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Introduction  
Phase three of the YPD Pressure Testing Project is an exciting milestone for our team. After months of research, 
conversation, analysis, and reflection we are pleased to present a proposal for a revised YPD Theory of Change. 
This document is a narrative companion to the graphic representation of the Theory of Change that comes at the 
end of the following pages.  

The revised Theory of Change emerged at the various intersection points of multiple lines of evidence documented 
in the following:  

● A Literature Review: “Pushout Experiences and Supports”  
● Mapping Team Learning Brief Review 
● Data Team Learning Briefs  

The revised Theory of Change can be viewed as an evolution, based on our learnings, from the original Theory of 
Change. We believe it to offer a robust picture of the system within which the YPD Collaborative seeks to innovate 
and to be constructed to reflect the complex developmental character of this project. In conjunction with the YPD 
Literature Review, Interview Review, and Learning Briefs this narrative will explain, support, and animate the 
concepts articulated in the Revised Theory of Change.  

How to Read the Narrative 

This narrative is presented with the intention of showing the movement, based on our learning, 
from the initial CYN YPD Theory of Change to the Revised Theory of Change at the end of this 
document. The document is to be read as a companion to the Theory of Change, so we’d 
recommend having the Theory of Change in front of you while you are reading the pages below.  

Those of you familiar with budgets will know that numbers rarely mean anything until they’re 
animated by the budget narrative (the words that explain what the numbers mean). This Theory of 
Change Narrative is designed to do the same—animate the concepts in the Theory of Change with 
more words!  

Throughout the document you will see each part of the Theory of Change represented in black , 
followed by a heading in purple  that shows you the initial elements from the original theory of 
change, and next a green  heading that shows you the revised elements in the new Theory of 
Change.  

Before you begin to read please accept a gentle reminder that exhaustive evidence, in support of 
each concept expressed in the Theory of Change, is found in the YPD Literature Review, Mapping 
Team Debrief, and the package of Learning Briefs—it’s a lot to read, but we believe that it will be 

 

2 

 



 

 

 

well worth it for those who want to learn about what young people expect from the YPD 
Collaborative.  

Impact Statement.  
Initial Impact Statement  —  By 2020, there will be a 5% increase in the number of youth that graduate from 

high school within 5 years.  

Revised Impact Statement  — Measurably decrease the early leaver rate in high schools engaged by the year 

2020.  

The pressure test:  

● Validates  the importance of establishing a time horizon for the project.  
● Demonstrates instability in graduation rates and recommends that it be replaced with 

early leaver rates  
● Recommends removing the 5 year graduation time horizon.  
● Recommends  bounding the system by focusing on high schools engaged rather than all 

high schools.  
● Finds  evidence of a greater aspiration for the collaborative to pursue.  

Move from graduation rates to early leaver rates.  

The graduation rate, as currently collected by school boards, is not a particularly illustrative 
statistic. As described in the DLP 1.0, graduation rates suffer from a variety of flaws that 
exclude many populations (transfer students, special needs students, students who receive 
their OSSD after 5 years, etc.) and are unresponsive to many necessary and important 
interventions. Research from the Literature Review and the Mapping Team Learning Brief 
both demonstrate that “graduation is not synonymous with success” and that many young 
people continue to struggle post-graduation. Additionally, conversations with service 
providers and individuals working within the school system demonstrate that they do not 
focus on graduation rates as a measure of success (Mapping Team Learning Brief, 
Understanding High School Graduation Rates). Instead, our research indicates that student 
retention (the reduction of the early leaver rate) is a greater priority for school 
administrators (Mapping Team Learning Brief). The early leaver rate has blind spots of its 
own, but benefits from being easier to collect at the school level and more illustrative of the 
state of students who are struggling the most .  1

Embrace flexible educational timelines.  

1 Note: The early leaver rate is a collected statistic that can be obtained if a partnership with a school board and/or 
a local school exists.  
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All three research teams found evidence to support embracing the possibility that it may be 
best for some students, especially those facing multiple barriers, to pursue graduation over 
a longer timeframe than 4 or 5 years. The pressure associated with achieving a full year’s 
worth of credits can often compound the underlying challenges that are pushing a young 
person out of the school system and prevent them from remaining in the system (Mapping 
Team Learning Brief). Additionally, our research demonstrates that many students who 
secure IEPs or IPRCs are placed on graduation tracks that take longer than the 4 or 5 years 
(Understanding High School Graduation Rates).  

Bound the system and let go of specific population level projections.  

Our research demonstrates that the TVDSB expects to achieve a 5% increase in graduation 
rates by 2020, with no additional interventions by the YPD Collaborative (Understanding 
High School Graduation Rates). At this population level it is difficult to know which 
interventions, in which parts of the board are making an impact on graduation rates. Our 
revised impact statement lets go of specific population level projections until the YPD 
Collaborative can obtain early leaver rates from the high schools that it engages and 
bounds the system around the specific schools that the YPD Collaborative chooses to work 
with. This will allow the Collaborative to better understand the impact of its interventions.  

Find shared aspiration.  

Our research hints at a desire from young people, service providers, and school staff for the 
YPD Collaborative to be guided by a broader, more aspirational statement. We recommend 
that the CYN explore a broader shared aspiration with its partners when it begins to 
convene the members of the YPD Collaborative. In Collective Impact 3.0 Mark Cabaj and Liz 
Weaver update the five conditions for collective impact. Citing Hamilton’s recent 
Roundtable for Poverty Reduction, they say that a community aspiration can have an even 
broader impact than a common agenda like reducing the early leaver rate. A shared 
aspiration, “requires participants to develop outcomes that are based on community values 
sufficiently ambitious that they cannot be realized through business as usual” (Collective 
Impact 3.0). There is a hunger amongst London’s young people and its youth-serving sector 
for YPD to be more than business as usual.  

Guiding Principles  
Initial Guiding Principles  —  N/A 

Revised Guiding Principles  —  [see list below]  

The pressure test:  

● Identifies  the importance of establishing guiding principles for the project.  
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● Recommends a draft list of guiding principles based on the principles articulated by young 
people.  

Learn by Doing.  

The Technology Sector Learning Brief discusses using prototypes and minimum viable 
products to create generative space for innovation, failure, and learning to occur. 
Additionally, literature on collective impact speaks to the benefit that comes from ‘doing 
and learning together.  

Embrace Discomfort.  

Our research suggests that there is no singular model for reducing the early leaver rate. As a 
result, it is likely that the YPD Collaborative will face challenging conversations and 
disagreements throughout the project. In particular, the Mapping Team Learning Brief and 
the Literature Review highlight the importance of creating spaces for productive conflict 
between young people and the systems that serve them; the likely conflicts between 
interacting support systems as integration is pursued; and the challenges associated with 
confronting oppressive barriers. Young people and services providers have suggested that 
the YPD Collaborative embrace this dissent and discomfort as part of the learning process.  

Work with Ready Systems.  

In systems thinking, where we draw the boundaries of a system impacts how the system is 
conceptualized (Social Innovator’s Guide to Systems Thinking). Large systems can seem 
immovable and impenetrable if the system boundary is drawn too broadly, but if systems 
boundaries are drawn more strategically, ready parts of a large system can be defined. 
Throughout our research it became obvious that there are ready parts of the systems that 
the YPD Collaborative wants to work with. Strategically engaging with these ready parts will 
help to get the project moving.  

Relationships First.  

In all of our research, young people and service providers identified the importance of 
developing meaningful and consistent relationships. We recommend applying this principle 
across the project to include the relationships between the Collaborative and the young 
people it serves, as well as in the relationships between the individuals who sit on the 
collaborative.  

Engage with Power & Privilege 

Over the past several months, we have been humbled by the raw stories that young people 
shared with us. Most, if not all, of these stories involve significant power dynamics that 
make it difficult and sometimes dangerous for young people to share what they have 
experienced. Beyond this, sometimes staff at service providers or in schools are also part of 
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a large system of power that makes it difficult to speak. Recognizing the power and privilege 
that comes with each person’s social and systemic locations will help to create space for 
individuals from all parts of the system to speak together.  

Centre Marginalized Voices 

Young people are often marginalized on the basis of age, but when the intersection of 
identities such as race, culture, sexuality, socioeconomic status and others, are taken into 
account even greater marginalization occurs. As demonstrated in the Mapping Team 
Learning Brief and The Literature Review, young people are often unable to speak their 
truth because systems are not constructed to hear it. By centering marginalized voices the 
YPD Collaborative can create spaces for young people to speak their truth in a way that 
supports the healing process necessary to their future journeys.  

Foundational Elements 
Initial Foundational Elements  —  Awareness, Access, Connection 

Revised Foundational Elements  —  Awareness, Accessibility, Integration, Relationships, Advocacy  

The pressure testing process produced the following results:  

● Validates awareness  as an important foundational element—in particular, awareness of 
trauma, life experiences, and broader contextual factors that influence a young person’s 
educational experience.  

● Finds evidence of two parts of connection  and recommends adopting integration & 
relationships as foundational elements.  

● Finds significant evidence of young people asking for support navigating systemic barriers 
and recommends adding advocacy as a foundational element.  

● Finds  evidence that access  requires an understanding of systemic barriers to marginalized 
voices and recommends evolving it to accessibility  

Advocacy.  Young people know what they need—they need help getting it.   

Our research demonstrates that “advocacy is the bridge between young people and 
services” (Literature Review). Additionally, “the most commonly reiterated need young 
people had was for someone to advocate with them and to help them explain to school staff 
the realities they were facing in their personal lives” (Mapping Team Learning Brief). Young 
people consistently articulated that they had difficulty navigating the complex system of 
supports available to them and often didn’t achieve the support needed from peers or 
adults to get the help that required (DLP 1.0).  
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Integration. What’s working outside of school needs to impact what happens 
inside of school.  

Throughout our research young people articulated a desire to have the service providers 
they accessed work more closely with schools (Mapping Team Learning Brief). We 
discovered that the most successful models of support involved system level integration 
between school staff and people with expertise in social services (Mapping Team Learning 
Brief, Literature Review). Additionally, “young people want schools and service providers to 
connect better together” and identified that “good things happen for young people who 
struggle in high school, when schools and service providers are integrated” (Mapping Team 
Learning Brief).  

Awareness. Young people are more aware of services than we think — systems 
are less aware of young people than they need to be.  

Our research validates the importance of understanding awareness to be a foundational 
element and recommends that it be understood as a complex and multifaceted concept. In 
some cases awareness is about reducing the stigmatization of marginalized people but 
creating awareness and understanding of the barriers they face; sometimes it is about 
understanding the role that trauma plays in a young person’s educational journey; 
sometimes it is about creating awareness of alternative pathways and/or the repercussions 
of certain decisions; and other times awareness is about making sure that service providers 
and young people are aware of the constraints that each other are working within. 
Awareness is a complex foundational element, but if understood holistically, represents a 
continuum of opportunity for the YPD Collaborative to make an impact.  

Relationships. Broken relationships at the personal and system level hurt young 
people.  

Our research demonstrates that relationships, at all levels, help to ensure that young 
people receive the support that they need to remain within the school system. When 
organizations and individuals do not work well together or do not have trust, young people 
are at greater risk of receiving less than the necessary level of support. Both the Literature 
Review and the Mapping Team Learning Brief help us to understand that good people alone 
do not make good systems. Relationships must be strong enough to allow allies to take 
action to connect students to needed supports. If action is not taken and no follow-up 
exists, students often fail to receive what they need.  

Accessibility. Young people need an education system that meets them where 
they are.  

Our research suggests that “there are young people within education and support systems 
who have values and cultural identities that are at odds with the hegemonic culture 
currently embedded within our high school structure” (Literature Review). These young 
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people often have to change their approach or adapt their behaviour in order to receive 
appropriate support. When this adaptation doesn’t happen, young people fall through the 
gaps. These systemic barriers are the most significant barriers to access for young people 
who need supports and services.  

Activities 
Initial Activities  —  Educational activities (awareness of career paths, academic resources and support, 

provision of resources), Leadership activities (volunteer opportunities, leadership skill development, community 
involvement) 

Revised Activities  —  Collaborative activities (outreach;  design; facilitation; training & education; hosting, 

convening, and reflecting; sharing and dissemination; action research; evaluation)  
 
The pressure test:  

● Finds  evidence that many of the program activities listed in the initial Theory of Change are 
present in the community.  

● Finds little evidence to suggest that young people who have left school believe that the 
program activities listed in the initial Theory of Change are, at this time, in need of 
significant scaling at this time.  

● Finds evidence of need for system level collaborative activities and recommends adopting 
a variety of collaborative activities.  

Move from program activities to collaborative activities. Young people want us to 
work together differently.  

In our research, young people shifted our focus from program level interventions to system 
level interventions. They articulated the need for system level collaboration to fill in the 
gaps that exist in the existing system of support for potential early leavers (Mapping Team 
Learning Brief, DLP 1.0). The revised Theory of Change articulates the shared activities that 
the collaborative would take in order to activate the change levers designed to create 
system impact. The collaborative level activities represent opportunities for the YPD 
Collaborative to demonstrate innovative ways of bringing service providers, governments, 
and school staff together to create change.  

Change Levers 
Initial Change Levers  —  Interactive Application & Web Platform, Youth Connectors 

Revised Change Levers  —  London Youth Dashboard, Local Youth Advocate, YPD Collaborative, Youth-Adult 

System Change Team 
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The pressure test:  

● Supports using appropriate technology as a strategy  to achieve impact.  
● Finds little evidence to support the use of an interactive application and web platform as a 

change lever. 
● Validates the importance of providing young people with system navigation support as 

articulated by the Youth Connector change lever.  
● Recommends evolving Youth Connector to London Youth Advocate.  
● Finds evidence that system integration and collaboration is a challenge and recommends 

viewing the YPD Collaborative as a change lever in and of itself.  
● Finds  youth frustration with the lack of robust population level statistics to measure youth 

wellbeing and recommends a London Youth Dashboard to identify and collect new data.  
● Finds evidence that young people and service providers lack capacity to pursue policy, 

process, and program level system change and recommends a Youth-Adult System 
Change Team .  

London Youth Dashboard. Young people want us to measure differently. 

Throughout the pressure test young people articulated to us that mental health, poverty, 
racism, life altering events, bullying, and other related barriers significantly impacted their 
overall well-being and sense of success. Often, these factors were the first-order barriers 
that young people felt compelled to overcome and the pressure of achieving a full schedule 
of high school credits stood in the way of managing the challenge.  Additionally, as 
documented in Mapping Team Learning Brief and the Literature Review young people 
consistently told us that high school completion was not synonymous with a feeling of 
overall youth success.  

These findings left us with two questions:  

What kind of data would help the London youth-serving sector to gain a more complete picture 
of how young people are doing?  

Would new population level indicators help the youth-serving sector to be more responsive to 
the immediate needs of young people in London?  

To answer these questions and to fill a gap in meaningful population level data about youth 
wellbeing we recommend  that the YPD Collaborative co-design a London Youth 
Dashboard  that identifies and collects a new set of holistic population level indicators that 
track youth well-being.  

We recommend  that this Dashboard bring together ready individuals from governments, 
school boards, local agencies, and youth communities to pilot and embed the collection of 
these indicators across the community. Our research suggests that these new population 
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level indicators will help the youth-serving sector to make more informed policy, process, 
and program level decisions in the future and will lead to a youth-serving sector that is more 
responsive to the local needs of young people. In particular, we believe that the collection 
of this data will help community actors and school officials to design push out interventions 
that are responsive to the areas of well-being that students most frequently struggle with. 
As documented in the Literature Review, student well-being is often cited as the best way to 
measure student success in educational programs. Developing population level indicators, 
consistent with the measurement of well-being, will ensure that programs designed to 
support students, provide support at the root of the challenges that they face. We believe 
that a re-aligned, responsive support network will result in system changes and programs 
designed to keep students engaged in the school system and therefore out of the early 
leaver rate.  

Local Youth Advocate. Young people need help getting the support that they need.  

As documented in all parts of the pressure test, young people consistently identified 
challenges navigating the systems of support designed to help them. Young people spoke 
about challenges being heard, difficulty receiving individualized support, and a general 
feeling of powerlessness in conversations about their educational journey (Mapping Team 
Learning Brief, DLP 1.0).  

This significant finding validates the initial Youth Connector change lever and evolves it to 
articulate the importance of advocacy in addition to navigational support.  

We recommend the creation of a group of Local Youth Advocates that work with young 
people, in-schools, to ensure that they receive support, have their rights respected, and 
experience positive referrals to necessary services.  

Local Youth Advocates will be the eyes and ears on the ground for the YPD Collaborative. 
As advocates walk through the education system with young people they will encounter the 
systemic barriers that our mapping team heard about from young people. Over time, 
Advocates and young people will develop strategies that help to overcome these barriers 
and will be able to make recommendations about how to make systemic change to 
eliminate them altogether. As young people begin to work with local advocates systems will 
have to shift and adapt to make space for youth voice and young people will see increased 
alignment between their needs and the supports that they provide. Altogether, our 
hypothesis is that the presence of an Advocate will help to keep students struggling to 
complete high school in the system. This will result in a decrease in the early leaver rate.  

YPD Collaborative. Young people need the youth-serving sector to work together 
differently.  

As identified in the Mapping Team Learning Brief, young people identify that the of 
integration between service providers and schools and amongst service providers often 
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makes it challenging to receive the supports that they need. The Literature Review speaks 
to the importance of conceptualizing the education system as a concentric system, for 
which the entire community has responsibility—a paradigm shift in the direction of a 
community education system. Additionally, conversations amongst service providers 
uncovered a hunger for deeper collaboration, integration, and strategic partnership across 
the youth-serving sector (in particular, a hunger to learn how to work collaboratively with 
local school boards) and conversations with young people pointed towards a desire for 
youth and adult worlds to be bridged at a strategic level.  

We recommend that the YPD Collaborative think about it’s journey into collective impact as 
a change-lever in and of itself. In other words, we recommend that the YPD Collaborative 
invest time and money into learning how to deepen collaboration, increase service 
integration, and develop generative organizational and individual partnerships (especially 
youth-adult partnerships). We recommend that the YPD Collaborative consider itself a 
prototype of the kind of strategic level collaboration that could help to increase the impact 
of the local youth-serving sector. Further, we recommend that the YPD Collaborative think 
about sharing its learning journey with the broader youth-serving sector to help it to 
understand how to pursue similar collaborative efforts in the future.  

Our research suggests that an integrated YPD Collaborative will help to create a model for 
service and support integration that will help to prevent potential early leavers from falling 
through the cracks.  

Youth-Adult System Change Team. Young people want to organize for change.  

Contained within our research and within the initial research contained in the Youth 
Insights document prepared by researchers coached by the Kovacs Group, young people 
articulated many requests for policy, process, and program change to support educational 
achievement. Our research revealed overlap between youth ideas for system change, the 
ideas supported by local service providers, and the concepts that school staff were 
interested in experimenting with. However, it was consistently stated that it was difficult to 
organize strategically to take action on any of these system change ideas.  

We recommend the creation of a Youth-Adult System Change Team that is resourced to 
organize for action on policy, process, and program change priorities. Creating a space for 
young people and adults to come together in pursuit of shared system change would help 
to build relationships as well as a sense of hope for young people who feel that systemic 
barriers are preventing them from achieving success. This team already has a great deal of 
information, as a result of the pressure testing process and the initial youth engagement 
process, about the system change priorities of young people in the City.  

Our research demonstrates that young people who believe that there is a possibility for 
system change are more likely to remain in the system that they seek to change. If young 
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people believe that they have support to eliminate barriers preventing them from achieving 
success, they are more likely to feel as though there is a place for them in a given system. 
However, there is a limit to this ‘stay’ factor. When young people continue to have their 
‘voices’ heard but not acted upon, they lose trust in the system and begin to believe that 
resistance is futile. As such, we believe that creating a legitimate, well-resourced site for 
system change to be pursued will help to keep the trust of disillusioned young people who 
might otherwise be inclined to lose hope—thus keeping them in the school system and 
reducing the early leaver rate.  

Initial Strategies 
Initial Strategies —  N/A 
Revised Strategies  —  Co-Design, Develop youth-adult partnerships, prototype in ready systems, establish 
generative relationships, Establish participatory decision making structures, leverage appropriate technology 

The pressure test:  

● Recommends the addition of initial strategies to activate early stage activities and change 
levers.  

● Recommends that the initial strategies be understood as ‘today’s strategies’ and that they 
will be need to be revised as the project progresses.  

Strategy. Co-Design  

Data represented in the Technology Sector Learning Brief discusses co-design as a strategy 
for reaching impact. In the brief, co-design is referenced in relation to mindyourmind’s 
youth-adult design of technology solutions. We recommend adopting it as an integrated 
strategy across all aspects of the project.  

Strategy. Develop Youth-Adult Partnerships 

As captured in the Literature Review, the concept of youth agency emerged as an important 
part of developing successful interventions. Successful interventions happened by 
re-engaging young people and tending to broken relationships. This re-engagement 
benefits both young people and the collaborative by ensuring that any decisions about 
action are made with the voices of beneficiaries present.  

Strategy. Prototype in Ready Systems 

As detailed in the Technology Sector Learning Brief, prototyping can help to keep 
enterprising spirit alive by creating space to adapt and pivot based on real-time data. This 
strategy will help the YPD Collaborative to identify early-adopters who are ready to 
experiment with and learn from the system interventions proposed in this Theory of 
Change.  
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Strategy. Establish Generative Relationships 

In Collective Impact 3.0 Mark Cabaj and Liz Weaver talk about moving beyond backbone 
support to creating a container for change. In a container for change individuals in a 
collaborative, “ transform their understandings [of the system they are trying to change], the 

relationships [with others in the systems] and their intentions [to act]. The boundaries of this 

container are set so that the participants feel enough protection and safety, as well as enough 

pressure and friction, to be able to do their challenging work.” Our research suggests that the 

creation of these safe, generative spaces will allow the relationships in the YPD Collaborative 

to deepen to withstand the volatility of working in a developmental initiative.  

Strategy. Establish Participatory Decision Making Structures 

As the Collaborative initiates each change lever, a flexible, participatory decision making 
structure will allow for young people, governments, and service providers to take joint 
responsibility for the activities of the YPD Collaborative. Our research indicates that 
activating this strategy will help to ensure that decisions made about each change project 
reflect the voices of the various stakeholders in the Collaborative. In particular, this strategy 
will centre marginalized youth voices and will respond to the find that “young people want 
to have a stronger voice in the processes and solutions that affect them” (Mapping Team 
Learning Brief).  

Strategy. Leverage Appropriate Technology 

As discussed in the Technology Sector Learning Brief, technology must be seen as a 
valuable tool to scale and support impact. The pressure test did not support the use of 
technology alone as a change lever, but it did recognize the importance of matching 
appropriate technology to the Collaborative’s activities as it activates its change levers.  

Outcomes 

Initial Outcomes —  Education Outcomes (young people experience successful education transitions; young 
people graduate high school with their cohort; young people access meaningful learning, training, and skill 
development opportunities; young people have educational experiences that promote skill development and 
lifelong learning) and Leadership Outcomes (young people have the leadership skills that provide them with the 
capacity to be engaged, productive members of their communities; young people are involved in their community 
and participate in creating solutions; young people are resilient and resourceful in finding their own solutions; 
young people experience meaning in leadership opportunities)  
 
Revised Outcomes  —  Short Term Outcomes (see list below), Medium Term Outcomes (see list below), Long 
Term Outcomes (see list below)  

The pressure test:  

 

13 

 



 

 

 

● Recommends the addition of phased outcomes  to articulate the developmental stages of 
the project.  

● Recommends  that population level outcomes for service providers and schools be added to 
the Theory of Change.  

● Realigns  outcomes to reflect new strategies , change levers and activities.  

Short Term Outcomes - within 1 year  

The short term outcomes in the Revised Theory of Change articulate outcomes within the 
collaborative. Based on our research, we encourage the collaborative to spend the majority of its 
first year investing in its capacity to make change by establishing the structures and relationships 
necessary to carry out collective impact. During this time we encourage the collaborative to learn 
together, evolve its vision, and pursue early-stage prototypes with ready systems.  

We do not expect significant population level outcomes, outside of the collaborative, in this first 
year and believe that focusing on the strength of the YPD Collaborative will lead to strong 
population level outcomes in subsequent years.  

● Youth with lived experience have decision making power in the collaborative  
● Backbone organizations have increased capacity to support collaborative  
● Collaborative has increased capacity to hold generative relationships  
● Collaborative has increased knowledge of existing models  
● Collaborative has increased knowledge of holistic population level indicators 
● Collaborative has increased capacity to work in participatory governance models 
● Collaborative is collecting and sharing more data  
● Collaborative has stronger relationships with ready systems 

Medium Term Outcomes - within 3 years  

The medium term outcomes in the Revised Theory of Change begin to articulate population level 
outcomes in the task environment. At this stage we recommend that the collaborative consider 
adjusting its strategies and revisiting its Theory of Change to check its assumptions in anticipation 
of the next phase of the project.  

We expect population level outcomes for the service providers and young people engaged to begin 
to emerge at this stage, for prototypes to be running in ready systems, and for certain systems to be 
ready to see prototypes scaled and/or embedded.  

● Young people engaged have access and use relationships to achieve success 
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● Young people engaged have meaningful educational experiences that promote skill 
development and lifelong learning 

● Organizations/systems engaged are responsive to holistic population level indicators 
● Significant increase in community support for the organizations engaged 
● Organizations in the collaborative have more accessible and integrated programs and 

support services 
● Young people and adults with power have empathy for each other 
● Young people engaged experience successful education transitions 
● Young people engaged are involved in their community and participate in creating solutions 

Long Term Outcomes  - 5 years or more  

The long term outcomes in the Revised Theory of Change articulate a time relatively far into the 
future so outcome projections are aspirational at this stage. At this stage, the learning of the 
collaborative has impacted the broader youth-serving sector in London (and perhaps beyond) and 
has begun to transform the systems that impact the educational attainment of young people. 

● Change levers and critical backbone supports sustained 
● Youth voices drive educational policy and process change 
● Community organizations/systems have created opportunities for young people 
● London’s model(s) are adopted by other communities 
● London’s youth-serving sector has capacity to work in complexity 
● Stronger peer communities in London high schools  

Beneficiaries  

The pressure test:  

● Recommends combining young people seeking leadership opportunities and young 
people in high school , as articulated in the initial Theory of Change, into young people of 
high school age  

● Validates the presence of service providers  as a primary beneficiary  
● Recommends adding schools and school staff to the list of beneficiaries  

Young People of High School Age 

Our research demonstrates little evidence to suggest that the interventions targeted at 
reducing the early leaver rate will have significant impact on young people seeking 
leadership opportunities. The collaborative, through its practice of youth-adult 
partnerships and sharing of participatory decision making knowledge, may encourage a 
larger shift towards creating leadership opportunities for young people in the broader youth 
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serving sector, but we do not find evidence to suggest that the collaborative should expect 
broad population level shifts as a result of its work.  

As a result, we recommend  that the collaborative name young people of high school age 
as one of the primary beneficiaries of this project. This language is inclusive of young people 
who have left high school recently and want to return and also allows for some age 
variance.  

Service Providers 

Our research strongly validates the inclusion of service providers as a beneficiary of the YPD. 
We anticipate that the YPD Collaborative will help service providers to increase their 
capacity to meet their mandates through the development of relationships, the integration 
of services, and the collection of new data. We also anticipate growth in service provider 
capacity to develop youth-adult partnerships that will help to create more responsive 
program, process, and policy development.  

Schools and School Staff 

Our research suggests that schools and school staff will benefit from the YPD Collaborative 
because they will gain access to the capacities of the service providers in the broader 
community while simultaneously reducing the burden on staff members within the school. 
Schools, in the public system especially, are concerned with student retention and the YPD 
Collaborative will help with this.  

Approaches 

Initial Approaches  —  CYN Youth Framework, Community Development, Collective Impact  

Revised Approaches  — CYN Youth Framework, Collective Impact, Social Innovation, Developmental Evaluation 

The pressure test:  

● Validates  the importance of using a collective impact approach  
● Supports the use of the CYN Youth Framework as a tool 
● Finds significant evidence that young people want systems change and recommends 

evolving community development to social innovation  
● Finds evidence that this is a developmental project and recommends adding 

developmental evaluation as an approach 

CYN Youth Framework. An opportunity to see it in action. 

The presence of the CYN Youth Framework provides the YPD Collaborative with a locally 
developed framework for understanding the outcomes that it hopes to create for young 
people. YPD offers an opportunity for the members of the Collaborative to take the 
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framework into action and to experiment with ways of measuring the outcomes it 
articulates. The project will also provide the Collaborative with an opportunity to explore 
the Framework in the context of a developmental project.  

Collective Impact. Young people want the youth-serving sector, governments, and 
schools to work together in a new way. 

Our research indicates that “young people want schools and service providers to connect 
better together” and that “good things happen for young people who struggle in high 
school, when schools and service providers are integrated” (Mapping Team Learning Brief). 
Further, it identifies that “a good push out intervention is holistic” and that “systemic 
barriers matter.” When successful, a collective impact approach creates “the kind of big tent 
under which a wide range of participants can pursue the interdependent challenges 
underlying tough issues” in shared movement that builds new relationships, capacities, and 
strategic partnerships (Collective Impact 3.0).  

Social Innovation. Young people want systems change.  

“Social innovation is a process, product, or program that profoundly changes the way a 
given system operates, changing it in such a way that reduces the vulnerability of the 
people or the environment in that system” (Social Innovation Generation). Our 
conversations with young people reveal that “young people want systems change” and that 
programmatic interventions will not be enough to get at the root causes of early leaver 
rates (DLP 1.0). Young people frequently expressed frustration about the lack of integration 
between supports designed to support them and the literature supports the need to think 
beyond programmatic interventions to systems of support (Mapping Team Learning Brief, 
Systems Models for Youth Services).  

Developmental Evaluation. Embrace complexity.  

The McConnell Foundation’s Developmental Evaluation Primer states that:  

When innovating within a complex system, it is difficult to understand the 
ramifications of changes. The dynamics of a complex system have a high degree of 
connectivity and interdependence. There are diverse elements whose interactions 
create unpredictable, emergent results. 

Our research reveals that there is no singular pathway to helping students to achieve 
success and that the factors preventing success are deeply embedded in a variety of 
systems (DLP 1.0, Literature Review, Mapping Team Learning Brief). We recommend the 
adoption of a developmental evaluation approach to provide the YPD Collaborative the 
space to innovate and to react in real-time to emerging learnings.  

 

17 

 



 

 

 

 

Conclusion 

Throughout the Pressure Test, interviewees and the literature about student achievement, pushed 
the focus of the Theory of Change from program change to system change. This movement towards 
system change reflects the importance of recognizing the relationship between outcomes for young 
people and the configurations of the systems designed to create those outcomes. Time and again, 
young people told us that changes to the structural configuration of the systems that shape their 
educational experiences will have as much, if not more impact, than any programs designed to 
address discrete barriers.  

Young people give these recommendations from a place of lived experience. Unsurprisingly, it turns 
out that young people struggling in school are experts on what it is like to try and get help—they 
know what it feels like to get it and they know what it feels like to miss out. The difficult truth for 
everyone involved in the education system (community service providers and governments 
included) to hear is that young people identify systems as the main barriers to success. They accept 
responsibility for their decisions, but they also know when getting help is out of their hands.  

The initial Theory of Change recommended a course of action focused on providing skill-building 
educational and leadership opportunities to young people so that they could improve their chances 
of achieving graduation. Young people appreciate this but are asking the YPD Collaborative to take 
a different approach. The revised Theory of Change recommends taking strategic action to create a 
collaborative learning movement that will equip London’s system actors with the tools necessary to 
keep young people in school. Youth want the Collaborative to invest in developing the capacity of 
its members to work across sectors and generations to create a stronger system of support for 
young people struggling to complete high school. In other words, young people want the YPD 
Collaborative to show them that service providers, governments, schools, and institutions can work 
together more effectively and inclusively. They gently remind the youth-serving sector that a good 
system will result in supported young people—young people who will stay in school.  
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