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INTRODUCTION

In our rapidly changing and complex world, national prosperity and security depend on the extent to which each individual has the opportunity to reach maximum personal potential and on the extent to which we, as a nation, leverage that potential. Therefore, we must make the most effective use of our most valuable resource—our citizens—to maintain our competitiveness in the increasingly complex world economy. The population living in poverty is our most underused resource, and, despite vast investments in anti-poverty efforts, the United States has no conceptual framework to serve as a foundation for its approach to addressing poverty or, more broadly, for maximizing our potential as a nation. To that end, this blueprint presents a case for change, an overarching theoretical construct, and initial strategies for establishing new ways of dealing with poverty in this country in the 21st century. It is a starting point for developing broad societal momentum to begin thinking about poverty and how we address it as a matter that is central to national prosperity and, ultimately, to national security.

While we understand conceptually that our success as a nation depends on the success of every individual in it, we have not collectively engaged ourselves in the important work of addressing poverty, let alone ensuring that each of us has the opportunity to reach our full potential. This document is intended to begin the process of engagement so that we can create a new paradigm in which we view ourselves as a collection of interconnected and interdependent individuals, organizations, communities, institutions, and sectors of society that all have a stake in, and responsibility for, creating optimal conditions for all.

Recognizing that no document can, in itself, create change, develop operational plans, or implement anything, this document is simply meant to serve as an initial plan for a journey into uncharted territory, laying the groundwork for the future direction of the country’s efforts to address poverty and beyond that, toward maximizing the potential of every individual. Creating the actual change and developing and implementing operational plans must, as always, be done by people. More specifically, this work must be done by people working together in every sector of society over a long period of time. With this in mind, the document is descriptive rather than operational and, because “the answer” does not reside in any one place, sector, political party, organization, program, funding stream, or service delivery strategy, it is not directed toward any one particular place. Rather, it is directed toward the collective whole of which we are all a part.

The framing of the case for change and the theoretical construct provided in this blueprint has been vetted by many in the “business of anti-poverty” and the value of a person-centered philosophy, like the one envisioned here, has been widely affirmed. Poverty can be viewed through various lenses, as it is in the Case for Change chapter, to determine how our current approaches can be dramatically altered to create a better future, specifically—how we measure poverty, how we use the helping systems to create economic security, how we can build the capacity of communities and their leaders to shape a better future for themselves, and how we can use technology better to encourage these changes and improvements. While the basic premise presented in this document has been initially vetted, it has many evolutionary phases to undergo before it can be fully operational. For now, this document simply serves as a first step in engaging the nation in the dialogue necessary for that evolution to occur among those responsible—all of us.

Chapter 1 provides the Case for Change, including an overarching view of why change is necessary, why it is necessary now, and some key perspectives on the current state using several topical lenses.

Chapter 2 provides the Theoretical Construct, including the mission, vision, imperatives, principles, and overarching conceptual framework upon which new ways of thinking and doing can be built.

Chapter 3 provides an overview and description of some specific initial strategies intended to begin the process of change toward an approach consistent with the construct.

Chapter 4 provides a Communications and Outreach Plan, including descriptions of the work that will be necessary to further define the change and to build and sustain momentum in creating a future built upon the construct.

Chapter 5 provides a summary of where this endeavor leaves us and what might lie ahead—a kind of “end of the beginning.”

The Appendixes provide:

• Appendix A: The Project to Create a 21st Century Model to Address Poverty provides a description of the project that began the work that led to this blueprint was developed, including how and why specific activities were undertaken.

• Appendix B: Poverty Programs Summary and Matrix summarizes the vast landscape of federal poverty-related programs, including the program name, intent, and funding level.

• Appendix C: Issue Papers provide environmental scans of issues related to definitions of poverty, community-based approaches to poverty, family economic security, and technology.

• Appendix D: Descriptions of the four working sessions convened in late Summer 2004.

• Appendix E: Meeting Records for each of the four working sessions, within which a host of unvetted, unfiltered, untested strategies are provided that could be used as a shopping list of potential projects to be further explored.

• Appendix F: The Principal Contributors’ List includes the key people who lead, wrote, and/or supported the development of the vision and this document.

CHAPTER 1: THE CASE FOR CHANGE

Changing Our Overall Thinking About and Approaches to Addressing Poverty

As America continually strives to form that ‘more perfect union’ envisioned by our founding fathers, one of the key factors we have always struggled with as a society is how to care for those in greatest need. For purposes of our work here, we focus on the segment of our society that exists within the condition we define as poverty.

Every generation or so, our society recalibrates its thinking about and approaches for addressing poverty. It is time again for us to change the way we think about and address poverty because:

· We know that as the number of people living in poverty increases, it becomes more and more difficult for any society to sustain itself. None of us wants that for our great nation. As long as many of our citizenry remain under-optimized, our society can never reach its full potential.

· The most recent major recalibration was initiated 40 years ago via the 1964 “War on Poverty.” President Lyndon Johnson believed that by turning the power of the federal government loose on the issue, we could eliminate poverty.

· While there is much progress to celebrate, we clearly have fallen woefully short of the lofty objective of ameliorating poverty. As a result of the “War on Poverty,” scores of programs were created, the U.S. Poverty Index was established, unprecedented public spending was dedicated to the objective, and a massive ‘helping’ industry was created. Though there have been impressive gains in many important indicators of societal well-being, we have not shifted in our approaches as quickly as the conditions have.

· The U.S. Poverty Index, developed in the 1960’s and based on an income/food consumption model, is no longer representative of the conditions of poverty (e.g., cost of living, basic income needs, economic trends, technological advancements, family structure and roles, workforce trends, etc.). As the economic, social, technological and societal conditions change the nature of poverty, we must also change the way our society thinks about it and addresses it in order to remain economically, socially, and morally sustainable as a society.

· We are still using the income/consumption model and the basic formula as designed in the 1960’s under vastly different circumstances. Proposed reforms to the Poverty Index over the last three decades to add other cost elements such as housing and health care and to add other income sources such as the cash value of benefits have not been successful, resulting in the continued use of a formula that has outlived its efficacy as an accurate definition of the conditions of poverty.

· We currently spend hundreds of billions of dollars annually on assisting those in greatest need in America without an acceptable return on investment. Unfortunately, since there is no shared vision guiding and leveraging our investments toward a common objective, our spending is ad hoc in categorical programs—each with their own rules, regulations, and objectives—and often works at cross purposes with other programs and initiatives. Individual private initiatives often suffer from not having enough resources to be truly effective. In the aggregate, our fragmented and categorical approach results in the old adage; ‘If you don’t know where you are going, any road will get you there.’

· The issue of poverty is best addressed at the community level. Under the current construct poverty programs are prescribed at the Federal level. This framework fails to fully engage and empower communities to develop their own vision for the future and the strategies they need to get there. The uniqueness of America’s communities demands a service strategy unique to each community’s objectives, resources, and obstacles.

· Often the goals and objectives of the various ‘helping programs’ work at cross purposes so that a comprehensive network of effective services and support cannot be realized. This approach is another example of not leveraging the resources that are currently being expended on the issue and does not give us a return on our investment.

· The current framework does not maximize the use of technology that would provide for infinitely more efficient and effective delivery of services and/or to reduce the need for the services in the first place. The current categorical construct requires separate technological infrastructures for each of the programs, which means that precious resources are required to fund the separate infrastructures instead of going directly to the individuals or families needing assistance. Helpers in the different program structures have difficulty sharing vital information that could be used to help serve individuals and families more effectively. Furthermore, technology could be leveraged to allow many decisions to be placed directly in the hands of the individual or family, thus obviating the need for intermediaries.

· The current helping system is financed principally by government and philanthropy, despite the widely-used economic construct of market solutions in most other advancement endeavors. Recognizing that every sector has a role in addressing poverty and that market solutions are encouraged in most facets of American problem-solving, we must acknowledge that market-based strategies are significantly underutilized in America’s helping system.

All of the above leave America with less than the most effective helping system. As the economic, social, technological—societal conditions change the nature of poverty, we must also change the way our society thinks about it and addresses it in order to remain economically, socially, and morally sustainable as a society.

We need to create urgency in society to do the work of this recalibration such that our society views eliminating poverty as:

· An exercise in developing self-sustaining conditions at the individual, family, community, and societal levels;

· A win-win exchange between society and individuals, individuals and institutions; and

· A way to create the harmonious conditions that support a healthy, non-violent, economically strong and innovative society.

Looking at the Need for Change in Four Key Areas

Four overarching areas of research were identified to begin to better understand the issues and determinants of success related to alleviating poverty. These include:

· General nature of poverty issues and definitions/measures of poverty;

· Family economic security issues and related policies;

· Community based strategies and models; and

· Technology based efforts to reduce poverty.

Key findings from the research in each area are outlined below.

Redefining Poverty

There is no federal policy, per se, on reducing poverty in the United States. The last and perhaps only time the U.S. had a vision of reducing poverty and an explicit commitment to it was during the Great Society Years. During the War on Poverty, there were multiple programs created but little in the way of a coordinated strategy that had poverty reduction as a goal. For the past 42 years, since the 1962 AFDC-U amendments, the numerous efforts at ‘welfare reform’ have been more about reducing the numbers on welfare rolls than reducing poverty. Multiple programs exist that have reducing poverty as part of their mission but the measures are about program specific outcomes rather than overall poverty reduction.

Limited Understanding of the Causes of Poverty

There is no agreement about which of the causes of poverty are the normal consequences of the operation of an economy or of defects in the economy, a function of the social values as they exist at any point in time, or the result of individual action or inaction. Because we have not unraveled and identified all the factors that cause poverty, most legislation does not have clear cut strategies to eliminate or change those causes.

Social mobility is still poorly understood and under-researched. Policy is based largely on a static snapshot of society rather then a dynamic motion picture of how America works. But the income and/or wealth of individuals and families does not necessarily remain constant over time. For example, people may be poor during their younger years, have adequate income in the middle years, and be poor again or perhaps well off in their senior years. Why do some people move quickly in and out of poverty? Why do others fall into poverty and remain there? And how do some groups and individuals avoid poverty altogether? There is much more volatility of movement among the general population than is recognized and factored into public policy.

Programs are focused on specific needs emanating from legislative action – usually representing a compromise of conflicting viewpoints. These compromises are based on assumptions about aggregate needs, but they do not relate to the totality of any one individual’s needs. Program eligibility is typically tied to some form of income test – generally, although not exclusively, related to the poverty guidelines. Program income tests fail to either account for most of the reasons why people are in poverty or to identify the pathways out of poverty.

Limitations of the Current Definition of Poverty

Federal poverty definitions have two main purposes: to provide a statistical analysis of the population, and to serve as a test for eligibility determination for specific programs.  However, there is no national rule that requires the poverty thresholds be used across the board for program eligibility purposes. Eligibility criteria are typically defined in each piece of authorizing legislation.

The current poverty thresholds are rooted in a 1965 study using minimum food consumption budgets, which at that time were assumed to be one third of a family’s income needs. While levels have increased to reflect cost of living increases, the basic assumptions have not changed since 1965. Poverty computations essentially only count cash income and a few assets, and vary by family size. The poverty thresholds are typically absolutes when considering program eligibility. An individual is either eligible or they are not – there is no middle ground.

The current definition of poverty excludes other relevant social factors that help people stay out of poverty, that help people get out of poverty, or that keep people in poverty It is a consumption-based versus a strength based or a social based approach to defining poverty.

The current poverty definition is obsolete because:

· Life in the United States has changed dramatically since 1965 – many factors such as childcare, healthcare, housing and transportation are a much larger part of minimal living standards than they were in 1965;

· Food consumption today is only 14% of a typical family budget, less than half the 33% assumed in 1965;

· No regional variations exist for the poverty index as they do for other measures of low-income used in some programs (e.g., Lower Living Income Standard Levels); and

· In-kind, benefits or other off-sets are not included in income.

There is a difference between situational poverty (short duration) and generational (long term often lifetime duration) poverty. Some estimates are that as many as 50% of U.S. citizens will experience situational poverty sometime during their lives. Support systems and networks exist for most of those in situational poverty such that they access government services far less or not at all. The family and other social networks are a stronger part of their support mechanisms.

Poverty rates across different countries are difficult to compare primarily because “costs of existence” vary so much, e.g., at least 2 billion of the 4.8 billion people living in developing countries exist on the equivalent of $2 or less (in U.S. dollars) a day. Recent international definitions of poverty (the UN Human Poverty Index) factor in illiteracy, malnutrition among children, early death, poor health care and poor access to safe water as poverty indicators. They use a much wider array of elements in their definitions, but not all of them are applicable to developed societies like the United States.

Efforts to Change the Existing Definition

The literature review that was conducted as part of this initiative as well as the collective view of the participants as observed during the discussion sessions suggest strongly that the existing U.S. Poverty Index—based on a 40-year old consumption/income model—is not representative of the real conditions of poverty and is therefore incomplete. Attempts to change the dollar-based poverty definition have not moved beyond research, academia, and rhetoric. There are many reasons for this inertia. There are always winners and losers in a definitional change:

· It can change the official record of the total number of people who are in poverty;

· It can make more people eligible for assistance and therefore put upward pressure

· It could make fewer people eligible for assistance and therefore put downward pressure on budgets;

· It could disqualify some who now receive substantial in-kind support, e.g., food stamps and Earned Income Tax Credits; and/or

· It could lead to the reallocation of funds among states and local service providers.

In the 1960’s, antipoverty workers liked the “poverty line” for several reasons:

· It was easy to understand and apply;

· It could be used to ‘prove’ to skeptics who claimed there was no poverty in their community, that poverty existed in their area; and

· It was an easy target to reach. For example, if you helped Dad get a GED and get a job in the factory at the minimum wage then that family moved above the poverty line.

In the 1970’s, there were many initiatives to better integrate services in the hopes that by better linking services (inputs), family outcomes would improve. In the 1980’s, the emphasis shifted to public charity roles that provided a “safety net” of basics (food and income). These, too, were based on consumption and family “needs.”

There were numerous efforts to change the poverty index in the 1980’s and 1990’s – to add both cost elements such as housing and health care and other income sources such as the cash value of benefits. None of these efforts at large-scale reform were successful and so that even today, we are still using the income/consumption model and the basic formula designed in the 1960’s.

Creating New Definitions

A number of reasons exist for creating new definitions of poverty:

· Changing definitions can impact society’s views and actions toward those in poverty. Current definitions have two main uses – measuring the number of people in poverty and determining program eligibility. Virtually all major efforts to change the definition have failed. Shifting the paradigm can give society new views on what constitutes poverty and what causes it.

· New definitions can help shape a shared vision of addressing poverty in new ways. Exploring new definitions invigorates the debate on how to prevent or reduce poverty. Looking at poverty in new ways gives society opportunities to impact it.

· New definitions can help foster greater system interdependence. Looking at poverty from the individual, family and community perspectives calls for responses that are person-focused rather than program driven. Building on an individual’s strengths calls for systems to work together.

· New definitions enable innovation at all levels. The current Federal definition excludes: other costs of living, sources of income, human capital and social capital --limiting expectations and interventions. Exploring alternatives to the consumption & income model such as cultural universals, quality of life standards, survey based definitions, and definitions in use elsewhere could enable innovation in how poverty is addressed.

· New definitions can create more opportunity for people to maximize their potential to achieve success. Social assets, financial assets and human capital help people avoid poverty or escape it quickly. Providing education, other services and infrastructure may alleviate poverty more effectively than increasing income.

In reviewing large-scale societal models, one of the most comprehensive was developed by Nobel Prize Winning economist and Harvard Professor Amartya Sen. Professor Sen creates a framework of society that flows from inputs, to rules and processes, to outcomes. He says that “…every normative theory of social arrangement that has at all stood the test of time seems to demand equality of something – something that is regarded as particularly important in that theory.” (Inequality Reexamined. P.12, Harvard University Press, 1995). One challenge in his model is that you can only establish equality across one slice of the system, because everything on either side of that plane will of necessity be in disequilibrium.

Sen says that too great an emphasis has been placed on trying to generate equality of outcomes -- which in our example is family incomes. Further, the traditional counter argument to the idea that the government should guarantee these outcomes (the welfare/ majoritarian/ utilitarian arguments) has been the libertarian argument, that the government should only guarantee the processes or ‘rules of the game’ and should have no role in assuring outcomes.

Sen moves further back from both of these arguments and says that the best role for government is helping people get the education and other “inputs” (primary goods) that they need to function in that society. Sen’s work is useful to us because it provides a framework that is generally accepted in the fields of economics, philosophy and international development. Sen’s model allows us to organize and synthesize all the bits-and-pieces of the other definitions in use around the world. It is consistent with the principles proposed in the 21st Century initiative and can be operationalized and used to assess existing policy and program priorities.

Sen’s work moves us away from a focus on “needs” and shifts our attention to a focus on “strengths,” including social capital, human capital and financial capital. These forms of capital – which in Sen’s approach are the “primary goods” that people should start with or acquire -- provide insurance against slipping into poverty and provide effective ways to get out of poverty. They are therefore worthy of further development as potential elements of the 21st Century Model.

As we continue to survey the definitions in use in international organizations and other countries, we will see that they have added many dimensions that are not considered in the current U.S. definition. These perspectives offer insight and serve as examples of alternative ways to define poverty.

Family Economic Security

The dynamics of the economy and families themselves have changed over the past several decades. For much of that time, the standard public approach to helping poor families with children (often headed by individual females) provided a small cash grant together with supports, such as health care and food stamps. While women entered the workforce in increasing numbers, parents who obtained jobs lost key supports soon after they began earning income for their families.

During this period, many other low-income families earned wages insufficient to meet their basic needs, but too high to qualify for supports, let alone cash assistance. By the late 1980’s and into the 1990’s, the public approach shifted. New rules did not discourage parents from earning money for their families and helped them gain access to entry level jobs. Beginning in 1996 with the enactment of sweeping welfare reform and continuing today, the expectation is that parents who can work do work. For those families, cash assistance is time limited and is accompanied by work requirements. Some level of supports, such as health care, child care assistance, and job search services are also generally available.

The shift from cash assistance programs to assisting people in obtaining entry level jobs altered service delivery systems and families’ lives. Systems that now assist people in securing entry level jobs have been strengthened, but there has not been a corresponding emphasis on strategies for poverty reduction. There are few mechanisms to assist people in planning or accessing pathways that will lead them out of low-wage jobs.

Most low-wage earners struggle to provide for their families’ basic needs and many find their rewards do not necessarily match their efforts. Access to jobs with benefits is limited. Low-wage workers have limited or no ability to pay for work supports (e.g., health care, child care) until after they earn enough to meet their family’s more basic needs such as food, clothing and shelter.

A large percentage of people experience a financial crisis during some period in their lives, but the support systems in the form of family, savings, possessions, and networks clearly differentiate the general population from the majority of low-wage earners who do not have such support. Asset building is critical for those seeking economic security for their families –including home ownership, savings, and human capital investment. However, there are few public resources devoted to asset building, and low-income families are rarely able to acquire assets.

Low-wage earners have difficulty accessing mainstream support services. The most visible example of this is in the area of financial services. Payday lending, rent to own, and other predatory lending services flourish at a significant cost to low-wage earners in the form of very high interest rates. These practices as well as the inability to save earnings and build assets make things like earning interest and obtaining a mortgage virtually impossible for low-wage workers.

Focusing on the person is often difficult for systems, organizations, and individuals within the larger ‘helping system.’ In addition to the public systems, there are many nonprofits, faith-based and community-based organizations, and other groups which seek to help families in crisis or seeking to become self-reliant. Services are generally provided via organizational or funding silos, which make it difficult for the system to have a lasting effect on the “whole person’s” capacity to be self-reliant and for the individual to figure out where and what services (s) he can access.

Individuals have the burden of navigating fragmented systems and programs. While Community Action Agencies, Workforce Centers, public human services agencies, and others have made an effort to create a “one stop” experience, they still must often refer customers to other service providers outside of their system. Few communities and systems have approaches that successfully focus on helping individuals overcome all of their barriers and maximize their potential. However, there is some creative experimentation with new leading edge service delivery options and the potential for greater focus on serving “the whole person” is substantial.

The creation of a 21st Century approach to family economic security focuses on generating new opportunities and high-impact strategies in four areas:

· Basic income and work supports;

· The acquisition and growth of assets;

· The ability to access mainstream goods and services; and

· Public policy related to all three of the above.
Increasing Basic Income and Work Supports

Sources of income vary by age group. The working age population is expected to obtain their income from wages earned through employment. Other groups such as the elderly are more likely to be dependent on Social Security (although Social Security assumes a minimal work history of 10 years) or income from investments. The focus of our deliberations is mainly on the working age population.

Sources of income for many very low income parents/adults have changed in recent years due to welfare reform. While wage earning is the major source of income, there are others. For example, self employment is a growing factor in today’s economy at all levels of income.

Skills requirements for career (and pay) advancement are growing as technology and global competition expand throughout the world. The increasing skill requirements make it harder for low-wage earners to move out of entry level jobs. They typically cycle through a variety of low skilled jobs where no benefits, no career ladders, and high turnover are built into the employer’s economic model. Work support from government resources typically prepares individuals for entry level jobs. There are few support mechanisms beyond that level that are widely available.

Encouraging the Acquisition and Growth of Assets

Asset building is a critical part of the equation to help people move themselves out of poverty but it is not yet a widely adopted concept and has few resources devoted to it.

While we see a large proportion of the population experiencing financial crisis at some point in their lives, the support mechanisms in the form of family, savings, possessions, and networks do not exist for everyone. This lack of assets contributes to a spiraling effect that makes it difficult for low income individuals to move out of poverty. For example, not owning a home or not having a network of working family and friends when laid-off from a job can mean there is less of a financial safety net and more instability in the interim and greater challenges in looking for a new job.

Assets can be either tangible or intangible and both are important to moving out of poverty. Examples of tangible assets include savings, home ownership (a crucial piece of the equation in stabilizing families), and health benefits. Intangible assets include education and skill development, networks, and support systems. The most common way of finding a job is being referred by someone who is already working for an employer. To get a referral to a good paying job, you need to know people who are working in good paying jobs. If your network is limited to others who have no access to good paying jobs, as is the case with many low-income individuals, it is much more difficult to find a way in.

Human capital development is a critical intangible asset. Education is the single biggest determinative of whether a person will likely move out of poverty. The development of an individual’s skills is particularly important in today’s economy. Finding the means to acquire new skills that are valued by employers takes resources not available to most low-income individuals.

For a variety of reasons, including the impact of immigration, outsourcing, and the escalating definition of a “skilled worker”, low skilled workers are potentially chasing after a smaller number of low skilled jobs. There are fewer low skilled jobs as technological advances and global competition reduce the need for lower skilled workers in this country. This will lead to the continuation of depressed earning power for low skilled, low income workers.

Providing Access to Mainstream Goods and Services

Access to basic banking services are often not available to those in poverty. They are often forced to pay excessive fees to have the minimal money transfer services that are typically available for free to those who have bank accounts. Consequently, low-income individuals are not able to take full advantage of the small earnings or income they receive.

Predatory practices exist in several areas including home ownership, check cashing, payday loans, tax return loans and other forms of overcharging for services that cause low-wage earners to have to pay exorbitant prices for services. Many even pay inflated prices for goods such as food because, with only one supermarket in the neighborhood, there is no need for competitive pricing among vendors.

Housing is often problematic for low-income individuals. While there are several programs available to support reduced housing costs and some home purchases, many do not or cannot access these services. Low income individuals are often the target of predatory lenders who take advantage of inexperienced home buyers with low credit and little or no money for down payments. In many cases home values are artificially inflated and low-income buyers are left making payments they cannot afford on properties that are not worth the purchase price.

In the United States, work is valued as the path out of poverty and hard work is the axiom for getting ahead. But hard work alone does not guarantee success. The reality is that skill attainment and access to jobs pave the path to success. Many low-income individuals cannot access skill development services and cannot plan pathways for themselves that will lead them out of low-wage jobs.

Shifting Public Policy

For the last few decades in this country, public policy has been focused on welfare rolls reduction and not on poverty reduction. Government programs are not well coordinated among themselves or driven by individual needs. But just as tax policies can be restructured to help low-income individuals maximize their potential, poverty policy should focus on collaboration among programs and the needs of individuals.

There have been some federally driven efforts to create collaboration among programs such as the One-Stop Career Centers under the Workforce Investment Act, but these efforts have had limited impact and do not go far enough to address the full range of needs of low-income individuals. Locally, some community action agencies have led efforts to streamline accessing assistance.

At the federal level, policies that support strong families have their base in efforts to reduce spending more than they do in building family structures. But in many cases, states, foundations, and local governments have experimented with new leading edge service delivery options. Some of these options involve better access to the existing tax supports such as the Earned Income Tax Credit, and state tax credits.

Community Based Solutions to Reducing Poverty

Historically, there have been two approaches to community building that now appear to be coming together. There are the traditional “place-based” strategies emphasizing changing physical structures in a community and “people-based” strategies which have emphasized developing human capital. Both appear to be necessary for sustainable community building.

We have learned that effective community building can only come from within the community itself; it cannot be imposed from the outside. Indigenous community leadership is an essential element that must be intentionally, systematically, and continuously developed.

Most community building efforts today look at specific aspects of a community such as housing, crime, education, or job preparation. Few efforts take a holistic view of all aspects of a community. We do have some good examples of indicators of community well-being but they too typically have a more narrow focus such as the health and safety of children or economic competitiveness. The body of research on what works at a community-wide level and what can be sustained over time is typically not incorporated into today’s initiatives. Community work is often looked at in terms of finite projects with short durations and limited expectations. The reality is that community building is a long-term, evolutionary effort that grows as it produces positive results.

Effective communities involve all stakeholders, including commercial enterprises, in planning for their future. They have developed means of communicating with and involving all stakeholders in and of the community across sector, age, gender, income, and racial lines to come together toward a shared vision. Effective communities have established coalitions of organizations with a common purpose. All members of the community have and understand the roles they play and have a shared ownership of the future.

In effective communities, resources have been mapped and the community’s strengths have been identified as the building blocks for the future (as opposed to deficit identification). The resources that exist are leveraged so that there is much greater return on the dollar and service delivery is more integrated and person-focused.

Where We Are Today

A dichotomy of strategies has been used to fight poverty. “Place strategists" in the community development field focused on rebuilding neighborhoods through housing, retail development and attempts at job creation. “People strategists" in the human services arena focused on helping those living in poverty to obtain the skills, personal orientation and support needed to achieve self-sufficiency. There is a growing realization that both strategies must be integrated to be successful.

Change in the system may occur more rapidly if impoverished individuals and families are seen as customers and if the community applies the principles of customer relationship management and continuous improvement. Members of all socioeconomic levels must be included in the change process.

One-size-fits-all approaches aren’t working. Poverty is manifested differently in urban and rural environments, thus requiring different solutions. Urban areas are losing a sense of community due to sprawl and multiple hubs of economic activity. Affordable housing is a major workforce related issue. Rural areas are small scale/low density and have difficulty connecting to urban centers of activity. Transportation and lack of markets are major workforce related issues.

Increasing diversity requires understanding of how different populations relate to both poverty and potential solutions. Solutions require flexibility to address multi-cultural differences. Addressing shared cultural values – family, health, safety, and community - can help frame solutions.

Successful communities are those that foster positive relationships among residents. Communities with some level of social capital tend to have lower crime rates and better relationships. Social capital refers to the norms and networks that enable collective action. Social capital can take many varied forms, including congregation-based community organizing; civic environmentalism; participatory school reform; and numerous others.

Community building is continuous, collective action aimed at problem solving and enrichment that results in greater equity, strengthened institutions and relationships, and higher expectations for life in the community. Sustainable community building happens when the public is engaged, not persuaded.

The key to community change is having poor neighborhoods define their needs and assets, have a strong say in their own fate, and work toward making communities not only viable but sustainable.

Maximizing Technology

Developments in information technology (IT) have significantly changed how individuals, governments and societies deal with information. There are new and better ways of presenting, analyzing and using information. There are improved mobile devices for end users, much-improved middleware, better-conceptualized standards, wider connectivity, new collaboration tools, and new and better models for doing business as a result of emerging technologies.

Changes in the world’s economy as well as emerging technologies are impacting business practices and create the need for all industries to continuously reevaluate their use of technology in achieving goals and objectives. Individuals and communities can benefit from the empowerment that emerging technologies now afford.

Current State of Technology in Human Services Service Delivery

Organizational silos and independently conceived and operated programs have led to a complex technological environment in Human Services. Many technology solutions are large-scale, complex, based on outdated technology, and designed to support single programs and as a result reinforce the “stove-piping” of program administration.

Human Services Agencies (HSAs) have a variety of legacy automation systems. These systems are generally mainframe systems that have been in existence for more than a few years. HSAs invested valuable resources to develop mainframe systems that were once on the leading edge of technology. However, technology continued to move forward at an incredible rate of speed rendering the functionality of many human services mainframe systems today inadequate and outdated.

The legacy systems of Human Services:

· Were not built from the perspective of the “client”;

· Contain limited functionality to provide holistic case management;

· Are expensive to maintain;

· Lack adequate documentation;

· Are based upon programming styles and standards that are obsolete; and

· Don’t share data across the enterprise.

Historically, it was not considered necessary for disparate systems in a heterogeneous environment to inter-communicate, or if it was, expediency came first. Now there is an ever-increasing requirement to ensure that data sources can talk to one another so that a complete “picture” is available for decision-making across communities and governments. Neither human services case managers nor individuals in need have the information needed to make rapid intervention decisions due to the lack of integration in the Human Services delivery infrastructure. Staff and individuals spend an inordinate amount of time collecting information, processing paperwork and navigating through inefficient business processes.

Access to existing information technology systems is governed by the ”silo” that owns the system. For the most part, information is limited to the organization or individual managing the silo.

Many local, state and federal governments are implementing “e-government” initiatives - meaning the ability to access government services and get government information electronically. E-government intends to provide increasing opportunities for citizens to access information, fill out forms, pay bills, and sign-up for needed services from any computer, at any hour of the day without human intervention.
Understanding Issues Related to How Individuals Access Human Services and Technology

For the most part, individuals access human services interventions by applying for assistance through an array of programmatic constructs. This typically involves an individual physically going to a local service office to apply for and be determined eligible for a particular service. Services are not necessarily arrayed in a fashion where resources are mapped or tailored to meet the specific needs of an individual.

This results in the fitting of an individual into a “cookie cutter program” rather than designing an intervention that might have long-term impact. Innovative approaches involving the leveraging of technology to improve the service delivery system for individuals are beginning to emerge.

Technology (the Internet) is rapidly becoming essential for basic needs. A number of groups of people are unconnected from technology or are not leveraging the available technology because technology is too expensive, they don’t have access to computers, and they have insufficient skills to be able to use the technology.

Although access is an issue, a computer and the Internet are not much use without content and applications that serve people’s needs. According to Warschauer in Technology and Social Inclusion, the United States, which leads the world in Web site production, suffers from significant content gaps that affect underserved communities.

In other words, the specific applications or service interventions that technology affords are not available to meet the needs of individuals and communities to the degree needed. “Real access” to technology for individuals includes physical access, appropriate technology applications to address needs, affordability, capacity and training, relevancy, full integration and consideration of social-cultural factors.

Increasing Access for Individuals and Communities

Numerous on-the-ground initiatives are working to provide technology access and help put technology to use in underserved populations. There are an enormous number of efforts, ranging from tele-centers to training to innovative business applications. Many initiatives address specific aspects of the range of issues, but too often they neglect related factors that limit their success. For example, many tele-centers providing computers and connections in rural locations do not become self-sustaining because local people do not use their services – often they have failed to address the role of the center in the local economy or the need for locally relevant content. Other initiatives focus on specific programmatic concerns but fail to provide holistic end-to end solutions that could empower individuals to become self-sufficient.

There is a need for a holistic approach to address the range of issues that communities face in serving individuals. Fully integrated service delivery is needed.  To date, most initiatives aimed at closing the digital divide have focused on providing low-income communities with greater access to computers, Internet connections, and other technologies. Yet technology is not an end in itself. The real opportunity before us is to lift our sights beyond the goal of expanding access to technology and instead focus on applying technology to achieve the outcomes we seek: tangible and meaningful improvements in the standard of living of families who are now struggling to rise from the bottom rungs of our economy.
CHAPTER 2: THEORETICAL CONSTRUCT

To establish a societal approach to maximize the personal potential of the nation’s citizenry that begins with changing the way the country thinks about and addresses poverty.

This effort seeks to create urgency in society to do the work of this recalibration, such that it views eliminating poverty as:

· a way to ensure sustainable national prosperity and security,

· an exercise in developing self-sustaining conditions at the individual, family, community, and societal levels,

· a win-win exchange between society and individuals, individuals and institutions, and

· a way to create the harmonious conditions that allow for continued innovation, economic growth, strong relationships, non-violence, health, etc.

Although a general direction is alluded to in the mission statement, it intentionally leaves us with the question: “If we change the way this country thinks about and addresses poverty, what specifically are we changing from and what do we want to change to?” The answer to this question is far too complex for anyone to claim they know what it is. After all, there is a broad range of ways we as a society think about poverty and an even broader range of ways we are attempting to address it. That is precisely the point; since such a range exists, the results of our collective energy and resources have worked at cross-purposes, resulting in inertia rather than in progress in any one direction.

The point of this initiative is not to attempt to answer this question, it is to have this country engage in a dialog about what it wants for its own future, what the stakes are if it does nothing and poverty continues to rise and the conditions of poverty spread, what it values for its residents, and whether those values are representative of the values put forth in the founding documents of this country. The remaining components of this theoretical construct attempt to lay out a foundation upon which this dialog, future strategies, and ultimately, ‘the answer’ can be built. There are obviously many, many details and challenges to work out, but the spirit behind this initiative is that they cannot be worked out without having the dialog.

If this effort is successful over the long-term, national prosperity will be maximized and fewer people will live impoverished lives because:

· Every sector of society accepts that it has a role in building societal capacity, thereby increasing the number of people maximizing their personal potential and reducing the number of people living impoverished lives.

· Society proactively plans for increasing the number of its residents living fulfilled lives and decreasing the number of its residents living impoverished lives.

· Communities proactively plan for increasing the number of its residents living fulfilled lives and decreasing the number of its residents living impoverished lives.

· Individuals proactively plan for reaching their full potential.

· The education sector proactively plans and implements strategies to increase the number of people living educated lives.

· The human services sector proactively plans and implements strategies to increase the number of people reaching their potential and to decrease the number of people living impoverished lives.

· The financial services industry proactively plans and implements strategies to increase the number of people living economically secure lives.

· The health industry proactively plans and implements strategies to increase the number of people living healthy lives.

· The philanthropic sector proactively plans and implements strategies to increase the number of people living fulfilled lives and to reduce the number of people living impoverished lives.

· All levels of government focus their programs and policies on encouraging and enabling the above.

· Poverty is viewed by the mainstream as broader than the amount of income a person makes.

The vision statement provides the ultimate goal of this work—the desired future state. Since this construct serves as a foundation for future work, each one of the statements above serve as placeholders for each sector to develop its own change strategies aligned with the principles suggested on the next page. The vision embodies the principle that every sector of society has a role to play, which differs from our current construct which generally holds that either the individual or the government has exclusive responsibility for addressing poverty.

Imperatives

Among other reasons, we engage in this work because:

· A society is at risk when it does not respect every individual, does not provide the mechanisms for each person and group to recognize and achieve their potential, and does not proactively work to remove barriers that stand in the way of achieving it.

· We have a moral imperative to take care of one another, as our “brother’s keeper.”

· We have an economic imperative to ensure that the capacity of individuals, communities, and the nation for innovation and prosperity is encouraged and sustainable.

· Individuals living in poverty are not able to fully contribute to the country’s economy or innovation. The stakes of allowing that to continue are high and the benefits of ensuring that every person is able to contribute fully in society as a producer and a consumer are many.

· Poverty is costly to all taxpayers, wherever they live, via the costs associated with social services, remedial education, law enforcement, welfare programs, etc.

· Individuals living in poverty do not have full access to and participation in the democratic system, though such participation is a right provided in the founding documents of our nation.

· No one in a country this rich should have to live an impoverished life.

· Despite significant investment in addressing poverty, persistent poverty exists. We currently spend hundreds of billion dollars in poverty-related programs without an overarching strategy or an acceptable return on the investment.

The imperatives provide a small sample of moral, economic, and social reasons why establishing a societal approach to maximizing the personal potential of the nation’s citizenry, starting with changing the way this country thinks about and addresses poverty is worth the effort (see also Chapter 1: The Case for Change). There are obviously many more reasons why such a change is in everyone’s best interest. This initiative encourages every sector of society to think about the reasons why it would be in their specific sector’s best interest to increase national prosperity and reduce the number of people living impoverished lives.

Principles

New ways of maximizing personal potential and thinking about and addressing poverty should be built upon the following principles:

1. Shared vision: New ways of building personal capacity and thinking about and addressing poverty are built on a hopeful, shared belief in equal and unalienable individual rights and the profound belief in the human potential of every individual to succeed.

2. Person-centered: Effectively and efficiently assisting individuals in need means that the service delivery structure must focus on the needs of the individual or family, not on the needs of the helping system.
3.  “Poverty” as we know it is only a starting point: Traditional definitions and mental models about poverty (e.g. models based exclusively on income determinants, which suggest poverty as a population) are starting points only. 

a. “Poverty” is broader than the amount of income a person makes. Income is only a part of an individual’s ability to make life work and to be a productive member of society. Human potential depends on different types of capital –social, economic, and spiritual.

4. Reciprocal Responsibility: Full and equal responsibility for maximizing personal potential lies with the individual to society and with society to the individual. This means that our strategies must be equally focused on the behavior of society (and it’s institutions) and the behavior of the individual.

5. Consistent with America’s tenet of market solutions: Infrastructures and mechanisms to assist those in need should be developed by tapping into private resources and market solutions. Doing so would geometrically expand the resources and possibilities for maximizing societal capacity.

6. Everybody has a role: Every sector of society (government, private industry, non-profit, communities) has a role in creating a nation of capacity, reciprocal responsibility, prosperity, and opportunity. These roles may or may not be consistent with current roles.

a. The role of systemic interdependence: No one policy, program, community, strategy can create a nation of maximized capacity, prosperity, and opportunity alone. Therefore, each part of the system is dependent on the other for creating that future.

b. The role of individual performance: All parts of the system (read: nation) must fulfill their own obligations toward maximizing potential for capacity, prosperity, and opportunity in order for the whole system to be successful.

7. Change is necessary: We cannot create a nation of reciprocal responsibility, prosperity, and opportunity using these principles without fundamental change occurring in every sector of society.

8. Leveraging resources: We should strive first to make wiser application of existing resources in all sectors of society. Doing so encourages individuals or systems to align and strategically use the resources they have toward the outcome of success, as they have defined it.

The components of this new construct are viewed as preliminary; they are offered as a starting point for a national dialog about how it wants to think about and address poverty and more broadly, maximize the personal potential of every person. The rest is up to the collective whole.
CHAPTER 3: INITIAL STRATEGIES

An overarching theoretical construct for a new way to think about and address poverty is necessary, but not sufficient. While the theoretical construct provided in this blueprint fills an important gap in the nation’s approach to poverty and capacity building, it does not get it done. Similarly, neither do the independent strategies we as a nation currently pursue that are not leveraged toward a common objective.  Recognizing that neither a construct nor independent strategies alone can get the job done, strategies built upon and aligned with an overarching construct are needed.

A first set of strategies that begin to put the construct into action are described in this chapter. The descriptions provided can be used to further develop the strategy and to develop operational plans for specific projects that can be immediately initiated. Recognizing that any strategy conceived now is only the beginning of a long-term process, the strategies described in this chapter serve as initial learning platforms for future work and as mechanisms for moving forward toward the long-term vision. These strategies represent a mix of short- and long-term, operational and strategic, broad and specific, and well- and minimally- developed in concept. They involve some sectors while missing key others, but serve as a beginning to establish momentum toward broader engagement and planning by every sector of society to effectively address poverty. All of these strategies require further development and operational plans.

Community Future Search Strategy

The Community Future Search Strategy would employ a specific system theory-based methodology (Future Search) to convene six to eight communities across the country in discussing and planning for their future, with poverty as the topic. These convenings are intended to create the conditions in which open dialog can occur, common ground can be found, systemic ownership can be established, effective plans can be created, and commitment for action can be built.

The goals of the Community Future Search Strategy are to:

· Help communities find common ground upon which to develop new antipoverty strategies and to build true commitment for implementing the strategies they develop.

· Educate local leaders to effective ways of working with large diverse groups.

· Create a mentoring support system for community leaders to help them carry out successful implementation plans.

· Build a critical mass of supporters for new approaches to poverty in every region of the country.

· Form a basis for a national conference of local people and policy makers, based on issues surfaced at local conferences that cannot be addressed locally.
Influence more effective state and federal policies, based on the first hand experiences of local communities from every region of the country. Based on these goals, four phases are envisioned for this strategy. They are:

1. Start up planning and community leaders workshop

2. Community conferences

3. Policy development conference

4. Assessment of learning for replication and future projects
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Figure 2. Conceptual model of the Community Future Search Strategy.

Start-up Planning and Community Leaders Workshop

The start up and planning activities would be designed to initiate community interest in participating and then to cull down the resulting list of interested communities into a group of 6-8 participating communities. Communities in regions throughout the U.S. would be invited to submit an application to participate. 12-15 communities would initially be selected (based on specific criteria, one of which would involve the existence of a local champion/leader willing to see the community through the process) to send two to four champions/leaders from their community to attend the Community Leaders Workshop. The workshop is intended prepare them for championing their community effort and allow them to see the methodology to be used in the community conferences (phase 2) and experience such a convening first hand.
The Community Leaders Workshop will:

· Allow leaders from across the country meet each other and establish themselves as a support system across all regions.

· Give participants a first-hand experience with an effective high-participation planning method that enables a group of diverse people to influence their collective future.

· Team community leaders up with experienced conference managers/mentors who live in their part of the country.

· Enable the conference managers/mentors to quickly understand the issues and build relationships with their local advisees.

· Help the teams do preliminary planning of their own community conferences.

· Encourage the further development of a follow-up strategy for sharing experiences, conducting review meetings, and influencing public policy.

By participating in the workshop, participants will not only build their capacity as community leaders, but they will determine the extent to which their community is ready to engage in a Community Conference. Based on their own assessments, it is expected that 6-8 communities will be determined ready to engage in a Community Conference. Using this model, a team of ready, willing, and able community leaders will have been identified and mobilized to lead a community-based effort to create more a viable community future and in so doing, help significant numbers of residents avoid or overcome poverty. In addition, the leaders from the communities who assessed themselves as not quite ready for the Community Conference experience will have increased their own capacity for community leadership.

Community Conferences

The topic for the 6-8 Community Conferences will be “The Future of [Community]” or some close variation that addresses the issue of the community’s approach to poverty and more broadly, to building community capacity. Each of the conferences will get the “whole system” in the room using the Future Search methodology to:

· Create and act upon a shared future vision for their community,

· Discover shared intentions and take responsibility for their own plans, and/or

· Implement a shared vision that already exists.

The conference methodology provides only the structure and environment in which to engage the community. It does not prescribe specific strategies or actions for the community to take, nor does it determine what is appropriate or not appropriate for the participants to discuss. The structure allows the whole system to review the past, explore the present, create ideal future scenarios, identify common ground, and make action plans.
Everything else about the Conference—the participants, dates, times, location, etc.—will be determined and implemented by a local steering group. Each team of community leaders who participated in the Community Leaders Conference will recruit their own steering groups to plan—with the help of an experienced conference mentor—their Community Conference. Up to 60-70 people in each community, representing the “whole system,” will participate in the Conference, including residents, teachers, business leaders, human services leaders, youth, local, state and federal officials, health care providers, church leaders, etc.

Policy Development Conference

After all of the Community Conferences have taken place, a Policy Development Conference would be convened among the local, state, and Federal officials who participated as stakeholders in the Community Conferences. This conference would be similarly designed and include the policy stakeholder/participants from all of the Community Conferences, as well as other stakeholders in developing and implementing policy at the Federal, state, and local levels. This conference would use the collective learning from the Community Conferences as a basis for its topic, “The Future of Policy in Providing Enabling Conditions to Communities” or a similar variation that creates ideal policy circumstances that would provide the enabling conditions for communities to carry out the action plans they developed during their Community Conferences.

The Policy Development Conference would build on the original commitments participants made in the Community Conferences and create new, policy-specific commitments among policymakers in creating a policy environment that enable and empower communities to effectively address their communities’ poverty. Since many of the participants in the Policy Development Conference are stakeholders in both the community and the policy development “system,” the combination of the Community and Policy Development Conferences will help create a link between and joint ownership among communities and policy makers for new ways of addressing poverty and building capacity.

Assessment of Learning for Replication and Future Projects

The first round of the Community Leaders Workshop, Community Conferences, and the Policy Development Conference would be used to develop a model that can be repeated each year for five years. This replication could lead to the involvement of several thousands of residents in 40 or more communities across the country and hundreds of policy makers, all focusing on addressing poverty and building capacity in new ways.
Indicators for Success

If this strategy is successful, we would see:

· Communities across the country actively engaging in dialog and action planning to address their issues of poverty and more broadly, to build a more viable community future.

· Ownership and engagement among community members in the future of their community.

· Communities implementing their action plans and committing themselves to continue the work until they reach the goals they set for themselves.

· Over time, healthier communities in which residents actively work together to ensure that every member of the community can reach their potential.

· Over time, a new embedded community culture in which residents actively work together to ensure that every member of the community can reach their potential.

Community Demonstration Strategy

During the course of this initiative, two parallel themes emerged – we must create a human service delivery system that is person-centric, not program-centric; and in order to create this person-centric approach, the current human service delivery model must literally be turned upside down. Most new federal initiatives begin with demonstration projects to test the assumptions made through research and feedback from those impacted. This model is no exception. The community demonstration strategy is grounded in the assumption that there is a better way to deliver services; this better way will lead to better outcomes (fewer people in poverty); and the tools to do not exist in today’s federally mandated program structure.

Therefore one of the key next steps is to put the ideals of the construct in this blueprint to the test in communities to be able to translate the work into real progress that can demonstrate that this approach will produce better results than have other efforts. We know that human services can be delivered in far more effective ways than they are in any place today. We know that it takes all sectors of a community to be successful in following a new path and that there must be community ownership of the process.

There is a strong belief that applying the principles in the construct within a community will produce better outcomes for those in poverty than have other approaches. This will remain a theory until it is tested in real places under real conditions. Essentially there are two major aspects that need to be tested: the first is how a community can come together to find new ways to approach poverty as a comprehensive issue and the second is how service delivery can be shifted from a program based orientation to an individual focused approach that begins to look at the whole person and removes the barriers to accessing services so that the individual’s needs take precedence over program requirements. Neither of these are new concepts and both have been tried in differing degrees but they have not been put to scale or studied for impact.

To take the construct presented here to the next level, the concepts need to be demonstrated in live settings and compared to other ways of doing business. Therefore, there is a need to have, optimally, a series of demonstration communities, but minimally, at least one, which will devote their collective energy to testing the precepts and being pathfinders for the rest of the country.

The ideal scope of the demonstration models would be to have all the principles of the construct incorporated into a few communities, as noted above. However, there could be a range of options that start with less intense engagements that include the essential elements of a community planning component, an individual-focused service delivery strategy, and an evaluation component to determine if the model produces better outcomes. The service delivery component would ideally include the full range of human services available to support individuals in poverty.

It is even possible to start with a limited number of human services programs and to create a person-centered strategy for those investments -streamlining eligibility and opening up delivery options to look at different models. On a broader scope, the precepts could be mixed with ongoing foundation or other funding sources that would give the demonstrations greater flexibility and be able to include more services in the mix. There is obviously a need for longer duration investigation that will be able to look at changes over time.

In no case do we expect there will be quick changes in outcomes and we also know that any community engagement strategy is a long-term activity. Therefore we must ensure, however these principles are tested, they are given sufficient time to take root and to have a chance to make a difference in a community.

There is a great deal that can be learned from what has taken place already as part of community change models. What is evident is that the activities to date have been limited in scope e.g. focus on housing or focus on infrastructure. There is also much to be learned from other Federal initiatives in integration of programs. One area for focus is the One-Stop Career Center initiative under the Workforce Investment Act, which brought together a series of mandated partners to deliver workforce development services in local areas.

The major components of any demonstration effort should include:

· Embedding the theoretical construct in Comprehensive Demonstration Projects

· Using communities as drivers for full range of activities to address poverty

· Using communities as learning sites to test the precepts of the model and to build on the research and the input from the working sessions to determine the demonstration parameters

· Build on extensive stakeholder input

· Built on the core principles and test their efficacy

· Incorporate the tenets of the community building, family economic security, technology as an enabler, and new definitions of poverty as bases for the demonstration project parameters 

· Allow communities to determine their own strengths and needs

· Build on successful local initiatives already underway

· Engage local residents in the design and structure of the projects

· Leveraging funds as a crucial success factor

· Garnering State support for fund re-direction

· Matching funds from state, local or foundation sources

· Technology as an enabler of the project administration as well as the delivery of services is a key ingredient of success

· Testing new models to deliver services is paramount – models that are individual focused not program focused: the expectation is demonstration projects will radically shift service delivery models

· Community engagement must be a central tenet of any demonstration process.

· Ensure there is a strong evaluation component to any demonstration process.

Each of these factors should be employed in assessing potential community readiness to engage in the demonstration process. There should be an internal exercise of determining the relative weight of each of these factors and creating a rating scale to be used in selecting communities to participate in the demonstration process. Optimally, this process should involve national, state, and local stakeholders who will then become champions for the model and can give the process greater credibility. To the extent feasible foundations and national interest groups could play vital roles in the process as well.

Indicators of Success

Success will be measured through two aspects. The first would be achieving a demonstration project in at least one community that tests both the community engagement and the human services integration to some degree. The term demonstration does not imply that a separately funded effort must be instituted.  Success could be defined as an existing community effort that already is underway and adds elements to it that reflect the foundation provided by the theoretical construct.

The second aspect of success will come later in the process when the actual demonstration is completed and there is evidence that the interventions have made a positive improvement on metrics determined during the development stage but ultimately relate to people being better off - moving on their journey to achieving their own goals.

Sector Rooting Strategy

Recognizing that every sector of society has a role in addressing the nation’s poverty, the Sector Rooting Strategy is intended to begin embedding the theoretical construct into one sector as a test for learning how to embed it in other sectors. Embedding the construct means that the vision, mission, imperatives, and principles included in the construct are incorporated into the sector’s strategic direction and that its operations (and ultimately the culture) are aligned accordingly. Effectively aligning operations with the components of the construct would fundamentally change the way the sector (or a specific component or operation of the sector) does business and ultimately improve the sector’s performance in building the capacity of its customers to avoid or get out of poverty. Such capacity building would provide sustainable economic benefits back to the sector.

The public human services sector could be the initial “test sector” in which embedding the construct could be attempted. The public human services sector is uniquely positioned to play an important role in the larger societal change toward a fundamentally different way of thinking about and addressing poverty because it:

· Has a mission to help people make their way toward health and well-being and works directly with children, adults, and families experiencing difficulties in achieving them. It knows the people.

· Sits as a sector in society that sees and experiences through its work more of the conditions of poverty than any other sector. It knows the issues.

· Sits as a sector that experiences daily the disconnect between what is needed to build the capacity of each individual and the policies and structures that are in place to do so. It knows the gaps.

· Sits with influence on policy at the Federal, state, and local levels. It knows the decision makers.

With these reasons in mind, the public human services sector is in the unique position to see the systemic nature of the conditions of poverty and its many parts.  Therefore, it makes the sector an attractive starting point for change.

The initial product of this strategy will be the plan itself—the specific approach and operational plan for beginning to embed the construct into the strategic direction and operations of the sector. Since this initial trial with public human services is intended to become a model for embedding the construct in other sectors, a common framework for a phased approach upon which sector-specific activities can be built will be an important initial product. For example, a common framework could include components of:

· Identification of sector-based entrée points and potential champions;

· Initial exposure to the construct and strategic partnership dialogs with potential champions;
· Strategic dialog on how aligning the sector’s work with the construct would impact how it does business and what it considers its measures for success;

· Identification of existing structures, systems, policies, outcomes/performance indicators, etc. (at the Federal, State, local, and/or organizational levels) that enhance or hinder the sector’s ability to align its work with the construct;

· Development of areas for change (based on the above) and specific change strategies in those areas;

· Establishment of test sites or projects, based on the above work, to begin to re-engineer how organizations within the sector do business to align its work with the construct; and

· Compilation and documentation of learning to inform future sector strategies.

Obviously, a number of activities and tasks would be involved for each of the framework components above and further development of the strategy is needed.

Indicators for Success

If this strategy is successful, we would see:

· Proactive planning in the sector for reducing the number of people living impoverished lives.

· Changes in the sector’s (or subset) success indicators/performance goals that reflect the vision and principles of the construct.

· Re-alignment of policies, systems, structures, behaviors, and work in the sector (or subset) to achieve the performance goals consistent with the vision and principles of the construct.

· Ultimately, a customer base that is fully contributing in society as producers and consumers.

Market Solutions Strategy

The Market Solutions strategy would provide an opportunity to bring private sector actors and solutions to bear on issues of importance to low-income families and communities. Groups of private sector leaders would be convened on a regular basis to consider the question of how they can profitably invest in and provide solutions to improving the lives of low-income families and children. Building on an initial convening of a group of private sector leaders who discussed how they could invest in ways to support asset accumulation—an important market issue for low-income families and communities—this strategy would continue with similar convenings.

The Market Solutions strategy embodies the principle that our approaches to addressing poverty be consistent with America’s tenet of market solutions—that the infrastructures and mechanisms to assist those in need should be developed by tapping into private resources and market solutions. Doing so would geometrically expand the resources and possibilities for maximizing personal and societal capacity.

Strategy Rationale

There is a significant segment of our society that is not participating in our mainstream banking and financial management systems. Conservative estimates indicate 13 million Americans do not have bank accounts. It is important to address this issue because:

· These individuals are more likely to become victims of predatory lending practices

· Reliance on pawn shops, commercial check cashing operations and rent-to-own furniture and appliance centers greatly increases costs to these consumers

· Creating a banking account and establishing commercial credit is a major passport out of poverty

· Retaining as much earned money as possible and creating a savings plan are the first steps for accumulating wealth and improving quality of life

· Helping these individuals will stabilize communities by helping to keep people from returning to dependence on public assistance

Opportunity Statement

There is a tremendous opportunity in addressing this issue. Millions of hard working Americans are trying to improve their economic viability and quality of life for their families. A private sector market has emerged to serve these people, but unfortunately, services are costly. This market has often been centered in cash-checking operations, pay day lending services, and other often predatory lending organizations.

Commercial banking institutions have the opportunity to gain access to this previously untapped market to create and sustain an enlarged customer base. If the commercial banking industry can develop programs and products to successfully meet the unique needs of this population, they can establish new customer relationships that will grow in profitability as personal wealth and assets accumulate.

Strategy Implementation

The first steps for implementing this strategy include:

· Securing funding for further development and implementation. Since the strategy aligns with the mission and mandate of the Office of Community Services (OCS) Assets for Independence Program, OCS would be a logical potential partner.

· Convening an advisory board of private sector individuals to consider and evaluate potential efforts and to bring the support of their organizations to this effort.

· Interviewing potential financial services sector partners to identify other topics related to the private sector’s role in maximizing personal potential.

· Interviewing executives of firms that employ low-income workers to identify partners willing to consider such things such as direct deposit for employees.

· Interviewing low-income workers employed by potential employers to identify their needs and concerns.

· Developing a workplan for a demonstration project to provide financial services for low-income families and communities that addresses the needs of these families and communities in managing their finances and pursuing asset development such as savings, home ownership, and small business creation, while still maintaining profitability for the private sector.

· Recruiting private sector partners to invest in the demonstration(s).

Indicators for Success

This strategy will be successful if:

· Private sector organizations join the effort .

· Greater numbers of low-income families and communities begin to accumulate assets as demonstrated by increased savings and investment in education, small business, home ownership, and retirement funds.

· There is a reduction in predatory lending practices.

· There is an increase in traditional financial services available to low-income families and communities.

· There is a reduction in reliance on pay day lending services.
Federal Interagency Collaboratives Strategy

There are a host of federal agencies that have a mandate to serve those in poverty in some way. They range from addressing housing needs, developing basic skills, providing for health and nutritional needs, childcare, transportation support, support for occupational training, and job placement assistance. As evidenced by the Matrix of Programs serving those in poverty, many federal agencies have some role to play in addressing the needs of the poverty and near poverty population. In each case, these are separately funded programs that, for the most part, are not connected to one another other at the federal level.

Beyond the massive welfare reform legislation, there is one example of a federal initiative to integrate programs that has been ongoing for about eight years. The Workforce Investment Act of 1998 required agencies providing workforce services to delivery core services (those services open to all) through One-Stop Career Centers. This initiative has shown some promise in bringing services together under one roof but has had limited success in truly integrating services consistent with the principle of shifting to a person centered approach as opposed to a program-centric model. Essentially, WIA kept the programs in tact but required collaboration through interagency agreements and formal cost sharing models. Locally multiple partners are expected to work together to achieve commonly defined outcomes but they are still primarily driven by the outcomes expected of their own program funding streams and the only real sanctions come from those program specific expectations. Greater program flexibility was not built in to the operating model and therefore the key program limitations remain in effect.

This is a microcosm for what is lacking in the federal sector to achieve the goal of a person-centered model, a cornerstone of the construct presented in this document. In order to begin to address this service delivery disconnect, there is merit in federal agencies to begin discussions about the person-centered concept and how their funding streams can be modified to realize better outcomes for individuals based on individual needs.

There should be a place for discussions to take place on essentially block granting more funds with looser restrictions but tighter outcome expectations. This may come from action pushed by the Office of Management and Budget with support from stakeholders who see the value in the process. The welfare legislation can certainly be cited as a positive example of how such an approach can be effective. An issue for examination within that context is how much control States exerted to simply push new programs to the local level without regard for the person-centered approach.

Defining the common outcomes and leaving the structure to state and local implementers appears to be the key. This is a critical step that could be advocated at the federal level. However, there is little impetus for change from individual agencies. Therefore, the push for change needs to be generated from the outside using key stakeholders who believe there is merit in aggregating program resources and further devolving responsibility to the state and local level.

Therefore to move this issue, it should be tested with key member organizations representing the human services field. There have been many initiatives on program integration that have been limited by federal restrictions. The typical drawback to supporting further integration in the form of block granting is the fear that the effort will result in overall funding reductions. This must be addressed directly as part of any person-centered initiative.  This overall strategy needs a home outside of the federal structure and could be well connected to foundation efforts that have tried to do the same thing with their dollars.

Social Change Benchmarking Strategy

The Social Change Benchmarking Strategy is envisioned as a study into past successful and unsuccessful social change movements to identify conditions for success, things to avoid, and key milestones to anticipate as the larger initiative moves forward. Results of this study would be incorporated into the planning and development of future strategies to sustain momentum toward the long-term vision. Potential project components include:

· Identification of social change movements to explore.

· Development of research goals and related research strategies.

· Research: literature and media reviews (e.g. newscasts, documentaries, newspapers) personal interviews with change agents, data analysis, etc.

· Analysis of findings to identify key things that should and should not be done as the long-term initiative moves forward.

Indicators for Success

If this strategy is successful, we will:

· Know what to do and what not to do to continue building momentum for change.

· Be able to develop specific strategies for moving forward with some level of confidence that similar strategies have been effective in the past.

· Be able to effectively manage expectations and anticipate the unexpected, based on the experiences of the past in similar situations.

· Have new relationships (through personal interviews) with the “kindred souls” who have experienced the challenges and accomplishments of creating social change.
CHAPTER 4: MARKETING AND OUTREACH

This initiative has created a vision for a new way of thinking about and addressing poverty and building societal capacity which will eventually lead to launching a social marketing campaign to promote the idea. Social marketing is “the use of commercial marketing techniques to promote the adoption of a behavior that will improve the health or well-being of the target audience or of society as a whole” (Weinreich, N.K, (1999). Hands-On Social Marketing: A Step-by-Step Guide. Thousand Oaks, California: Sage Publications). On the surface, that definition is consistent with the idea of marketing a new way of thinking about and addressing poverty. After all, changing attitudes and behavior about poverty will improve the health and well-being of society.

However, over the last 25 years, studies in social marketing have revealed that social marketing is not usually effective for “complex problems with many or confounding factors, problems not under individual control, and addictive behaviors” (Weinreich, 1999). This knowledge presents a challenge when contemplating a social marketing campaign to “promote” new ways of thinking about and addressing a complex, confounding, and systemic issue such as poverty. Also, while the vision and theoretical construct developed over the last year are fairly-well developed, the “message” is not sufficiently developed, especially in light of the knowledge that social marketing is not usually effective for complex issues.

That said, the social marketing model can and should be drawn upon to create national interest and urgency about addressing poverty. The model is as close to what is needed to garner national attention than anything else and has the fundamental components that can certainly guide a well-reasoned approach to a complex issue. There is much work to be done within each of the components before a campaign for a new approach to poverty can be launched. This document frames the components of social marketing, and describes how it can be used for this initiative, and what work will need to be done to prepare for such an endeavor. It should be noted, however, that because the issue and goals of this initiative are so complex, professionals in social marketing would need to be involved.

Social Marketing Components

Drawing upon traditional marketing fundamentals, social marketing includes similar components, though often defined differently. The components of social marketing are:

· Product: The behavior you want the target audience to adapt.

· Price: The price the target audience will need to pay to adapt the new behavior, such as time, energy, discomfort, money, sleep, embarrassment, etc.

· Place: The place where people make decisions related to the behavior you are seeking to change. These are the places where it is most effective to place your message.

· Promotion: The ways in which you get your message about the behavior change out to the target audience.

· Publics: Internal and external groups involved in the program. These include the target audience, but also other secondary audiences whose members influence the decisions of the target audience.

· Partnership: Strategic relationships with other organizations or groups that also influence the behavior of the targeted audience. These relationships are particularly important in social marketing because health and social issues are so complex, that one organization cannot be successful in changing behavior alone.

· Policy: The policy that is needed to support and sustain the desired behavior change. This component is critical in social marketing because motivating individual behavior changes is easier that sustaining collective behavior of the target audience and it is policy that can create the conditions for sustainability (e.g. public area smoking laws make it easier to refrain from smoking).

· Purse Strings: Ways to fund the campaign. Unlike traditional marketing, organizations that develop social marketing campaigns do not have start-up or dedicated capital for marketing.

Application of Social Marketing Components to This Effort

The product is the behavior you want the target audience to adapt. For the purposes of this initiative, there are multiple and interdependent behaviors, as well as multiple target audiences. In fact, one of the key components of the “21st Century message” is that every sector in society has a role in new ways of thinking about and addressing poverty. Therefore, a key piece of work that must be done before the concept can be marketed is to identify and clearly define the specific behaviors desired for each of the targeted audiences.

The grid below provides a framework for beginning this body of work.

	Targeted Audience
	Desired Behaviors

	Individuals living impoverished lives. Specific, new definition and breakdowns are needed (e.g. children, teenagers, adults, elderly, people with disabilities, etc.
	Descriptions of specific, observable behaviors for each of the targeted audience breakdowns are needed.

	The business community. Breakdowns of types of business (e.g. retailers, service organizations, specific product of business) and functions (e.g. hiring practices, compensation practices, benefits, training) is needed
	Descriptions of specific, observable behaviors for each of the targeted audience breakdowns are needed.

	The education sector. Breakdowns of levels of education (e.g. pre-school, K-12, community college, universities, etc.) and specific audiences within them are needed (e.g. principles, teachers, administrators, policy makers).
	Descriptions of specific, observable behaviors for each of the targeted audience breakdowns are needed.

	The financial services sector. Breakdowns of types of financial services (e.g. banks, financial planning/investing, credit organizations) and specific audiences within them are needed.
	Descriptions of specific, observable behaviors for each of the targeted audience breakdowns are needed.

	The philanthropic sector. Breakdowns of types of foundations and other philanthropic organizations and key people within them are needed.
	Descriptions of specific, observable behaviors for each of the targeted audience breakdowns are needed.

	The Federal government sector. Breakdowns of agencies/mandates and key leaders are needed.
	Descriptions of specific, observable behaviors for each of the targeted audience breakdowns are needed.

	The human services sector. Breakdowns of types organizations are needed (e.g. public, private, faith-based, individual, or by service mix).
	Descriptions of specific, observable behaviors for each of the targeted audience breakdowns are needed.

	The health system sector. Breakdowns as above are needed.
	Descriptions of specific, observable behaviors for each of the targeted audience breakdowns are needed.

	Other sectors and breakdowns, as appropriate.
	Descriptions of specific, observable behaviors for each of the targeted audience breakdowns are needed.


Once the targeted audiences and specific behaviors have been identified and described, another key body of work that must be done in the area of product is to identify and describe how each target audience would benefit if they adapted the new behavior.

Price

Price means the price the target audience will need to pay to adapt the new behavior, such as time, energy, discomfort, money, sleep, embarrassment, etc. Assuming that the targeted audiences and specific behaviors are established as described above, the price for each audience will need to be identified. A similar, populated grid as above could be useful in identifying the price that each audience/behavior pair would need to “pay.”

Place

The place component of social marketing is where people make decisions related to the behavior you are seeking to change. These are the places where it is most effective to place the message you are promoting. Again building on the foundational work described above, places for each audience relative to each behavior would need to be identified.

Promotion

Promotion is the ways in which you get the message out about the desired behavior change to the target audience. As can be seen, all elements of the social marketing mix build upon the foundational work of identifying audiences and behaviors. Mechanisms, venues, and products for reaching the target audience, in places they make decisions about the behavior the message intends to change need to be identified, based on the above work.

Publics

Publics are the internal and external groups involved in the collective of the marketing program. These include the target audience, but also other secondary audiences whose members influence the decisions of the target audience. Groups that influence the targeted audiences must be identified as secondary audiences.

Partnership
The partnership component of social marketing includes strategic relationships with other organizations or groups that also influence the behavior of the targeted audience. These relationships are particularly important in social marketing because health and social issues are so complex, that one organization cannot be successful in changing behavior alone. Organizations that also touch the targeted audiences in some way need to be identified, as well as what each organization can provide to the effort.

Policy

The policy component of social marketing involves the policy that is needed to support and sustain the desired behavior change. This component is critical in social marketing because motivating individual behavior changes is easier that sustaining collective behavior of the target audience and it is policy that can create the conditions for sustainability (e.g. public area smoking laws make it easier to refrain from smoking).  For the purposes of the 21st Century initiative, existing policies that affect the behavior of any or all of the targeted audiences relative to the way they think about and address poverty need to be identified and analyzed to determine if they enhance or hinder the targeted audience’s ability to adopt the desired behavior.

Purse Strings

The purse strings component of social marketing involves ways to fund the campaign. Unlike traditional marketing, organizations that develop social marketing campaigns do not have start-up or dedicated capital for marketing. For the purposes of the 21st Century initiative, organizations that have resources that can be used to support the campaign—financial, human, or technological—need to be identified and leveraged. This component closely aligns with the partnership component because if many organizations can see the benefits that would result if the desired change is made, their resources can be pooled to create synergy and win-win outcomes for all involved. For example, there are many organizations dedicated to addressing poverty who may have different philosophical views about the issue, but that agree that no one should have to suffer in a country this rich. They might find that the common ground allows them to pool resources for a more effective overall result than their individual efforts can produce.

Next Steps

The work described in this strategy is expansive and long-term. In the short term, it requires a change champion who will be able to sustain a level of energy and resources toward this work long enough to gain momentum with key partners who can provide still more energy and resources. While the long-term goal to begin thinking about poverty and how we address it as a matter that is central to national prosperity and, ultimately, to national security can be overwhelming, the social marketing work can be done one task at a time. The social marketing mix provides a way to break an overwhelming task down to manageable chunks that can be solicited through a contracting process. Regardless of whether any potential champion feels they can sustain the effort over the long haul, the smaller tasks described in this document can be initiated as a set of valuable steps in reaching the overall vision.

CHAPTER 5: The “End of a Beginning” and the Beginning of the Future

By providing a case for establishing a societal approach to maximizing the personal potential of the nation’s citizenry for national prosperity—beginning with changing the way we think about and address poverty—along with a theoretical construct and initial strategies, this document marks the end of a beginning. Every innovation begins with a few people getting an initial construct down on paper; to actually begin the work of bringing the idea to reality is up to a larger group of people. In the case of establishing a new way of thinking about and addressing poverty, the work of bringing this innovation to fruition will take many people—over a long period of time—from every sector of society. This document provides no ‘answers’ because the answers will only come from the dialog it is intended to generate.

Having completed the relatively easy task of putting a conceptual stake in the ground, it is now time to begin the difficult work of starting a national dialog about the possibility of building a new future built upon it. Can it really be done? Do we care enough about each other as a nation of individuals and about the nation as collective whole to take on such a complex task? We will never know if we don’t first start the dialog.

Determining where to start the dialog is both difficult and irrelevant; difficult because the issue of poverty and capacity building is so complex, irrelevant because there is no “right” place to start. The same complexity that makes starting the dialog so difficult also provides many viable starting points. In the spirit of starting, we might all consider the following questions:

· How could you or your sector create new markets, services, and/or products that would help reduce the number of people living impoverished lives?

· What products or services does your organization or sector create that can be “re-visioned” or “re-tooled” to provide greater access to those currently living impoverished lives?

· What small changes in operations, service delivery/product development could be made in your organization or sector to reduce the number of people living impoverished lives?

· What changes in your organization or sector’s overall direction can be made to align with the principles of the theoretical construct?

· What partners do your organization or sector work with who could influence change that would help reduce the number of people living impoverished lives?

· What policies do your organization or sector have influence on or control over that could reduce the number of people living impoverished lives?

· What policies in your organization or sector create disempowering or challenging conditions for those living impoverished lives?

· What policies in your organization or sector work at cross-purposes with other sectors to create disempowering or challenging conditions for those who are living impoverished lives?

· What policies in your organization or sector make it difficult for those living impoverished lives to begin to change their circumstances for the better?

· How can we leverage our collective resources to work toward the vision together?

The extent to which this document serves as a catalyst for dialog and change remains to be seen. If its message resonates with enough people from enough sectors of society to create a sense of urgency, momentum will be started. If broader dialog and small changes begin to occur, momentum will be gained. If momentum is gained and sustained, the vision set forth in this document will be realized and we will live in a nation that, because each individual is reaching his or her full potential, is even more innovative, prosperous, and secure than ever before.

APPENDIXES

Appendix A: The Project to Create a 21st Century Model to Address Poverty, provides a description of the project within which much of the blueprint content was developed, including how and why specific activities were undertaken.

Appendix B: Poverty Programs Summary and Matrix, summarizes the vast landscape of federal programs, including the program name, intent, funding level, etc.

Appendix C: Issue Papers, which provide environmental scans of issues related to definitions of poverty, community-based approaches to poverty, family economic security, and technology.

Appendix D: Descriptions of the four working sessions convened in the late summer of 2004.

Appendix E: Meeting records for each of the four working sessions, within which a host of unvetted, unfiltered, untested strategies are provided that could be used as a shopping list of potential projects to be further explored.

Appendix F: Principal Contributors List, which provides a list of key people who lead, wrote, and/or supported the development of the vision and this document.
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