the highest
risk and which racia or ethnic group was most prominent in this age
group. Research could tell the LGP which practices appear to work
best with a particular age and racial or ethnic group.
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Chapter 2 Learn by Doing

Identifying
Promising Researching Promising Practices
Practices
Apply the steps for researching promising practices to the work of the
Local Governance Partnership.
Isyour LGP involved in researching promising practices? Are there
areas that you would like to explore further, or steps that the LGP needs
to take to more effectively identify promising practices? This activity
uses worksheets to guide the LGP discussion and planning.
1. Select apriority area. Be clear about the issues or problems and the
Materials goals. Be clear about the target population.
Copies of the worksheet 2. Plan the research on promising practices for this priority area. Use
:ind F;romising Practices the worksheet on the next page to guide the planning.
nventory

on the following pages

w

Develop subcommittees or staff assignments for each step.
4. Continue planning with other priority areas.

5. Develop atimeline to plot the tasks for the overal research. Include
times to report progress of subcommittees and/or staff work.

Activities and Worksheets Page 101



Researching Promising Practices

Result
Goal
Issues/Problems

Step How to do this Who is Timeframe
responsible
Develop a set of
research
guestions.
Access high-

quality research
and evaluation
reports.

Narrow the
search.

Summarize the
findings. Use the
Promising
Practices
Inventory, Parts
1and 2.
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Promising Practices Inventory, Part 1

Result

Goal
Issues/Problems

What Works

Promising Practices
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Promising Practices Inventory, Part 2

Promising Practice Program or Approach

Description

Critical components

Evidence of effectiveness

Implementing organization

Location

Population served

Capacity to serve

Months/days/hours of operation

Staff/volunteers involved

Necessary conditions

Program contact

Source of information

Other notes

Activities and Worksheets
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Chapter 3
Building a
Comprehensive
Community
Strategy

Example

Results: Children
Succeed
in School

Learn by Discussing

Putting It All Together

Apply the steps to developing a comprehensive community strategy.

How can information be pieced together to create a comprehensive mix
of strategies? In this activity, you will practice applying the steps using
the high school dropout example found in Chapter 2, page 31 of

this guide.
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Priority Area: High
School Dropouts

Issue: An increasing
number of students, male
and female, are dropping
out of school.

Goal: All students will
complete high school on
time.

Materials

Paper of three different
colors, pens or markers

Blank puzzle pieces from
a hobby store (optional)

Copies of the Criteria for
Effective Strategies,
Chapter 3, pages 45-46

Option

Use a result and priority
area of current interest to
your LGP.

Organize into small
groups if your group is
large.

1

2.

Write the goal and/or the desired results for the priority areaon a
piece of paper of one color.

Analyze information.

wsesDiscuss the effective existing programs, activities, and
resources that could potentially contribute to achieving the
desired results. Write each existing program, activity, or
resource on a separate piece of paper of another color or on a
blank puzzle piece found at some hobby shops.

#sesDiscuss promising practices (Chapter 2) and considerations for
effective strategies (Chapter 3). Write potentially effective
promising practices on a separate piece of paper of another
color or on ablank puzzle piece found at some hobby shops.

Activities and Worksheets
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Keep in
Mind...

The purpose of this
exercise is

to manipulate the
programs, activities, and
resources in order to
create an effective mix.
Each part should support
the others and help
achieve the desired
results.

3. Synthesize the information to come up with a comprehensive mix
of strategies.

#esPlace the desired result in the center. Move the other pieces of
paper around (programs, activities, and resources). Match and
group those that support each other.

#esNote what may be missing. Discussif existing programs,
activities, and resources could be reconfigured or redesigned to
support promising practices. Discussif new programs,
activities, or resources are needed.

#52sCheck all the pieces of paper and the patterns that are formed
againgt the desired result. Ask: does this configuration of
strategies have the potentia to improve results?

#esDecide on a comprehensive mix of strategies. Check this
against the “ Criteria for Effective Strategies.” Add new
arrangements and reconfigure the mix, if needed.

Variation 1

Use the quilt andogy from Chapter 1, Systems Thinking page 25.
Cut the pieces of paper into triangles and piece together a“quilt”
of strategies.

Variation 2

Incorporate a theory of change by developing a set of “If...then...”
statements at the beginning of this activity.

Activities and Worksheets
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Chapter 3 Learn by Doing

Building a

Comprehensive 5 comprehensive Community Strategy

Community

Strategy Identify criteria, considerations, and steps for developing a
comprehensive community strategy and apply them to the work
of the Local Governance Partnership (LGP).
This activity helpsthe LGP in planning. The worksheets are based on
the information in this Learning Guide and will need to be adapted to
the unique configurations of each LGP. Keep in mind the activity is
intended for overal planning, so additional detailed work plans may
be needed.

Materials For the following planning activities, use the worksheet on pages

109-110 of this section of the Appendices to guide the planning
Copies of the worksheet  and discussion.

1. Planto conduct a gap anaysis. Discuss the tasks involved, how
to accomplish them, and who will take responsibility. Develop
atimeframe.

2. Discuss and plan ways to communicate findings from the gap
analysis. Decide:

#Who needs the information

esesHow to disseminate the information

#z\Who takes responsible to ensure that it happens
&esAre additional resources needed

e Timeframes

Continued
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3. Planto synthesize the information or piece together a
comprehensive community strategy. Discuss:

ees\What isinvolved with the process, including places to mest,
individual s to attend, and resources to obtain

##\Who oversees that tasks are completed
e Timeframes
4. Planto study the feasibility of the plan. Discuss potentia

influencing factors. Make plans to tackle specific factors that
influence strategy implementation.
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A Comprehensive Plan of Strategies

Task

What is Involved

Who is
responsible

Timeframe

Conduct a gap
analysis.

& Review the
information on the
Promising
Practices
inventory.

e Complete the
“What
We Have” by
listing existing
programs,
activities, and
resources.

=& Analyze the gaps.
Complete “What
Is Missing.”

Communicate findings
and decisions.

& Who needs to
know

&z How to
disseminate
information

&z When is the
information
disseminated

=& Resources
needed
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A Comprehensive Plan of Strategies (Continued)

Task

What is Involved

Who is
responsible

Timeframe

Piece together, or
synthesize, all the
information to decide
on a comprehensive
community strategy.

Discuss and decide
about the feasibility of
implementing the
comprehensive plan
of strategies.
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Chapter 3
Building a
Comprehensive
Community
Strategy

Materials

A comprehensive plan
of strategies

Option

Use a facilitator or
consultant
to assist the group in

coming to conclusions.

Learn by Doing
Testing Feasibility

Assess the feasibility of a comprehensive community strategy.

Is the comprehensive mix of strategies feasible? What are the factors
that influence implementation? This role play or smulation activity
helps the LGP redlize the implications and consequences of its plan.

1. Roleplay or smulate the implementation of a given set of
dtrategies. Assume the part of each partner involved and follow the
logical path of the planned changes. Make sure you consider dl
stakeholders. Discover and discuss:

#&The barriers to address

#&The sdf interest of each partner in making the
requested changes

#es\Which aspects require additiona time and effort to implement
55 The estimated additiona time
#5&5The effects and changes to the rest of the plan

2. Distuss alternatives.

How would using a different but equally effective approach change
the rest of the plan?
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Chapter 4 Learn by Discussing

Involving

Partners in Involving Partners

Strategy

Development Identify partners and when and how to involve them in developing a

comprehensive community strategy.

Why is it important to involve partners? Who should be involved?
When and how should they be involved?

1. Read the scenario on the next page.
2. Discuss:
#esHow was systems thinking used, or not used, in this scenario?
#e\What partners were involved? What partners were missing?
#sesAt what point of the strategy devel opment process should
partners be involved? Should different partners be involved
at different times?

#&What are some ways to involve partners?

After discussing, refer to possible responses.
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SCENARIO

Magnolia County Collaborative

Magnolia County Collaborative in Georgia started eight years ago with
a“core’ of five individuals who had been working together through The
Children and Y outh Commission established by the Governor. The
group represented children and family services, mental health, public
hedlth, aloca child advocacy organization, and education. Even at the
early stages of forming an LGP, they recognized that they needed to
expand partner involvement. The chair remarked, “ We wanted to pull in
people at the local level with authority to make decisions, but we
weren’t sure who.”

Asit turned out, the development of the strategic plan ended up
expanding the number of partners involved. The LGP s number one
priority was school dropouts; teen pregnancy and children ready for
school was its secondary area of concern. The LGP discussed who
should be involved in the planning process, placing emphasis on who
was not previoudy involved and aso organizations that helped identify
the issues.

The LGP reached out to people who had not been involved but
were likely to be interested. The response was extraordinary. Many
new individuas and organizations, like the Parks and Recreation
Department and the PTA, became involved in the work of

the committees.
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POSSIBLE Involving Partners

RESPONS  How wassystemsthinking used, or not used, in this scenario? The LGP
knew that it needed to expand and broaden its partnership. It reglized that
ES looking at the whole picture and including al stakeholders would have
an impact on results. However, many stakeholders have yet to be
included.

What partners were involved? What partners were missing? The partners
who were involved included service providers, the Parks and Recreation
Department, and the PTA (the first community group involved). The
partners who were missing included families, youth, representatives

from the natural helping system, elected officias (such as county
commissioners), and representatives from business and the faith
community. The local school board and principals would be critical
partners, particularly with the priority areas chosen.

At what point of the strategy development process should partners be
involved? Should different partners be involved at different times?
Involvement by some representatives of al key stakeholders helpsin
initial planning. From the beginning, being broad based and inclusiveis
important. The strategic planning process provides the opportunity to
establish a shared vision for children, families, and the community.
Those who are actively engaged in the planning process will serve as
va uable resources when implementing the plan.

What are some ways to involve partners? Project and committee work
brings people together and gives them specific tasks. To build
commitment, establish key roles for county and community |leaders. By
building the support of those with a powerful voice in the community,
you can gain valuable leverage for commitment and resources. Consider
times and locations that are accessible to young people, parents, and
families. Consider issues that may keep people away, such as childcare
and transportation. Consider work week schedules of business and
service providers.
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Chapter 5
Implementing
Strategies

Materials

Paper, pens, or easel
pads
and markers.

Option
If the group is large,

organize
into four groups.

Learn by Discussing

Elements of an Implementation Plan

Identify the components of an effective implementation plan.

Many considerations and options exist to implement strategies.

Y ou can learn from each other’s past experiences with planning and
build on each other’ sideas. This activity is a cooperative exchange
of information.

1. Organizeinto at least two groups. Assign times for each part of this
activity and do as much as possible within each timeframe.

2. Each group:
&&Selects someone to take notes.

esDevelops a set of strategies for a priority area of its choosing or
uses the community strategy developed in the previous chapter.

#eDetermines what needs to be included in an implementation
plan for these strategies.

3. Group one and group two exchange strategies and implementation
plans. The groups review each other’s work for aspects of the
implementation that may be unclear or missing in their own work.
Groups note the questions they have and the parts of the plan that
they think may be most effective.

4. Discuss plans. Build on each other’ s ideas. Make sure dl critical
components for implementing a set of strategies are included.
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Chapter 5 Learn from Others
Implementing

Strategies Others’ Experience with Implementation Planning

Identify effective components of implementation plans and
interagency agreements.

What have other LGPs learned about implementing strategies? What are
their lessons learned, and what are their success stories? The following
isalist of ideas for gathering information about effective waysto
implement a comprehensive community strategy.

Contact other LGPs.
&sesExchange information about implementing strategies.
#esAsk for examples of plans and interagency agreements.

#sesAsk about challenges and successes, what worked, what didn’t
work, and what is absolutely necessary.

Review interagency agreements initiated by a variety of different
agencies. Notice what is important to each of these agencies.

Tak to the lega staff of various agencies and organizationsto learn
about legd requirements or congtraints in devel oping interagency
agreements.

Have a management information systems (M1S) person explain the
advantages of an automated system for collecting evaluation data and
the steps necessary to put onein place.

Observe staff in an effectively managed family resource center. Talk
with staff and participants.

Refer to the Appendices, Resources and Tools, and Contacts, for more
information.
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Chapter 5
Implementing
Strategies

Materials

A mix of two or three
strategies from a
comprehensive plan,
large post-it notes, two
easel pad charts—one
labeled, “Programmatic
Tasks”, the other labeled
“Administrative Tasks.”

Option

Use a facilitator familiar
with the Technology of
Participation (ToP)
method to facilitate this
activity.

Learn by Doing

Sorting Tasks

Differentiate between programmatic and administrative tasks, and
identify appropriate partners for carrying out the tasks.

What tasks are involved with an implementation plan? Who is the best
partner to carry out each task?

Part One
1. Select acomprehensive strategy on which to focus for this exercise.

2. Inpairs, think through dl the tasks involved in implementing this
mix of strategies. Write each task on alarge post-it note, one task
per note.

3. Attach the post-it notes with tasks to the appropriate easel pad chart,
Separating the administrative and programmatic tasks.

As alarge group, discuss the organization of tasks. Rearrange if
necessary. Add missing tasks. Eliminate duplicate tasks.

Part Two

1. Group the administrative and programmeatic tasks into logica
clusters of responghbility.

2. Discussthe most likely individua partner for each of the clusters.
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Resources and Tools

Chapter 1: Systems Thinking

Senge, Peter, et d., The Dance of Change: The Challenges of
Sustaining Momentum in Learning Organizations (New York NY:
Doubleday/Currency, 1999).

Chapter 2: Identifying Promising Practices

Schorr, Lisbeth B., Common Purpose: Strengthening Families and
Neighborhoods to Rebuild America (New York, NY: Anchor Books,
Doubleday, 1997).

Whittaker, James, Garbarino, James, Social Supports Networks:
Informal Helping in the Human Services (Hawthorne, NY: Aldine
Publishing Co., 1983).

Chapter 3: Building a Comprehensive Community
Agenda

Alliancefor Y outh, Five Fundamental Resources for Children and
Youth: America’s Promise (Minneapolis, MN). 700 South 3¢ <.,
Ste. 210, Minneapolis, MN 55415, 800-888-7828.

Center for Substance Abuse Prevention, Prevention Primer: An
Encyclopedia of Alcohol, Tobacco and other Prevention Terms
(Rockville MD: National Clearinghouse for Alcohol and Drug
Information, 1994).

Chen, Huey-tsyh, Rossi, Peter H., eds., Using Theory to Improve
Program and Policy Evaluations (New Y ork, NY: Greenwood
Press, 1992).

Conndll, James P., Kubisch, Anne C., Schorr, Lisbeth B., Weiss,

Carol H., eds., New Approaches to Evaluating Community I nitiatives:
Concepts, Methods and Contexts (Washington DC: The Aspen
Ingtitute, 1995).

Connell, James P., Kubisch, Anne C., Applying a Theories of Change
Approach to the Eval uation of Comprehensive Community I nitiatives:
Progress, Prospects and Problems (Washington DC: The Aspen
Institute, 1996).
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Chapter 3: Building a Comprehensive Community
Agenda (Continued)

Lofquigt, William A., The Technology of Development: A Framework
for Transforming Community Cultures (Tucson, AZ: Development
Publications, 1996). To order cal: (520) 575-7047, 800-711-3988.

Lofquist, William A., The Technology of Development: A Leadership
Development Program (Tucson, AZ: Development Publications,
1996). To order cal: (520) 575-7047, 800-711-3988.

Méeaville, Atelia, Blank, Martin J., Together We Can: A Guide for
Crafting a Profamily System of Education and Human Services
(Washington, DC: U.S. Department of Education, Office of
Educational Research and Improvement, April, 1993).

Mendonsa, Arthur A., Helping Children Become Successful Adults:
A Planning Manual for Communities (Athens, GA: Carl Vinson
Institute of Government, 1998). 47 Trinity Ave, Ste. 212H, Atlanta,
GA 30334 (404) 463-6800.

Samuels, Bryon, Nilofer, Ashan, Garcig, Jill, Know Your Community:
A Sep-by Step Guide to Community Needs and Resour ce Assessment
(Chicago, IL: The Family Resource Codlition, 1995). 33 West Jackson
Blvd., Ste. 200, Chicago, IL 60604 (312) 341-0900.

Schorr, Lisbeth B. with Danidl Schorr, Within Our Reach, Breaking
the Cycle of Disadvantage (New Y ork, NY: Anchor Press, Doubleday,
1989).

Thiagaran, S., Matrix Games (Amherst, MA: HRD Press, 1995).
To order cal: 800-822-2801.

VanGundy, A. B. Jr., Techniques of Sructured Problem Solving
(New York, NY: Van Nostrand Search Ingtitute, April 1997).

Chapter 4: Involving Partners in Strategy Development

Family Connection, Defining Local Governance and Collaborative
Governance Structures (Atlanta, GA: 1998). 100 Peachtree St.
Ste. 500, Atlanta, GA 30303 (404) 527-7394.

Fisher, R., Getting To Yes (New Y ork, NY: Houghton-Mifflin
Company, 1992).
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Chapter 4: Involving Partners in Strategy Development
(Continued)

Herrman, P., Conflict Resolution Skills Training (Athens, GA:
Carl Vinson Ingtitute of Government). 47 Trinity Ave, Ste. 212H,
Atlanta, GA 30334 (404) 463-6800.

Senge, Peter, The Fifth Discipline Fieldbook: Strategies and Tools
for Building a Learning Organization (New York, NY: Doubleday/
Currency, 1994).

Spencer, Laura J., Winning Through Participation: Meeting the
Challenge of Cor porate Change with the Technol ogy of Participation
(Athens, GA: Carl Vinson Institute of Government). 47 Trinity Ave,
Ste. 212H, Atlanta, GA 30334 (404) 463-6800.

Williams, R. Bruce, More Than 50 Ways to Build Team Consensus
(Palatine, IL: Skylight Publishing, Inc.). To order call: 800-348-4474.

Chapter 5: Implementing Strategies

Institute of Cultural Affairs, Technology of Participation: Group
Facilitation Methods (Phoenix, AZ: 1996). 4220 North 25" &,
Phoenix, AZ 85016 (602) 955-4811.

Mdaville, Atdlig, et d., Together We Can: A Guide for Crafting a
Profamily System of Education and Human Services (Washington, DC:
U.S. Department of Education, Office of Educational Research and
Improvement, April 1993). Appendix A. To order call:

(202) 512-1800.

Family Connection, Annual Operating Plan Guidelines, FY 2002
(Atlanta, GA: 2001). 100 Peachtree St. Ste., 500, Atlanta, GA 30303
(404) 527-7394.

Family Connection, Guidelinesfor Five-Year Strategic Plan, FY 2002
(Atlanta, GA: 2001). 100 Peachtree St. Ste., 500, Atlanta, GA 30303
(404) 527-73%4.

Family Connection, Georgia Policy Council for Children and Families,
and Georgia Academy, Planning for Change Workbook

(Atlanta, GA: 1998). 100 Peachtree St. Ste., 500, Atlanta, GA 30303
(404) 527-7394.
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Websites Related to Promising
Practices

The following list of websites related to promising practices is an excerpt from
a longer list of websites developed by the Annie E. Casey Foundation.

Best Practices Database

This searchable database demonstrates “the practical ways in which
communities, governments and the private sector are working together
to eradicate poverty, provide shelter, protect the environment, and
support economic development.” The database contains over 650
“proven solutions’ to common problems and aso includes policy tools
and guides. http://www.bestpractices.org

The Asset-Based Community Development Institute

Egtablished in 1995 by Northwestern’s Institute for Policy Research,
the ABCD Ingtitute has been primarily involved in “the production of
resources and tools for community builders involved in the process of
capacity-based initiatives,” while aso helping to “identify, nurture,
and mobilize neighborhood assets.” Online publications are provided.
http://www.nwu. edu/| PR/abcd.html

Manpower Demonstration Research Corporation

MDRC is a nonprofit, nonpartisan social policy research organization
“committed to learning what works to improve the well-being of low-
income people.” This Site, provides access to an extensive collection
of online publications and other Internet resources that highlight their
welfare reform efforts. http://www.mdrc.org/welfare reform.htm

Annenberg Institute for School Reform

The misson of the Annenberg Ingtitute for School Reform is“to
develop, share, and act on knowledge that improves the conditions and
outcomes of schooling in America, especialy in urban communities
and in schools serving undeserved children.” This site offers online
publications as well as information about the Ingtitute’' s initiatives.
http://www.annenberginstitute.org
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Coalition for Healthier Cities and Communities

The Coadlition is a network of hundreds of community partnerships
working “to improve the hedlth and quality of life of the country's
communities.” This site offers a*“community library” that includes a
searchable database of hedlth initiatives, resources, and organizations
nationwide, plus links to Hedthy Community initiatives.
http://www.healthycommunities.org

Community Connections

Community Connections is the information center of HUD’ s Office of
Community Planning and Development (CPD). This website provides
users with “program regulations, descriptions of model programs, case
studies of affordable housing initiatives, publications on expanding
affordable housing opportunities, funding information, and referrals to
technical assistance providers.” http://www.comcon.org

The Consortium for Housing and Asset Management

A collaboration of the Enterprise Foundation, the Local Initiatives
Support Corporation, and the Neighborhood Reinvestment
Corporation, C.H.A.M. coordinates the development and delivery of
timey information on property and asset management and training for
managers working in the affordable and nonprofit housing industry.
This site provides access to a clearinghouse of information pertaining
to best practices, commonly-used forms, training, recommended
resources, and web links. http://www.cham.org

The Enterprise Resource Database

Formerly Enterprise Foundation’s Best Practices Database, this
resource,” a comprehensive online collection of tools and resources
that help community development practitioners in a wide range of
efforts,” provides step-by-step “how-to” information and techniques.
http://www.enterprisef oundati on.org/products
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HUD’s Best Practices Data Base

“Through the John J. Gunther Blue Ribbon Practices in Community
Development awards, HUD recognizes the most notable and
innovative practices in community development.”
http://www.hud.gov/ptw/menu.html

National Association of Community Health Centers

NACHC provides technical assistance and other servicesto
community health centers “in support of their mission to provide

health care services to the poor and medically undeserved.” This site
offers access to their Internet Grassroots Action Center, which includes
guides and media alerts as well as state-by-state data, model

legidation, and information on programs and initiatives.
http://www.nachc.com

National Crime Prevention Council

The Nationd Crime Prevention Council (NCPC) is a private, nonprofit
organization whose mission is “to prevent crime and build safer, more
caring communities.” This site offers awedlth of materialsincluding
program ideas, online publications, guides, newdetters, loca

initiatives, FAQ's, and other information on children and teens.
http://ncpc.org

National Dropout Prevention Network

This site aims to provide the “most comprehensive and up-to-date
information about the critical issue of K-12 youth in a-risk situations’
aswell as strategies and solutions to help keep youth in school.
Available on this site are online publications and guides, model
programs, effective strategies, statistics and data, a resource materials
library, plus selected Internet links. http://www.dropoutprevention.org

Partnership Against Violence Network

PAVNET Onlineisa“virtud library” of information about violence
and at risk youth that represents data from seven federal agencies.
This library is organized into four main sections—funding, programs,
curriculum, and technical assistance—and also includes extensive links
to promising anti-violence efforts nationwide. http://www.pavnet.org
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Websites Related
to Promising
Practices
(Continued)

Street Law

Street Law seeks to “provide practical, participatory education about
law, democracy, and human rights’ and also “empower people to
transform democratic ideas into citizen action.” This website includes
information about national and international programs on juvenile
justice, community policy, conflict resolution, crime prevention, and
youth leadership as well as ordering information about Street Laws
curricula, courses, and manuals. http://www.streetlaw.org

Zero To Three: National Center for Infants, Toddlers,
and Families

Zero To Three, “the nation’ s leading resource on the first three years
of life,” isanaiona nonprofit organization whose misson isto
“strengthen and support families, practitioners, and communities to
promote healthy development of babies and toddlers.” This site offers
discussion forums, online publications, news briefs, an Internet
resource list, plus a searchable index for its bimonthly journal.
http://www.zerotothree.org

Change Communications

This site isacompilation of hundreds of links to Sites dedling with
issues critical to community development. These links are organized
into categories such as economic development, housing and

homel essness, sustainable development, organizing, case studies and
best practices, policy and research, jobs, and online data. This page
features listings of small local initiatives web sites aswell as links to
the pages of large nationa organizations.
http://www.change.org/links.htm

Civic Practices Network

CPN is a*collaborative and nonpartisan project dedicated to bringing
practical tools for public problem solving into community and
ingtitutional settings across America.” This site includes case studies,
essays, and theories on civic innovation and engagement, plus manuals
and best practice guides on civic work, course syllabi on democratic
theory and practice, a*“civic dictionary,” and a 50-state searchable
“civic map.” http://www.cpn.org
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Community Development Online

This extensive database—Iocated in the “resources’ section of the
Neighbor Works Network website—contains detailed case studies,
funder and technical assistance profiles, abstracts of practical guides
and written resources, and timely news about affordable housing, and
economic and community development. http://www.nw.org

Community Tool Box

Here you will find practical guidance and problem solving tips on
various aspects of community health and health and devel opment.
There are over 3,000 downloadable pages of specific, skill-building
information on over 150 community topics as well as forums, chat
rooms, newsgroups, grant writing guides, and related web resources.
http://ctb.|s.ukans.edu

Do Something

Do Something is a nationa nonprofit organization that trains, funds,
and mobilizes youth to “be leaders who measurably strengthen their
communities.” Thiswebsite offers strategies and “action steps’ on
civic engagement, politica participation, and community “spirit,” as
well as a“ Community Connections’ curriculum, training program and
media campaign—with case studies and research findings—plus
related Internet resources and access to the online journal Do Zine.
http://www.dosomething.org

Grass Roots

Grass Roots “tells the stories of the most innovative grassroots
programs in the United States and the local heroes who've found
effective ways to build their communities, fix what's broken and make
them better.” Online publications and selected Internet resources are
available, plus a clickable 50-state map with links to “ groups that
change communities.”  http://www.grass-roots.org
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Websites Related
to Promising
Practices
(Continued)

Idea Central

Idea Central, the “virtual” magazine of the Electronic Policy Network,
provides in-depth coverage—including full-text reports and journal
articles—about the initiatives and work of its member organizations.
This site provides a wedlth of information on economic policy, welfare
and politics, education, hedlth palicy, politics and civil life, and more.
http://epn.org/ideacentral/

National Service Learning Clearinghouse

The Learn & Serve America s Nationa Service-Learning
Clearinghouse is “a comprehensive information system that focuses on
al dimensions of service-learning, covering kindergarten through
higher education school-based as well as community-based

initigtives.” This site offers both online and print publications,
searchable databases, bibliographies, and more.
http://www.nicd.coled.umn.edu

Public/Private Ventures

Public/Private Ventures is a nationa nonprofit organization whose
mission is “to improve the effectiveness of socid policies, programs,
and community initiatives, especidly as they affect youth and young
adults.” This dte provides online publications regarding youth

devel opment, mentoring, faith-based initiatives, violence prevention,
workforce development, and more. http://www.ppv.org

Youth Service America

Y SA “envisions a powerful network of organizations committed to
making service the common experience and expectation of al young
Americans.” This site offers access to funding information, research
and surveys, best practices from organizations across the country, and
listservs aswell asa“Volunteer Now” database.

http://www.ysa.org
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Contacts

The Center for the Study of Social Policy (CSSP)isa
private, nonprofit research, policy analysis, and technical assistance
organization. CSSP focuses on human services reform, particularly the
establishment of neighborhood-based governance and service delivery
systems that are devel oped through partnerships between the public and
private sectors and community residents.

Center for the Study of Socia Policy

1575 Eye Street NW, Suite 500, Washington, DC 20006
Td: (202) 371-1565, Fax: (202) 371-1472
http://www.cssp.org

The Child and Family Policy Center was established in 1989
by former lowalegidator Charles Bruner to better link research and
policy with issues that are vital to children and families, and to
advocate for results-based policies to improve child well being. The
Center provides technical assistance to many lowa communitiesto
develop effective services and supports for children and families. On a
national level, the Center operates the publication clearinghouse and
technical assistance resource network of the National Center for
Service Integration (NCSI). The Center also provides technical
assistance and support to construct comprehensive, community, and
results-based systems of support for families and children.

Child and Family Policy Center

218 Sixth Avenue, Suite 1021, Des Moines, IA  50309-4006
Td: (515) 280-9027, Fax: (515) 243-5941
http://www.cfpciowa.org

The Fiscal Policy Studies Institute (FPSI) was established
in 1996 to provide assistance to states, counties, cities, and
communities working to improve the well being of children, families,
and communities, using a results-based accountability and budgeting
approach. Since 1996, the FPSI has worked with state and local, public
and

private-sector partners from over 30 states, 12 countries, and the
United Nations.

Mark Friedman

The Fisca Policy Studies Ingtitute

8 Charles Plaza, Suite 1407, Batimore, MD 21201
Td: (410) 659-9745, Fax: (410) 659-9753
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http://www.resultsaccountability.com
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Midwest Community Leadership Resource Center isa
collaboration of Communitiesin Schools, the Midwest Center for
Nonprofit Leadership at the University of Missouri—Kansas City, the
Family Investment Trust, and the Loca Investment Commission in
Kansas City.

David Renz, Director
Midwest Center for Nonprofit Leadership
Td: (816) 235-2305

Phyllis Becker
Communities in Schools
Td: (816) 235-2305

Promising Practices Network is sponsored by the Foundation
Consortium, the Colorado Foundation for Families and Children, the
Missouri Family Investment Trust, and Georgia Academy. This
website highlights information on programs and practices that are
effective in helping children, families, and communities. The
information included is organized around seven results areas
associated with the well being of children and families and two new
ways of doing business: healthy children, children ready for school,
children succeeding in school, children safe at home, strong families,
sdf-sufficient families, strong communities and neighborhoods, new
forms of governance, and results-based accountability.
http://www.promisingpracti ces.net
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Partners in
the
Developmen
t of this
Series

Georgia

Marian Gamble

Georgia Academy and Family Connection
100 Peachtree Street NW, Suite 500
Atlanta, GA 30303-1237

(404) 527-73%4

(404) 614-7325 Fax

E-mall: marian@ga-academy.org

Missouri

Steve Milburn

The Family Investment Trust
3915 West Pine Boulevard
St. Louis, MO 63108-3207
(314) 531-5505

(314) 531-2285 Fax

E-mail: smilburn@mofit.org

Vermont

Cheryl Mitchell

Agency of Human Services

103 South Main Street

Waterbury, VT 05671

(802) 241-2244

(802) 241-2979 Fax

E-mail: cherylmi @wpgatel.ahs.state.vt.us
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Examples

Sample forms eesStrategy |mplementation worksheet from Georgia's Annual
Operating Plan FY 2001

zesMemorandum of Agreement (MOA)

#5&Collaborative Benchmarks of Systems Change from Georgia's
Annual Operating Plan FY 2001
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Section ll: Results For Children and Families

A. Strategy Implementation

Goal:
Code
5-Year Benchmark Objective:
Strategy (brief
description):
Family Involvement:
Target Group(s) Code Program or Activity (1 per line) Code Responsible Organization Code MOA Evaluation
n Measures
1.
2.
3.
4.
5.
Program Cost by Revenue Source(s)
Revenue Sources
1) (2) (3) (5) (6) ) (8) ) (10) (11) (12) (13) (14)
Program Total FC State FCIDFCS State Federal GCTF GCCC Indigent CYyccC Local Other Unfunded
or Program Grant Cash- Grant Grant Care Trust Grant Gov't ikl
Activity* Cost** Match Fund

af » W N

*

Each program or activity listed in the first section above, must be listed, in the same numerical order, in the “Program Cost by Revenue Sources’ Table
* Columns (3) through (14) MUST totd the column (2) Total Program Cost.
ok Enter total “other” here.
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Sample MOA:

MEMORANDUM OF AGREEMENT

Between
(Name of Family Connection body)
and
(name of partner)

The (name of Family Connection body) and (name of partner) enter into an agreement for the provision of
(service, program, activity or support) as specified in the annual operating plan to achieve the county’s goal(s).
Either party to this agreement may terminate this agreement by giving the other party (humber) days in advance
notice in writing.

The period of this agreement is (month, date for the fiscal year from July 1, through June 30, )

Responsibilities of the Partner
(Name of partner) agrees to provide (service, program, activity, or support) to (name of group(s) as specified
below).

Reporting Services to Be Provided
The (name of the partner) agrees to provide the above components of service and to report (frequency of
reporting) to the (name of the county collaborative) the numbers of persons served by each of the components of

service.

Approved By:

(Name of county collaborative) (Name of partner)

(Signature) (Signature)

(Name of collaborative chair) (Name and title of person signing)

(Print name under signature)

MOA authorized by

(Date)

(Name of board)

(Date)
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Section I: Systems Change

C. Collaborative Benchmarks of Systems Change

Code Collaborative Benchmarks of Systems Change Yes
Changes in the Way Decisions Are Made

D1 Development of collaborative governance structure: development of committees, by-laws, operating procedures, etc.

D2 Consolidatiorvlinkage with other collaboratives

D3 Including families who receive(d) services on collaborative board

D4 Including youth on collaborative board

D5 Including business representatives on collaborative board

D6 Including local government representatives on collaborative

D7 Shared collaborative support: partner agency supervision of collaborative staff, partner agency sponsorship of collaborative
evauation, etc.

D8 Community involvement: forums, town meetings, focus groups, task forces, councils, efc.

D9 Computer/information network linking two or more organizations (for example, for tracking consumer children and families)

D10 Comprehensive community assessment

D11 Responsibility for alocation of government funds and/or local resources

D12 Decision making based on evauation findings

D13 Broadening collaborative to reflect al segments of the community

D14 Other (please specify)
Changes in the Strategy Mix and How Services Are Delivered

S1 Coordinated interagency case management

S2 Integrated training of staff involving two or more organizations

S3 Staff redeployment

S4 Co-location of staff and/or services

S5 Coordinated, integrated seamless systems of services (programs and activities involving two or more organizations. “wrap around”

service ddivery, diminating redundancy in intake and digibility




Collaborative Benchmarks of Systems Change

Code Changes in the Strategy Mix and How Services are Delivered, continued Yes
S6 Volunteer development: recruitment, training, placement, support, etc.
S7 Trangportation devel opment: coordinated van use/routing, etc.
S8 Housing development: renovations, low-income housing services, etc.
S9 Improving accessibility and availability of services (for example, flexible service hours)
S10 Taking promising practices to scae
S11 Preventive approaches (e.g. home visitation, early learning, youth development)
S12 Neighborhood based, family-friendly approaches (e.g. family resources centers, neighborhood-based networks of family support)
S13 Culturaly competent and responsive practices
S14 Identifying policy barriersto effective service delivery
S15 Other (please specify)
Changes in Financing and Budgeting
F1 Blended funding
F2 Redirection of existing funds
F3 Completion of fiscal inventory to determine the level of resources applied to results for families and children
F4 Resource development: joint grant writing, joint fund raising, etc.
F5 Development of long term financing strategies.
F6 Conducting cost analysis of prevention strategies
F7 Local investment in the Strategic plan (local agency support: public and non-profit, private business contributions, ec.)
F8 Implementation of at-risk Targeted Case Management
F9 Implementation of DFCS/Family Connection USDA Nutrition Education Cash Match
F10 Other (please specify)




