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Successful Children and Youth Policy Team Update:  One Fairfax 

9/27/2016 

 

Following discussion regarding the One Fairfax Resolution during the joint Board of Supervisors 

and School Board retreat in June, the One Fairfax Resolution passed both boards at their 

respective meetings on July 12 and July 28, 2016.  (see attached)  

The resolution directs the development of a racial and social equity policy for adoption and 

strategic actions to advance opportunities and achieve equity that include intentional collective 

leadership, community engagement, equity tools and infrastructure to support and sustain 

systemic changes, and shared accountability.   

Plans are underway to structure a collaborative work process that includes all deputy areas 

across government and the school system focused on developing a racial and social equity 

policy and the infrastructure components to support successful implementation and 

sustainability.  The policy development process will be informed by our community, equity in 

practice lessons learned, benchmarking as well as state and federal policies.  The target time 

frame to return this policy to the boards is one year.   

 

   



July 12, 2016 
 

The Successful Children and Youth Policy Team recommends to 

the Fairfax County Board of Supervisors and School Board:   

 

RESOLUTION 

“One Fairfax” 

Whereas, Fairfax County takes pride as a great place to live, learn, work, and play; and, 

Whereas, Fairfax County is the largest and strongest economy in the Washington Metropolitan 

area and one of the strongest in the nation; and,  

Whereas, county and school leaders and staff are committed to providing excellent services for 

every resident of Fairfax; and,  

Whereas, Fairfax County government has established a vision of Safe and Caring Communities, 

Livable Spaces, Connected People and Places, Healthy Economies, Environmental Stewardship, 

Culture of Engagement and Corporate Stewardship; and Fairfax County Public Schools has 

established goals of Student Success, a Caring Culture, a Premier Workforce, and Resource 

Stewardship; and, 

Whereas, Fairfax County embraces its growing diverse population and recognizes it as a 

tremendous economic asset but recognizes that racial and social inequities still exist; and,    

Whereas, achieving racial and social equity are integral to Fairfax County’s future economic 

success, as illustrated in the Equitable Growth Profile and highlighted as a goal in the Strategic 

Plan to Facilitate the Economic Success of Fairfax County; and, 

Whereas, we define Racial Equity as the development of policies, practices and strategic 

investments to reverse racial disparity trends, eliminate institutional racism, and ensure that 

outcomes and opportunities for all people are no longer predictable by race; and 

Whereas, we utilize the term Social Equity to consider the intersection and compounding 

effects of key societal issues such as poverty, English as a second language, disability, etc. with 

race and ethnicity; and, 

Whereas, as servants of the public we are committed to the definition of social equity adopted 

by the National Academy of Public Administration –  “the fair, just and equitable management 

of all institutions servicing the public directly or by contract; the fair, just and equitable 
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distribution of public services and implementation of public policy; and the commitment to 

promote fairness, justice, and equity in the formation of public policy.”  

Whereas, it is essential to identify and address institutional and systemic barriers that exist and 

understand that these barriers may impede access to opportunities for achieving the visions and 

goals set forth by county leaders; and, 

Whereas, an extensive body of research has established that a community’s access to an 

interconnected web of opportunities shapes the quality of life for all; and,   

Whereas, to truly create opportunity, we need to understand and improve our work through a 

racial and social equity lens from the very core of the organization outward, focusing 

intentionally and deliberately towards sustainable structural changes; and, 

Whereas, a growing number of local jurisdictions across the United States are adopting 

intentional equity strategies and see equity as an economic growth model;  

 

NOW, THEREFORE, BE IT RESOLVED BY THE FAIRFAX COUNTY BOARD OF SUPERVISORS AND 

THE FAIRFAX COUNTY SCHOOL BOARD that:  

The time is now to move beyond embracing diversity as an asset and implement a new growth 

model driven by equity — just and fair inclusion into “One Fairfax,” a community in which 

everyone can participate and prosper.    

“One Fairfax” can only be realized with an intentional racial and social equity policy at its core 

for all publicly delivered services. A racial and social equity policy provides both the direction 

and means to eliminate disparities, and work together to build a vibrant and opportunity-rich 

society for all.   

 In July, 2016, the Fairfax Board of Supervisors and School Board join in this resolution and 

direct the development of a racial and social equity policy for adoption and strategic actions to 

advance opportunities and achieve equity that include intentional collective leadership, 

community engagement, equity tools and infrastructure to support and sustain systemic 

changes, and shared accountability so collectively, we will realize “One Fairfax,” a community 

where everyone can participate and prosper.   

 

 

     

 



Benchmarking

Best Practices from Other 
Jurisdictions

Local and Regional Trends

:Policy Development Work Structure 
Collective Leadership

Fairfax County Board of Supervisors and Fairfax County School Board 

Cross-Systems Executive Leadership Team

• Embody the shared vision of One Fairfax by working collectively across systems and with the community to achieve established equity goals

• Identify key operational and policy challenges 

Equity in Practice

Strategic Opportunities (School Boundary discussions, Original Mt 
Vernon HS site, Early Childhood Ed, Zoning Ordinance)

Cross-Agency (Strategic Plan for Economic Success, Human Svc 
Report Card, FCPS Strategic Plan, Children’s BHSOC)

Agency-Specific (DFS-EDIE Council, JDRDC-DMC Team, Police-
Communities Of Trust, FCPS-Cultural Competency Project, MSAOC)

Community Engagement

Visioning

Cross-Sector Strategizing

Developing Key Alliances

State and Federal 
Policy

Policy and Practice Guidance 

Implementation Resources

Policy Development Process also informed by: 

Supported by Cross-Systems Steering Committee with TA provided by GARE 

Policy Development & Infrastructure Recommendations
• Cross-Systems team to develop policy and propose recommendations for implementation and sustainability

Phase 1:  Policy Development Framework including: 
• Shared values, definitions, tools & accountability standards

• Foundational Learning 
• Communications  (internal & public facing) 

Phase 2:  Implementation & Sustainability Framework including: 
• Structural, staffing & resource requirements

• Continuous Learning 
• Accountability Mechanisms & Policy Compliance Process 

Draft v4 - 9/28/16



Phase 1:  Policy Development 

Charge:

• Developing an intentional racial and social equity 
policy as directed by the One Fairfax Resolution to 
present to Board of Supervisors and School Board. 

• Policy framework to include: definitions; equity 
tools and accountability standards; and shared 
values.

• Initiate foundational equity learning strategies 

• Develop communications plan (internal & publicly 
facing) 

Phase 2:  Infrastructure

Charge:

• Developing the systems and structures to support 
implementation and sustainability of social and 
racial equity policy throughout the government and 
school systems.

• Infrastructure to include identifying structural, 
staffing and resource requirements; workforce 
learning (foundational and continuous); 
communications (internal and publicly facing); 
accountability mechanisms; and proactive policy 
compliance processes to support success.  

Team Members:  Cross Deputy areas & Schools
Timeline for completion:  July 2017 

Draft v4 - 9/28/16



School Readiness Strategic Planning Update 
 
 
Work on the School Readiness Strategic Plan initiative has begun.  The first step in this comprehensive 
process includes the development of a needs assessment which will inform the work of the strategic 
planning team.  The needs assessment is intended to help stakeholders develop a deep, shared 
understanding of early childhood experiences in Fairfax County, including assets, opportunities and 
challenges that will be addressed in the school readiness strategic plan; and to highlight issues related to 
quality, affordable and equitable early childhood education and care.  The strategic planning team, 
which includes representatives from the community, county and Fairfax County Public Schools, has been 
identified and will convene in October.  Fahemeh Pirzadeh will be on the strategic planning team and 
will provide updates to the SCYPT throughout the process.  Interviews of a variety of stakeholders will 
also be conducted in October.   
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ACTION ITEM A-1 
 
TITLE: 
Endorsement of the Attendance Action Plan Revisions 
 
ISSUE:  
SCYPT endorsement of the School Attendance Action Plan revisions. 
 
RECOMMENDATION:  
The Attendance Task Force recommends the SCYPT endorse the revised Goal 4 of the Attendance Action 
Plan, including: 

1. A tiered system of interventions that aligns and coordinates with the Fairfax County Public 
Schools Responsive Instruction framework;  

2. The following recommendations that complement and support the implementation of the tiered 
system of interventions: 

a. Prioritize and expedite the revision of the position description and duties for School 
Attendance Officers and implement a one-year pilot of the position; 

b. Develop and implement an outreach and recruitment plan to identify volunteer mentors 
and organizations to support and implement Check and Connect and Attendance Circle 
interventions in school and community settings;  

c. Prioritize and expedite the implementation of consistent definitions of excused and 
unexcused absences and responsive interventions across all schools; 

d. Develop and implement an evaluation plan that tracks the implementation of the 
various tiered interventions and their impacts on attendance behaviors; 

e. Enhance follow-up practices in JDRDC’s diversion program by requesting families to sign 
a release of information form allowing JDRDC to follow-up directly with CSB and FCPS; 

f. Ensure wraparound service providers are tracking and addressing school attendance; 
and 

3. The following strategies that were part of the original Goal 4 recommendation: 
a. Develop a consistent list of programs, services, and other resources for youth and 

families that allows for localized (e.g., pyramid-level) services to be included, allowing 
for easy identification of opportunities for referral (and self-referral) and/or 
collaboration; and 

b. Identify and advocate for legislative changes that are needed to better serve students 
and families. 

 
BACKGROUND:  
In December 2014, the Fairfax County Successful Children and Youth Policy Team (SCYPT) endorsed 
holding a Community Dialogue on School Attendance. The purpose of the dialogue, which was held in 
September 2015, was to identify stakeholders’ perceptions of factors impacting school attendance in 
Fairfax County and ideas for potential solutions. The SCYPT agreed to, upon learning the results of the 
dialogue, convene a task force to develop and oversee implementation of an action plan designed to 
decrease the incidence and negative impacts of school absenteeism in Fairfax. 
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The task force met over the winter and spring of 2016 and developed strategies to comprehensively 
address this issue of chronic absenteeism. The strategies were informed by community and stakeholder 
feedback at the Community Dialogue, as well as reviews of evidence-based and best practices in 
promoting school attendance – all of which was summarized in an interim report, “Improving School 
Attendance: Recommendations for Developing a Plan of Action,” which was presented to the SCYPT in 
November 2015.  
 
The strategies in the action plan are organized into four goals, aligned with the broad promising 
practices identified by the Vera Institute’s Status Offense Reform Center. The fourth of the promising 
practices – implementing a tiered system of interventions, is organized in the action plan based on the 
key strategies identified by Attendance Works: recognizing good and improved attendance, engaging 
students and parents, monitoring attendance data and practice; providing personalized early outreach, 
and developing programmatic responses to barriers. 
 
In June 2016, the SCYPT endorsed Goals 1, 2, and 3 of the proposed action plan, and directed the task 
force to return with a revised Goal 4. The revisions proposed today build off of the same fundamental 
framework and philosophy of the original Goal 4, but are more aligned with the FCPS Responsive 
Instruction framework, which will allow for easier implementation and tracking. 
 
ATTACHMENTS:  
Attendance Action Plan – Revised Recommendation for the Tiered System of Interventions 
Attendance Action Plan Implementation Update 
Improving School Attendance in Fairfax County: A Multi-Sector Action Plan 
 
STAFF: 
Kristen Brennan, Department of Neighborhood and Community Services 
Chrissy Cunningham, Department of Neighborhood and Community Services 
Cindy Dickinson, Fairfax County Public Schools, Student Safety and Wellness Office 
Jesse Ellis, Department of Neighborhood and Community Services 
Victoria Kairys, Department of Neighborhood and Community Services 
Lauren Madigan, Juvenile and Domestic Relations District Court 
Jonathan Melendez, Department of Neighborhood and Community Services 
Carrie Mendelsohn, Fairfax County Public Schools, School Social Work Services 
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Attendance Action Plan 
Revised Recommendation for the Tiered System of Interventions 

 
Much has changed in FCPS attendance practices over the past year. The Response to Intervention (RTI) 
framework (known within FCPS as Responsive Instruction) is being taken to scale across the school 
system, providing administrators with a universal tool that allows staff to identify students, using 
common data sources including attendance, who require additional support or intervention for 
academic and behavioral concerns. Many principals are beginning to review data that includes excused 
absences, increasing the likelihood of earlier intervention. And, Check and Connect has been piloted and 
work is being done to expand implementation.  
 
Therefore, we recommend ensuring the initially proposed tiers of response to attendance concerns are 
fully incorporated into the FCPS academic, behavioral, and wellness RTI tiers (which currently include 
attendance-focused triggers and interventions). This will result in the same recommended interventions, 
but will not add a layer of workload on top of existing responsibilities. 
 
Further, we recommend no immediate changes to the current availability of “tier 3” interventions. Best 
practice for implementing RTI is to focus first on the core instruction that is offered to all students, 
allowing prevention strategies to work before assessing the need for increasingly intensive intervention. 
The emphasis instead will be to ensure the RTI framework adequately includes the relevant and 
available intensive services and clearly documents how to access them.  
 
 
Tiered Intervention Recommendations 
 
Tier 1: Ensure the following are incorporated into Tier 1 of the academic, behavioral, and wellness RTI 
frameworks, as appropriate: 
 

1. School-level attendance data monitoring to identify school-wide trends and individual students 
at risk. 

2. Positive behavior approaches (e.g., Positive Behavior Interventions and Supports, Responsive 
Classrooms). 

3. Incentives for good and improved attendance. 
4. Personalized outreach strategies to communicate with students and families. Very strongly 

recommended is the consistent-across-schools use of telephone and text alerts to notify parents 
and guardians of absences.  
 

The following practices should also be considered for inclusion in Tier 1 frameworks as options 
schools should consider: 

 Promote participation in prevention-focused programming such as Neighborhood and 
Community Services programming, the Middle School After-School program, parenting 
programs, and others. 

 Host resource fairs and other events to expose families and students to school- and 
community-based services. 

 Implement trauma-informed practices throughout the school. 

 Provide families with information on other services, messaging on attendance, and 
resources to support school engagement at time of registration 
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  Encourage full utilization of free and reduced price meals for all eligible students and 
connect youth to out of school time programs that provide meals and snacks. 

 Promote distribution of Fairfax Connector passes. 

 Explore alternative or flexible school schedules for working students. 

 Promote access to health and wellness screenings. 
 

In all tiered systems of support there are multiple interventions offered to youth according to their 
needs. All youth participate in instructional opportunities at tier 1. Some youth may require tier 2 or 3 
services for a variety of reasons, and, while certain concerns will automatically “trigger” a referral to tier 
2 or 3 services, other issues and circumstances may also indicate the need for more intensive 
intervention. For example, while missing 10-20% of school days by the end of 1st quarter (4-9 days out) 
would automatically trigger a referral to tier 2, another youth might be referred after missing only 3 
days, if this was a continuing pattern from the previous year and the student’s grades were poor.  
 
 
Tier 2: Include attendance triggers for when students have missed 10-19% of school days and ensure the 
following are incorporated into Tier 2 of the academic, behavioral, and wellness RTI frameworks, as 
appropriate: 
 

1. Attendance plan, signed by parent and student, that includes acknowledgement of the 
importance of attendance; and individual/family responsibilities, such as setting alarms, 
consistent bedtimes, identification of neighbors who can provide rides if needed, visiting the 
doctor when sick, etc. 

2. Attendance-focused group-level intervention that includes a monitoring component, such as 
Check and Connect and Attendance Circles. 

3. Additional incentives for improved attendance. 
4. Exploration of non-traditional school programs and flexible scheduling options. 

 
 
Tier 3: Include attendance triggers for when students have missed 20% or more of school days, and 
ensure the following are incorporated into Tier 3 of the academic, behavioral, and wellness RTI 
frameworks, as appropriate: 
 

1. Review IEP for potential revisions, if applicable. 
2. Return to Learn, if applicable. 
3. Available wraparound interventions, such as: 

a. Family Resource Meetings 
b. Family Partnership Meetings 
c. Wraparound Fairfax 
d. Neighborhood Networks 

4. Court referral – only if all other interventions have not worked. 
 
 
Supportive Recommendations 
 
The immediate emphasis on resource development to support implementation should focus on Tier 2 
strategies, which are the least resourced. Tracking and follow-up for Tier 3 services should also be 
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enhanced in order to effectively determine effectiveness and additional service capacity needs. In 
particular, the following are recommended: 
 

1. Prioritize and expedite the revision of the position description and duties for School Attendance 
Officers (Strategy 2.4 in the action plan). Implement a one-year pilot with staff, under the 
revised job description, coordinating attendance-related initiatives and interventions within a 
designated school or pyramid. 
 

2. Develop and implement an outreach and recruitment plan to identify volunteer mentors and 
organizations to support and implement Check and Connect and Attendance Circle interventions 
in school and community settings.  
 

3. Prioritize and expedite the implementation of consistent definitions of excused and unexcused 
absences and responsive interventions across all schools.  
 

4. Develop and implement an evaluation plan that tracks the implementation of the various tiered 
interventions and their impacts on attendance behaviors. In addition to gauging effectiveness, 
the evaluation should assess the need for various Tier 2 and Tier 3 services, in order to address 
capacity and resource needs in the future. 
 

5. Enhance follow-up practices in JDRDC’s diversion program by requesting families to sign a 
release of information form allowing JDRDC to follow-up directly with CSB and FCPS, in addition 
to with the family, to determine if families are receiving and benefitting from recommended 
services. 
 

6. Ensure wraparound service providers are tracking and addressing school attendance, through 
school records, CANS assessments, or other mechanism, to assess the impact of services on 
attendance for students with attendance problems. 

 
 
Additional Goal 4 Recommendations 
 
The following strategies, initially proposed as a part of Goal 4, were not adopted, but are still 
recommended: 
 
Strategy 4.1. Develop a consistent list of programs, services, and other resources for youth and families 
that allows for localized (e.g., pyramid-level) services to be included, allowing for easy identification of 
opportunities for referral (and self-referral) and/or collaboration. 

 Develop a pre-populated template for a resource list that schools and other organizations can 
tailor to their geographic area and easily post online. Ensure the inclusion of key services 
identified by the community as necessary to serve students with attendance issues: mentoring, 
peer support, prevention and out of school time programming, parenting programs, summer 
transition programs, behavioral health services, and transportation. 

 Implement a consistent web presence across schools, so families and stakeholders can easily 
locate resources. 

 Ensure postings from countywide points of access (e.g., county agency websites). 
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 Develop resources for social workers and other key staff (inside and out of schools) so they are 
aware of processes for making referrals to or otherwise collaborating with listed organizations 
and programs. 

 Identify individuals responsible for maintaining each localized resource list. 

 Coordinate, and identify opportunities to combine efforts, the Human Services Resource Guide, 
Coordinated Services Planning, and other information and referral efforts in order to prevent 
duplication of efforts and resources. 

 

 Promoting Equity: Highlight providers of culturally competent and linguistically appropriate 
services. Include interpreters and translators in lists. Engage with community providers and 
families to develop the lists. 

 
Strategy 4.2. Identify and advocate for legislative changes that are needed to better serve students and 
families. 

 Ensure an annual review of pending legislation and negative impacts of existing legislation. 

 Coordinate approaches among FCPS and County to develop legislative package language. 

 Identify private advocacy organizations to champion changes. 
 

 Promoting Equity: Ensure an equity lens to all proposals, and highlight potential and existing 
unintended consequences. 
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Attendance Action Plan Implementation Update 
 

Work has begun on implementing many of the strategies in the Attendance Action Plan. Below is a brief 
summary of some of the key efforts. Please contact Jesse Ellis at jesse.ellis@fairfaxcounty.gov with any 
questions. 
 
Messaging 
(Strategies 1.1, 1.3, 1.7) 
An awareness campaign is being developed based on the national Absences Add Up campaign. FCPS 
included a post that was highlighted in its News You Can Use release, and the Board of Supervisors 
recently agreed to send out messages based on the national campaign. Additional messages for various 
audiences, and a comprehensive attendance-focused FCPS web page are in development, as are other 
resources and materials for various sectors, such as business, faith, and community-based organizations. 
Parent liaisons, school probation officers, and others are being briefed on ways to promote and support 
attendance. Awareness activities and other resources will be released as they become available. 
 
Data Attendance Teams 
(Strategies 2.1, 2.2, 2.3) 
A core system-wide data team has begun to meet and identify additional members. They are working to 
identify new federal and state attendance/monitoring reporting requirements, including chronic 
absenteeism monitoring, and to systematize reports that will help school personnel monitor attendance 
trends. Attendance data has been integrated into the Responsive Intervention tool used by schools to 
more easily identify, address, and intervene with students having attendance issues. It will trigger 
responses when students accumulate absences based on the tiered system of interventions. Each school 
has identified an attendance point of contact regarding data entry (usually the Student Information 
System operator). FCPS is exploring adding an attendance point of contact in each building for more 
administrative-level communication regarding policies, procedures, and updates. The attendance 
messages (emails, voice messages, texts) that are sent to parents notifying them of a child’s absence are 
currently available in seven languages.  
 
Attendance Officer Job Responsibilities 
(Strategy 2.4) 
A new position, Attendance Intervention Specialist, was developed with a revised Student Attendance 
Officer (SAO) position description. The new position is designed for an incumbent with a mental health 
background who will emphasize intervention planning for students with attendance problems instead of 
focusing on truancy investigation and related referral processes. The new position will be advertised in 
the near future, and outcome data will be collected to ensure its effectiveness.   
 
School Probation Officers 
(Strategy 2.3) 
School probation officers were trained on Check and Connect and will be able to serve as mentors for 
high risk students as a part of their role. A broader look at revising position descriptions is under way.  
 
Non-Traditional School Programs 
(Strategy 1.5) 
FCPS established an English Learner Family Partnership Specialist in Central Registration to support 
students in identifying the most appropriate classes and school placement. Changes to English Learner 
course requirements and sequence now provide students with more flexibility in their schedule to take 

mailto:jesse.ellis@fairfaxcounty.gov
http://absencesaddup.org/
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courses of interest and include systems of support for newcomer English learners. To better assist 
school counselors in identifying students who may be candidates for non-traditional school programs 
(NSPs), a voice-over PowerPoint, NSP handbook, and "cheat sheet" for professional school counselors 
have been updated. Additionally, members of NSP present to individual school Student Services teams, 
DSSs and SOSAs. Finally, NSP staff is available via phone to consult with any professional school 
counselor and to answer questions from and provide information to parents and other stakeholders. 
 
Collaboration, Information-Sharing, and Referral 
(Strategies 3.1, 4.1) 
A core team has begun to meet to identify strategies to use the Human Services Resource Guide and 
Coordinated Services Planning as the common service navigation sources, including any necessary 
adaptations to the HSRG, such as enabling search by school pyramid. The team is gathering information 
on schools that have existing multi-agency meeting models, in order to develop a model process or 
template that can be used as a resource for developing such teams or meetings.  
 
Return to Learn 
(Strategy 1.4) 
FCPS has begun implementation of its new Return to Learn protocol for students returning to school 
after an extended absence for any reason. A communication plan is being implemented to share 
information and procedures with school-based staff and other stakeholders. 
 
Complementary Out of School Time Programming 
(Strategy 1.6) 
The Department of Neighborhood and Community Services is partnering with FCPS to develop a project-
based learning framework for implementing project- (or problem-) based learning that aligns with 
school curricula and learning goals into after-school activities. Pilot implementations are expected to 
begin this fall. Once established, the model will be promoted county-wide through the new Out of 
School Time Network. 



NOTE: On June 1, 2016, the Fairfax County Successful Children and Youth Policy Team (SCYPT) voted to endorse Goals 1, 2, and 
3 of this plan. Implementation groups will be formed over the summer to begin work on the strategies in those goals. A 
separate work group will be meeting over the summer to revise Goal 4 (including the three tiers of intervention) and present it 
to the SCYPT in the fall for endorsement. Please email ncs-prevention@fairfaxcounty.gov with questions.  
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Improving School Attendance in Fairfax County: 
A Multi-Sector Action Plan 

 
Introduction 

 
In December 2014, the Fairfax County Successful Children and Youth Policy Team (SCYPT) endorsed 
holding a Community Dialogue on School Attendance. The purpose of the dialogue, which was held in 
September 2015, was to identify stakeholders’ perceptions of factors impacting school attendance in 
Fairfax County and ideas for potential solutions. The SCYPT agreed to, upon learning the results of the 
dialogue, convene a task force to develop and oversee implementation of an action plan designed to 
decrease the incidence and negative impacts of school absenteeism in Fairfax. 
 
The task force met over the winter and spring of 2016 and developed strategies to comprehensively 
address this issue of chronic absenteeism. The strategies were informed by community and stakeholder 
feedback at the Community Dialogue, as well as reviews of evidence-based and best practices in 
promoting school attendance – all of which was summarized in an interim report, “Improving School 
Attendance: Recommendations for Developing a Plan of Action,” which can be found at 
http://bit.ly/ffxattends.  
 
The strategies in this action plan are organized into four goals, aligned with the broad promising 
practices identified by the Vera Institute’s Status Offense Reform Center in its “Tackling Truancy” 
infographic. The fourth of the promising practices – implementing a tiered system of interventions, is 
organized in the action plan based on the key strategies identified by Attendance Works: recognizing 
good and improved attendance, engaging students and parents, monitoring attendance data and 
practice; providing personalized early outreach, and developing programmatic responses to barriers.  
 
When students are absent from school, there are consequences for the student, family, school, and 
community. Likewise, the responsibility to address school attendance and prevent chronic absenteeism 
is shared. Our community – the schools, courts, families, non-profit and faith-based organizations, 
government, and businesses – must work together to help children and youth succeed. And we must do 
so in a way that promotes equity, so that all children and youth have the opportunity to thrive. 
Therefore, this action plan is guided by three key principles: 
 

1. The root causes of chronic absenteeism are many and complex. As desirable as it would be to 
eliminate those root causes, such an approach would have negligible short-term impact on 
attendance. Fairfax County (as a community, not simply the county government) is committed 
to promoting economic self-sufficiency, improving access to quality behavioral health services, 
and otherwise addressing the issues that underlie attendance problems. But a targeted 
approach to addressing school absenteeism is also necessary. This plan focuses on promoting 
attendance and, for students with attendance problems, understanding their individual 
circumstances and working to address their root causes. 
 

2. School attendance is not simply a school-based issue. Effectively addressing it will require the 
coordinated and collaborative efforts of the entire community, and the many sectors that make 
it up. Businesses, community- and faith-based organizations, early care and education, 

http://bit.ly/ffxattends
http://www.statusoffensereform.org/wp-content/uploads/2015/12/SORC_Tackling-Truancy-Infographic.pdf
http://www.attendanceworks.org/what-works/
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government agencies, and families and youth themselves, all have important roles to play. For 
this plan to be effective, all will need to be engaged. But it is also important to note that, for the 
community to play a strong role in this work, a consistent approach across schools (in, for 
example, how absences are defined as excused, and how schools work with students with 
attendance problems) is required.  
 

3. A focus on equity needs to be a consistent part of this approach. All strategies must be 
developed and implemented through an “equity lens,” to ensure they are helping to close the 
achievement gap and otherwise narrow the disparities in access and outcomes based on race, 
ethnicity, and other factors, and to ensure there are no unintended consequences that increase 
disparity. All strategies included in this action plan include specific guidance to ensure they are 
implemented with a focus on promoting equity. 

 
Companion documents to this action plan will be developed to aid stakeholders in its implementation. 
Resource lists, with information on specific programs and services and how to access them; sector-
specific implementation guides; templates; and tools and resources to promote cultural competency 
and language access will all be made available. 
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Action Plan 
 
Goal 1. Ensure a positive school climate, flexible instructional approaches, and supportive services to 
encourage school attendance and engagement. 
 
Strategy 1.1. Conduct an awareness campaign to educate students, parents, and community 
stakeholders about the importance and benefits of school attendance, and on policies and procedures 
regarding school attendance. 

 Develop a consistent brand and slogan for use across all platforms and with all audiences. 

 Ensure materials targeted to specific audiences. 

 Consider products to include: website, PSAs, social media, print materials, and webinars. 

 Engage multiple sectors, including the business community, in development and 
implementation. 

 Include an action campaign to engage youth. 

 Incorporate messaging into Back to School Nights and Kindergarten Registration. 
 

 Promoting Equity: Ensure messages and resources are culturally competent and linguistically 
appropriate. Target implementation to communities with identified risk factors, and tailor 
messages to identified communities. Engage youth and families in the development and 
dissemination of messages. 

 
Strategy 1.2. Ensure school attendance messaging is incorporated into school readiness initiatives. 

 Include messaging as a part of Kindergarten Registration, Neighborhood School Readiness 
Teams, and other transition activities. 

 Develop resources for Head Start and other pre-school providers to include messaging in their 
programs and services. 

 Explore incorporating attendance-related components into the Office for Children’s Institute for 
Early Learning trainings for child care providers 

 

 Promoting Equity: Ensure messages and resources are culturally competent and linguistically 
appropriate. Ensure representation and participation from community organizations and 
programs that serve diverse communities in the development and dissemination of messages. 

 
Strategy 1.3. Ensure messaging and information targeted to parents and families related to school 
attendance are accessible, relevant, and widely available. Information should particularly target children 
and youth transitioning education settings.  

 Develop standard presentations on the importance of attendance, and on relevant policies and 
procedures for parents to know, for trainers from multiple sectors. 

 Promote the “Getting to Know FCPS” orientation session for recently immigrated parents new to 
FCPS. 

 Develop resources for teachers to incorporate the topic at parent-teacher conferences. 

 Ensure information on policies and practices, and attendance-related tips and resources, are 
easily accessible online (on FCPS and relevant community-based sites).   

 Explore developing a mobile app to simplify the process for parents to notify schools about 
student absences. 
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 Promoting Equity: Ensure messages and resources are culturally competent and linguistically 
appropriate. Target implementation to communities with identified risk factors, and tailor 
messages to identified communities. Engage youth and families in the development and 
dissemination of messages. 

 
Strategy 1.4. Fully implement the Return to Learn protocol to support the transition back to school for 
students who miss significant time for any reason. 

 Implement the Return to Learn protocol. 

 Share the protocol with parents, doctors, partners, and other key stakeholders so they are 
aware of the protocol and how it is implemented.  
 

 Promoting Equity: Regularly identify needed adaptations to ensure the protocol is culturally 
relevant. Monitor data to identify any disparities in implementation or outcome.  

 
Strategy 1.5. Promote access to career and technical education, alternative schools, credit recovery and 
other Nontraditional School Programs, which allow for greater flexibility and individualization of 
instruction. 

 Promote the programs and provide clear information for students, families, and school staff on 
how to access them. 

 Identify gaps and examine opportunities to expand access, including a review of the impacts of 
eligibility criteria on English as a Second Language students and on students with past 
attendance issues. 

 Collaborate with Skill Source and other community partners offering job training opportunities 
to promote services and prepare interested youth for local job opportunities.  
 

 Promoting Equity: Ensure resources and program information culturally competent and 
linguistically appropriate. Regularly monitor admission data to identify any disparities in 
implementation or outcome. 

 
Strategy 1.6. Increase school engagement and performance by promoting out of school time 
experiences that complement school curricula. 

 Develop and promote resources and guidance to out of school time providers to implement 
project-based and problem-based learning experiences that complement what participants are 
learning in school. 

 Develop and promote resources and guidance to out of school time providers to provide 
adequate and appropriate homework help and tutoring opportunities to students in need. 

 Implement quality mentoring programs. 
 

 Promoting Equity: Ensure messages and resources are culturally competent and linguistically 
appropriate. Ensure representation and participation from community organizations and 
programs that serve diverse communities in the development and dissemination of messages. 
 

Strategy 1.7. Increase school engagement and performance through local business actions to promote 
school attendance. 
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 Identify work hours that should be restricted to older employees, and encourage businesses to 
implement the recommendations. 

 Develop school-business partnerships to offer access to visits, internships, or job interviews to 
youth with good or improved attendance. 

 Include recognition of good or improved school attendance in employee of the month and 
similar workplace awards.  
 

 Promoting Equity: Ensure messages and resources are culturally competent and linguistically 
appropriate. Ensure businesses serving diverse communities are included and are engaging 
youth from those communities. 

 
Strategy 1.8. Promote instructional practices to greater emphasize personalization in school day 
activities. 

 Implement revised curricula, instructional standards, and problem/project-based learning 
opportunities, as identified in the FCPS Strategic Plan. 

 Expand Responsive Instruction implementation, as identified in the FCPS Strategic Plan. 

 Fully assess individual student progress, as identified in the FCPS Strategic Plan.  
 

 Promoting Equity: Ensure cultural competence in curricula and projects. Assess progress 
towards reducing the achievement gap. Ensure access to appropriate technology for all 
students. 
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Goal 2. Closely monitor absenteeism and student behavior to enable early detection and intervention. 
 
Strategy 2.1. Implement a standardized process for monitoring and acting on school attendance data. 

 Develop system-wide definitions and standards for excused and unexcused absences and 
tardiness. 

 Identify attendance leads at each school to serve as points of contact for tracking, monitoring, 
policy changes, etc. Provide regular training and follow-up. 

 Tie the data system to the set of tiered interventions, to allow for simplified data analysis, and 
triggers to follow up with students. 

 

 Promoting Equity: Ensure the process takes into account challenges staff in certain schools may 
face, especially when parents have communication challenges. Utilize parent liaisons and 
interpreters in parent outreach related to attendance issues. Partner with parent 
liaisons/interpreters in facilitating discussions about attendance concerns with parents. 
 

Strategy 2.2. Utilize student data to increase effectiveness of school attendance teams in monitoring of 
individual student and school-wide trends.  

 Develop and implement building-level monitoring processes and incorporate attendance into 
school improvement plans when necessary. 

 Develop a set of regular reports at the school and system levels, including disaggregated data, so 
that trends can be evaluated. 

 Develop procedures for school administrators and teams to review attendance data routinely 
for student absence patterns. 

 Explore if data on trends in illness can be used to identify common root causes. 

 Tie reviews to the set of tiered interventions, to allow for simplified data analysis, and triggers to 
follow up with students. 
 

 Promoting Equity: Disaggregate data to identify disparities and population-specific risk factors. 
 
Strategy 2.3. Revise position description and duties for School Probation Officers. 

 Clarify the position’s roles to include active support for students at risk for chronic absenteeism, 
to include a revised position description that emphasizes the skills necessary for such work. 

 Include Check and Connect training in the School Probation Officer annual orientation. 

 Include School Probation Officers on school attendance teams tasked with tracking attendance 
data at the school and student levels. 

 

 Promoting Equity: Target students “at risk” for court involvement who show concerns in 
attendance, behavior, and or academics, as outlined in Check and Connect. 

 
Strategy 2.4. Revise position description and duties for School Attendance Officers. 

 Clarify the position’s roles to include active support for students at risk for chronic absenteeism, 
to include a revised position description that emphasizes the skills necessary for such work. 

 Include Check and Connect training in the School Attendance Officer annual orientation. 

 Include School Attendance Officers on school attendance teams tasked with tracking attendance 
data at the school and student levels. 
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 Consider separating school district residency verification duties from those of School Attendance 
Officers. 

 

 Promoting Equity: Target students “at risk” for court involvement who show concerns in 
attendance, behavior, and or academics, as outlined in Check and Connect. 

 
Strategy 2.5. Ensure evaluations of school start time changes include impacts on attendance (to include 
tardiness). 

 Review data for all grade levels. 

 Develop recommendations based on data, if necessary. 
 

 Promoting Equity: Monitor data to identify any disparities in implementation or outcome.  
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Goal 3. Involve families, school staff, community service providers, and other key stakeholders in 
service planning and monitoring. 
 
Strategy 3.1. Establish consistent practices for child-, youth-, and family-service organizations to 
collaborate, consult, and share information. 

 Implement and/or identify existing meetings of local or regional schools and youth-serving 
organizations convened to share information and resources and to collaborate on solutions to 
root causes of absenteeism (and other issues).  

 Ensure service navigators, case managers, and other staff responsible for connecting families to 
resources are aware of available services and opportunities.  

 Develop and implement agency- and school-level processes to report back on meaningful 
information from meetings. 

 

 Promoting Equity: Ensure representation and participation on teams from community 
organizations and programs that serve diverse communities. 

 
Strategy 3.2. Establish consistent practices for student-level information sharing among FCPS, County 
agencies, and community-based organizations. 

 Develop and implement common release forms for the sharing of information across agencies. 

 Explore opportunities to allow for shared access to data systems across agencies.  

 Include language about FERPA, HIPAA, 45 CFR, and other relevant privacy laws in policies and 
procedures related to data and information sharing/release. 

 

 Promoting Equity: Ensure forms are culturally competent and linguistically appropriate. Consider 
cultural practices and reading level in developing consent forms and engaging parents to sign 
them. 

 
Strategy 3.3. Engage PTAs/PTOs and other family organizations in regular updates on trends and issues 
related to attendance, to promote collaborative approaches. 

 Share data and discuss trends with family organizations on a regular basis. 

 Develop and implement family-led outreach efforts to promote attendance. 
 

 Promoting Equity: Provide language access. Ensure representation and participation on teams 
from community organizations and programs that serve diverse communities. 
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Goal 4. Develop tiered school- and community-based responses that prioritize comprehensive 
supportive services and reduce punishments. 
 
Strategy 4.1. Develop a consistent list of programs, services, and other resources for youth and families 
that allows for localized (e.g., pyramid-level) services to be included, allowing for easy identification of 
opportunities for referral (and self-referral) and/or collaboration. 

 Develop a pre-populated template for a resource list that schools and other organizations can 
tailor to their geographic area and easily post online. Ensure the inclusion of key services 
identified by the community as necessary to serve students with attendance issues: mentoring, 
peer support, prevention and out of school time programming, parenting programs, summer 
transition programs, behavioral health services, and transportation. 

 Implement a consistent web presence across schools, so families and stakeholder can easily 
locate resources. 

 Ensure postings from countywide points of access (e.g., county agency websites). 

 Develop resources for social workers and other key staff (inside and out of schools) so they are 
aware of processes for making referrals to or otherwise collaborating with listed organizations 
and programs. 

 Identify individuals responsible for maintaining each localized resource list. 
 

 Promoting Equity: Highlight providers of culturally competent and linguistically appropriate 
services. Include interpreters and translators in lists. Engage with community providers and 
families to develop the lists. 

 
Strategy 4.2. Identify and advocate for legislative changes that are needed to better serve students and 
families. 

 Ensure an annual review of pending legislation and negative impacts of existing legislation. 

 Coordinate approaches among FCPS and County to develop legislative package language. 

 Identify private advocacy organizations to champion changes. 
 

 Promoting Equity: Ensure an equity lens to all proposals, and highlight potential and existing 
unintended consequences. 

 
Strategy 4.3. Implement a tiered system of interventions related to school attendance and absences, as 
listed below. 

 Identify opportunities to increase school staffing (including but not limited to SOSAs, clinical 
staff, and counselors), in order to expand case management capacity.  

 Identify opportunities to utilize or increase staffing in non-school settings to expand case 
management capacity. Explore using staff from JDRDC, DFS, NCS, and CSB, as well as 
community-based organizations.  

 Ensure multi-sector and multi-disciplinary approach to all interventions when possible. 
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Tier 1 
Purpose: To identify and recognize students whose good or improved attendance could be maintained 
and cultivated as long as prevention-oriented supports are in place. 
Target Group: All students who have missed between 0- 9% of school days in a quarter or cumulatively 
in a school year.  
Required Interventions: Create a school wide plan that promotes and supports good attendance and 
assesses individual students’ risk factors that may cause entry into tier 2. The plan should include 
strategies under each of the five “required components” listed below. 
 

Required 
components 

Potential Interventions/Resources (not an exhaustive list) 

Monitor data  Implement a School Attendance Team to identify trends and students at risk. 
(See 2.2 for team roles.) (recommended)  

 Utilize homeroom* teachers to identify students at risk, based on daily 
observation, and to share information with the School Attendance Team. 

  

Engage students 
and parents 

 Implement positive behavior approach strategies (e.g., Positive Behavior 
Interventions and Supports, Responsive Classroom) school-wide. 
(recommended) 

 
Additional strategies may include: 

 Utilize homeroom* teachers to reach out to students and parents following 
absences. 

 Utilize homeroom* teachers to contact students individually in the week 
before school begins. 

 Utilize parent liaisons and interpreters to contact families. 

 Utilize SROs to engage and connect with students. 

 Promote participation in prevention-focused programming such as 
Neighborhood and Community Services programming, the Middle School 
After-School program, parenting programs, and others. 

 Host resource fairs and other events to expose families and students to 
school- and community-based services. 

 Implement the Kids at Hope approach. 

 Engage the PTSA and other family organizations in school activities and 
events. 

 Implement trauma-informed practices throughout the school. 

Recognize good 
and improved 
attendance 

Examples of strategies include: 

 Incorporating good and improved attendance into behavior incentive plans. 

 Implement competitions and regular awards to recognize good and improved 
attendance. 

 Offer texts and teacher calls to recognize attendance improvement. 

Provide 
personalized 
outreach 

Examples of strategies include: 

 Use social media as a tool to reach individual students and families. 
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 Promote parent use of SIS and report cards to track and monitor their 
students’ attendance. 

Remove barriers 
to attendance 

Implement services and strategies that universally help students or motivate 
students to attend school, and localize approaches where necessary. Examples of 
strategies include: 

 Central registration that provides families with information on other services, 
messaging on attendance, and resources to support school engagement 

 Free and reduced price meals, and connections to out of school time 
programs that provide meals and snacks 

 Resource fairs for students and families 

 Fairfax Connector passes 

 Flexible schedule learning opportunities 

 Annual health and wellness assessments and screenings 

 
*”Homeroom teachers” can refer to any teacher that has daily contact with a group of students. Some 
middle and high schools have daily (or every other day) intervention or check-in periods where a teacher 
might fit this description. 
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Tier 2 
Purpose: To identify the root cause(s) of an individual’s absenteeism and put into place a plan that 
includes services and supports to address the absenteeism and opportunities to reengage in school if 
necessary.  
Target Group: Students who have missed 10-19% of school days in a quarter or cumulatively in a school 
year, and identified impact on grades and/or behavior. 
Required Interventions: Continued building upon and exhausting required tier 1 interventions. Develop a 
student attendance plan with student and parent. Identify root causes of absenteeism and barriers to 
attendance and refer to services and monitoring/mentoring program. Convene with informal multi-
agency team to discuss resources.  
 

Required components 
Potential Interventions/Resources (not an exhaustive 
list) 

Develop, in 
collaboration 
with the 
student and 
his/her family, 
an individual 
attendance 
plan that 
includes the 
five listed 
components. 
Interpreters 
and parent 
liaisons should 
be engaged as 
necessary to 
support 
families. 

1. Individual 
responsibility 

Elements could include: 

 Acknowledgement of the importance of attendance 

 Individual/family responsibilities, such as setting 
alarms, consistent bedtimes, identification of 
neighbors who can provide rides if needed, visiting 
the doctor when sick, etc. 

2. Attendance-focused 
monitoring and 
intervention 

Student should participate in a group-level intervention 
that includes a monitoring component. Recommended 
interventions include: 

 Check and Connect 

 Attendance Circles 

3. Incentives for 
improved attendance 

In addition to Tier 1 incentives, possible options include: 

 Reward/incentivize achievement of individual goals 

 Texts and teacher calls to recognize attendance 
improvement 

4. Exploration of non-
traditional school 
programs and flexible 
scheduling options 

Present family with options and opportunities related to: 

 Flexible scheduling 

 Career and technical education 

 Alternative schools 

 Other non-traditional programs 

5. Identification of and 
referral to additional 
services to support 
student and family 

At the plan development meeting, and throughout the 
intervention, identify resources to address identified 
barriers to attendance (e.g., physical or behavioral 
health problems, lack of transportation). (See 4.1.) If 
additional assessment or intensive intervention is 
required, move student to Tier 3.  

Engage team of local or regional schools 
and youth-serving organizations to 
problem solve and help identify solutions 
(if necessary) 

Examples of teams include: 

 Regional Change Teams 

 Regional Provider Networks 

 School-Based Multi-Agency Teams 

 Neighborhood Networks 
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Tier 3 
Purpose: To identify the root cause(s) and risk factors of an individual’s absenteeism and put into place a 
plan that includes services and supports to address absenteeism and opportunities to reengage in school 
if necessary.  
Target Group: Students who have missed 20% or more of school days in a quarter or cumulatively in a 
school year, and identified impact on grades and/or behavior, and/or face a risk factor (such as 
involvement in child welfare or juvenile justice system, homelessness, or having a parent who has been 
incarcerated). 
Required Interventions: Update attendance plan with student, parents, school officials, and other 
relevant members of the multi-agency team, to ensure required Tier 2 interventions have been 
attempted and exhausted; ensure wraparound intervention has been completed prior to 
recommending/involving Court involvement.  
 

Required components Potential Interventions/Resources (not an exhaustive list) 

Review and revise 
attendance plan. Ensure all 
appropriate Tier 2 options 
have been exhausted. 

Possible updates to the plan that may need to be considered include: 

 IEP meeting if student receives or may qualify for special education; 
reexamine special education services. 

 Return to Learn 

Wraparound intervention A coordinated framework must be developed to implement a team-
based planning process that provides a facilitated family meeting and 
wraparound and case management services to the student/family. The 
framework should build on existing practices and services, such as 
Family Resource Meetings, Family Partnership Meetings, Neighborhood 
Networks, and Intensive Care Coordination. 

Continue to incentivize and 
reward improvement in 
attendance 

 Texts and staff calls to recognize attendance improvement 

 Other rewards 

Court referral – only if 
everything else doesn’t 
work 

 Student Attendance Officer refers student to court for diversion 
(see “The Diversion Process” for more information) 
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The Diversion Process 
 

Requests for Truancy petitions are submitted to Juvenile Intake by the School Attendance Officer (SAO) 
after the school has exhausted interventions/services to address the juvenile’s attendance issues. Upon 
receipt, the Monitored Diversion (MD) Counselor/Intake Officer reviews the SAO’s affidavit to determine 
if there is enough information (probable cause) to move forward with the case and to ensure that all 
possible interventions have been attempted. Once that determination has been made, the MD 
Counselor will schedule an appointment to meet with the juvenile and his/her parent(s) to place the 
juvenile on Monitored Diversion. During the first couple of appointments a risk assessment is 
completed. The risk assessment helps the MD Counselor, juvenile, and family collaboratively create a 
case plan that will be utilized through the duration of the diversion period, 90 days, to work on the 
specific needs areas that brought the juvenile to the attention of the Court and work towards 
connecting the juvenile and family to appropriate services. If the juvenile is non-compliant with the case 
plan and continues to be truant from school, the case would be closed unsuccessfully and a petition may 
be issued, sending the case before the Court for a judge to hear.   
 
The goals and action steps in the case plan are based on the specific needs identified in the risk 
assessment (e.g., school behavior, community/peer relations, substance use, mental health, 
aggression/violence). The MD Counselor talks with the juvenile and parent about the identified need 
and asks them what they think they could use work on so that they are addressing that need. For 
example, a goal to improve attendance might be supported with action steps such as setting the alarm 
daily, waking up 30 minutes earlier, attending counseling to address anxiety, seeing a doctor to address 
medical issues, etc. Action steps are designed to be measurable so the MD Counselor can follow up on 
them and work with the family to ensure they are doing what they can to address the underlying needs. 
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Members of the Attendance Task Force 
 

Lora Adams, Lake Braddock Secondary School 
Shannon Anderson, Stuart High School 
Lorrie Appleton, Lake Braddock Secondary School 
Ned Barnes, Fairfax County Neighborhood and Community Services 
Monica Bentley, Annandale High School 
Melissa Brady, Stuart High School 
Kristen Brennan, Fairfax County Neighborhood and Community Services* 
Alan Brody, Fairfax County Public Schools 
Alejandra Cabellero, Fairfax County Neighborhood and Community Services 
JD Call, Fairfax County Public Schools   
Lindsay Cao, Fairfax County Public Schools   
Nick Corsi, McLean High School 
Chrissy Cunningham, Fairfax County Neighborhood and Community Services* 
Cindy Dickinson, Fairfax County Public Schools - Crisis Intervention* 
Nancy Dolan, Edison High School 
Keesha Edwards, Fairfax County Department of Family Services - Protection & Preservation Services 
John Ellenberger, Robinson Secondary School 
Jesse Ellis, Fairfax County Neighborhood and Community Services* 
Jeanne Frost, Fairfax County Health Department 
AJ Fuller, Fairfax County Neighborhood and Community Services 
Sarah Galvan, Boys Town Washington DC 
Brett Garner, Lake Braddock Secondary School 
Carmen Gill Bailey, Fairfax County Health Department 
Jim Gogan, Fairfax County Department of Family Services - Child Protective Services 
Rob Grape, Fairfax County Neighborhood and Community Services 
Keith Grupposo, Fairfax County Juvenile and Domestic Relations District Court 
Mike Hanpeter, Poe Middle School 
Angelina Harris, Dominion Hospital 
Kelly Henderson, Formed Families Forward 
Stephen Howes, Luther Jackson Middle School 
Nadeah Johnson, Fairfax County Juvenile and Domestic Relations District Court 
LaTanja Jones, Fairfax County Neighborhood and Community Services 
Victoria Kairys, Fairfax County Neighborhood and Community Services* 
LeAnne Kannapell, Oakton High School 
Darryl Leedom, Wesley Housing 
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For more information on the Attendance Action Plan, visit http://bit.ly/ffxattends or contact the Fairfax 
County Department of Neighborhood and Community Services Prevention Unit at  
ncs-prevention@fairfaxcounty.gov.  

http://bit.ly/ffxattends
mailto:ncs-prevention@fairfaxcounty.gov
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SUMMARIES OF INTERVIEWS WITH COLLECTIVE IMPACT STAKEHOLDERS 

 

OVERALL THEMES 

These are themes that emerged across questions and across all stakeholder groups.   

 Recognition of need for greater involvement of Community Organizations 

 As a SCYPT, essential to reach out to invite attendance and support 

participation 

 Community Organizations seen as key to success with initiatives 

 Some see the SCPYT as too exclusive and catering to Schools and County; 

SCPYT needs to reach out to Community Organizations 

 a smaller subset feel like the Community Organizations need to involve 

themselves and speak up when they do attend 

 

 There is a sense that the community at large is unaware of the SCYPT’s presence 

and activities 

 As such, community involvement and support is low 

 

 SCPYT members crave timetables, action plans, and measureable milestones 

 

 The Facilitator is helping the SCYPT in its goals 
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ABOUT THE COLLECTIVE IMPACT APPROACH CONTEXT 

To what extent and in what ways does the Collective Impact approach we are 

implementing tap into the strengths and assets of the Fairfax communities? 

 School Elected & Appointed, School Management, Backbone staff, CANs staff, and 

Community Organizations agree that YES the CI approach is tapping into strengths.   

“This collective impact approach taps into the strengths of people;  they are being 

heard, included. In my short time, there are so many individuals with skills and expertise 

that allows us to come together. We can tap into all this in a cohesive way.” - Schools 

Executive Management - 4 

 Government Elected & Appointed and Government Management say not yet but on 

the way 

 In terms of what needs work:  

o Government Elected & Appointed, Government Management, CANs, and 

Community Organizations agree that the SCYPT needs more input from 

Community Organizations 

o School Elected & Appointed and School Management says that the SCYPT 

needs more actionable items 

 

To what extent is there a sense of urgency around the issues being addressed by 

our Collective Impact approach? 

 School Management, Government Elected & Appointed, Government Management, 

CANs, and Backbone staff agree that the SCYPT members themselves have a 

sense of urgency around issues, especially Equity 

“While we have built urgency within the SCYPT, we have not been able to effectively 

communicate it outside. That’s where it’s particularly relevant. How our issues affect our 

community.”  Backbone Organization Management Staff - 3 

 School Elected & Appointed, Backbone Staff, Community Organizations, 

Government Elected & Appointed, and Government Management agree that there 

needs to be more urgency, for different reasons 

o School Elected & Appointed and Government Elected & Appointment agree 

that there needs to be a timetable, actionable goals, and estimate of costs 

o Backbone staff report that the SCYPT needs more urgency around the 

interconnectedness of work 

o Government Management point out that the County and Schools do not agree 

on the urgency 
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To what extent do you believe there are champions who are willing to make a 

commitment to addressing the issues we have prioritized through our Collective 

Impact approach? 

 Generally, Count Executives and Supervisors are seen as champions 

 School Management, Backbone staff, and Government Management see the 

SCYPT members as champions 

 Government Elected & Appointed, Government Management, Community 

Organizations, Backbone Staff, School Elected & Appointed, and School 

Management point out that Community Members in general are not champions 

o School Elected pointed out that SCYPT needs to be more strategic in 

engaging the community 

o Govt. Elected & Appointment and Government Management agree that 

SCYPT needs to do a better job tapping into Community Members for support 

by articulating the goals and vision of SCYPT 

“I think from a staff issue, county-schools, there’s a number of champions, people ready 

to step up and lead the way. As we are leading the way, we should not forget to engage 

the community champions.”     -County Government Executive Management - 2 

 

To what extent do you believe there is funding to support the work we are 

conducting or want to conduct as part of our Collective Impact approach? 

 Government Elected & Appointed, CANs management, and Backbone Staff 

believe there is enough money 

 Government Elected & Appointed report that there is not enough clarity to 

apply the funding appropriately 

 Backbone staff and CANS management says that the SCYPT needs to be 

strategic in how it applies funding 

 Be smart with coordinating budgets of various partners 

 Government Management, School Elected & Appointed, School Management, 

and Community Organizations say that there needs to be more funding 

 General agreement that there is never enough funding, that there is a 

desire to fund but that the money is not there to give 

 General agreement that efficiency is key to making the most of the money 

that is available 

 Coordinate with all funding streams to best apply money 

“Trick question- There’s never enough funding.” -County Government Executive 

Management 1 
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“Resources are there if everybody pitches in. There will never be enough, but enough to 

get things going.”  Schools Executive Management – 2 

“Funding is more easily obtained. Schools and county to come together for funding. It’s 

about policies as well.  It is serving the function of helping to formalize things. We do 

strategic planning. We would have included schools and community. Through SCYPT, 

you HAVE to do it.” - Collaborative Action Network - 2 
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ABOUT THE COLLECTIVE IMPACT APPROACH DESIGN AND IMPLEMENTATION 

To what extent and in what ways is our Collective Impact approach designed to 

incorporate all five of these core conditions?  

 Common Agenda 

 Everyone yes: Backbone Staff, CANs, Community Organizations, Govt. 

Elected & Appointed, Govt. Management, School Elected & Appointed, 

School Management  

 Continuous Communication 

 Backbone Staff, CANs staff, Community Organizations, Govt. Elected & 

Appointed, and Govt. Management 

 need to share more information, especially with general community 

 Accountability is key to making this work 

“Folks outside of SYCPT and county staff, if I ask at my folks at XXX about this work, 

nobody has a clue. Need to do a better job of getting information to the public. 

Something to improve is communications to stakeholder.” Community Organization 

Leaders - 3 

 Backbone Function 

 Backbone staff, CANs staff, Community Organizations, School Elected & 

Appointed, and School Management yes 

 According to Community Organizations, Govt in a tricky spot with 

Backbone being part of Govt. 

 Mutually Reinforcing Activities 

 Backbone, Community Orgs, Govt. Elected & Appointed - yes 

  need to point out explicitly when this is happening, especially with the 

CANs 

 CANs point out that this will improve as partners check in each other and that 

a culture shift is needed 

“A challenge the mutually reinforcing activities. A lot of people are doing a lot of things. 

It’s a challenge to try to keep all that linked together…. I think it’s a challenge because 

it’s a big system with a lot of talented and motivated people…. We have to allow for a 

certain amount of redundancy in a system, recognizing if you wait for things to fit into 

one plan, some people will be frustrated not moving ahead. That balance of a common 

agenda, common plan, but also allowing for the moving ahead on something.  

Sometimes you got to solve problems and move ahead.”  -Collaborative Action Network 

- 3 
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 School Elected & Appointed and School Management point out that this 

needs work, and that coordinating on limited funding will help this aspect 

succeed better 

 

 Shared Measurement System 

 Backbone, CANs, Community Orgs, School Elected & Appointed and School 

Management - see this as a work in progress 

 Tools like the dashboard will help; time will tell how useful it is 

 Common Agenda is key to this component 

 

 

Which conditions are gaining the most momentum, and where is the Collective 

Impact approach experiencing significant challenges? 

 Common Agenda 

 Backbone Staff, Govt. Elected & Appointed, Govt. Management, School 

Elected & Appointed, School Management – yes 

 CANs point out that momentum is highest during meetings, but that 

progress slows considerably in between 

 Community Organizations are not sure that the problems have been 

defined well enough 

 Continuous Communication 

 CANs - yes  

 Backbone staff believe this one is a challenge, and that using the 

listserv between meetings would help 

 Govt. Elected & Appointed, Govt. Management, School Elected & 

Appointed, School Management agree that communication with 

community stakeholders is lacking 

“To the broader public, I think we have not yet…At the first community session where 

we invited stakeholders to help build our outcome sheet, that was an excellent first step 

to informing community stakeholders. Letting them know there would be opportunity to 

be involved, to participate. We haven’t followed up with them on that. But in a way, we 

can’t do that until we have a set communication system with both boards. We’re getting 

there.”  -Schools Executive Management - 3 

 Backbone Function 

 Community Orgs point out that having a Government-based Backbone staff is 

challenging because they are not a neutral entity 
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 Mutually Reinforcing Activities 

 Backbone staff- yes 

  need to point out explicitly when this is happening, especially with the 

CANs 

 Govt. Elected & Appointed, Govt. Management, School Elected & Appointed 

and School Management see progress being made here 

“We are doing fairly well with the mutually reinforcing activities. I think the collective 

networks out there are making intentional decisions to share resources, etc. But 

because it’s sort of massive, the information that gets back to the SCYPT on the work is 

limited. That is a strong foundation for us to continue to build on.” County Government – 

Elected & Appointed Officials - 3 

 Shared Measurement System 

 Backbone, Community Organizations, Government Management, School 

Elected & Appointed and School Management - see this as a work in 

progress 

 Govt. Elected & Appointed, School Elected & Appointed, and School 

Management see some progress being made here and point out the need for 

getting data more quickly 

“I also think that we need better progress on the collection and use of data for promoting 

the accountability learning and improvement. It’s my sense that it’s just an issue of 

timing, and hopefully we see that become more robust.”    - Schools Elected Officials - 1 

 

What else is needed to continue supporting our Collective Impact approach’s 

progress? 

 Backbone Staff, CANs, Community Organizations, Govt. Elected & Appointed, Govt. 

Management, School Elected & Appointed, School Management – Keep the 

facilitator 

“I do think that the independent facilitation is crucial. “ - Collaborative Action Network - 1 

 Backbone Staff- Improved communication and coordination 

“We need some dedicated resources to communications – internal and external 

communication. Not about designing pretty graphics, but about the process. Finding 

who needs what information and ways to get information to them, and the two-way 

communication. It’s not just about us informing stakeholders, but also about 

stakeholders informing us about what’s going on.”  - Backbone Organization 

Management Staff - 1 
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 Govt. Elected & Appointed and Government Management- communication with the 

larger community 

 “ ‘Community input’ we need to bring them in at an early point, bring it to reaction to 

organizations for input.  We don’t need to have it all on our shoulders, but we have to be 

more open in a strategic way and time to include the right participants in this process. 

“   -County Government Executive Management – 4 

“Broadening the discussion – to have a larger community understand of what we are 

trying to accomplish. I think SCYPT is a successful model for us. But I find it amazing 

that we when try to share what we are doing, people are in awe that we would tackle it.  

How do we continuously share what collective impact means? About how we do our 

work? How, through the sharing, we gain more leverage of support in trying to 

accomplish something.  If we didn’t use the term “Collective Impact,” but we saw that we 

do sit down and share and work together and are willing to wrestle across the table and 

get an understanding about results and impacts to our community in an effective way, 

maybe they would be more supportive of the work we are trying to accomplish.” - 

County Government Elected Officials - 2 

 Community Organizations- More involvement from nonprofit organizations and 

community members 

 Community Organizations, School Elected & Appointed and School Management - 

milestones to measure progress 

“More timelines – milestones are needed.  The last year has been the most productive. 

Not gonna say it’s answered everything. It’s getting better. The harder discussions didn’t 

happen until the last 1.5 years.”  - Community Organization Leaders - 4 
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ABOUT THE COLLECTIVE IMPACT APPROACH OUTCOMES AND IMPACT 

 

What difference has our Collective Impact approach made on its stakeholders 

and their capacity to address complex problems for children, youth, and families? 

 Community Organizations, Backbone staff, and Govt. Management- increase 

knowledge on issues and how they connect 

“We are keeping abreast of what is going on in Fairfax County. But Fairfax is just one of 

the areas we cover. It is the biggest by far. This work has kept us apprised about 

current thinking on needs of children and ways to address these needs.”  - Community 

Organization Leaders - 1 

 Community Organizations, Govt Elected & Appointed- bring important issues to the 

attention of stakeholders, brings stakeholders to the table 

 Community Orgs- County and Schools need to be able to coordinate better and not 

overlap 

 CANs staff, Backbone staff, School elected and Management- Increase capacity to 

serve public through connections and partnerships 

 CANs staff, School Management- looking at issues holistically, thinking outside their 

silos 

 CANs staff, Govt. Management- easier case to argue for funding 

 Govt. elected- communication needs to improve before much can change 

 

 

To what extent and in what ways are the various sectors (e.g., county 

government, schools, community-based organizations, etc.) making different 

decisions about policies, programs, and the use of resources as they relate to the 

outcomes of our Collective Impact approach? 

 Community Orgs, CANs staff, Government Elected & Appointed, and Government 

Management - see there is an Impact on Govt Agencies in terms of better policies, 

programs, and use of resources 

 CANs point out that JDRC lost resources for kid services 

 School Elected & Appointed, School Management, Govt. Management- see impact 

on Schools and their policies, programs, and use of resources 

 No one sees changes for Community Orgs 

 

 Community Orgs- see that County and Schools are working together better 

 Community Orgs- everyone is thinking about metrics, outcomes, measures 
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 Community Orgs- things that SCYPT needs to do a better job of working with 

communities of color and equity 

 Backbone staff, Govt Management, School Elected & Appointed- call for increased 

involvement with Community Orgs 

“Difference in involvement – community-based organizations have not found their voice. 

They haven’t been given the opportunity. Maybe it’s a little of both.”  -Backbone 

Organization Management Staff - 2 

 

What has contributed or hindered the achievement of our Collective Impact 

approach’s outcomes? 

 Contribute: 

 Community Orgs, Govt Management, Schools Elected and Management - 

improved communication between stakeholders 

 CANs staff, Backbone, Govt Elected and Management, Schools Elected and 

Management - facilitator helps 

 Backbone, Govt Managment- time spent on structure and process 

 Backbone- elevated issues to county-wide 

 School Management- pre-existing relationships 

 

 Hinder: 

 Community Orgs- Govt as Backbone 

 CANs staff- politics, pre-existing relationships 

 Backbone, Schools Elected - need more people outside of SCYPT to be 

informed and engaged 

 Govt. Elected & Appointed- low Community Org input 

 Govt Management- lack of structure in between meetings to support progress 

(e.g., HW b/t meetings, time tables, milestones, etc.)  

 

What are key lessons learned about engaging in a Collective Impact approach? 

“I do think that everyone involved in SCYPT gets an A for effort for trying to do 

something and not just lip service. The commitment of the people there is to make 

things better for kids and the community. One of the strengths is trying to break through 

the cultures each of the sectors have. All have very different cultures and makes it 

difficult to accomplish things, so we need to set aside some of our own ingrained 

patterns of how we work and make things happen.” - Community Organization Leaders 

– 2 
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“To make sure in the very beginning what your end goals is very clear. If you ask each 

member, you probably get a different answer form all.  We are going to agree on a goal, 

but each time we sit down we re-evaluate the goal. We all agree on a common agenda, 

the problem is that it is not laser like. It’s hard to measure. We need to get to a point 

where we are concrete, specific with things we want to measure, and how through 

collective impact happening, the community is working together. “- County Government 

Elected Officials - 1 

“Time – we are work in progress. We need to establish communications channel to 

keep us all on the same page.” - Schools Executive Management – 1 

“I think you have to learn patience and exhibit patience. I often realize we need 

consistency in people that are attending, in conversations and communications. I think 

it’s a good model to any rate. It’s probably an excellent model. But a group this size, this 

big, it’s always going to be difficult to have a corrective plan of action and make sure all 

activities align. Private organizations, they all have their own board, their own agenda. 

You need to have a cheerleader talking about Collective Impact approach and trying to 

execute in a thoughtful manner the importance of moving in a collective way, synergy in 

what we’re doing and what we want to see in our county.  Moving things that impact all 

of us.”  - Schools Elected Officials - 2 

 

 

 

 

 



Summary Results of 
Interviews with 

Collective Impact 
Stakeholders

Schools
Elected & 

Appointed Officials

Schools
Executive 

Management

County Govt.
Elected & 

Appointed Officials

County Govt.
Executive 

Management

Community 
Organizations

Executive 
Management

Collaborative 
Action Networks 

(CANs)
Management Staff

Backbone 
Organization

Management Staff



Larger Themes
• Recognition of need for greater involvement of 

Community Organizations
• As a SCYPT, essential to reach out to invite attendance 

and support participation

• Community Organizations seen as key to success with 
initiatives

• There is a sense that the community at large is 
unaware of the SCYPT’s presence and activities
• As such, community involvement and support is low

• SCPYT members crave timetables, action plans, and 
measureable milestones

• The Facilitator is helping the SCYPT in its goals



More funding is always 
needed; must be efficient 
and coordinate funding

Collective Impact (CI) Approach Context

The CI Approach is seen as 
a work in progress in terms 
of tapping into strengths

The SCYPT has a sense of 
urgency around the issues

County leaders and SCYPT 
members are champions of 
the issues

More urgency needed 
for interconnectedness 
of work



CI Design and Implementation

Generally, yes the SCYPT 
does have a Common 
Agenda
• Took time to develop
• Is gaining momentum

Momentum 
highest at 
meetings, 
wanes between 
meetings

Need to continue 
to define and 
examine problems



CI Design and Implementation

Continuous Communication 
needs work
• Need to engage in more 

information sharing
• Especially so with 

general community
• Accountability is key to 

making this work

Need to use 
SCPYT listserv 
between 
meetings and 
audience-specific 
communication 
strategies

Communication 
with community 
stakeholders is 
lacking; need 
creative 
communication 
strategies



CI Design and Implementation

Backbone Function 
is set up well with 
the SCYPT

Some concern about a 
government- based 
backbone organization



Mutually Reinforcing 
Activities are seen as a 
work in progress

CI Design and Implementation

Mutually Reinforcing Activities 
will improve as partners check 
in with each other

Pointing out when 
there are Mutually 
Reinforcing Activities 
would help overall CI 
approach, especially 
with CANs’ work

Coordinating on 
limited funding 
will help with 
Mutually 
Reinforcing 
Activities



CI Design and Implementation

Shared Measurement 
System is seen as a work 
in progress
• Tools like the 

dashboard should help
• Common Agenda is 

key to success of this

Need to get data 
more quickly



CI Outcomes and Impact

Stakeholders have more 
awareness and knowledge 
on issues and connections

Stakeholders able to 
network and join in CI 

Stakeholders looking at 
issues more holistically

All this results in increased 
capacity to serve the public



CI Outcomes and Impact

Schools and County 
Government are 
writing/revising better 
policies, creating smarter 
programming, and using 
resources more wisely

Lessons learned: be 
deliberate, strategic, 
inclusive, and patient
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SUMMARIES OF INTERVIEWS WITH COLLECTIVE IMPACT STAKEHOLDERS 

 

OVERALL THEMES 

These are themes that emerged across questions and across all stakeholder groups.   

 Recognition of need for greater involvement of Community Organizations 

 As a SCYPT, essential to reach out to invite attendance and support 

participation 

 Community Organizations seen as key to success with initiatives 

 Some see the SCPYT as too exclusive and catering to Schools and County; 

SCPYT needs to reach out to Community Organizations 

 a smaller subset feel like the Community Organizations need to involve 

themselves and speak up when they do attend 

 

 There is a sense that the community at large is unaware of the SCYPT’s presence 

and activities 

 As such, community involvement and support is low 

 

 SCPYT members crave timetables, action plans, and measureable milestones 

 

 The Facilitator is helping the SCYPT in its goals 
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ABOUT THE COLLECTIVE IMPACT APPROACH CONTEXT 

To what extent and in what ways does the Collective Impact approach we are 

implementing tap into the strengths and assets of the Fairfax communities? 

 School Elected & Appointed, School Management, Backbone staff, CANs staff, and 

Community Organizations agree that YES the CI approach is tapping into strengths.   

“This collective impact approach taps into the strengths of people;  they are being 

heard, included. In my short time, there are so many individuals with skills and expertise 

that allows us to come together. We can tap into all this in a cohesive way.” - Schools 

Executive Management - 4 

 Government Elected & Appointed and Government Management say not yet but on 

the way 

 In terms of what needs work:  

o Government Elected & Appointed, Government Management, CANs, and 

Community Organizations agree that the SCYPT needs more input from 

Community Organizations 

o School Elected & Appointed and School Management says that the SCYPT 

needs more actionable items 

 

To what extent is there a sense of urgency around the issues being addressed by 

our Collective Impact approach? 

 School Management, Government Elected & Appointed, Government Management, 

CANs, and Backbone staff agree that the SCYPT members themselves have a 

sense of urgency around issues, especially Equity 

“While we have built urgency within the SCYPT, we have not been able to effectively 

communicate it outside. That’s where it’s particularly relevant. How our issues affect our 

community.”  Backbone Organization Management Staff - 3 

 School Elected & Appointed, Backbone Staff, Community Organizations, 

Government Elected & Appointed, and Government Management agree that there 

needs to be more urgency, for different reasons 

o School Elected & Appointed and Government Elected & Appointment agree 

that there needs to be a timetable, actionable goals, and estimate of costs 

o Backbone staff report that the SCYPT needs more urgency around the 

interconnectedness of work 

o Government Management point out that the County and Schools do not agree 

on the urgency 



3 
 

To what extent do you believe there are champions who are willing to make a 

commitment to addressing the issues we have prioritized through our Collective 

Impact approach? 

 Generally, Count Executives and Supervisors are seen as champions 

 School Management, Backbone staff, and Government Management see the 

SCYPT members as champions 

 Government Elected & Appointed, Government Management, Community 

Organizations, Backbone Staff, School Elected & Appointed, and School 

Management point out that Community Members in general are not champions 

o School Elected pointed out that SCYPT needs to be more strategic in 

engaging the community 

o Govt. Elected & Appointment and Government Management agree that 

SCYPT needs to do a better job tapping into Community Members for support 

by articulating the goals and vision of SCYPT 

“I think from a staff issue, county-schools, there’s a number of champions, people ready 

to step up and lead the way. As we are leading the way, we should not forget to engage 

the community champions.”     -County Government Executive Management - 2 

 

To what extent do you believe there is funding to support the work we are 

conducting or want to conduct as part of our Collective Impact approach? 

 Government Elected & Appointed, CANs management, and Backbone Staff 

believe there is enough money 

 Government Elected & Appointed report that there is not enough clarity to 

apply the funding appropriately 

 Backbone staff and CANS management says that the SCYPT needs to be 

strategic in how it applies funding 

 Be smart with coordinating budgets of various partners 

 Government Management, School Elected & Appointed, School Management, 

and Community Organizations say that there needs to be more funding 

 General agreement that there is never enough funding, that there is a 

desire to fund but that the money is not there to give 

 General agreement that efficiency is key to making the most of the money 

that is available 

 Coordinate with all funding streams to best apply money 

“Trick question- There’s never enough funding.” -County Government Executive 

Management 1 
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“Resources are there if everybody pitches in. There will never be enough, but enough to 

get things going.”  Schools Executive Management – 2 

“Funding is more easily obtained. Schools and county to come together for funding. It’s 

about policies as well.  It is serving the function of helping to formalize things. We do 

strategic planning. We would have included schools and community. Through SCYPT, 

you HAVE to do it.” - Collaborative Action Network - 2 
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ABOUT THE COLLECTIVE IMPACT APPROACH DESIGN AND IMPLEMENTATION 

To what extent and in what ways is our Collective Impact approach designed to 

incorporate all five of these core conditions?  

 Common Agenda 

 Everyone yes: Backbone Staff, CANs, Community Organizations, Govt. 

Elected & Appointed, Govt. Management, School Elected & Appointed, 

School Management  

 Continuous Communication 

 Backbone Staff, CANs staff, Community Organizations, Govt. Elected & 

Appointed, and Govt. Management 

 need to share more information, especially with general community 

 Accountability is key to making this work 

“Folks outside of SYCPT and county staff, if I ask at my folks at XXX about this work, 

nobody has a clue. Need to do a better job of getting information to the public. 

Something to improve is communications to stakeholder.” Community Organization 

Leaders - 3 

 Backbone Function 

 Backbone staff, CANs staff, Community Organizations, School Elected & 

Appointed, and School Management yes 

 According to Community Organizations, Govt in a tricky spot with 

Backbone being part of Govt. 

 Mutually Reinforcing Activities 

 Backbone, Community Orgs, Govt. Elected & Appointed - yes 

  need to point out explicitly when this is happening, especially with the 

CANs 

 CANs point out that this will improve as partners check in each other and that 

a culture shift is needed 

“A challenge the mutually reinforcing activities. A lot of people are doing a lot of things. 

It’s a challenge to try to keep all that linked together…. I think it’s a challenge because 

it’s a big system with a lot of talented and motivated people…. We have to allow for a 

certain amount of redundancy in a system, recognizing if you wait for things to fit into 

one plan, some people will be frustrated not moving ahead. That balance of a common 

agenda, common plan, but also allowing for the moving ahead on something.  

Sometimes you got to solve problems and move ahead.”  -Collaborative Action Network 

- 3 
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 School Elected & Appointed and School Management point out that this 

needs work, and that coordinating on limited funding will help this aspect 

succeed better 

 

 Shared Measurement System 

 Backbone, CANs, Community Orgs, School Elected & Appointed and School 

Management - see this as a work in progress 

 Tools like the dashboard will help; time will tell how useful it is 

 Common Agenda is key to this component 

 

 

Which conditions are gaining the most momentum, and where is the Collective 

Impact approach experiencing significant challenges? 

 Common Agenda 

 Backbone Staff, Govt. Elected & Appointed, Govt. Management, School 

Elected & Appointed, School Management – yes 

 CANs point out that momentum is highest during meetings, but that 

progress slows considerably in between 

 Community Organizations are not sure that the problems have been 

defined well enough 

 Continuous Communication 

 CANs - yes  

 Backbone staff believe this one is a challenge, and that using the 

listserv between meetings would help 

 Govt. Elected & Appointed, Govt. Management, School Elected & 

Appointed, School Management agree that communication with 

community stakeholders is lacking 

“To the broader public, I think we have not yet…At the first community session where 

we invited stakeholders to help build our outcome sheet, that was an excellent first step 

to informing community stakeholders. Letting them know there would be opportunity to 

be involved, to participate. We haven’t followed up with them on that. But in a way, we 

can’t do that until we have a set communication system with both boards. We’re getting 

there.”  -Schools Executive Management - 3 

 Backbone Function 

 Community Orgs point out that having a Government-based Backbone staff is 

challenging because they are not a neutral entity 
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 Mutually Reinforcing Activities 

 Backbone staff- yes 

  need to point out explicitly when this is happening, especially with the 

CANs 

 Govt. Elected & Appointed, Govt. Management, School Elected & Appointed 

and School Management see progress being made here 

“We are doing fairly well with the mutually reinforcing activities. I think the collective 

networks out there are making intentional decisions to share resources, etc. But 

because it’s sort of massive, the information that gets back to the SCYPT on the work is 

limited. That is a strong foundation for us to continue to build on.” County Government – 

Elected & Appointed Officials - 3 

 Shared Measurement System 

 Backbone, Community Organizations, Government Management, School 

Elected & Appointed and School Management - see this as a work in 

progress 

 Govt. Elected & Appointed, School Elected & Appointed, and School 

Management see some progress being made here and point out the need for 

getting data more quickly 

“I also think that we need better progress on the collection and use of data for promoting 

the accountability learning and improvement. It’s my sense that it’s just an issue of 

timing, and hopefully we see that become more robust.”    - Schools Elected Officials - 1 

 

What else is needed to continue supporting our Collective Impact approach’s 

progress? 

 Backbone Staff, CANs, Community Organizations, Govt. Elected & Appointed, Govt. 

Management, School Elected & Appointed, School Management – Keep the 

facilitator 

“I do think that the independent facilitation is crucial. “ - Collaborative Action Network - 1 

 Backbone Staff- Improved communication and coordination 

“We need some dedicated resources to communications – internal and external 

communication. Not about designing pretty graphics, but about the process. Finding 

who needs what information and ways to get information to them, and the two-way 

communication. It’s not just about us informing stakeholders, but also about 

stakeholders informing us about what’s going on.”  - Backbone Organization 

Management Staff - 1 
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 Govt. Elected & Appointed and Government Management- communication with the 

larger community 

 “ ‘Community input’ we need to bring them in at an early point, bring it to reaction to 

organizations for input.  We don’t need to have it all on our shoulders, but we have to be 

more open in a strategic way and time to include the right participants in this process. 

“   -County Government Executive Management – 4 

“Broadening the discussion – to have a larger community understand of what we are 

trying to accomplish. I think SCYPT is a successful model for us. But I find it amazing 

that we when try to share what we are doing, people are in awe that we would tackle it.  

How do we continuously share what collective impact means? About how we do our 

work? How, through the sharing, we gain more leverage of support in trying to 

accomplish something.  If we didn’t use the term “Collective Impact,” but we saw that we 

do sit down and share and work together and are willing to wrestle across the table and 

get an understanding about results and impacts to our community in an effective way, 

maybe they would be more supportive of the work we are trying to accomplish.” - 

County Government Elected Officials - 2 

 Community Organizations- More involvement from nonprofit organizations and 

community members 

 Community Organizations, School Elected & Appointed and School Management - 

milestones to measure progress 

“More timelines – milestones are needed.  The last year has been the most productive. 

Not gonna say it’s answered everything. It’s getting better. The harder discussions didn’t 

happen until the last 1.5 years.”  - Community Organization Leaders - 4 
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ABOUT THE COLLECTIVE IMPACT APPROACH OUTCOMES AND IMPACT 

 

What difference has our Collective Impact approach made on its stakeholders 

and their capacity to address complex problems for children, youth, and families? 

 Community Organizations, Backbone staff, and Govt. Management- increase 

knowledge on issues and how they connect 

“We are keeping abreast of what is going on in Fairfax County. But Fairfax is just one of 

the areas we cover. It is the biggest by far. This work has kept us apprised about 

current thinking on needs of children and ways to address these needs.”  - Community 

Organization Leaders - 1 

 Community Organizations, Govt Elected & Appointed- bring important issues to the 

attention of stakeholders, brings stakeholders to the table 

 Community Orgs- County and Schools need to be able to coordinate better and not 

overlap 

 CANs staff, Backbone staff, School elected and Management- Increase capacity to 

serve public through connections and partnerships 

 CANs staff, School Management- looking at issues holistically, thinking outside their 

silos 

 CANs staff, Govt. Management- easier case to argue for funding 

 Govt. elected- communication needs to improve before much can change 

 

 

To what extent and in what ways are the various sectors (e.g., county 

government, schools, community-based organizations, etc.) making different 

decisions about policies, programs, and the use of resources as they relate to the 

outcomes of our Collective Impact approach? 

 Community Orgs, CANs staff, Government Elected & Appointed, and Government 

Management - see there is an Impact on Govt Agencies in terms of better policies, 

programs, and use of resources 

 CANs point out that JDRC lost resources for kid services 

 School Elected & Appointed, School Management, Govt. Management- see impact 

on Schools and their policies, programs, and use of resources 

 No one sees changes for Community Orgs 

 

 Community Orgs- see that County and Schools are working together better 

 Community Orgs- everyone is thinking about metrics, outcomes, measures 
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 Community Orgs- things that SCYPT needs to do a better job of working with 

communities of color and equity 

 Backbone staff, Govt Management, School Elected & Appointed- call for increased 

involvement with Community Orgs 

“Difference in involvement – community-based organizations have not found their voice. 

They haven’t been given the opportunity. Maybe it’s a little of both.”  -Backbone 

Organization Management Staff - 2 

 

What has contributed or hindered the achievement of our Collective Impact 

approach’s outcomes? 

 Contribute: 

 Community Orgs, Govt Management, Schools Elected and Management - 

improved communication between stakeholders 

 CANs staff, Backbone, Govt Elected and Management, Schools Elected and 

Management - facilitator helps 

 Backbone, Govt Managment- time spent on structure and process 

 Backbone- elevated issues to county-wide 

 School Management- pre-existing relationships 

 

 Hinder: 

 Community Orgs- Govt as Backbone 

 CANs staff- politics, pre-existing relationships 

 Backbone, Schools Elected - need more people outside of SCYPT to be 

informed and engaged 

 Govt. Elected & Appointed- low Community Org input 

 Govt Management- lack of structure in between meetings to support progress 

(e.g., HW b/t meetings, time tables, milestones, etc.)  

 

What are key lessons learned about engaging in a Collective Impact approach? 

“I do think that everyone involved in SCYPT gets an A for effort for trying to do 

something and not just lip service. The commitment of the people there is to make 

things better for kids and the community. One of the strengths is trying to break through 

the cultures each of the sectors have. All have very different cultures and makes it 

difficult to accomplish things, so we need to set aside some of our own ingrained 

patterns of how we work and make things happen.” - Community Organization Leaders 

– 2 
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“To make sure in the very beginning what your end goals is very clear. If you ask each 

member, you probably get a different answer form all.  We are going to agree on a goal, 

but each time we sit down we re-evaluate the goal. We all agree on a common agenda, 

the problem is that it is not laser like. It’s hard to measure. We need to get to a point 

where we are concrete, specific with things we want to measure, and how through 

collective impact happening, the community is working together. “- County Government 

Elected Officials - 1 

“Time – we are work in progress. We need to establish communications channel to 

keep us all on the same page.” - Schools Executive Management – 1 

“I think you have to learn patience and exhibit patience. I often realize we need 

consistency in people that are attending, in conversations and communications. I think 

it’s a good model to any rate. It’s probably an excellent model. But a group this size, this 

big, it’s always going to be difficult to have a corrective plan of action and make sure all 

activities align. Private organizations, they all have their own board, their own agenda. 

You need to have a cheerleader talking about Collective Impact approach and trying to 

execute in a thoughtful manner the importance of moving in a collective way, synergy in 

what we’re doing and what we want to see in our county.  Moving things that impact all 

of us.”  - Schools Elected Officials - 2 
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