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ORGANIZATIONAL NAME
The name of this education collective impact initiative shall be “Cradle to Career”

What is Cradle to Career?
Cradle to Career is a community-based initiative to improve educational outcomes in Rochester, Minnesota with options to
expand county-wide. It is different from other educational initiatives and programs in several ways:
▪
▪

▪
▪
▪

▪

The entire community is engaged and invested beyond existing programs, schools and child-based initiatives.
A collective impact approach establishes a proactive, systemic, data-driven approach around shared purpose, shared
outcomes and a shared accountability system. Today, communities tend to be program rich and system poor. This
model alters that approach to ensure long-term sustainability.
The initiative is grounded in relevant data, mandating data use in decision making and focus. Because of this, it attracts
investment due to its rigorous results based impacts across students, families and community.
It considers every child, every student and every young adult as critical to the community’s success.
Cradle to Career is not a short-term program. It is a long-term method of working in a different way to dramatically
improve educational outcomes resulting in healthy individuals, families and community who have economic stability
with productive careers and contribute positively to a civic and equitable society.
Cradle to Career is a proven model with proven results. It has been embraced by 70 cities through-out the United States
and supported by a national organization, StriveTogether.

Cradle to Career came to life in July, 2015 when the three Rochester Rotary Clubs came together to align efforts around
education as a critical community gap. They gathered data, held community interviews, researched 10 cities across the U.S.
using the StriveTogether framework and obtained a Rotary grant to conduct a community summit. In November of 2016,
they joined with the United Way of Olmsted County who had been seeing the same opportunities for improved community
health through improved educational outcomes. Together, they determined a collective impact approach, held extensive
meetings with ‘coalition partners’ beginning with education leaders, created a data walk to inform the community,
consulted with StriveTogether and jointly launched the summit in April, 2017.
Immediately following the Cradle to Career community summit a group of about 50 community members including
business, government, philanthropy, service clubs and education partners met to formally vote to launch Cradle to Career in
Rochester. That team commissioned a smaller cross-section of community leaders to define a set of recommendations for
launching a long-term sustainable initiative (Cradle to Career Planning Team).
Their charter was to define:
▪
▪
▪
▪
▪
▪
▪

Shared community purpose
Shared community outcomes and indicators: these will drive the structure, work and results
Geographic scope
Leadership Table accountability structure
Backbone structure and anchor entities
Data team
Investor structure and strategy

That work went further to include organizational ownership, a phased timeline, a launch plan and detailed roles and
responsibilities. This document is the result of that planning work and represents the group recommendations. This work is
complex, it is difficult, it has many tentacles, but it is at the root of many societal, economic and health challenges in the
community. That is why this initiative is so vital and worth pursuing.
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WHAT IS THE CURRENT STATE OF EDUCATION?
“Our under 18 population growth is in the population of those we educate least well: those of limited English proficiency,
minority children, and those of low income.” (Planning)
In Rochester1, every year approximately 900 out of 1300 children (69%) enter kindergarten not prepared to succeed as
measured by the District defined kindergarten readiness screening.
Research shows that a child’s success is highly dependent on what happens from birth to age 5. The period up to 3 years is
the peak time for brain development. More than 90% of wiring is over by 5 years (Loh, n.d.).
Early childhood reading, exposure to words and conversation, and parental positive attention is critical to brain
development and preparation for school.

Vocabulary Size by Economic Class

This means that early learning and preschool are key interventions, particularly for children in poverty. The Perry Preschool
study shows compelling data. It studied 123 children born into poverty starting at ages 3 and 4. Half the group attended a
high-quality preschool program. Follow-up and data gathering was done at age 40. Adults at age 40 who underwent the
preschool program had higher earnings, committed few crimes; were more likely to hold a job, an were more likely to have
graduated from high school than those who did not have a preschool education. (HighScope, 2005)

1

Throughout this document references to ‘Rochester school data’ includes statistics from the Rochester Public School
district which encompasses ~ 17,500 students and includes home-schooled students. As a point of reference, the next
largest district is Rochester Catholic Schools, part of this initiative, at ~2,150 students but not part of the data. Remaining
private and charter schools are ~ 1,650 combined, and again, are not included in this data.
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“WHAT IS THE CURRENT STATE OF EDUCATION?” continued

Another famous study originated in 1972. Researchers followed two groups of babies from poor families. In the first group,
the children were given full-time daycare up to age 5 that included most of their daily meals, talking, games and other
stimulating activities. The other group, aside from formula got nothing. The scientists were studying whether the special
treatment would lead to better cognitive abilities in the long run. Forty-two years later the researchers found something
that they had not expected to see. The group that got care was far healthier with sharply lower rates of high blood pressure
and obesity, and higher levels of so-called good cholesterol. The evidence shows the potential of early life interventions for
preventing disease and promoting health. (Francis Campbell, 2014)
According to Rochester Public Schools, there were 3,282 children aged 3 or 4 years old in Rochester during the 2016-17
school year. Of these, it is estimated 1,277 are considered income eligible for pre-school assistance. 859 of these children
are enrolled in high-quality programs, meaning 418 income-eligible children are not enrolled in high-quality pre-K Programs.
(County U. W., 2017)
There were 279 families in Olmsted County on the waiting list for Childcare Assistance Programs and 199 children on the
waiting list for Head Start programs. (Families First of Minnesota, 2016).
There are challenges to ensure all of Rochester’s children have the success factors that lead to productive lives by
addressing the learning opportunities of the youngest children and improving their preparation for Kindergarten.
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“WHAT IS THE CURRENT STATE OF EDUCATION?” continued
Five hundred third-graders out of 1300 (39%) in Rochester are not proficient in reading. In Rochester, there are disparities
by both race and economic position. For instance, 73% of students who pay for lunch are proficient in third grade reading
but only 43% of students on free and reduced lunch are proficient.

A student who can’t read on grade level by third grade is four times less likely to graduate by age 19 than a child who does
read proficiently by that time. Add poverty to the mix, and a student is 13 times less likely to graduate on time than his or
her proficient wealthier peer. (Association, n.d.)
So why does the research say that reading proficiently by third grade is so important? Third grade is a pivot point because
children are taught to read for the first three grades and after that children are not learning to read but reading to learn. A
study of 3,975 students shows that low reading skills are an even stronger predictor of High School graduation than
spending at least a year in poverty. (Sparks, 2011)
When families are involved in their children’s learning both at home and at school, their children do better in school.
Research has identified specific characteristics of involvement and how they are beneficial to children’s academic success:
•
•
•
•

The more parent and community involvement activities focus on improving student learning,
the more student learning improves.
Speaking up for children protects and promotes their success.
All families can contribute to their children’s success.
Community organizing gets results. (National PTA)
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“WHAT IS THE CURRENT STATE OF EDUCATION?” continued
Families also contribute specifically to success in third grade literacy. Research shows that children develop strong language
and literacy competencies when families:
▪
▪
▪
▪
▪
▪
▪

Create literacy-friendly home environments
Have ongoing and engaging conversations with their child
Have high expectations for their children’s literacy development
Make reading enjoyable
Use their home language
Communicate with their child’s teacher and school
Visit the library (Caspe and Lopez, 2017)

Approximately six hundred out of eleven hundred eighth-graders (54%) are not proficient in math. There are also
disparities in math scores by race, as seen in the figure below. The achievement gap by social-economic status is larger in
the eighth-grade math scores. 61% of students who pay for lunch are proficient in eighth grade math, but 23% of students
on free and reduced lunch are proficient.

What is the significance of eighth grade math? “… if a child has received the relevant math education and training by eighth
grade, two things become much more likely. First, that child will have a higher likelihood of going to college. And second,
that child will likely be more successful in high school, college, and careers beyond.” (Muhammed Chaudhry, 2015)
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“WHAT IS THE CURRENT STATE OF EDUCATION?” continued
Three hundred students out of approximately 1600 (19%) do not graduate from high school in four years. Approximately
600 students annually are not college-ready in math (54%) and 565 are not college ready in reading (56%).
78% of Rochester Public School graduates enrolled in post-secondary education, but disparities persist for students of color
and economically disadvantages students. In 2015, 86% of white high school students enroll in institutions of higher learning
while 63% of black students, 60% of Hispanic student’s and 53% of students eligible for free and reduced lunch went on to
post-secondary opportunities. (UWOC, 2017).
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“WHAT IS THE CURRENT STATE OF EDUCATION?” continued
Finally, 53% of the population have not completed a college degree with 34% having attained a high school diploma or
less. (Demographics, n.d.)

Pathways to upward mobility, especially for disadvantaged students, are a critical path to opportunity. The link between
parental income and college-going patterns has increased. While Minnesota ranks second nationally among all states in the
percent of adults age 25-64 with at least an associate degree, Minnesota continues to face significant gaps in education
attainment by race and ethnicity. The Minnesota Office of Higher Education reports
▪
▪
▪
▪

Students of color enroll in college at a rate lower than white graduates.
Students of color are concentrated at two-year institutions.
Students of color and non-English speakers enroll in developmental education at higher rates.
Students of color graduated from college at lower rates.

The goal for higher education attainment in Minnesota is to increase the percent of Minnesotans age 25-44 who have
attained a postsecondary certificate or degree to 70 percent by 2025. The Minnesota Office of Higher Education notes
that “obtaining a postsecondary credential increases economic opportunity, promotes income equality, and prepares the
state to meet future workforce demands”. (Minnesota Office of Higher Education, n.d.)
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“WHAT IS THE CURRENT STATE OF EDUCATION?” continued

What are the impacts and benefits of higher educational outcomes?
Overall, the impact of education is significant to individual, family and community health, economic prosperity, selfsufficiency, and civic engagement. The negative impacts are quantifiable:
▪

▪
▪

Local impacts (cost of poverty to Rochester/Olmsted County, impact to crime rates, etc.). For example, nationally, 41%
of inmates in state and federal prisons have not completed high school or its equivalent as compared to 18% of the
general population. (Caroline Wolf Harlow, n.d.)
Olmsted County residents who did not attend college are 7.7 times more likely to be homeless than residents who
attended any college (County O. , 2016)
Social services, local, state and federal systems experience tremendous and costly impacts. Two-thirds of students who
cannot read proficiently by the end of fourth grade will end up in jail or on welfare and 90% of welfare recipients are
high school dropouts (Statistics L. , n.d.). High school dropouts commit about 75 percent of crimes in the U.S. (Beatty,
n.d.).

“Education is critical to social and economic development and has a profound impact on population health. We review
evidence for the health benefits associated with education in the context of a socioecological model of health.” (Emily B.
Zimmerman, n.d.) The statistics comparing the health of Americans based on education are striking:
▪
▪

At age 25, U.S. adults without a high school diploma can expect to die 9 years sooner than college graduates. (Services,
2012)
An excess of $230 billion a year in health care costs is linked to low adult literacy nationally (Health, n.d.).
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“WHAT IS THE CURRENT STATE OF EDUCATION?” continued
▪

▪

In 2007-2010, women 25 years of age and over with less than a bachelor’s degree were more likely to be obese (39
percent-43 percent) than those with a bachelor’s degree or higher (25 percent). In households where the head of
household had less than a high school education, 24 percent of boys and 22 percent of girls were obese. (CDC’s National
Center for Health Statistics, 2012)
In 2010, 31 percent of adults 25-64 years of age with a high school diploma or less education were current smokers,
compared with 9 percent of adults with a bachelor’s degree or higher. (CDC’s National Center for Health Statistics,
2012)

Higher levels of education are associated with a wide range of positive outcomes including better health and well-being,
higher social trust, greater political interest and lower political cynicism. (Understanding Society, n.d.). Benefits of higher
educational achievement are significant to individuals and families.
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“WHAT IS THE CURRENT STATE OF EDUCATION?” continued
Higher levels of education directly impact wages.
•

Estimated wages by educational level in Olmsted County range from $11/hour for those with less than a high school
education to $17/hour for those with some post-secondary education to $33/hour for those with a graduate degree.
(UWOC, 2017)

•

While it’s well known that good jobs are going to workers with bachelor degrees, 74% of Minnesota’s jobs will
require some level of postsecondary training by 2020, but not necessarily a baccalaureate degree.
More associate degree holders are getting good jobs while workers with a high school diploma or less is in decline
(good jobs are defined as full-time minimum earnings of $35,000 or $17/hour for those under age 45, and $45,000
or$22/per hour for those workers age 45 and older). (Georgetown University Center on Education and Workforce,
n.d.)

•
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“WHAT IS THE CURRENT STATE OF EDUCATION?” continued
In addition to individual and family benefits, the community experiences significant benefits in terms of lower poverty rates,
lower social service costs and significant contribution to workforce needs. Significant factors include the following: (RAND
Corporation, 2009)

▪

More Highly Educated People Contribute More in
Taxes

▪

Those with More Education Draw Less from Social
Support Programs

▪

More Highly Educated People Are Less Likely to
Incur Incarceration Costs

▪

Raising Students' Levels of Education Yields Net
Benefits to the Public Budget

NOTES: The figure shows increases relative to the average
taxes paid by a high school dropout. Dollar amounts are
expressed in 2002 dollars discounted to age 18 using a
3 percent real discount rate.

The nation could save as much as $18.5 billion in annual crime costs if the high school male graduation rate increased by
only 5 percentage points. Communities gain no economic return on their education investment when they spend more than
twice as much incarcerating a person as teaching them. If the nation made a comparable investment in effort and dollars in
schools as it does in jails and prisons, the return would be decreased levels of criminal activity and incarceration as well as
significant and life-changing impacts on the individual. (Saving Futures, Saving Dollars: The Impact of Education on Crime
Reduction and Earnings, 2013).
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HOW IS EDUCATION ESSENTIAL TO ADDRESSING ROCHESTER’S
DEMOGRAPHIC CHALLENGES AND POSITIVELY CONTRIBUTING TO
ROCHESTER’S WORKFORCE NEEDS?
Rochester is experiencing higher population growth than surrounding areas, Olmsted County and the state of Minnesota.
This is true in many sectors as shown below.
▪

Rochester has experienced 34% growth in early childhood population from 2000 – 2015 while other districts in Olmsted
County experienced a 4% decline (Points, 2016)

Growth Rate of Early Childhood Population (2000-2015)

▪

Rochester’s overall growth rate change has been 31%, higher than Olmsted County or the state and the population
growth of people of color is also significant. (Points, 2016)

Growth Rate of Overall Population

Growth Rate of People of Color
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“HOW IS EDUCATION ESSENTIAL TO ADDRESSING ROCHESTER’S DEMOGRAPHIC CHALLENGES
AND POSITIVELY CONTRIBUTING TO ROCHESTER’S WORKFORCE NEEDS?” continued
▪

The population growth through 2030 will be highest in populations 65 and over which has clear workforce implications.
Looking further into the future, by 2040 this trend gets more dramatic. (Planning)
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“HOW IS EDUCATION ESSENTIAL TO ADDRESSING ROCHESTER’S DEMOGRAPHIC CHALLENGES
AND POSITIVELY CONTRIBUTING TO ROCHESTER’S WORKFORCE NEEDS?” continued
While Olmsted County will have positive growth, it’s mainly in a non-working segment of the population. On the upside,
Olmsted County will experience a 20% growth of qualified workers into the workforce but will also experience a 68%
decrease of older adults, age 65 to 84 leaving the workforce. (Points, 2016).

Most critically, Olmsted County has tremendous workforce needs that outpace the population growth. (Rochester, 2017).
Olmsted County is facing a dramatic labor shortage gap in the near future of 24,150 by 2040 with a growth need of 51,700
people (Rochester, 2017).
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“HOW IS EDUCATION ESSENTIAL TO ADDRESSING ROCHESTER’S DEMOGRAPHIC CHALLENGES
AND POSITIVELY CONTRIBUTING TO ROCHESTER’S WORKFORCE NEEDS?” continued
Adding to this challenge is another. The first is that of a 2016 labor force of 118,462 (number of people who work in
Rochester), the unemployment rate is very low at 3.3% vs. a Minnesota rate of 4.1% and United States rate of 4.5%.
(Demographics, n.d.). The second is that net migration in Minnesota from national sources (people moving into Minnesota
from other states) and also projected state births are declining. Migration from international sources, (people moving into
Minnesota from other countries) is increasing but is not enough to fill the labor gap. (U.S. Census Bureau, 1991 - 2014
(2009-2010 unavailable so interpolated))

Rochester also has a need for knowledge and skill development to increase the innovative capacity of the economy. There is
an ongoing demand for high quality human capital that has the ability to contribute to new technologies, products and
processes that promote individual and community growth and prosperity, and address income disparity in a city often
ranked at the top of “Best Places to Live”.
Population growth, changing demographics, workforce needs and innovation culture make it imperative that Rochester
increases the rate at which it mobilizes an educated community.
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“HOW IS EDUCATION ESSENTIAL TO ADDRESSING ROCHESTER’S DEMOGRAPHIC CHALLENGES
AND POSITIVELY CONTRIBUTING TO ROCHESTER’S WORKFORCE NEEDS?” continued
Finally, investing in children is the most critical investment a society can make to its health, happiness and prosperity. But it
also makes economic sense. As can be seen in this work by James Heckman, early interventions have much higher returns
than other later interventions such as reduced pupil-teacher ratios, public job training, convict rehabilitation programs,
tuition subsidies or expenditure on police. (James Heckman, 2007)
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HOW ARE CHALLENGES ADDRESS BOTH WITHIN
AND OUTSIDE OF SCHOOL SETTINGS?
StriveTogether Framework
The Cradle to Career Planning Team recommends the StriveTogether Framework for several reasons. The framework
consists of four pillars: shared community purpose, evidence based decision-making, collaborative action, and investment
sustainability. It is a model using collective impact which is critical to success. There are 70 other cities, large and small
within the United States and beyond working within this same framework. This gives the initiative a body of support, best
practices and partners with whom to learn, share and grow success. The results of these partnerships have been
outstanding (reference appendix for details). Finally, The Planning Team subscribes to these StriveTogether core values:
▪
▪
▪
▪

Community: We focus on what connects us rather than what separates us and communicate to each other with
transparency and integrity
Courage: We fail forward even if no one is watching, have the tough conversations no one likes having and take risks in
pursuit of results.
Progress: We share learning and progress in real time, view professional development as personal growth and fix
problems through continuous improvement.
Results: We use data and evidence to make decisions and hold each other accountable for getting results.
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WHAT WILL THE ROCHESTER APPROACH BE FOR
IMPROVING EDUCATIONAL OUTCOMES?
Cradle to Career Purpose and Strategies
Every child and young adult succeeds cradle to career, through shared purpose,
alignment and accountability among community partners
▪

The community partnership has five shared goals: That every child
▪
▪
▪
▪
▪

▪

Enters kindergarten ready to succeed
Succeeds academically though support in and out of school
Completes some form of postsecondary education or training
Enters and advances in a meaningful career
Contributes positively to the economy and the community, resulting in healthy people, families and community

The community partnership does its work in very specific ways to accomplish these goals:
▪
▪
▪
▪
▪

Developing a shared purpose and supporting systems change
Broadly supported backbone structure to sustain a community-adopted purpose and shared outcomes
Continuous examination and measurement of results using actionable data and continuous improvement
Aligning resources to support what works
Advocating for equity at all levels of the system
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COMMUNITY-WIDE EDUCATIONAL OUTCOMES AND INDICATORS

The Cradle to Career goals align to seven community-wide academic outcome areas that we have committed to
improving. By 2029 we are committed to maintaining or improving 60% of these outcome indicators. The seven outcome
indicators are:
1. Pre-K Developmental Success
• Percent of children developmentally healthy at age three
2. Kindergarten Readiness
• Percent of children developmentally ready to enter kindergarten
3. Third Grade Reading Proficiency
• Percent of students reading at grade level at grade three
4. Eighth grade math
• Percent of students proficient in math at grade eight
5. High School Graduation
• Percent of students graduating high school with four year cohort
• Percent of students with required skills for post-secondary training
6. Post-Secondary Completion
• Percent of young adults attaining within six years:
o a college degree or
o industry, government or military-recognized license/certificate
7. Workforce Participation
• Percent of young adults gainfully employed and percent of young adults contributing to community
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The Cradle to Career Planning Team recommends that Collaborative Action Networks for Kindergarten Readiness and High
School Graduation are launched first. These outcome indicators are good choices to test the Cradle to Career model because
they represent a broad population of children, involve multiple community partners, and have existing data to resource. We
believe the community will see some early wins in these areas.
In addition, the Cradle to Career Planning Team has identified indicators and contributing factors related to the seven
outcomes.
Indicators are measures of concepts linked to specific outcome metrics.
Contributing factors are one or more social, economic or health factors that affect one or more of the outcome metrics.
The indicators and contributing factors will be updated through time as Collaborative Action Networks learn more, build
knowledge, add relevant research findings and gain experience with the Cradle to Career Initiative. Ultimately, the planning
team hopes that success in improving these outcomes for our children will have a long-term impact on the community,
including:
•
•
•
•
•
•
•

Lowering of the poverty rate
Lowered social service utilization and needs for social support programs
Reduced crime and associated public spending on incarceration
Increased food security
Increased housing stability
Increased employability
Increased physical and mental health
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GOVERNANCE STRUCTURE
A Cradle to Career Education initiative requires the support and commitment from all types of partners, from influential
executives to the grass-roots community. Ensuring every child is able to succeed truly takes the whole community and the
first step is to build a long-term sustaining governance structure.

They key structures include the following (see additional detail in the attached appendix):
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COLLABORATIVE ACTION NETWORKS (CANs)
Collaborative Action Networks (CANs) are where frontline staff from partner organizations gather to focus on the specific
outcomes of the initiative. Supported by the Data Jedi Team, facilitated with a consistent continuous improvement process
(Results Based Accountability) by a backbone leader, CAN members work together to interpret and aggregate student-level
data to inform organizational and network wide changes in practice. They discover bright spots, align community efforts and
drive expansion of what works.
Each CAN will have a trained facilitator from the backbone staff that will convene the network, gather committed partners,
coach and facilitate the work using a consistent continuous improvement process, use a documented methodology common
to all CANs and facilitate the creation of a baseline report aligned to the initiative goals for improved outcomes. The CANs
will be supported by the Data Jedi team.
CANs report to and are supported by the backbone. It is also expected that they will have interaction with the Investor Circle
creating a two-way feedback loop around prioritization of investment in research, experiments, tests, and best practice
expansion.

LEADERSHIP TABLE
One of the first steps is building a Leadership Table. The Leadership Table is a formalized group of executive level members
of the organizations participating in the initiative. This group is charged with setting the overall strategy, committing
organizational/institutional resources to see that the right work gets done, and breaking down political or organizational
barriers that inhibit the system from working effectively. This group must include representation from early childhood
education, K-12, higher education, philanthropy, business, government, parents, students, new american’s community and
faith-based.
The Leadership Table will give direction to the backbone solely through the Executive Director, based on the Policy
Governance Model of leadership. They will have a collaborative relationship with the Investor Circle ensuring a transparent
feedback loop regarding short-term/long-term investments and those required for infrastructure and programs.
Overall, they must keep focus on the purpose, goals and outcomes of the initiative ensuring that children, students and
young adults are at the center of all strategies, investments and decisions.

INVESTOR CIRCLE
One of the key elements to a successful collective impact community partnership is sustainability. For Cradle to Career, a
critical leadership element will be the formation of an Investor Circle. The Investor Circle is a collaborative network of
financial service providers, businesses and philanthropic organizations committed to sharing consistent measurements and
practices to raise educational outcomes, thus creating individual, family and community financial stability and health by
supporting both the backbone functions and the Collaborative Action Network best practices.
Investing in programs alone has not led to the desired population-level impact. Investment in infrastructure is also needed.
The investment in the basic core staffing and related costs is remarkably small compared to the amount of existing
resources that can be influenced. This group is charged with building a strategy to support both the backbone structure and
the work of the Collaborative Action Networks. It must include representation from various philanthropic sectors of all types
and sizes. By aligning resources to our bright spots and supporting the sustaining structure, this group will provide critical
guidance, leadership and support to the initiative.

DATA SUBGROUP
A Data Subgroup team currently exists in Rochester, led by Olmsted County with a focus on community data and its use. This
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group was initially created to inform the cross-community work around the Community Health Needs Assessment. The goal
of the Community Health Needs Assessment Data Subgroup is to enhance the assessment and planning process through an
integrated approach to identify, monitor and evaluate community indicators to determine Olmsted County’s community
health priorities.
This group has agreed to assume a broader role to encompass Cradle to Career and will expand their membership to include
Rochester Public Schools staff and the Cradle to Career Data Jedi Team Leader. Incorporation of Cradle to Career goals will
result in these key responsibilities:
▪
▪
▪
▪
▪

Advisory Role
Advises all levels of the initiative on the collection and publishing of population level data (Type 2 data) to a public
dashboard
Consultant for Data Jedi Team (best place to get data, limitations of data, etc.)
Disaggregation of population level data ensuring it happens in a meaningful way
Advocate for data quality and safe data procedures
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BACKBONE STRUCTURE
The backbone of the initiative is a set of functions that work together to provide and sustain the infrastructure of the cradle
to career initiative. They support the actions of the initiative and advance the work. The backbone plays a proactive role
supporting those doing the data-driven ‘on the ground’ work focused on children and young adults and ensuring that all
partners across all sectors are supported, connected and respected for their contributions to the initiative.
The backbone ensures that leaders at all levels playing a variety of roles within the community keep the purpose, goals and
outcomes of the initiative front and center when making major decisions. It ensures transparent communications across all
of the work and the community. The backbone centralizes the development of the data management system and supports
the partners to help collect, manage and report data effectively.
In Rochester, the backbone functions will be shared among organizations in a fashion that promotes shared ownership,
investment and accountability across the community. The functions that will make up our backbone are:
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BACKBONE STRUCTURE AND KEY OWNERS
•

•

•

•

•

•

•

Fiscal Agent: Rochester Area Foundation
• Provide limited financial and legal oversight like overseeing grants and budgeting for the initiative. The fiscal
agent is a 501(c)3 organization that receives tax-free donations, including grants.
House the Initiative: United Way of Olmsted County
• Provide office and meeting space as well as technology needs for backbone staff. This will be the mailing
address of the Cradle to Career and will be recognized as the initiative’s main location.
Staffing: United Way of Olmsted County
• Support the salaries of new employees or loan existing employees to staff the initiative. Employees of the
initiative, whose time is not donated as in-kind support, will be supported by the fiscal agent. Key initiative staff
will include:
• Executive Director
• Collaborative Action Network Facilitator(s)
• Data Manager
• Communication/Community Engagement Manager
Engage Partners and Community: Leadership Table and Executive Director
• Bring together the necessary community partners to support the work, including engagement of the broader
community as well as executive-level individuals for the leadership table.
Communications: Leadership Table -> Executive Director
• Develop a set of key messages about the initiative and communicate them regularly to internal partners and the
broad community. Establish the necessary mechanisms for communicating about the initiative (newsletter,
website, etc.). Release an annual report card to the community that effectively communicates the importance
and meaning of the data for each of the initiative’s community-level outcomes. Enable the flow of information
between the different groups within the initiative.
Fund-raising and Development: Leadership Table and Investor Circle
• Develop and implement a plan for securing funding and resources to advance the initiative’s work. Tap into
existing relationships to build financial support for the initiative.
Data Support – Olmsted County
• The use of data to inform a continuous improvement process is critical to the success of Cradle to Career. The
community will collect and share data on the progress made on the cradle to career goals. The initiative will use
local data to identify gaps by race, gender and other demographics to understand student needs. The initiative
will use findings as evidence to make decisions in real time, improve and scale practices and target resources to
support what works. Data will provide the insight and information to make smarter investments in the success
of every child, cradle to career.
• Underpinning data support will enable the access, analysis, and utilization of data to support the initiative.
• Data Access- enables necessary data that is crucial to advancing the work of the initiative to be accessed and
used for data-driven decision making.
• Data Analysis- analyzes data according to the initiative’s needs.
• Data Coaching- trains and supports initiative and network members in the process of using data for
continuous improvement.
As discussed above, the Data Subgroup is a community group providing an advisory role. The second data function
is the Data Jedi team. This team will be led by county staff, reporting to the backbone (Executive Director).
Responsibilities will include:
•
•
•

Work directly with CANS to meet their data needs (Type 1)
Provide 'Data Walks' for associated meetings
Work out data structures, disaggregation and correlations
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“BACKBONE STRUCTURE AND KEY OWNERS” continued
•

•

•

Convene Networks – Network Facilitator who reports to the Executive Director
• Convene collaborative action networks around a community level indicator to use a continuous improvement
process to improve that indicator. This could also include managing the logistics of a collaborative action
network such as documenting notes, scheduling meetings, creating agendas, etc.
• Each network will have a Network Convener who is has expertise and credibility related to that particular
outcome. This leadership position is critical to the success of the Collaborative Action Network and should be
chosen carefully and proactively.
Advocacy & Policy Change: Leadership Table and Executive Director
• Actively work to eliminate identified political barriers that inhibit the advancement of the initiative’s work.
Advocate at the institutional, local, state or national level in order to enable the improvement of outcomes. This
includes the creation and implementation of a collective advocacy agenda for the initiative.
Equity Advisors – report to the Executive Director
•
Develop an overall framework for how the initiative can create strategies that address the needs of all groups,
but that pay particular attention to marginal groups. Consult with other workgroups on how best to implement
strategies that are both "universal" and "targeted." Members of this group begin with a deep understanding of
equity strategies. Advisors will help refine strategies and community recommendations across the Leadership
Table, Backbone and CANs. They will facilitate the prioritization of efforts to support the elimination of
disparities.
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COMMUNITY REPORT OUT
The Community Report Out is an open forum for sharing information and soliciting feedback and input from a broad
community perspective. The Community Report Out is open to the public at-large, encourages participation and ensures
Cradle to Career transparency.
A. The Cradle to Career Initiative Report Out is designed to:
a. Soliciting feedback and input on specific questions and issues that arise related to the mission of the initiative.
b. Help promote the work and values of the Cradle to Career Initiative and encouraging other education
improvement efforts to work with the initiative.
c. Building Public Will – Sharing information about the Cradle to Career Initiative and engaging community
members to become involved in helping realize the Cradle to Career Initiative’s purpose.
B. Meetings
a. A Community Report Out shall be held at least twice annually.
b. Community Report Out meeting agendas shall be set by the Executive Director, after consultation with the
Leadership Table Co-Chairs.
c. A Community Report Out shall be led by the Executive Director.
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PHASES OF WORK
There are four phases in the StriveTogether model, and The Cradle to Career Planning Team recommends the proposed
timeline for each:
Phase I: Exploring (2017-2018)
•

•

•

•

Develop a shared community purpose
o The cross-sector initiative with a defined geographic scope organizes around a cradle to career purpose.
o A cross-sector leadership table forms with a documented accountability blueprint framework.
o A set of messages that are aligned and effectively communicated across partners and the community are
formalized.
Establish a structure for evidence-based decision making
o The initiative selects community level outcomes to be held accountable or improving.
o The initiative selects core indicators for the community level outcomes.
o The initiative becomes a StriveTogether member.
Employ Collaborative Action
o The initiative commits to using a continuous improvement process to guide the work.
o The initiative launches initial priority Collaborative Action Networks which are formed and engaged to
improve community level outcomes.
Ensure investment and sustainability
o An anchor entity is established and capacity to support the daily management of the initiative is in place.
o The initiative engages investors to support the operations and collaborative work of partners to improve
outcomes.

Phase II: Emerging (2018-2019)
•
•

•
•

Develop a shared community purpose
o The initiative releases a baseline report card to the community with disaggregated data.
Establish a structure for evidence-based decision making
o A shared data system is established and in place.
o The initiative collects and disaggregates baseline data by key subpopulations for core indicators.
o The initiative prioritizes a subset of core indicators for initial focus.
o Interim metrics established.
Employ Collaborative Action
o Additional Collaborative Action Networks are formed and engaged to improve community level outcomes.
Ensure investment and sustainability
o The initiative has in place the capacity to support the daily management of the initiative, data needs,
facilitation, communication and community engagement. Of most urgent priority will be to secure financing
to fund at minimum two years of Executive Director employment and initial data management software and
systems.
o Establish data sharing systems.
o Partners support the operations work of the initiative.

Phase III: Sustaining (2019- 2029)
•

Develop a shared community purpose
o The initiative is fully operational with roles and responsibilities as defined in our blueprint framework.
o The initiative consistently informs the community of progress, including the release of an annual report
card.
o The initiative communicates a common, consistent message across internal partners.
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“PHASES OF WORK” continued
•

•

•

Establish a structure for evidence-based decision making
o Student-level data is accessible and used regularly by relevant partners to inform actions to improve
outcomes and narrow disparities.
o The initiative continually refines indicators to improve accuracy and validity.
o The initiative facilitates the collection and connection of academic data across the cradle to career pipeline
and among partners to enable continuous improvement.
Employ Collaborative Action
o Collaborative Action Networks collectively act to improve the community level outcomes using continuous
improvement.
o The networks identify opportunities and barriers to which partners act to improve outcomes.
Ensure investment and sustainability
o The initiative mobilizes the community to improve community level outcomes.
o Partners allocate and align resources to improved community level outcomes.
o The initiative develops plans to change, support, or norm local, state or national policy to improve
community level outcomes.

Phase IV: Systems Change (2029+)
•

•
•

•

Develop a shared community purpose
o Organizations, institutions and community members align their work to support the Cradle to Career
purpose.
o Partners effectively communicate in ways that demonstrate shared accountability for results and build
community engagement.
Establish a structure for evidence-based decision making
o 60% of the total indicators are maintained or improved.
Employ Collaborative Action
o Partners use a variety of data to continuously improve and implement strategies that intentionally
accelerate outcomes for populations facing persistent disparities.
o Collaborative action efforts are sustained to improved outcomes .
o Community members are involved in the co-development of solutions to improve outcomes.
Ensure investment and sustainability
o Public and private dollars are targeted to spread and sustain data-driven practices.
o Partners consistently build capability and staff are supported with sustainable funding to implement the
evolving Cradle to Career strategy.
o Public and organizational policies change to support improvement of community level outcomes and narrow
disparities.
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CRADLE TO CAREER LAUNCH PLAN
The short term launch plan is as follows. This schedule assumes community support during the February briefing on the
recommendations from the Cradle to Career Planning Team.

CALL TO ACTION
In summary, Rochester has all the elements needed to make our purpose a reality. Consider a community in which:
•
•
•
•
•
•

Every child is born healthy
Every child is nurtured, cared for and valued
Every child is developmentally ready to succeed from Kindergarten forward
Every child develops fully and to his or her own potential
Every child receives an advanced education or training which results in financial stability, independence and health
Every member of our community is valued, disparities are eliminated, human capital is maximized and our
community purpose and goals are fulfilled

Given the needs of our community coupled with changes in demographics, community imperatives and the opportunity that
is before us, it is clear that our need is now and action is required. Join us to ensure that every child, from Cradle to Career
has a positive place in our community and the world and that their contributions ensure a healthy community for everyone.
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COLLABORATIVE ACTION NETWORKS (CANs) DETAIL
Collaborative Action Networks are groups of cross-sector practitioners and individuals who organize around a communitylevel outcome and use a continuous improvement process to develop an action plan with strategies to improve that
outcome.
A.
•

•

•

•
•
•

Function and Responsibilities
Collaborative Action Networks are groups comprised of representatives from existing/emerging groups and
coalitions, and include stakeholders, practitioners, issues experts, parents, youth, and advocates. Networks
members review data, affirm the Cradle to Career Initiative’s priority strategies, commit to common outcome
measures, identify best practices within priority areas and align, coordinate, and leverage resources as they work
toward achieving the goals of the Cradle to Career Initiative.
Collaborative Action Networks will be convened regularly and work together to ensure that those who dedicate
time, energy, and resources to similar student or family-related support strategies collaborate in order to achieve
results.
Collaborative Action Network long term outcomes include
• Demonstrated shared accountability and collective responsibility for improving outcomes despite changes in
leadership
• Drive improvements and effectively communicate attribution of success and recognition of challenges
• Eliminate disparities
• Align financial and community resources to what works
• Recommend policy change to enable and sustain improvement
• Sustained and improved results and thus investment for multiple years
The Chair (Network Convener) from each Collaborative Action Network will serve as a non-voting member of the
Leadership Table.
Collaborative Action Networks are supported by and report to the Backbone
Collaborative Action Networks work closely with Equity Advisors and the Data teams

B.

Membership
• Collaborative Action Networks are open to representatives from existing/emerging groups and coalitions, including
stakeholders, practitioners, issue experts, parents, youth, and advocates who are committed to improving the
specific indicators of focus for each Network.
• Members must review and sign the Collaborative Action Network Charter in order to serve as a member of a
Network. This is to ensure commitment among all members, establish an agreed to level of commitment and value
to members. This rigor provides a structure for long-term partnerships and commitment to each other and the
Cradle to Career outcomes. Members will commit to:
• Commit to Cradle to Career purpose, goals and outcomes; align to at least one outcome
• Use of a defined continuous methodology
• Use of child/student/young adult level data and associated data rigor
• Sharing of data with other partners (documented by data sharing agreements)
• Support the engagement of funders and policy makers
• The Cradle to Career Initiative (backbone team) will work to ensure full and consistent participation of the diverse
stakeholders aforementioned in Collaborative Action Networks.

C.

Officers
• The Collaborative Action Network officer shall be a Chair.
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• Duties of the officer are:
a) Preside at Collaborative Action Network meetings.
b) Set meeting agendas in consultation with the Network Facilitator (backbone staff).
c) Appoint a Network member to keep accurate minutes of the meetings.
d) Serve as the Network’s representative on the Leadership Table.
D.

Meetings
• Collaborative Action Networks shall meet monthly at a minimum, in addition to as-needed communication and
preparation between meetings.
• Collaborative Action Network meeting agendas shall be set by each Network Chair/Convener in accordance with the
duties and responsibilities of the Network and after consultation with the Network Facilitator. Meetings shall be led
by the Network Chair/Convener with support from the Network Facilitator.
• Minutes shall be kept of each meeting and shall be provided to Collaborative Action Network members.
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LEADERSHIP TABLE DETAIL
The Leadership Table consists of community leaders who are well positioned to influence the necessary policy and structural
changes to support sustainable change. They are responsible to ensure implementation of the core principles of the
initiative and lead the larger community in changing practices to improve outcomes.
1. Function and Responsibilities
a) The Leadership Table is a governing body responsible for setting policy and making decisions related to the work
of the Cradle to Career Initiative. They will operate based on the Policy Governance model of leadership. Team
members are key public champions who are committed to advancing the Cradle to Career Initiative’s goals and
outcomes.
b) The Leadership Table receives its charge from the key community partners supporting the Cradle to Career
Initiative. Partners include businesses; educational institutions; philanthropic, nonprofit and civic organizations;
local, state and federal government; and religious agencies
2. The Leadership Table is charged with:
a) Strategic Planning – Developing strategic plans for approval by the Community
b) Prioritization of Action Networks
c) Financial Stewardship – Cultivating existing and additional resources that are determined in initiative with the
Action Networks Collaborative.
d) Evaluation & Outcomes Assessment – Analyzing local data to identify and expand evidence-based practices.
e) Championing the Cradle to Career Initiative – Representing and promoting the work and values of the Cradle to
Career Initiative and encouraging priority education improvement efforts to work with the initiative.
f) Hiring, directing and supporting the Executive Director
3. The fiscal year of the Cradle to Career initiative shall be determined by the Leadership Table.
4. Membership
a) The Leadership Table will consist of up to twenty-four voting members, including a minimum number of
representatives from each of the following community sectors:
i. 2 representatives – Early Childhood Education;
ii. 3 representatives – K-12;
iii. 2 representatives – Higher Education;
iv. 2 representatives – Philanthropy;
v. 3 representatives – Business;
vi. 2 representatives – Government;
vii. 2 representatives – Faith Community;
viii. 2 representatives – Community-Based Groups;
ix. 1 representative – Parent;
x. 1 representative – Student;
xi. 1 representative - New American;
xii. 3 representatives – At large community members
b) Representatives from each organization serving a backbone function (with a signed memo of understanding) for
the initiative shall have the option to occupy one seat in their respective sector.
c) Ex- Officio- non-voting members of the Leadership Table will include:
i. 1 representative – Each Action Network (including Data Jedi team)
ii. Executive Director
d) The overall selection and election process for the team shall achieve a membership that is inclusive and
representative of the diversity of the community.
e) Nominations to the Leadership Table are made by the Leadership Table nominating committee. Vacancies will
be filled within 3 months.
f) Members are appointed for a three-year term by vote of the Leadership Table.
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g) Members can serve two consecutive terms but must rotate off for two calendar years whereupon they can be
eligible to serve again for another set of three-year terms.
h) Members serve without compensation.
i) In order to establish staggered terms, the first group of Leadership Table members shall be divided as equally as
possible into two groups. One group shall serve an initial term of two years. Another group shall serve an initial
term of three years. Thereafter, each year the Leadership Table shall elect members to fill expiring terms.
j) A Leadership Table member shall be a member “in good standing” if the member has not had more than three
unexcused absences during the current fiscal year and has not resigned.
k) The Leadership Table Co-Chairs shall notify any member with two unexcused absences about the consequences
of three unexcused absences.
l) Leadership Table members who are unable to attend meetings in person may be present and vote by phone call.
m) A written or electronic vote may be taken at the request of the Leadership Table Co-Chairs on any question
between meetings provided every member of the team shall have an opportunity to vote upon the question
submitted.
n) A member may be removed from office for any reason by a 2/3 vote of members in good standing present. Such
a vote shall occur only at a meeting which 2/3 of all members in good standing are in attendance.
5. Officers
a) The Leadership Table officers shall be Co-Chairs, a Secretary, and a Treasurer.
b) Duties of the officers are:
i. Co-Chairs
1. Preside at Leadership Table meetings.
2. Set meeting agendas in accordance with the Leadership Table’s charge and after consultation
with the Executive Director.
3. Authorize excused absences and notify team members with two unexcused absences of the
consequences of a third unexcused absence.
4. Carry out other duties and activities necessary to fulfill the charge of the Leadership Table,
and/or which are customarily associated with leadership of the Leadership Table.
ii. Secretary
1. Keep accurate minutes of Leadership Table meetings.
2. Organize and retain all Leadership Table Documents
3. Call meetings to order in the absence of Co-Chairs.
iii. Treasurer
1. Understand quarterly financial reports to provide insights and guidance to the Leadership Table.
2. Assist the Executive Director with the preparation of the budget and provide fiscal advice and
guidance if requested.
iv. Officers serve a two-year term. Officers may be elected to a different office in subsequent years. In the
initial term, one Co-Chair and the Secretary shall serve two years and one Co-Chair and Treasurer shall
serve three years.
v. Officers are elected by Leadership Table members no later than April of each fiscal year and will begin
their terms on July 1 of each fiscal year.
vi. In the event of a vacancy in an officer position for any reason, the Leadership Table will fill the vacancy,
starting with the first meeting at which a vacancy occurs.
vii. An officer may be removed from office for any reason by a 2/3 vote of members in good standing
present. Such a vote shall occur only at a meeting which 2/3 of all members in good standing are in
attendance.
6. Leadership Table Meetings
a) The Leadership Table shall meet regularly, usually once a month, during the fiscal year using the parliamentary
process outlined in Robert’s Rules of Order, Newly Revised.
b) Decisions will be made by a quorum vote with consensus being the goal whenever possible.
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c) A quorum is 50% or more members in good standing in attendance.
d) If a quorum is not present, the team may have a working session but may not adopt positions or other motions.
e) Adopted team positions and decisions shall be documented.
f) The Leadership Table also may schedule special committee meetings, hold public hearings and forums, form
subcommittees, and use other means of carrying out its charge if necessary with a minimum of 3 days notice.
g) The Leadership Table meeting agendas shall be set by the Co-Chairs in accordance with the duties and
responsibilities of the team and after consultation with the Executive Director. Team members may vote to
amend the proposed agenda at the beginning of each meeting.
h) Minutes shall be kept of each meeting and shall be provided to Leadership Table members.

38

CRADLE TO CAREER
Page | 38

INVESTOR CIRCLE DETAIL
1. Function and Responsibilities
a) Capture how much funding the backbone functions has the potential to influence across all engaged
partners
b) Capture how much time, talent and treasure is being leveraged and aligned to drive better result and
improve outcomes
c) Understand what actions actually get results as informed by data
d) Ensure new resources are effectively targeted to what works
2. Membership
a) The Investor Circle will create a nomination process to select specific philanthropic individuals and/or
organizations who have the desire, skills and ability to serve and who are dedicated to the purpose and
goals of the Cradle to Career initiative
b) Members serve without compensation.
c) Investor Circle members who are unable to attend meetings in person may be present and vote by phone
call.
d) A written or electronic vote may be taken at the request of the Investor Circle Chair on any question
between meetings provided every member of the team shall have an opportunity to vote upon the question
submitted.
3. Officers
a) Chair
I.
Preside at Investor Circle meetings.
II.
Set meeting agendas in accordance with the Investor Circle’s charge and after consultation with the
Executive Director.
III.
Authorize excused absences and notify team members with two unexcused absences of the
consequences of a third unexcused absence.
IV.
Carry out other duties and activities necessary to fulfill the charge of the Investor Circle, and/or which
are customarily associated with leadership of the Investor Circle.
b) Secretary
I.
Keep accurate minutes of Investor Circle meetings.
II.
Organize and retain all Investor Circle Documents
III.
Call meetings to order in the absence of Co-Chairs.
IV.
Assist the Executive Director with the preparation of the budget and provide fiscal advice and
guidance if requested.
c) Officers serve a two-year term. Officers may be elected to a different office in subsequent years.
d) Officers are elected by Investor Circle members no later than April of each fiscal year and will begin their
terms on July 1 of each fiscal year.
e) An officer may be removed from office for any reason by a 2/3 vote of members in good standing present.
Such a vote shall occur only at a meeting which 2/3 of all members in good standing are in attendance.
4. Investor Circle Meetings
a) The Investor Circle shall meet regularly, at least quarterly, during the fiscal year using the parliamentary
process outlined in Robert’s Rules of Order, Newly Revised.
b) Decisions will be made by a quorum vote with consensus being the goal whenever possible.
c) A quorum is 50% or more members in good standing in attendance.
d) If a quorum is not present, the team may have a working session but may not adopt positions or other
motions.
e) Adopted team positions and decisions shall be documented.
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f)

The Investor Circle also may schedule special committee meetings, hold public hearings and forums, form
subcommittees, and use other means of carrying out its charge if necessary with a minimum of 3 days
notice.
g) The Investor Circle meeting agendas shall be set by the Chair in accordance with the duties and
responsibilities of the team and after consultation with the Executive Director. Team members may vote to
amend the proposed agenda at the beginning of each meeting.
h) Minutes shall be kept of each meeting and shall be provided to Leadership Table members.
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RESULTS FROM OTHER COMMUNITIES INVESTING IN
STRIVETOGETHER METHODOLOGIES
StrivePartnership Results: (Cincinnati, Ohio)

Aspen to Parachute Cradle to Career :(Roaring Fork Valley, Colorado)
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“RESULTS FROM OTHER COMMUNITIES INVESTING IN
STRIVETOGETHER METHODOLOGIES” continued
The Roadmap Project: (South Seattle and South King County WA)
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“RESULTS FROM OTHER COMMUNITIES INVESTING IN
STRIVETOGETHER METHODOLOGIES” continued
Commit! Dallas: (Dallas, Texas)
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ORGANIZATIONS SUPPORTING THE CRADLE TO CAREER
INITIATIVE:
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