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A Mission to End Poverty 
 
All San Franciscans deserve to live in safety and prosperity.  But today, not all San Franciscans 
do. In truth, while we are one City, united in name and government, we remain separate 
communities.  In the Bayview, Visitacion Valley, and other neighborhoods, there is a San 
Francisco that is a community apart, separated by geography, violence, and decades of neglect.   
34,204 (4%) of San Franciscans live in the Southeast corner of the city yet make up over two-
thirds of the city’s overall rate of poverty. This, in the context of a growing yet fragile city 
economy with a $6 billion budget presents a unique opportunity for monumental change. 
 
Poverty has been defined in many different ways.  Some attempt to reduce it to numbers, while 
others argue for a more flexible definition. In the end, a combination of both methods is best. 
Any effort to dismantle this community dilemma must understand that the intersection between 
“structural ” and “cultural” poverty is the systemic cause of generational poverty.  
 
David Shipler, noted poverty scholar describes the complexity of the factors that create and 
keep families entrenched in poverty in America: 

 
Poverty is a constellation of difficulties that magnify one another: not just low wages but also low 
education, not just dead-end jobs, but also limited abilities, not just insufficient savings but also 
unwise spending, not just poor housing but also poor parenting, not just the lack of health 
insurance, but also the lack of healthy households… The troubles run strongly along macro and 
micro levels, as systemic problems in the structure of political and economic power, and as 
individual problems in personal and family life1.  

 
San Francisco’s unequal income distribution could jeopardize the City’s future competitiveness 
and overall economic stability.  The role of government is to intervene where the market fails 
society’s most vulnerable populations, the city’s poorest residents.  At the neighborhood level, 
the city’s policy levers include investing public funds to counteract policies at other levels of 
government that disadvantage a geographic area, promote localized economic development, 
create jobs, and increase the provision of goods and services. Because most nonprofits lack the 
economies of scale to construct infrastructure, and private actors have little incentive to invest in 
reweaving the frayed social fabric, government through a strategic public-private partnership is 
uniquely positioned to create the required innovative infrastructure to eradicate poverty. This 
infrastructure facilitates novel policy development, the formation of equitable redevelopment, 
enhanced service access and social capital in areas of concentrated poverty.  
 
Creating opportunity for socially and economically isolated San Franciscans requires a multi-
faceted and comprehensive approach.  In San Francisco, this approach is called 
“Communities of Opportunity” (COO). As Shipler suggests: 

 
COO is the constellation of systems and opportunities that magnify one another: not just the 
removal of barriers, but also access to employment, not just quality education but also the creation 
of living wage careers, not just new housing developments, but also stable family structures, not 
just better parenting but also positive social networks, not just safer neighborhoods but also a 
collective intolerance toward violence. Not just a checking account but also opportunity to own a 
home, not just choice, but more importantly empowerment. These opportunities provide direct 
access to the “prosperity grid” and address the ever-widening wealth gap that exists in this city.  

 

                                                
1 David K. Shipler, The Working Poor: Invisible in America (New York: Knopf, 2004) 285. 
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Bayview resident, Christina Sandoval also understands that if we are to be successful residents 
must play significant role: 

 
Prosperity is new to me but I know what I want.  It’s new jobs, housing, schools, stores, parks, and 
a strong community without constant death of young people.  These are all the things we’ve been 
asking for forever and we see it’s happening right in front of us.  The city can only create 
opportunity, if we don’t take advantage it’s on us, and we won’t prosper.  

 
This conscience overlap between governmental responsibility and individual accountability is 
the underpinning of the COO strategy and the framework for successful implementation.  

 
COO is an opportunity to rigorously examine the most creative strategies in the field of 
community and economic development, and to mount an unflinching effort to reverse historical 
patterns of racism and disparities in areas of concentrated poverty. 
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Vision and goals 
 
 

The vision of Communities of Opportunity is to create safe and healthy neighborhoods 
that provide opportunities for individuals and families to achieve self-sufficiency and, for 

children to realize their dreams. 
 
 
With Communities of Opportunity, Mayor Gavin Newsom’s administration in partnership with 
residents and philanthropic partners will implement deep and aggressive change to support 
rapid transformation of the sites. COO intends to achieve genuine transformation of the sites 
within five years of our October 2006 launch. The goals, by Fall 2011, are: 
 

• A majority of families will be stable or self-sufficient (able to make ends meet) 
• A majority of children will be flourishing (able to pursue their goals) 
• Less than 10% of families and children will be in crisis 
• Communities will provide a safe environment, sound physical infrastructure, connected 

social networks, and sustainable economic vitality 

 
Initially, Communities of Opportunity focuses in the four pilot areas within the southeast sector.  
Those areas represent the places with the greatest need and marginalization.  By addressing 
the challenges these “corners of opportunity” face, COO will strengthen the entire southeast 
sector.  Positive outcomes in the areas of highest need will reduce the negative impact in 
neighboring areas, create conditions for more effective neighborhood-wide community 
development, and facilitate the implementation of more effective programs and activities that 
serve all residents. 
 
Once the work has been tested in the southeast, the city is committed to rolling out the 
successful strategies to all neighborhoods and vulnerable communities.  COO anticipates 
reaching all families in need in 5-10 years. 
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Theory of Change 
One of the puzzles COO faced at the outset of the planning effort is why, with so much work 
already being done in these communities, does the data show things getting worse not better?  
In fact, an examination of the services landscape for these sites showed: 

• The City spends at least $98M in the surrounding zip codes of 94124 (Bayview Hunters 
Point) and 94134 (Visitacion Valley) on services and income support 

• Of this amount, community-based organizations (CBOs) and other third parties receive 
over $30M in City funding annually to serve families and children from these zip codes 

• Services often: 
o Are fragmented, duplicative, and subscale 
o Lack clear accountability for results 
o Neglect neighborhood dynamics (e.g. cultural sensitivity, safety issues) 

• Residents exhibited alarming levels of apathy and skepticism 
 
Digging deeper revealed both the challenges and opportunities COO is designed to address 
and capitalize on: 

Smart government: 

• City departments were developing strong strategies for moving residents up a continuum 
of services that ultimately improve their well being and prosperity.  However, for many of 
the most in-crisis and fragile families, they did not have a way to even get on to the first 
step of that continuum.  Basic levels of healthy housing, educational and job 
preparedness, parenting skills, and community cohesiveness were missing.  Thus, COO 
is working with our partner departments to develop “on-ramps” – services that eliminate 
the barriers our residents typically face as they try to engage in the system. 

• In addition, many city departments were providing services to the same families, without 
sufficient mechanisms to coordinate those services, track outcomes across systems, and 
deliver them in a seamless, easy to access way for the residents.  There are a number of 
supportive systems COO is working to build that will improve coordination, resource 
alignment, and access for residents 

Strong Communities:  We also heard from residents during the planning phase that services 
often missed key cultural dynamics in the community, or were offered in a way or at a place that 
made it difficult for residents to engage due to transportation and safety issues.  Working with 
those residents we are building mechanisms for community participation in the planning, 
delivery, and outreach surrounding the services the city and its partners offer in these 
communities 

Serious Collaboration:  Finally, there are a number of public and private partners who share in 
our work in these communities and are invested in improving the outcomes for families living in 
the southeast.  However, these partners often operate independent from the work of the city, 
and we all lose the ability to leverage each others work.  COO provides a hub for the 
public/private partnership, focusing the strategy of the city and enabling partners to connect 
strategically to that strategy. 
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By building this foundation and set of bridges together with our city, public, and private partners, 
COO believes it will enable these communities to better connect with the services and economic 
development all of these group are bringing to our neighborhoods.  And it will free up our 
partners to focus on doing what they do best knowing that there is an infrastructure in place that 
will ensure all San Franciscans have the opportunity to benefit from their work. 
 
We recognize that these are not new ideas; there have been many efforts in the past that have 
worked closely with residents, coordinated services across agencies, and worked with 
development to try and positively impact the residents and neighborhoods in which it occurs.  
Many of those efforts have made progress, but ultimately have not succeed to the level they 
hoped because private funding ran out before the public system changed, or coordination efforts 
were driven by individuals within the system and that coordination left when they did, or the 
development agreed to work with residents, but not enough work was done before the 
development began to adequately prepare those residents to participate. 
 
COO has learned from these previous efforts and sought to incorporate what worked from each 
of them and to avoid some of the problems that they faced.  For what we believe is the first time, 
a city is driving the change effort rather than a philanthropic or community effort.  This gives us 
an advantage because it begins with the system itself making these changes rather than putting 
pressure from the outside for the system to change.  We are also involving residents in the 
decision making, creating a deep partnership with the city and nonprofits that integrates their 
voice and knowledge in a new way.  Finally, we are starting our efforts enough in advance of the 
economic development to be able to systematically plan the human development to keep pace.  
From this beginning, we believe we have the critical pieces in place to make COO a success. 
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Smart Government 
San Francisco is a city of innovation.  We know how to fix problems and find new ways of 
collaborating to get at thorny issues.  By bringing together city leaders from the public and 
private sector with community leaders in the COO neighborhoods, we are creating 
fundamentally new blueprints that will help San Francisco rebuild and maintain the grid of 
schools, city departments, and nonprofit programs that are the foundation for our region’s 
success.  To achieve our goals will require re-tooling the way the city connects to its most 
marginalized residents, how departments connect to each other, and how we better align our 
resources and activities to achieve shared outcomes. 

Building “On-Ramps” 
New strategies for connection 
Across the city, innovative strategies have been developed to provide unprecedented 
opportunities to our residents.  From healthcare to housing, environment to employment, San 
Francisco is at the forefront of developing and implementing best practices to make our city 
better for everyone.  However, many of the residents in our most disconnected neighborhoods 
lack the resources they need to connect to those programs and strategies.  Low educational 
attainment, safety concerns, inability to access capital, and the lack of a cohesive social fabric 
to support residents makes it difficult to reach even the first rungs of these ladders.  Working 
with our partner departments in the three areas the residents identified as their highest priorities 
– housing, employment and youth – COO is developing “on-ramps” that give residents the skills 
and resources they need to take advantage of the city’s innovations. 
 
Policy area Housing Employment Youth/Education 
Goal Healthy, high quality homes 

for all San Franciscans 
Living-wage jobs with 
opportunities for career 
advancement 

All students graduate high 
school and have the ability to 
go to college 

City 
Strategy 

HopeSF is the first program 
in the nation where a local 
municipality is funding the 
redevelopment of public 
housing into safe, vibrant, 
mixed income communities  

Seven Sectors have been 
identified by MOEWD as 
having high growth potential 
for our city.  Job training and 
development programs are 
aligned around those sectors 

SF Promise is modeled after 
the Kalamazoo Promise and 
guarantees college financial 
assistance for SF students 
who do well in school and 
graduate high school 

“On-
Ramp” 

Resident Assistance 
Program (RAP) provides a 
combination of debt relief, 
incentives, and new policies 
at the Housing Authority to 
enable ALL public housing 
residents to get back in good 
standing with their rent and 
be ready to take advantage 
of the new housing being 
created by HopeSF 
Individual Development 
Accounts (IDAs) work with 
residents to develop saving 
plans and good financial 
management habits and 
then match their savings 2:1 
for use to buy a home, go to 
school or start a business 

On-Ramp Program (Final 
name TBD) takes elements 
from HSA's job readiness 
program and from work in 
public housing nationwide 
and combines it with the 
removal of barriers to work 
such as obtaining GEDs, 
expunging criminal records, 
& securing drivers licenses. 
Single Stop/Benefits 
Screening uses technology 
and personal assistance to 
work with residents to 
ensure they receive all the 
benefits they are entitled to, 
including child care and 
financial supports that are 
critical to maintaining a job. 

Parent University brings 
national and local best 
practices in parent education 
and support and tailors them 
to the southeast.  The 
program has tracks for 
parents of new babies, pre-
schoolers and young kids.  
And it provides support for 
all parents so they can help 
each other in the knowledge 
that it “takes a village”. 
Gateway to College is a 
nationally recognized drop-
out recovery program that 
helps young adults get both 
their GED and Associates 
Degree in a community 
college setting. 
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It is important to note that “on-ramps” such as Parent University are just that, on-ramps to the 
larger set of programs and strategies the city is employing to help children and families.  Parent 
University is the bridge to existing efforts like Universal Pre-K and Afterschool for All which are 
also critical steps to helping students realize the promise of SF Promise and go to college.  It is 
also important to note that while some programs like Parent University are meant to have a long 
term presence in the community, others like the employment on-ramp or the eviction prevention 
program are meant to lift the community over existing barriers and then discontinue. 

Identifying additional opportunities 
To be successful we will need to concentrate our most intensive efforts over 
the next 18-24 months on the three areas identified above.  However, these 
are not the only innovative programs our residents need access to; 
departments are building their own on-ramps through programs like Healthy 
San Francisco, and these efforts are critical to improving the lives of 
residents in the southeast and citywide.  Initially, COO will work with those 
programs and connect our residents to the work being done by our partner 
departments.  Our efforts will focus on education, outreach and enrollment 
so that our communities take full advantage of all the city has to offer across 
the board.  We will also work closely with every department to monitor the 
data and outcomes for our target population in those programs.  If we 
discover that our residents are struggling to access these programs, or do 
not seem to be getting all of the benefits intended, we will work with those 
departments to craft on-ramps for those areas. 

Improving existing systems 
An on-ramp is only as good as the system to which it connects.  In some cases, those systems 
are not working as well as they could.  COO is working with our partners to determine situations 
where existing systems need to be tweaked or overhauled to achieve their intended effect.   
 
In a case like JPD, this can take the form of working with existing pieces but bringing them 
together in a more powerful way.  Currently JPD has a network of providers who are given 
grants to work with youth as they exit juvenile hall.  However, there was no system that actively 
matched youth with providers or help providers accountable for the outcomes with those youth.  
COO has been working with JPD to 1) create a connection with the youth and providers before 
the youth leave juvenile hall, 2) have a community network that follows up with you to ensure 
they attend those programs, and 3) move to performance based contracts that release funds 
contingent on the provider achieving success with the youth. 
 
For the Housing Authority, this work has taken the form of revamping the standard operating 
procedures associated with the eviction process.  Here the confusing process, lack of consistent 
execution, and glitches in the system were leading to residents were getting multiple “14-day 
notices” indicating they had missed their rent and had 14 days to pay or vacate.  However, 
these notices were often generated before many residents payments had time to hit the system, 
SFHA lacked the resources to follow up on notices so residents often ignored them until it was 
too late, and the timeline for follow up when SFHA did take action could be 6-9 months, drawing 
out the process while the resident accumulated more arrearages.  COO has worked with the 
SFHA on all of these issues, changing the date notices are generated cut the number of notices 
in half, immediate follow-up on notices resulted in all but one resident making their payments or 
getting on a RAP plan at Hunters View, and the follow up process has been cut to three months 
to avoid protracted cases that are costly for both the resident and the Housing Authority. 
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COO will continue to work with departments on these types of changes to ensure both the 
department and our residents are receiving the full benefit of the programs that are already in 
place.  This work coupled with the on-ramps helps build a more seamless continuum of services 
for our residents. 

Laying Foundational Systems 
A critical part of COO is changing the way the system works.  If we want these efforts to result in 
lasting change, we must move beyond the coordination efforts often associated with an initiative 
to true integration and a new system that lasts beyond the efforts of any group of individuals 
driving the initiative.  To do that will require some changes in the infrastructure that support the 
programs and services offered by the city. 
 

The first fundamental change is to create a mechanism to better share data 
across city agencies.  Sharing data is critical as it allows us to identify specific 
families in multiple systems of care, who require multiple interventions.  

Understanding the complete needs of an individual and family helps COO provide a more 
customized set of services to those families, ensure those services are coordinated, and identify 
where there are gaps in services that need to be addressed.  Residents will be able to provide 
informed consent to participate in data sharing as part of a membership in COO.  COO will be 
working with the research groups within partner departments as well as with national 
researchers from Stanford and Family Justice to ensure the data is also included in the national 
dialogue about poverty part of the research on proven and promising practices to reduce it. 
 

Shared data will also allow for more coordinated case management.  
Currently caseworkers across agencies each develop a treatment plan for their 
clients in isolation.  DPH may create a substance abuse treatment plan for the 

mother that calls for different actions than the employment plan created by her CalWorks 
caseworker.  The teenager in the house may be involved in Juvenile Justice, and their case plan 
may not fit well with that of the mother.  Families in the deepest crisis often have multiple case 
plans which, even when they were not at odds, made it confusing for the family to understand 
what overall was expected of them and why.  By being able to share treatment plans across 
agencies, caseworkers will be able to create holistic plans for the family that reinforce each 
other rather than at best act independently of each other and at worst are at odds.  COO and 
HSA have taken the lead to create a new initiative called SF CAN DO that will work with both 
city agencies and community partners to develop and implement a plan for providing 
coordinated case management.  Family Justice will be providing technical assistance based on 
the internationally acclaimed approach they developed in New York. 

 
To ensure this level of coordination can continue, eliminate the larger policy 
barriers that may stand in the way, and provide the training and capacity 
building needed to help our partners deliver the high quality services in our 

community, COO will work with the City and City College to build the Center for Social Equity.  
The CSE will be housed at the Southeast Campus of City College and include a think tank for 
policy interns to work with us on eliminating systemic barriers to change, and city planning 
interns who can help us monitor impacts on social and environmental justice.  It will include a 
certification program for nonprofits and their employees to help them build their skills and 
provide rich and meaningful career development options for their staff.  And it will be 
responsible for continuing to coordinate the city’s social equity agenda as new data and lessons 
are brought to light through the work of COO and others.  In addition, the CSE will house critical 
on-ramps such as Gateway to College and the revamped Employment OneStop Center. 
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Strong Communities 
Innovating means understanding problems and solutions at the ground level. COO works 
alongside skilled and informed teams that live in and know the neighborhoods and are able to 
work with us to pinpoint where systems are breaking down. These resident teams then hold 
everyone – the city, the nonprofit providers and the residents themselves – accountable for 
measuring and achieving real results. 
 

During the planning period, COO engaged with over 350 residents in more than 
50 community meetings.  In these meetings we gained a deeper understanding 
of the issues individuals, families and communities were facing and where their 

priorities lie.  Departments presented ideas and programs they believed could help make a real 
difference.  Residents had the opportunity to provide honest feedback on those proposals and 
through a dialogue the strategies were refined. 
 
For COO to be successful, we must continue that kind of “call and response” relationship with 
the community.  We must listen to their call for what needs to be done, whether its start new 
programs, make changes to existing services, or continue doing some of the good work that 
already happens.  The social infrastructure must then be flexible enough and nimble enough to 
respond.  COO will be holding quarterly Community Voice meetings to gather resident 
feedback, provide updates on the progress of programs, and engage residents in the work of 
building community support and participation. 
 

For many of our residents there are few real options in their lives.  Public 
assistance programs provide a critical safety net for housing, income supports, 
and services, but rarely do they include choices about who, how or where 

those services are delivered.  This lack of choice often leads to lack of engagement.  We have 
found that when residents are given real choices enrollment and follow-through increase.  There 
are multiple barriers and therefore multiple solutions to providing choice.  COO is working on 
various options to increase resident choices including vouchers for city funded programs, 
community determined transportation schedules to programs of interest, and additional 
“customer service” feedback loops to city services providers and CBOs.  These options should 
both empower the residents to select the programs and services that best meet the needs of 
their family and improve enrollment in the many quality services offered by the city. 

 
During its pilot phase in Alice Griffith, COO built our first Opportunity Center 
on site.  The new, green tech building serves as a community anchor, housing 
services and providing access to resources such as computer labs, health 

screenings, and community nights.  More importantly, it serves as a visible, physical sign of the 
commitment the city is making to this community.  A commitment not only to bring attention and 
resources to this neighborhood, but also to bring first class facilities and infrastructure to support 
our efforts. 
 
Since then, COO has opening Opportunity/HopeSF Centers in all four developments, often 
investing in the rehabilitation of buildings that at one time were sources of community pride but 
that had fallen into disrepair or were abandoned all together.  These centers work to restore part 
of the heart of the community and create places people are proud to go rather than places they 
avoid. 
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As we move forward these centers will continue to provide a vital role in connecting residents 
with resources in their community.  They serve as home-base for the community coaches 
described below and will be a critical community link to the coordinate case management efforts 
of the city.  Equally important, they serve as community hubs, places that bring people together 
to create social connections and strengthen bonds.  Through community events and the 
provision of services these centers help anchor the community building work that is vital to the 
success of COO. 
 
In addition, COO has launched its Village Vans service in partnership with the faith based 
community.  The Van serve as a vital transportation link, taking youth and members of the 
community to programs across the city and on community building outings that are organized by 
the residents.  The vans allow us to take full advantage of the city services that have already 
been funded but previously were inaccessible to our community due to transportation and safety 
concerns.  It is this kind of community infrastructure that COO helps to create, bridging the gap 
between the programs and services of the city and the residents who need them. 
 
 

A great deal of outreach occurs in these communities.  Enrollment fairs, door 
knocking and letters paper our residents with information about the programs 
and opportunities available to them.  In an informal poll, we found that some 

residents were receiving 20-30 pieces of literature a week.  While it is important to get 
information out to the community, this kind of information overload results in the cultural norms 
associated with the old system – people show up and put their names down (often with false 
contact information) for services often not knowing if the service is right for them, or they 
assume that the program won’t happen, they won’t be able to get the transportation or support 
you need to attend, that it will be far from the community and not be responsive to community 
dynamics.   
 
To break this cycle we need to go beyond the outreach methods we have tried and think 
differently about how to not only communicate about the new opportunities, but also educate 
families about how to take advantage of them.  We have trained two groups of residents in 
specific issues of importance to the community and to our effort: housing and truancy.  These 
residents have been holding living room meetings to talk their neighbors through the process of 
redevelopment and answer questions in a peer-to-peer setting that breaks through some of the 
difficult dynamics of a typical community meeting.  We have also trained residents around 
issues of truancy, and sent teams of “parent liaisons” into the homes to help kids get to school 
and help the families understand how to re-engage with the educational system.  COO also 
works closely with the Family Ambassador program from DCYF who work on connecting 
parents with the resources they need and with the new Parent University.  Going forward we will 
be adding a group trained in benefits and workforce so that we will have resident coaches in all 
three priority areas.  These kinds of peer “coaches” to not only inform residents but truly help 
them navigate critical systems and services they need to break the cycle of poverty. 

Outreach & 
Engagement
Outreach & 

Engagement
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Serious Collaboration 
COO brings together public and philanthropic funding, taps into nonprofit expertise, and works 
with businesses and corporations to make sure that opportunity is accessible for all people in 
our communities.  We need a new social compact that recognizes that opportunity has been out 
of reach for a number of our neighborhoods for too long, and that when every community can 
fully contribute its strengths and unique culture to our collective prosperity San Francisco will 
thrive. 
 

For the first time since the closing of the Hunter’s Point Ship Yard real 
investment – to the tune of nearly $1 billion – is slated for these communities. 
From major public investment such as the redevelopment of public housing and 

the new 3rd Street light rail, to significant private investment such as the development at the old 
Ship Yard and the Schlage Lock site, renewed activity in the southeast sector brings jobs, 
revitalizes buildings and neighborhoods and has the potential to transform communities. 
 
Already there have been many successes on this front.  In conjunction with our partner 
departments COO has helped make access to healthy food and good housing in the Bayview a 
reality.  In December 2007 Fresh & Easy broke ground in Bayview – the first full service grocery 
store in the community for decades.  It will be a welcome change from the mini-marts and liquor 
stores that pervade the landscape now, offering ready made, healthy meals along with fresh 
produce, meats, and regular grocery items.  In addition the Third Street Corridor Manager has 
been working collaboratively with several local businesses to revitalize the Third Street 
economic corridor.  Together these efforts will change the economic face of the Bayview. 
 
Even more critically, significant progress has been made on one of the biggest issues for COO 
and for the southeast, the redevelopment of public housing.  This year the city approved the $95 
million bond issue required to get Hope SF started and the developer for the first site at Hunters 
View is finalizing the design with plans to break ground this fall.  This housing stock is some of 
the most critically outdated housing in the country – with mold and mildew issues, faulty 
plumbing and wiring, and crumbling walls.  Finally, the city has stepped in where the federal 
government has failed, taking the initiative to rebuild the housing using local support. 
 
We have been working hand-in-hand with the SFRA and MOH team to develop the services 
strategy for Hope SF based on the COO strategy in the community.  The head of contracts for 
the Redevelopment Agency now regularly consults with COO before drafting contracts and 
employment requirements for work in our neighborhood.  On all fronts, the COO strategy is 
being fully integrated into the development plans for Hope SF. 
 
Our biggest challenge now is getting the residents ready for this development.  Many of the jobs 
that are available require greater skill levels than most of our residents have.  We have been 
working with the planning and contracting groups to try and forecast employment needs further 
out to give us more time to prepare our residents with the right skills.  When there are many 
steps in the process, it is difficult to get the whole pipeline running smoothly.  We are working 
closely with our partners both at SFRA/MOH and at MOEWD to develop systems that make this 
process more seamless. 
  

The city cannot do this work alone.  There are over a hundred nonprofit 
organizations working in our neighborhoods to provide critical services, reach 
out to residents, and advocate for change.  Without these organizations COO 

Nonprofit 
Collaboration

Nonprofit 
Collaboration

Economic 
Development

Economic 
Development



 

Communities of Opportunity Business Plan   13 

simply will not work.  However, through Project Connect and the subsequent Community Voices 
effort, we heard from residents that the quality of services was uneven.  We also heard from 
nonprofits themselves that they lacked access to the kind of training and capacity building they 
believed they needed in order to reach their full potential. 
 
As a result, COO has worked with nonprofits to help them become Neighborhood Benefit 
Organizations (NBOs).  An NBO is an organization that serves the community by providing 
high quality programs and also is a connection point that helps individuals and families get the 
other services and benefits they need.  This can take the form of directly enrolling them in 
benefits, registering people to vote, or providing good referrals.  It should also take the form of 
strategic partnerships the NBO has with other providers that allow families to get the right 
combination of high quality services in the most seamless fashion. 
 
NBOs are also dedicated to continuous learning and improvement.  Learning from and 
implementing best-in-class programs, using data strategically to improve performance, and 
continually developing staff to keep the organization strong and deliver great service are all 
hallmarks of an NBO.  Many of the organizations in our community strive to meet these goals, 
but do not have access to the kind of training and resources required to help them in the 
process. 
 
To address this, COO initially created NBO University – a capacity building program for 
nonprofits serving our community who wish to become NBOs.  A consortium of both national 
and local capacity building providers came together to help design and deliver the NBO 
University program.  However, we recognized that a week long program was not sufficient to 
address the capacity issues most of our partners were facing.  Thus we are working with City 
College to build a certification program into the Center for Social Equity.  It will include ongoing 
courses for staff development, and the development of standards for high performing NBOs.  
We will also be working with broader city efforts around capacity building that are being done by 
our partner departments. 
 
Like the city, NBOs will be accountable for results.  They will share their outcomes with the 
community and engage in dialogue with residents and the city about how to continuously 
improve their performance.  Together we will identify better ways for the COO to provide support 
and collectively for the city, nonprofits, and residents to drive change in our neighborhoods. 

 
Communities of Opportunity is a major transformation that requires more than a 
City-led effort. There is an important role for philanthropy and the private sector 
to play in its implementation.  The planning phase of Communities of 

Opportunity was supported by a coalition of Bay-Area foundations.  This partnership is an 
important organizational mechanism for Communities of Opportunity.   
 
The City sees foundations playing several roles: 

• Providing expert advice 
• Jointly funding critical enabling elements of the strategy, including the Communities of 

Opportunity program office, tracking and monitoring, evaluation, communications, and 
the launch of priority program strategies 

• Aligning other funding with the strategy (e.g., wraparound services, education, safety) 
• Providing support for Communities of Opportunity priorities in the San Francisco public 

debate 
• Helping identify and raise other philanthropic support 

Private 
Investment

Private 
Investment



 

Communities of Opportunity Business Plan   14 

 
The structure of our relationship with the foundation partners has two components.   
 
Foundation Pooled Fund 
 
Communities of Opportunity will benefit from a Foundation Pooled Fund of aggregated 
philanthropic resources to support the strategy.  The Fund would be used to support the 
activities of the Program Office through a single annual proposal with budget from the Program 
Office. The Fund would remain outside of the City government with pre-agreed terms for grant 
making.  Participation in the Pooled Fund will require a minimum donation of $100K per year 
with multi-year grants the norm.  The group will meet twice each year. 
 
In addition to pooling funds, this funders’ group will play a role in:  

• Helping align grantmaking, where appropriate, within respective foundations to COO 
goals 

• Promoting joint learning and funding with a larger coalition of foundations to make grants 
directly to projects in alignment with COO 

• Helping solicit major support from other foundations 
• Contributing staff expertise as requested from COO 

 
Advisory Board 
 
An Advisory Board composed of public and private representatives would oversee the 
disbursement of Fund resources and provide advice to the Mayor and program office on the 
implementation of Communities of Opportunity. The Board would include representatives of the 
City and representatives of the foundations.  The Board will have 6-8 members. 
 
The role of this public-private body would be to ensure accountability by: 

• Monitoring COO and overseeing its progress 
• Reviewing and approving semi-annual financial and program progress reports 
• Reporting to the larger group of pooled funders 

 
This group will meet 4-6 times a year and would also advise the Mayor and COO Director and 
help create a private fund development strategy.  This group would meet separately from the 
Interagency Council, but would have some overlapping members and a direct communication 
and coordination role with the IAC. 
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Building the Innovation Infrastructure – Staffing and 
Resource Requirements 

Organizational Structure 
To achieve this vision, COO will need to deploy a dual structure with a team on the ground in 
each of the neighborhoods supported by the systems change work being done at the program 
office.  Together these two sides of the organization bridge the gap between on the ground, 
grass roots knowledge of the problems, and the ability to connect that view with the work of city 
departments, philanthropy and economic development to create systems that benefit all 
involved. 

 

Role of the Program Office 
Innovation infrastructure 
One of the primary roles the program office plays is to be the “innovation infrastructure” for the 
city.  The concept is borrowed from a term used in education research, where findings 
suggested that unlike the for profit world, school districts lacked the funds to hire staff to look for 
innovative new solutions to problems and develop and test new approaches.  This innovation 
infrastructure is critical in the for profit world to keep companies up to speed with changes in the 
environment, shifting demographics, new research, etc.  Like education, local government often 
lacks the resources to have a group dedicated to driving innovation. And in our context this role 
takes many forms.   
 
First, our environment is constantly changing.  Whether it be from new regulations that get 
passed, new programs that departments roll out, or new development happening in our 
communities, the context for the work we do continues to evolve.  It was precisely this set of 
circumstances that lead to COO working with MOH, SFRA and SFHA to develop HopeSF.  We 
saw the declining funding for HopeVI project nationally, the opportunities inherent in the 
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proposed development of the Ship Yard, and realized there was an opportunity to do something 
truly innovative by financing the redevelopment of public housing locally – something that has 
never been done in this country.  It is the role of the program office to understand and analyze 
these trends, develop ideas, and work with our partners to create break through solutions. 
 
Second, the populations in our communities are changing and have distinct needs that differ 
from other parts of the city.  COO sits at an intersection where we can understand those needs 
more deeply that traditional systems.  On the one hand we partner with our city departments 
and have access to data and trends about conditions and programs in the neighborhood.  On 
the other hand we work directly with residents, through our planning work, community voice 
meetings, and community team we hear about problems with the system first hand.  These dual 
roles lead to the creation of SF CAN DO.  The city generated the data identifying a 
concentration of families living in our communities who were involved in multiple systems.  And 
the residents told us that they were often pulled in different directions by the multiple case 
managers and plans that were supposed to follow.  CAN DO brings those two sides together, 
making San Francisco the first city in the country to develop single case plans for families that 
are coordinated across agencies and engage the families in the decision making. 
 
Finally, innovative groups both locally and around the country are learning new things and 
developing new approaches that help combat the issues we face.  COO itself was inspired by 
the work of the Harlem Children’s Zone, and our Parent University is modeled after 
programming begun in New York.  Staying abreast of that kind of innovation and finding ways to 
bring it to San Francisco and tailor it to our specific environment will keep us on the forefront of 
ideas and opportunities to combat poverty. 
 

Implementation assistance 
Innovation without implementation leads to frustration and stagnation.  It is critical for COO to 
provide the support needed to turn new ideas into reality.  In some cases this takes the form of 
direct project management, as we experienced with COO taking the lead on the on the ground 
design and roll-out of the new Resident Assistance Program (RAP) with the Housing Authority.  
It can also take the form of raising required funds, convening stakeholders, providing data 
analysis to support the work, or simply keeping the political will in place to see a project through.  
In all cases it involves supplementing the staff and resources of our partners to enable them to 
accomplish their goals more effectively.   
 

Knowledge sharing 
Finally, as we learn from our work and build on our successes, it will be the role of the Program 
Office, in conjunction with outside evaluators, to document what we are learning and engage in 
the national dialogue about poverty in the US.  Just as we are learning from the innovative work 
of others, we feel a commitment and responsibility to share our work and knowledge with those 
interested in achieving the same goals in their communities.  While we are still early in our 
learning process we will focus mostly on peer exchange opportunities and documenting our 
lessons.  But was our work evolves we will increase the amount of documentation, articles, and 
collaborative knowledge sharing with our peers.  Ultimately this will allow us to continue to learn 
from others while taking our work and expanding its impact across the state and country. 
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Role of the Community Team 

Community Building 
COO cannot be successful if we are not able to engage residents to rebuild social networks in 
the community and rebuild their trust with government and service providers.  Our Site 
Coordinators have the responsibility to lead this process.  The Site Coordinators work with our 
partner departments to bring city services into the centers and better connect residents with 
those services.  They assist with program enrollment, information and referrals as appropriate, 
and work with residents to engage them in the services and dispel myths.   Each of them live in 
the community and understand the dynamics that exist today.  They listen to residents’ ideas 
and concerns and work together with the community to plan community building events such as 
movie nights, classes at the Opportunity Centers, and trips for the youth using the Village Vans. 
 
By working in and with the community, our Site Coordinators are able to build from the natural 
strengths of the community and networks that exist.  The Opportunity Centers create new hubs 
and serve as access points of positive activity and community pride.  Together they begin to 
create new opportunities for communities to come together and change old patterns of fear and 
mistrust.  Each site reflects the unique dynamics and cultures of the neighborhood and 
celebrates a new partnership with the community and the city. 

Deep engagement 
Resident participation and engagement is a complex challenge in our communities.  After 
decades of empty promises or services that did not lead to intended outcomes, residents have 
become wary of outreach efforts and are slow to engage in new programs.  To break this cycle 
we need to go beyond the outreach methods we have tried and think differently about how to 
not only communicate about the new opportunities, but also educate families about how to take 
advantage of them.   
 
Originally we deployed a team of recruiters from the community and who know the community 
with information about programs and a specific list of members who fit the profile for those 
programs.  However, we discovered that often our recruiters were overwhelmed trying to 
engage families in programs that spanned so many issues in their lives and it was difficult for 
them to get the depth of knowledge they needed to really engage families and get them into the 
right services.  We have learned that we need to be even more specific and the discussions with 
the families need to be deeper than the overview of services.   
 
To that end we have trained two groups of residents in specific issues of importance to the 
community and to our effort: housing and truancy.  These residents have been holding living 
room meetings to talk their neighbors through the process of redevelopment via HopeSF and 
answer questions in a peer-to-peer setting that breaks through some of the difficult dynamics of 
a typical community meeting.  We have also trained residents around issues of truancy, and 
sent teams of “parent liaisons” into the homes to help kids get to school and help the families 
understand how to re-engage with the educational system.  We are also just beginning to train 
peer “coaches” in our third priority area of jobs/benefits in conjunction with the efforts of HSA.  
We believe this model of peer “coaches” is the most successful way to not only inform residents 
but truly help them navigate critical systems and services they need to break the cycle of 
poverty. 
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Resident Capacity Building 
One challenge that remains unaddressed is building additional capacity and leadership within 
the resident community.  It is important for residents to be engaged in the work that is 
happening in their communities and to take leadership roles in the processes that determine 
their fate.  In part, the knowledge and capacity needed to encourage active participation can 
come through the network of peer coaches described above.  And in part active engagement 
can come through new mechanisms to create choice such as the voucher system described in 
the Community Choice section.  But the issues facing the community are as dynamic as the 
community itself, and a more systematic approach to building and sustaining leadership will be 
critical as the pace of new economic development quickens, demographics continue to shift, 
and existing leaders move on.  COO begun a dialogue with our funders about tapping into 
existing capacity building programs and efforts and will continue to explore ways to work with 
our partners and our communities to build capacity and support resident leadership. 
 

Department Investment and Accountability 
COO is not a program and therefore it is not a “line item” that departments invest in.  Rather 
COO is a strategy and an approach to working together in struggling communities.  Therefore 
department investments take on one of three forms: 
 
Investment in specific activities.  All of the “on-ramp” programs are co-funded by 
departments.  Each department has worked with us to design the appropriate on-ramp in their 
area and have invested or pledged resources to those programs.  In Housing, the RAP is 
funded in part by HSA and MOH’s eviction prevention funding and IDAs are already funded in 
part through a grant from HSA.  In Employment, MOEWD and HSA are coming together to fund 
the employment on-ramp program and HSA has a federal grant to work on the benefits 
screener.  For Youth, Parent University is being co-funded by First5 San Francisco and DCYF.  
HSA is also providing half of the funding for the SF CAN DO case management initiative.  In 
each case private resources are also being brought to bear to supplement public investment, 
but over time the city intends to fully fund successful on-ramp programs. 
 
Assignment of staff.  In some cases, departments have assigned specific staff members to 
help design and drive these strategies forward.  In housing the Director of Policy and Planning 
for the Mayor’s Office of Housing, along with the Director of Special Project for the SF Housing 
Authority are working closely with COO on the RAP program.  In employment the Director of 
Policy and Planning for workforce along with the Director of Policy and Planning for HSA are 
driving the design on the employment on-ramp, while a dedicated staff member at HSA has 
been overseeing the benefits screener since its inception.  In youth, both First 5 and DCYF have 
assigned program officers who both help move along the specific pieces they are invested in 
and provide guidance for the program overall. 
 
Aligning resources with the strategy.  Departments are responsible for ensuring on-ramps 
have real connections to department-led programs and strategies; whether that be through 
holding spots for on-ramp participants in programs such as City Build, or delaying rent-related 
evictions for 4 months while the RAP program was designed and launched.  It can take the form 
of adding COO specific language into the MOU for the first HopeSF site, or the assignment of a 
CalWORKs outreach specialist to work with COO on a plan to re-engage sanctioned families 
living in our communities.   It also means providing the long-term funding for on-ramp programs 
that sustain over time.  For each department alignment will look different, but in all cases it 
reflects a true partnership to work together on the most pressing issues facing our community. 
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The Inter-Agency Council (IAC) is being formed to coordinate efforts across multiple city 
priorities including the Transitional Age Youth Program, the Violence Prevention Plan, and 
HopeSF.  The IAC will be responsible for overseeing the issue of aligning resources and will 
work closely with each department and the Mayor’s Budget Office to ensure the priorities of 
COO and our partner programs are reflected in department and city wide budget allocations. 
 
Accountability.  Finally, it is critical that the city is accountable for results.  In the past, different 
programs tracked the number of people they served but few tracked the long-term outcomes for 
their clients.  As a result it was hard to tell which programs were providing a short-term fix 
versus those that were providing long term solutions.  By creating a division to track community 
investment and outcomes the city will be able to measure the long-term effects of its programs.  
To be a part of COO, programs will need to commit to track and reach long-term outcomes for 
the communities they serve.  Each department and CBO involved will be responsible for 
following the progress of their clients and working to improve services where goals are not being 
met.  See the final section on measuring results for additional detail and specific metrics. 

Resource Requirements 
COO has learned a great deal in its first year and a half of operation and as a result have made 
a number of strategic shifts in our approach.  Those shifts, described in this plan, have 
significant impact on the resources required for the next phase of our work.  The most important 
changes to note are: 
 

1. No direct funding of programs – COO learned that there were many challenges 
inherent in directly funding catalyst programs in the community.  As a result, we have 
shifted our focus to developing the On-Ramp programs in conjunction with our partner 
departments. These programs will be funded in part by those departments and through 
grants made directly to program providers rather than through the COO program office.  
Over time we anticipate that departments will fully fund these programs after they have 
been tested.  In addition, this strategy is specifically designed to leverage the 
investments departments are already making in their own program and services 
strategies. 

2. Investment in the Community Team – We also discovered that a deeper, more 
comprehensive approach to community building and engagement was required.  Thus, 
we have increased our community team to include the peer coaches on all three priority 
issues in addition to our site Coordinators and community manager. 

3. Expansion of the Program Office – As the role of the Program Office shifts to include 
more implementation support, increasing staffing to include a Program Analyst will be 
critical.  In addition, funding for two part time policy interns will help drive the innovation 
infrastructure and keep us abreast of issues and trends at home and across the country 
that COO will need to build into our work. 
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Based on those changes our projected expenses for 2008-09 and 2009-10 are as follows. 

 
 
In addition to the organizational budget, there are additional funding needs for the On-Ramp 
Programs.  While some of those needs are yet to be determined, the expansion of the Housing 
Resident Assistance Program (RAP) and the ongoing work of Parent University are estimated to 
require an additional $100,000 and $750,000 annually.  It is our expectation that those funds will 
be raised separately through foundations who wish to support our work and have a specific 
interest in those areas.  This type of “aligned” investment is where COO plans to focus all future 
programmatic investments. 
 

COO Budget 2008-2010
($000s)

Q3 Q4 Q1 Q2 TOTAL Q3 Q4 Q1 Q2 TOTAL
Program Office

Community Building 25.0          25.0        25.0        25.0        100.0         25.0        25.0        25.0        25.0        100.0           
Program Activities 25.0          25.0        25.0        25.0        100.0         25.0        25.0        25.0        25.0        100.0           
Personnel 74.1          74.1        74.1        74.1        296.3           74.1        74.1        74.1        74.1        296.3           
Overhead 18.8          18.8        18.8        18.8        75.0           18.8        18.8        18.8        18.8        75.0             
Total Program Office 142.8        142.8      142.8     142.8    571.3         142.8    142.8    142.8     142.8      571.3         

Community Team
Opportunity Centers -            -          50.0        50.0        100.0         50.0        50.0        50.0        50.0        200.0           
Personnel 150.0        150.0      150.0      150.0      600.0         150.0      150.0      150.0      150.0      600.0           
Total Community Team 150.0        150.0      200.0     200.0    700.0         200.0    200.0    200.0     200.0      800.0         

Total Expenses 292.8 292.8 342.8 342.8 1,271.3 342.8 342.8 342.8 342.8 1,371.3

2008-09 2009-10
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Measuring Success 
 
Accountability is a central tenant of COO.  Accountability to our residents, to our funders, to our 
partners and to the City as a whole.  While we recognize that this work is often complex, slow, 
and hard to track, we believe it is critical to use data and evaluation to follow the progress of our 
work and ultimately that of the neighborhood so that we can continue to refine our approach and 
document our trials and successes for others. 

The COO Dashboard 
Our vision is also our mandate.  For COO to be successful we must help families move from 
being in crisis through fragile to stable situations.  If that is achieved we have achieved our goal.  
If that movement does not happen, it won’t matter how many individual jobs we may have 
gotten, how many evictions we prevented if the cycle of poverty put those same families back at 
risk of unemployment or loss of housing just as quickly. 
 
Thus, the COO dashboard is a simple snapshot of where our families are and where they are 
headed.  When we began of the ~2,600 families:  

• 25% (650) are chronically in crisis (in systems of care and/or severe economic crisis) 
• 42% (1,100) are economically fragile (on CALWorks or earning < 185% of FPL) 
• 33% (850) are stable or self-sufficient (incomes > 185% FPL and not in systems of care) 

 
Our goal for each year is to move 100 families from crisis to fragile and 110 more from fragile to 
stable until we are left with less than 10% in crisis and over 50% as stable. 
 

In Crisis Fragile Stable

10%
40%

50%

In Crisis Fragile Stable

10%
40%

50%

 
 
Through our shared data efforts we are working on a developing the best mechanism for 
consistently identifying our families and following their progression.  In the mean time, we are 
using data from the housing authority combined with HSA data to look at the picture in the 
community and see how it changes in aggregate.  This data captures the 1203 families living 
directly in our public housing developments.  Those families disproportionately represent the 
families who are fragile and in crisis in our neighborhoods.   
 
Currently, of those 1203: 

• 35% (417) are in crisis (earning less than 50% of FPL and/or in multiple systems) 
• 57% (685) are fragile (earning between 50-185% FPL) 
• 8% (101) are stable (incomes over 185% FPL) 

 
We will be providing bi-annual updates on this specific group to track COO’s progress. 
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Means to our ends 
Ultimately, the most important thing for COO is whether families are moving up the ladder out of 
crisis and into stable situations which allow them to build their families, communities, and 
flourish in our city.  However, it will take a great deal of time for many of our families to make 
those transitions given the complexity of the issues they face both individually and together as a 
family.  The programs, engagement strategies, and systems change elements we are building 
with our partners are designed to either eliminate some of the barriers to that progression or 
provide positive resources to help families achieve their goals.   
 
In the short term, we need to track engagement in these programs to make sure we have been 
able to build the on-ramps we set out to build, changed the systems we set out to change, and 
engaged the residents we set out to engage.  In the long term, if we do not see movement in our 
dashboard, we can use these metrics to test what hypotheses seemed to have worked and 
where our efforts didn’t produce the outcomes we hoped.  Did employment rates remain flat 
because we didn’t build a good on-ramp?  Or because we didn’t reach the right residents?  Or 
because other barriers got in the way?  Unless we track these activities it will be difficult to tell if 
they are having the effect we hope on the overall picture.  While this is not a scientific cause and 
effect relationship, it gives us our first set of milestones and helps define the theories we are 
testing.  Below are the strategies and targets for 2008 through the end of 2009. 
 
End goal  Strategy 12-18 month Target 
Policy change elements 
Eliminate barriers 
to getting on and 
climbing the job 
ladder 

 Individuals have the skills they 
need to gain entry-level 
positions 
 The incentive system is 

aligned to help them move up 
the ladder 
 Youth are placed in quality 

summer and ongoing jobs 
 Workers obtain living wage 

jobs 

 300 people remove barriers 
 New incentive system is designed & 

launched 
 200 people enroll in system 
 300 youth placed in jobs 
 50 people are “matched” with priority, 

living-wage jobs for redevelopment and 
begin the appropriate job training activities 

Help people living 
in the Bayview stay 
in the Bayview 
(HopeSF and 
Redevelopment 
Plan) 

 Families living in public 
housing are in good standing 
 Families living in and around 

our nodes accumulate assets 
to participate in 
homeownership 

 200 families who currently owe back rent 
get resources and payment plans to get 
into good standing 
 85 families are enrolled in asset building 

programs to save for homeownership 

Ensure kids go to 
school, stay in 
school, and have 
meaningful 
afterschool 
activities 

 Kids attend safe, enriching 
afterschool programs 
 Students re-enage with school 

and obtain GEDs 

 600 kids from our nodes are enrolled in 
afterschool programming 
 Gateway to College partnership is 

established and program launched 

Systems change elements 
Provide 
coordinated case 
management 

 Develop unified case plans for 
families in multiple systems 
 Streamline points of contact 
 Incorporate family and 

community supports 

 Train 40 case workers and community 
members in new model 
 Enroll 130 families in new program 

Share relevant 
data across city 
agencies 

 Data required for coordinated 
case management is available 
 Outcomes for a family can be 

 Informed consent documents are complete 
 Data system for coordinated case 

management in place 
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tracked across city agencies & 
CBOs 
 Services standards are 

improved and enforces 

 Task force created to work on broader 
data integration 

Create multi-
services centers 
that address 
different 
populations’ needs 

 Community hubs offering a 
range of services on site and 
connecting residents to 
broader services elsewhere 
are available for different 
cross-sections of the 
community 

 Cross-agency team created to evaluate 
roles and effectiveness of current multi-
service centers 
 Proposal for re-composition, budget 

alignment, and service map created 

Community change elements 
Housing Stability  Residents understand the 

redevelopment and HopeSF 
processes 

 Increased attendance at redevelopment 
meetings 

Family Stability  Kids attend school regularly  100 chronic truants re-engage in school 
Financial Stability  Household create and 

understand their budgets 
 300 (75%) of employed families take 

advantage of EITC 
 100 (25%) get new bank accounts with 

Bank on SF 
Community 
Stability 

 Social networks are rebuilt in 
our communities 
 Increased civic participation 

 1 community event planned by residents 
each quarter 
 400 families in covenant clubs 

 

Monitoring our means 
Metrics can only tell part of the story on an effort this broad in scope and ambitious in goals.  To 
better understand the complex set of relationships, both amongst the players involved and in the 
data we use to track our activities, we will be working on two further types of evaluation.   
 
First, we will be working with the Gardner Center at Stanford University to do a deeper level of 
academic research on the outcomes our of work.  Specifically this will start with the SF CAN DO 
project, but will expand as we increase the number of families and programs in our database.  
Stanford will also be doing evaluations in partnership with DCYF, JPD, and others that include 
our families and will help us make better choices about the strategies we pursue. 
 
Second, we believe it is critical to document the qualitative aspects – the process we have 
taken, the lessons we have learned, the expected and unexpected challenges and triumphs – 
so that we may contribute to the national dialogue on poverty eradication.  We have been 
fortunate to learn from the great thinking of the many efforts that have come before us and 
believe we are building on that work to do something radically new yet grounded in their 
experience.  But we will need an outside perspective to really understand where we have 
achieved breakthroughs, where we have pushed the dialogue forward a bit, and where we have 
gotten stuck in issues unique to our work, our communities and our city.  To that end we will be 
engaging an outside evaluator to create a series of white papers or thought pieces covering 
specific aspects of our work that are of interest to funders and other communities interested in 
replicating our efforts.   



 

Communities of Opportunity Business Plan   24 

Integration with HopeSF and roll-out 
One of the key insights from COO’s early work was that you can’t transform a community unless 
you transform the physical environment in which they live.  HopeSF is a breakthrough strategy 
to redevelop public housing using local resources given the dwindling federal funding 
environment.  Over the next 10-15 years, HopeSF will transform many of our developments 
from dilapidated public housing to vibrant mixed income communities with opportunities for not 
just public housing but also affordable and market-rate options within the same development. 
 
To ensure that the residents who are living in these communities now are the ones who benefit 
from the redevelopment, we will need to work diligently on helping them remove the barriers 
they currently face, while building the types of services and environment that will enable them to 
thrive in the new community.  The services associated with HopeSF will have three phases: 
 

1) Family and community stabilization – initially the services will focus on moving 
families out of crisis and preparing them for development.  This service strategy is lead 
by COO, HSA and MOEWD and focuses on building many of the on-ramps outlined in 
the COO business plan to help residents plug into the new opportunities. 

2) Strengthening and transition – as construction begins it will be important to begin 
bringing in some of the services that will be in the new community to establish a 
connection to the current neighborhood, enroll existing residents, and plant the seeds for 
the new environment. 

3) Community building – As construct completes and new residents move in alongside 
existing residents the services will shift their focus towards community building and 
family focused activities.  Services will be available for all residents regardless of income 
and will encourage the building of ties between residents new and old. 

 

Transitional Period

Hunters View Today Hunters View Tomorrow
Service plan focused on 
current residents

Services aimed at poverty 
reduction, safety, and 
community building

Types of services include:
• Eviction prevention
• Asset building/fin. mgmt.
• Job readiness & training
• Parent University
• Transportation

Service plan focused on 
current and new residents

Services aimed at families 
and community building

Types of services include:
• Child care
• Improved schools
• Community Centers
• Transportation
• Etc.

Planning lead by COO, 
HSA, MOEWD

Planning lead by consultants and developers

• Focus on bring new services online

• Introduce providers to community, enroll current 
residents, market to new residents

• Create other links to move from current 
environment to new

Transitional Period

Hunters View Today Hunters View Tomorrow
Service plan focused on 
current residents

Services aimed at poverty 
reduction, safety, and 
community building

Types of services include:
• Eviction prevention
• Asset building/fin. mgmt.
• Job readiness & training
• Parent University
• Transportation

Service plan focused on 
current and new residents
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and community building

Types of services include:
• Child care
• Improved schools
• Community Centers
• Transportation
• Etc.

Planning lead by COO, 
HSA, MOEWD

Planning lead by consultants and developers

• Focus on bring new services online

• Introduce providers to community, enroll current 
residents, market to new residents

• Create other links to move from current 
environment to new
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With our partner departments, COO is taking the lead on crafting the first phase of services, 
anchored in the COO strategy.  This involves working together to pilot and refine the on-ramps, 
assessing the needs of the residents at each site and tailoring our approach as necessary, and 
facilitating community engagement in the redevelopment process. 
 

Roll out to other HopeSF communities 
Two of the upcoming HopeSF sites are in areas where COO has not worked but represent 2 
more of the 7 street corners that were identified by HSA, DPH and JPD to have the highest 
number of families in multiple systems of care.  It has always been part of COO’s mission to 
expand to these communities as we tested and refined our approach in the southeast. 
 
The HopeSF development will give us the opportunity to begin that process.  While many of the 
elements in COO are not yet ready for full expansion in these areas, there are core on-ramp 
programs that are critical for redevelopment and we believe should be the first “package” of 
services brought into the Western Addition and Potrero as part of the HopeSF/COO partnership.  
Those services include: eviction prevention, asset building, employment on-ramps, and benefits 
screening/access.  Leading with these services will give us a chance to build trust in the 
community while showing our commitment to creating immediate change.  As those services get 
up and running we will consider what other elements of COO are working well in the southeast 
and are ready for replication in other communities.  Not all services will be replicated in all 
communities, as not all communities have the same needs.  But we will work hand in hand with 
HopeSF and the residents of each redevelopment site to determine which elements are needed 
and how best to bring them into community. 
 
We believe that HopeSF gives us a rare opportunity to combine the promise of physical 
development with the power of human development to achieve radical new outcomes for San 
Francisco’s most disconnected communities.  Together we can transform these neighborhoods 
and truly turn San Francisco into a city of opportunity for everyone.
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Appendix 1 - History of COO 
 
It is a typical San Francisco scene – neighborhoods with sweeping views of the bay and the rest 
of the city, a community with a rich cultural heritage and a history of contributing to San 
Francisco’s growth and diversity, and an area with great potential for investment and 
development. But these are not typical San Francisco neighborhoods.  Bayview Hunter’s Point 
and Visitacion Valley are forgotten communities, victims of decades of racism, economic 
stagnation, and neglect. Despite the assets of these communities, residents do not have the 
tools necessary to take advantage of them. Rather than riding the wave of prosperity that has 
swept our city, these neighborhoods have been left to deteriorate. 
 
When Mayor Newsom began his first term in office, he felt strongly that this level of disparity 
should not exist in a city so rich in resources, innovation, and good will.  He challenged his team 
to dig deeper into the issues that led to this situation and to develop creative solutions that 
would bring real opportunity back to these communities. 

Data driven 
Communities of Opportunity (COO) began with two major efforts to understand the data behind 
the trends.  The first was a city wide effort called Project Connect, where 10,000 residents were 
surveyed to better understand what services they used or didn’t, what worked well in their 
communities and where the system was breaking down.  The information for Bayview Hunters 
point and Visitacion Valley were telling – across the board residents felt the quality of services 
were low and the city made empty promises that were not responsive to their needs. 
 
At the same time, the city wanted to better understand what was happening with our most 
vulnerable families, those who are involved in multiple systems of care.  The Human Services 
Agency, led an effort to map where these families were living based on their involvement in 
systems indicative of crisis – child welfare, child mental health, and juvenile probation.  The data 
were very clear; families who lived within 3 blocks of seven street corners in San Francisco 
were substantially more likely to be multi-system involved.  And equally clear was the 
concentration of those families in a small 
number of pockets in our city, 6 of the 7 
street corners were in public housing 
developments and 4 of the 7 were in the 
southeast: located in the Alice Griffith, 
Hunters Point A West, Hunters View, and 
Sunnydale public housing developments. 
 
These four nodes comprise a population of 
15,157 (2% of San Francisco) with ~2,600 
families with ~5,800 children under 18.  This 
is a small population that is of sufficiently 
small scale that genuine near-term 
transformation is possible; though the 
situation requires immediate change for 
many of these families, the size of the node 
presents manageable absolute numbers of 
children and families for the city, with its 
resources, to transform outcomes. 
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The four pilot nodes for Communities of Opportunity comprise a population that has 
accumulated disadvantage on many dimensions.   
 

• Demographics: 2,600 families with 5,800 children under 18; 68% African-American, 12% 
Latino, 9% Pacific Islander, 8% Asian, 4% Other 

• Family structure: 74% of node children live in single-parent (predominantly single 
mothers) households or with a non-parent relative 

• Income: 67% of node families earn under 185% of Federal Poverty Line (FPL), 
compared to 24% of city families 

• Education: 10 of 14 schools attended by node children have declining state rankings 
since 2000; 8 of 14 rank in the bottom 20% of the state’s demographically similar 
schools; 3 of 4 local elementary schools have chronic truancy rates near 20% 

• Employment: Only 40% of node residents 16 and older are working, compared to city 
average of 60% 

• Public safety: ~40% of node residents feel unsafe whenever alone, compared to 16% 
city average; homicides increased significantly since 2000; positive trend as homicides 
declined from 2004 to 2005 by 31% 

• Youth: 70% of African-American males from the nodes and 44% of females, at age 17, 
have at least one referral to the juvenile probation system 

• Out-migration: Anecdotal evidence suggests that stronger families are migrating out of 
the neighborhoods due to the community conditions and high cost of living  

 
These families and their children are often in-crisis and fragile.  Of the ~2,600 families:  

• 25% (650) are chronically in crisis (in systems of care and/or severe economic crisis) 
• 42% (1,100) are economically fragile (on CALWorks or earning < 185% of FPL) 
• 33% (850) are stable or self-sufficient (incomes > 185% FPL and not in systems of care) 

Community based 
The data provided a clear starting point for our work, the four public housing developments in 
the southeast identified above.  But data alone provide only part of the picture.  To develop a 
plan that would truly work for these communities, COO felt it was critical to engage the residents 
directly in the planning effort.  From 2004-2006 the National Community Development Institute 
(NCDI) held a series of focus groups in each community with over 350 participants to discuss 
the problems people were experiencing with the current system and services and get their ideas 
about how to improve their neighborhoods and their city. 
 
From those discussions several priorities emerged: 

• Safety needs are urgent 
• Skepticism of real change is high  
• City presence in neighborhoods is fleeting, with limited persistent commitment 
• High priority service needs relate to jobs, children and youth programs, and upgrade of 

physical environment 
• Communication between the City and the community needs to be more consistent 
• CBO and city agencies are often unaccountable for delivering results 

 
Along with those priorities there emerged a mutual commitment from the city and the residents 
to work together to address the problems that have contributed to a cycle of poverty and 
disconnection in these neighborhoods.  Community involvement in decision making, resident 
engagement, and neighborhood transformation are central pillars of COO’s work. 


