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At Bank of America, we believe building the 
financial security of our nation’s families and 
communities is critical to fueling our country’s 
economic growth and progress.  United Way’s 
integrated, collaborative approach to financial 
stability represents an opportunity to cascade 
these valuable programs through a more 
efficient, effective, and meaningful delivery 
system.   
 
We are proud to partner with United Way and to 
support interventions that create pathways out 
of poverty for individuals and families through 
education, improved health, and the 
revitalization of neighborhoods.  It’s just one of 
the many ways we create ripple effects of 
positive impact in the communities we serve. 
 
Kerry Sullivan 
President  
Bank of America Charitable Foundation 
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INTRODUCTION 
 
Over the past twenty years, the cost of living in the United States has increased by 
almost 90 percent, while average incomes have only increased 25 percent. More than 
90 million Americans – one-third of the U.S. population – are struggling to make ends 
meet with salaries less than $40,000 per year. At the same time, governmental budget 
cuts at the national, state, and local levels have reduced the safety net services and 
supports many low-income families depend on during difficult times. 
 
To make ends meet, families are borrowing heavily and relying on high-cost alternatives 
to cover many of their daily living expenses. This cycle of increasing debt to keep up 
with the rising cost of living has left many families living paycheck to paycheck. These 
families are more vulnerable to crisis, and in the long-term, they have a limited ability to 
save for advanced education, a home, reliable transportation or retirement. This limits 
the economic potential of both the family and the communities in which they live. 
 
United Way Worldwide is committed to decreasing by half the number of families who 
are financially unstable by 2018. To accomplish this goal, United Way Worldwide 
launched the United Way Financial Stability Partnership,™ a national initiative that 
promotes community-change strategies to help families meet their basic needs while 
gaining the financial stability needed to plan for, and accomplish, their long-term 
financial goals.   
 

* Family income below 250% 
of Federal Poverty Level  

10-year Goal:  Cut in half the number of lower-income* 
working families who are financially unstable 

United Way’s Financial Stability Framework 

Stable, 
adequate  
income 

2. Income 
supports 

 

1. Family-
sustaining 
employment 

5. Affordable 
housing 

3. Savings and 
assets to cover 
unexpected 
expenses 

 

4. Manageable 
expenses 

 

Stable, adequate 
financial resources 
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To achieve financial stability, families must have stable, adequate income as well as 
stable, adequate financial resources. Stable, adequate income is derived from a job 
paying family-sustaining wages and public, employer, and informal income supports and 
subsidies. Stable, adequate financial resources include savings and assets to cover 
unexpected expenses, affordable and accessible goods and services, and safe, 
affordable housing. 
 
The seamless delivery of services and supports that address all of the issues impacting 
a given individual/family – commonly referred to as Integrated Service Delivery – is a 
promising approach that is being piloted by a number of local and national 
organizations, including the Annie E. Casey Foundation, Local Initiatives Support 
Corporation (LISC), and the U.S. Department of Labor.  
 
Several United Ways and their community partners are also using this approach to 
service delivery in the form of Financial Stability One-Stop Centers, a place-based 
approach in which a number of agencies provide a set of services and supports in a 
central location that is convenient for the target population.   
 
While early research from the Annie E. Casey Foundation indicates that Integrated 
Service Delivery yields positive results for individuals and families, many questions still 
remain regarding the cost and efficiency of the model as well as the results achieved. 
To better understand how the Integrated Service Delivery Model was being 
implemented locally, United Way Worldwide and the Bank of America Charitable 
Foundation developed the Bank of America and United Way Financial Stability One-
Stop Learning Network.   
 
This nine-month peer learning network was comprised of nine United Ways in varying 
stages of planning, implementation, and operation of a Financial Stability One-Stop 
Center in their community. Participants convened monthly to discuss the challenges and 
successes they experienced during the implementation, operation, and evaluation of 
their One-Stop Centers, as well as to learn from one another and experts in the field.  
 
This report summarizes the knowledge and themes captured throughout the Learning 
Network, as well as the key components of the Integrated Service Delivery Model, 
including bundling and sequencing of services, multi-year commitment to serving 
clients, personalized planning and case management, and cross-training staff.  The 
report also provides an overview of how United Ways and their partners track data and 
evaluate the success of the model in helping clients to achieve their financial goals.    
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Learning Network Members 

 

Local United Way Lead Agency Name of Center 

United Way of Tucson and 
Southern Arizona (Tucson, 
AZ) 

Outer Limits School and Pio 
Decimo Center 

Prosperity Centers 

United Way of the Bay Area 
(San Francisco, CA) 

United Way of the Bay Area SparkPoint Centers 

United Way of Central and 
Northeastern Connecticut 
(Hartford, CT) 

Co-Opportunity, Inc. Financial Resource Center 

United Way of Palm Beach 
County (Boynton Beach, 
FL) 

Housing Partnership, Inc. Prosperity Centers 

United Way of Miami-Dade 
(Miami, FL) 

South Florida Urban Ministries 
United Way Center for 
Financial Stability 

United Way of Metropolitan 
Atlanta (Atlanta, GA) 

Gwinnett Village Community 
Alliance 

Gwinnett Village Financial 
Services Center 

United Way of 
Massachusetts Bay and 
Merrimack Valley (Boston, 
MA) 

Serving People In Need 
(SPIN), Inc. 

United Way Financial Stability 
Center powered by SPIN 

United Way for 
Southeastern Michigan 
(Detroit, MI) 

Detroit Local Initiatives 
Support Corporation 

Greater Detroit Center for 
Working Families 

United Way of Forsyth 
County (Winston-Salem, 
NC) 

Goodwill Industries of 
Northwest North Carolina 

Career Connections and 
Prosperity Center 
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INTEGRATED SERVICE DELIVERY 
 
Low-to-moderate income individuals and families face multiple economic and societal 
barriers that prevent them from achieving financial stability and economic 
independence. Multiple entities, including federal, state, and local governments; 
community-based organizations; and private companies; offer a myriad of programs and 
services designed to help low-to-moderate income individuals and families become 
more financially stable.   
 
Yet, these services and supports are often delivered by multiple agencies, with little 
thought as to how they might be coordinated to better meet the needs of the individual 
or family served. The disjointed nature of service delivery at the local level makes it very 
difficult for individuals and families to access all of the services and supports for which 
they are eligible.  
 
In an effort to create a more aligned system that identifies and addresses all of the 
issues preventing families from achieving greater financial stability, local and national 
organizations are testing the Integrated Service Delivery model in local communities. 
Integrated Service Delivery helps clients avoid completing multiple intake forms, 
meeting different eligibility requirements in order to access services, and sharing the 
same information with multiple case managers overseeing each service. The approach 
eases access to all services by providing a seamless transition from one service to 
another. 

 
Although Integrated Service Delivery can take many different forms, it is most 
commonly implemented through a center-based approach in which several services and 
supports, often provided by different agencies, are housed in one physical location that 
is easily accessible to the target population. This location could either be an existing 

 

Center-Based Models:  
Evidence Indicates Integrated Services Leads to Major Results 

 
This center-based strategy for family financial stability has a foundation in both practice 
and applied research, as reported in Pathways to Financial Success and An Integrated 
Approach Fostering Family Economic Success.  These reports suggest that clients who 
receive bundled services (employment/education, income/work supports, financial 
education/asset building) are three to four times more likely to achieve a major economic 
outcome than clients receiving only one service. The addition of intensive support services 
and coaching included in center-based approaches makes clients five times more likely to 
achieve a major economic outcome. 
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organization that is well-known and trusted by community members or a different facility 
dedicated to this specific purpose.  
 
While not necessary for Integrated Service Delivery, co-location of services is an 
essential strategy to address key obstacles faced by target populations; namely, 
transportation, cost and time challenges associated with visiting multiple agency offices 
to receive these related, complementary services. Co-location facilitates the desired 
seamlessness of service delivery that is at the center of Integrated Service Delivery. 
 
 

FINANCIAL STABILITY ONE-STOP CENTERS  
 
Though there are several names for this “one-stop” approach, including Centers for 
Working Families, Financial Opportunity Centers, and Family Justice Centers, United 
Way Worldwide refers to those implemented by local United Ways and partners as 
Financial Stability One-Stop Centers.  
 
Financial Stability One-Stop Centers offer an aligned set of financial services and 
supports to help families increase income and savings, decrease debt, and build assets. 
This continuum of supports includes job training programs, financial education 
workshops, budgeting, screening and enrollment in public and private benefits, and/or 
opening a checking account. 
 
Characteristics of the Learning Network’s One-Stop Centers varied according to the 
needs of their target population, their partnership structure, and available resources. 
However, the Network members did identify a set of strategies that illustrate how 
Financial Stability One-Stop Centers implement Integrated Service Delivery.    

 
Bundling and Sequencing of Services. The Annie E. Casey Foundation has 
defined bundling as the “combining of services from two or three ‘core areas’ to help 
working families achieve economic advancement.”1 These core areas include 
employment and education services, income and work supports, financial education, 
and asset building services. In addition to bundling, many services are undertaken 
sequentially; for example, a client will complete job training, enroll in public benefits, 
and subsequently attain stable employment. Following employment, the client will 
begin to address debt or credit issues. Once these issues are resolved, the client 
may identify and begin to work toward more long-term financial goals.  
 

                                                 
1
 Pathways to Success: Initial Findings of the Financial Progress Study of the Center for Working Family 
(CWF) Participants, Abt Associates, June 2009 (Annie E. Casey Foundation). 
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Multi-Year Commitment to Serving Clients. Because of the sequential nature of 
service delivery at Financial Stability Centers, partners must make a multi-year 
commitment to the individuals and families they serve.   
 
One-on-One Services. Individualized planning tools, case management services, 
and financial coaching are provided to all clients by Center staff. These client-
specific practices serve as a nexus for the integration of services and provide an 
essential outline for tracking changes in personal financial indicators that 
demonstrate success. An individualized intake or assessment tool is used to identify 
client needs. Case managers track the services accessed by each client, ensuring 
that programs/courses are completed and the related follow-up steps are taken. In 
addition, case managers help clients overcome challenges that arise and continue to 
progress toward their goals. Financial coaching practices may be integrated into 
case management services. Alternatively, coaching may be a separate service, 
often provided by volunteers and focused on budget creation and tracking activities. 
In this case, the coaching is separate from, but coordinated with, case management 
services. 
 
Cross-Training Staff. Whether working for the same organization or representing 
multiple community-based organizations, staff housed in the Financial Stability 
Center are trained in all of the programs and services offered there. The goal is to 
create a team, where each member is capable of delivering all of the services 
offered at the Center.   

 
Target Population 
Financial Stability One-Stop Centers target low-to-moderate income families that are 
struggling to meet monthly expenses because of under or unemployment, a significant 
amount of debt, or lack of access to affordable banking products.   
 
It is important to note that not all low-to-moderate income families are in a position to 
effectively access the tools and services offered at a Financial Stability Center. 
Individuals that are at risk of homelessness, that lack basic needs, or are experiencing a 
crisis related to family violence or substance abuse often require supportive services 
prior to focusing on their finances. Referrals to such services are essential to ensuring 
that all who come to the Center receive assistance.   
 
Location 
Financial Stability Centers can be housed in a variety of locations, from storefront 
offices in business districts to community-based agencies. Whatever the location, it is 
important to consider its accessibility related to the population being served.   
 
The Gwinnett Village Financial Services Center in Atlanta, GA is located in an office 
park next to a temporary employment office that provides job opportunities to Center 
clients. The office park is called “Gwinnett Village,” in order to build a sense of 
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community identity, which is a key economic development strategy for the community 
improvement district.  
 
The Career Connections and Prosperity Center in Winston-Salem, NC is located in a 
high-need area that includes a mix of homeowners and renters with increasing rates of 
foreclosure and unemployment. It is also accessible to public transportation to draw 
clients from the surrounding county as well. 
 
Serving People In Need (SPIN), in Lynn, MA operates out of a former bank building 
downtown. The location, in addition to being accessible by public transportation, is in 
the heart of a resurging economic development district and in an area frequented by the 
Center’s target population. Numerous other organizations, from medical facilities to 
social service agencies, are within walking distance of the Center, which increases the 
likelihood of walk-in traffic. 
 

 

Understanding the Target Market 
 
United Way of Tucson and Southern Arizona used a team of graduate students to conduct 
focus groups with clients of area childcare providers to learn more about their financial 
needs. The data collected by the research team informed the development of services at 
the Outer Limits Daycare Center, which houses the Financial Stability Center. Following 
implementation of services, the research team conducted a second round of focus groups 
to gather feedback regarding the services offered. United Way uses the data collected to 
continually refine its efforts and assess the extent to which their unique model of financial 
services provided in a childcare setting yields impact in the community.   
 
Research questions included: 
 

1. How do you feel about your childcare provider? 

2. What about its administration/organization works/does not work? 

3. What about the environment of the school works/does not work? 

4. Which of its programs and services do you use the most? Why? 

5. Which do you use least? Why? 

6. What are your most critical needs right now? 

7. What financial topics are important to you?  

8. In what areas do you feel you might need more information or assistance to access 
the topic? 

9. Would you access these services if they were offered at the childcare center? Why 
or why not? 
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Physical Appearance  
The physical appearance of the Center is critically important. The Financial Stability 
One-Stop Center should be a professional and open environment that offers a warm 
reception area and easy access to the most popular services, such as a computer 
center. To encourage transparency and trust between clients and staff Centers are 
typically designed with an open layout.  
 
The United Way Center for Financial Stability in Miami-Dade County has a welcoming 
reception area with a flat-screen TV that shows brief financial education videos, as well 
as a calendar of upcoming events and additional information about the services offered. 
The professional and private environment offered at the Center is markedly different 
than that of a traditional “social service” agency.   
 
The Client Experience 
When an individual walks into a Financial Stability Center, the client is greeted by a staff 
member who initiates an intake process to begin to understand the client’s needs. The 
intake process covers basic demographic information, financial history (income, 
expenses, assets and liabilities), and provides an opportunity to identify possible goals 
and services that are of interest to the client. The intake process is not only the 
foundation for the client’s engagement in the Center’s services; it is also the first step in 
the Center’s case management practices. 
 
Most Centers use the intake and assessment process as an opportunity to build a 
relationship with the client. Staff use this time to encourage clients to share more about 
their interests and goals for themselves or to introduce them to services that may align 
with their interests and goals, but that might not have been initially identified as needs. 
 
Following the intake process, clients are provided with a service or tool to meet their 
immediate needs. Many clients visit the Center because of a job-related need, and are 
immediately given access to a computer for job searches or resume writing. Benefits 
screening and enrollment, including free tax preparation for receipt of the Earned 
Income Tax Credit, is another opportunity to provide clients with immediate help.   
 
Additional services are scheduled by appointment or in concert with pre-existing 
workshop offerings. Scheduling appointments is the most efficient way to use staff time 
to provide key services, but some Centers experience difficulties in ensuring that clients 
return for their appointments.   
 
Case managers build follow-up into their plans and contact clients regularly to remind 
them about appointments or to provide information about additional services that could 
be beneficial.   
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COMMON OPERATING MODELS  
 
United Way Worldwide identified three basic operating models across the nine Learning 
Network communities: Single Agency Management, Collaborative Management and a 
Network and Intermediary model. In each of these three models, the local United Way is 
not directly involved in Center operations, but focuses on program development and 
support. These three operating models are outlined in more detail below.    
 
Single Agency Management 
In this model, a lead agency is responsible for all facets of Center management and 
operations, including communications, marketing, outcome measurement, and 
partnership management. While the lead agency is often responsible for service 
delivery to clients, they might engage one or more partners with expertise in particular 
areas to provide additional services and supports.   
 
The Palm Beach County Prosperity Campaign is a good example of the Single Agency 
Management model. While the four Prosperity Centers currently operating in Palm 
Beach County are housed in different neighborhoods, they are centrally managed by 
Housing Partnership. As the lead agency, Housing Partnership provides a manager and 
coordinator for each Center, as well as several financial counselors that are dedicated 
to serving clients. Staff are supervised by the Director of Housing at Housing 
Partnership and are fully integrated into the agency’s operations. Further, staff assigned 
to Prosperity Centers are cross-trained in a variety of services to meet clients’ needs, 
from budget coaching and credit counseling to benefits screening.  
 
In contrast, the United Way Center for Financial Stability in Miami, FL, is managed by a 
lead agency that provides a few core supports to clients, while the remaining services 
offered at the Center are delivered by several different community-based agencies.    
 

Centers Using the Single Agency Management Model 
 

Center Name United Way Lead Agency Partners 

United Way 
Financial 
Stability Center 
powered by 
SPIN 

United Way  of 
Massachusetts 
Bay and 
Merrimack Valley 

Serving People in Need 
(SPIN): 

• VITA/EITC 
• Financial education 
• Financial counseling 
 

Catholic Charities 
• GED classes 
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United Way 
Center for 
Financial 
Stability 

United Way of 
Miami-Dade 

South Florida Urban 
Ministries 

• Financial education 
• Financial counseling 
• Job training and 

placement 
• VITA/EITC 
• Microenterprise 
 

Accion 
• Microenterprise 

CCCS 
• Credit counseling 

and workshops 
NHS of South Florida: 

• Matched savings 
• Housing 

counseling 

Gwinnett 
Village 
Financial 
Services 
Center 

United Way of 
Metropolitan 
Atlanta 

Gwinnett Village 
Community Alliance 

• Resume building 
• Career counseling 
• Internet Café 
• Benefits screening 
 

Consumer Credit 
Counseling Services 

• Credit workshops 
• Financial 

education 
workshop 

Impact! Group 
• Housing 

counseling 
• Foreclosure 

counseling 
• Homeownership 

training 
Atlanta Community Food 
Bank 

• VITA/EITC 
• Banking products 

 

Prosperity 
Centers 

United Way of 
Palm Beach 
County 

Housing Partnership: 
• Financial counseling 
• Credit counseling 
• Housing counseling 
• Financial education 
• IDAs 
• Benefits screening 

United Way 
• VITA/EITC 

 

Collaborative Management 
This model involves sharing leadership and management responsibilities as well as 
service provision with a group of partners. Partners provide input on the Center design; 
develop outcome targets, strategies and methods; and provide the Center’s services. 
While there is still a lead agency to oversee the Center’s daily operations, this agency is 
accountable to a committee of partners, including United Way. Similar to the Single 
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Agency Management model, partners provide staff to work with clients on specific 
services offered at the Center. 
 
The Career Connections and Prosperity Center in Winston-Salem, NC uses a 
Collaborative Management model. After a community assessment determined that the 
community did not have a single organization with the capacity and diversity of services 
necessary to manage the Center, United Way of Forsyth County created a Collaborative 
Management Model that includes several community partners. Goodwill Industries of 
Northwest North Carolina was selected as the lead agency, working in collaboration 
with the other organizations on management, operations, and service delivery.    

 

 
Centers Using Collaborative Service Providers 

 

Center Name United Way Lead Agency Partners 

Financial 
Resource 
Center 

United Way of 
Central and 
Northeastern 
Connecticut 

Co-opportunity, Inc: 
• Budget Coaching 
• VITA/EITC 
• Credit Counseling 
• Individual 

Development 
Accounts 

Foodshare: 
• SNAP screening 

United Way 211: 
• Referrals to 

Center programs 
and 

• Referrals of 
clients to other 

 

Building Collaboration May Take Many Tries 
 

The Career Connections and Prosperity Center in Winston-Salem, NC is currently in its 
second year of operation. Since its inception, the Management Collaborative has made 
several adjustments to the Center’s management structure and operational practices to 
improve its results.  
 
During the initial months of operation, Center staff were based at the same location, but 
working in “silos.” The individual partners were delivering their specialty services and 
focusing on the outcomes relative to their work, rather than coordinating and 
communicating with the other partners. In an attempt to resolve these issues, the lead 
agency hired a Center Director to build cooperation among the partners. Although the 
addition of a Center Director was helpful, it became apparent that this position should be 
independent from all service providers. The Center has since hired an independent 
Director who reports to the Management Collaborative, which has improved the 
integration of services.  
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services 
LIFE Program: 

• Job training and 
placement 

 

Career 
Connections 
and Prosperity 
Center 

United Way of 
Forsyth 
County 

Center team: 
• Financial counseling 
• Case management 

 

Goodwill Industries 
(lead): 

• Job training and 
placement 

• Education 
counseling 

CCCS: 
• Credit counseling 

Experiment in Self-
Reliance: 

• IDAs 
 

 
Network and Intermediary Model 
In this operating model, United Ways and/or other community-based organizations 
provide resources and assistance to a network of agencies that operate under a 
common framework. Rather than designate a lead agency to manage daily operations, 
each agency in the network utilizes their current staff and resources to provide a similar 
set of services as part of its core work. The intermediary provides technical assistance, 
centralized data tracking and management, and fundraises on behalf of the network.   
 
Only two out of the nine Learning Network communities employed the Network and 
Intermediary Model: Detroit, MI and San Francisco, CA. The Greater Detroit Centers for 
Working Families have two intermediaries; United Way for Southeastern Michigan and 
Detroit Local Initiatives Support Corporation (LISC) partner to provide technical 
assistance, resources, and tools to the network of agencies that deliver services.   
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United Way is responsible for engaging with the agencies on daily issues and tracking 
ongoing progress. Detroit LISC provides centralized data oversight and garners 
resources through fundraising and leveraging national partnerships. 
 
The SparkPoint Centers in the Bay Area have implemented the Network and 
Intermediary model in a slightly different way. The Centers are located in the seven 
different counties that comprise the Bay Area and each is a collaborative of nonprofit 
service organizations and municipal agencies in that county. United Way of the Bay 
Area, as the intermediary, provides training and technical assistance, leverages 
technology for data collection, and leads the resource development effort.   
 

 

 
OPERATIONAL COSTS 
 
Cost is an important component of operations and should be carefully considered when 
determining if your community and partners have the capacity to launch and maintain a 
Financial Stability Center. Below are cost estimates for each stage of the development 
of the Financial Stability Center.   
 
Planning and Implementation 
The planning costs United Ways in the Learning Network incurred were mainly staff 
salaries.  The planning process typically involved 1-2 full time employees contributing 
30-50 percent of their time. Consultants were also engaged to conduct market research, 
develop business plans, or facilitate a branding process, which added additional 
expenses.   
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The implementation phase typically involved a team of 1.5 to 3 full time staff members 
to select partners and Center locations, develop Center operations and procedures, 
train staff and develop marketing materials.  Key costs, beyond personnel, include the 
following: 
  

Staff Training. Costs range from $3,000 to $30,000 and could include training 
on financial coaching as well as more intensive programs like certification in 
credit counseling.  

Technology and Software. Several communities identified the need for a 
dedicated data management system to track the outcomes and activities of the 
Center. The cost of such systems range from $6,000 to $40,000, which includes 
licensing, system modifications, initial set up, and staff training. 

Center Furnishings and Equipment. While many Centers received these items 
as in-kind donations, most communities spent $1,000 to $3,000 for additional 
furnishings and equipment. 

Marketing. Marketing costs range from $2,000 to $10,000 and included 
publication of materials, web design services, and local advertisements. 

 
Ongoing operations 
Ongoing operating costs refer to the overall cost of providing services after start-up 
activities have concluded. Personnel expenses including salaries, benefits, and taxes 
are the primary driver of ongoing operating expenses for Financial Stability Centers, 
averaging 70 percent of the total budget.  
 
The typical staffing model includes three full time staff dedicated to the Center, who are 
primarily focused on outreach and recruitment, individualized counseling, case 
management, and coordinated data collection and analysis. Several additional staff 
provide direct services on a part time basis, spending anywhere from 25-50 percent of 
their time at the Center.   
 
Part time staff, particularly those provided by partners, can cost anywhere from $20,000 
to $145,000, depending on the amount of time they dedicate to the Center’s operations. 
The Gwinnett Village Financial Service Center, for example, paid $50,000 in fees to 
their partners for the current year’s services, which is nearly 20 percent of their budget. 
This covers the time of three staff, each of whom spend one day per week at the 
Center.  
 
The Career Connections and Prosperity Center in Forsyth County, NC, by contrast, has 
a total personnel budget of $225,000, which is 78 percent of the annual budget. The 
Center has 3 permanent staff – Center Manager, Connections Coordinator, and a 
Receptionist. In addition, the Center also covers staff salaries for four of the 
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collaborative members that contribute two full time employees, one half-time position, 
and one part time position to the Center’s operations. 
 
Other significant operating expenses include rent, facilities maintenance, and 
administrative costs, such as postage, phone and internet. If the Centers are not 
provided in-kind operating space, rent and maintenance costs can range from $10,000 
to $65,000 annually. Administrative costs and programs supplies range from $5,000 to 
$35,000 annually.   
 
The chart below represents the total annual cost of the Financial Stability Centers in the 
Learning Network for the current fiscal year. Since many of the communities in the 
Learning Network launched their One-Stop Centers in 2009 and have not completed a 
full year of operations, these costs should be viewed as estimates. 
 
The variance in costs reflects the difference in scope and scale of each community’s 
model. Detroit’s total cost of $2.5 million, for example, represents the annual cost of five 
Centers with an average cost of $450,000 per Center, as well as the annual budget for 
the intermediary team of the United Way and Detroit LISC, which is just over $200,000.  
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CLIENT OUTREACH AND RECRUITMENT  
 
Though the Learning Network members dedicated a significant amount of time to 
Center planning and operations, they felt that the development of client outreach and 
recruitment strategies were also critical to success.  
 
Successful client outreach and recruitment strategies employed by many of the 
communities included: 
 

Use of various social media such as Facebook, Twitter, and e-mail to reach 
out to the target population. The Gwinnett Village Financial Services Center in 
Atlanta and the United Way Center for Financial Stability in Miami-Dade use 
Facebook and Twitter to market upcoming events. The Palm Beach County 
Prosperity Centers cultivated an e-mail list that is segmented by groups based on 
their financial service needs. The Prosperity Center staff sends regular e-mail 
blasts about events, services, and useful financial tips to these groups. 

Integrating financial education workshops and financial coaching into 
other community programs. The Gwinnett Village Financial Services Center 
provides required financial education and resume-building services to 
participants in local transitional housing programs as well as to students from the 
local technical college.  

Dedicating a staff position to outreach. The United Way Financial Stability 
Center, powered by SPIN in Lynn, MA hired an Outreach Director to engage with 
local leaders, promote the Center, and identify opportunities for partnership and 
referral services.   

Sharing space and resources with community organizations. SPIN invites 
community organizations to use their conference room and classrooms for 
workshops on topics that are often complementary to the Center’s focus. This 
increases the awareness of services among clients attending the workshops as 
well as among the organizations hosting them.  

Hosting a major community event. In partnership with the area community 
improvement district and technical college, the Gwinnett Village Financial 
Services Center organized a county-wide job fair that attracted thousands of 
residents from Gwinnett County and the surrounding areas. The Center’s 
outreach effort, media exposure, and presence at the fair boosted the community 
response dramatically.   

Targeting outreach to specific segments of the community. Though the 
Career Connections and Prosperity Center in Forsyth County, NC serves a large 
number of unemployed individuals, its goal is to serve all segments of the 
community. To ensure that they reach employed individuals as well, the director 
is implementing a plan to educate employers about the benefit of the Center’s 
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services for their employees, which will hopefully result in their assistance with 
client recruitment. 

Provide Seasonal Services. Services provided during discrete periods of the 
year, such as free tax preparation services or enrollment in the Low Income 
Home Energy Assistance Program (LIHEAP), draw the greatest number of 
clients. Centers often serve at least twice as many clients with free tax 
preparation services than their next most popular service. However, Center staff 
noted that while these services increased participation during their seasonal 
offerings, they did not necessarily result in greater use of other services or 
increase the number of clients returning to the Center for additional services. A 
focus on tax preparation, therefore, should be balanced with other Center 
offerings, such as financial education. 

 
Membership 
Another recruitment tool that has shown promise is the use of an enrollment or 
membership structure to identify those engaged in the Centers’ integrated services. The 
Greater Detroit Centers for Working Families, for example, has a process by which 
clients who have received one service affirm their interest in additional services by 
enrolling in the Center. The enrollment process involves completing an intake form and 
affirming interest in writing. Enrollment allows Center staff to track clients more carefully 
and provide case management services. 
 
The SparkPoint Centers in Oakland, CA, also use a membership structure to ensure 
that both the client and Center staff are dedicated to positive change and to promote an 
environment of empowerment and ownership. The Bay Area team, like Detroit, views 
this as an easy way to differentiate and track clients who are seeking to fully utilize the 
Center from those that may only use one service. Membership may also serve as an 
incentive for continued participation. 
 
Under the membership structure, the client’s first service, often a workshop or event, is 
free. While there is no monetary cost for the second service, the client must commit to 
participate in a minimum of 3 services based on a financial stability plan developed by 
Center staff. 
 
The membership packet includes a pledge card, general information about SparkPoint, 
and detailed information about the specific services that are reserved for members, 
including special workshops, raffles, access to external resources like financial 
planning, and use of an online library subscription. Upon commitment, members are 
assigned a coach who coordinates the client’s participation in other services, tracks 
their progress on their financial goals, and maintains communication with the clients on 
a monthly basis.  
 
 



United Way Worldwide 

 

 

 23 

 

PARTNERSHIPS   
 
Partnerships are essential to the design and operation of Financial Stability One-Stop 
Centers. Very few community-based organizations have the expertise or capacity to 
deliver the array of services found in One-Stop Centers or to manage the daily 
operations of such a complex undertaking, making it necessary to engage multiple 
partners that can provide the necessary services and oversight. United Ways identify an 
organization to serve as a lead agency, with broad responsibilities for the management 
and operations of the Center. Other groups serve as service delivery partners, offering 
programs and supports at the Centers and sometimes contributing to management and 
overall operations.   
 
When identifying community partners, United Ways sought organizations that would be 
willing to focus on shared goals and that had the capacity to take on new ventures and 
serve additional clients. Other important qualifications included a willingness to take 
risks, an entrepreneurial mindset, and a productive approach to problem-solving. Other 
criteria used in certain communities included expertise with at least one of the financial 
services to be provided at the Center and experience with the identified target 
population. 
 
Partner Recruitment 
The number and type of partners needed varies according to the Financial Stability 
One-Stop Center’s operating model. If the collaborative management approach is 
central to the design of the Center, it is important to identify potential partners with 
collaboration experience. If the Center model depends on a lead agency for service 
delivery as well as management, an organization’s capacity to expand and deliver 
effective services should be the primary qualification. Finally, if the operating model 
requires opening and managing multiple sites, United Ways emphasize the need for 
partners with experience managing and expanding facilities in numerous communities. 
 
While some United Ways had specific strategies to recruit partners, others developed 
partners organically, without an explicit design. United Way for Southeastern Michigan 
and United Way of Massachusetts Bay and Merrimack Valley were approached by 
community organizations that were also planning to launch a program similar to the 
Financial Stability Center. The approaching organizations became the lead agencies; 
United Way worked with them to put the key pieces in place.   
 
In contrast, the partners of the Financial Resource Center in Hartford, CT were pre-
selected by a third party, with little opportunity for relationship building between the 
organizations. The early stages of planning and implementation were challenging as the 
partners sought to align the Financial Stability One-Stop Center concept with the 
strengths and capacities of each organization. The two organizations worked through 
their differences and currently have a strong and productive partnership. 
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Partnership Formation 
United Ways use a number of strategies to build strong working relationships among 
partners, including involvement in the earliest planning stages of the Financial Stability 
One-Stop Center. Engagement throughout the planning process engenders a strong 
sense of ownership among partners and also allows them to incorporate the Center’s 
principles into their own organizations.   
 
Among Learning Network members, United Ways established some aspects of the 
Center’s design, such as target population and targeted outcomes, though partner 
involvement was essential to an efficient and effective process. However, partners 
engaged in the planning and design work had to be able to make decisions on behalf of 
their organization and to respond quickly when needed. 
 
United Ways also offered training and workshops to enhance partnership formation. 
United Way of Forsyth County engaged an expert to organize a collaboration-building 
workshop for prospective RFP respondents and the general nonprofit community. The 
workshop increased attendees’ knowledge and skills in building and managing a 
collaborative endeavor and provided an outlet for interested organizations to begin 
conversations among themselves about ways to collaborate and submit a joint proposal 
to the United Way.    
 

 

Branding and Communication: How a Group Conveys Messages 

When the center is the result of a joint effort, the question of how branding, marketing materials, 
and communications tools will look is important and presents unique issues. Many organizations 
have a well-established brand and are strategic about its placement and presence in community 
initiatives. Since Financial Stability Centers are a joint endeavor, in which two or more partners’ 
marketing priorities and practices must be considered, some members of the One-Stop Learning 
Network resolved this issue by using one primary name and logo—often the United Way or lead 
agency partner.      
 
Other communities chose to integrate multiple logos into the branding or to create a brand 
unique to the Center. Below are the brands created for the Financial Stability Centers in Detroit 
and San Francisco. 

Partners in the Bay Area chose to 
create a new, unique brand for the 
center.  

In Detroit, partners 
developed a new logo 
but include the names of 
the intermediary 
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Essential Tools for Partnership Development  
Partners engaged in Financial Stability Centers use a variety of tools to clarify and 
solidify their joint operations. These tools include: 
 

Memorandum of Agreement.  The Memorandum of Agreement establishes the 
terms of the working arrangements and expectations among partners. These 
agreements are often developed in conjunction with the partners who sign it. 
 
Business Plan. Business plans are developed during the Center’s planning and 
development phase to frame the need for Financial Stability Centers and the 
value of a collaborative strategy. They also include a market and landscape 
analysis, an operating plan, a return on investment model to gauge impact, and 
finance and fundraising needs and opportunities.  
 
Communication Manual. Due to the number of different parties in most Center 
models, written expectations and procedures related to public marketing and 
communications efforts should be formalized. Communications manuals outline 
the division of responsibilities and roles, frames key messages and terms, and 
describe how to present the Center’s services and results to different 
stakeholders.  
 
Operating Manual. By the end of the first year of operations, most Centers 
develop operating manuals outlining their policies and procedures. Topics 
addressed in the manual ranged from protocols for client service delivery to 
procedures for opening and closing the facility. The director of the Career 
Connections and Prosperity Center in Forsyth County, NC created their manual 
in collaboration with the Center’s staff, many of whom were partner agency 
employees located part-time at the center. The development of key rules and 
standards in collaboration with center staff provided an opportunity for essential 
team-building, but also instituted a personal commitment among the staff to 
implement the mutually created policies and procedures.  
 
 

PARTNER ROLES  
 
When establishing a Financial Stability One-Stop Center, it is important to clearly define 
the role each partner will play. United Ways in the Learning Network first identify an 
organization to serve as a lead agency and then identify others to serve as service 
delivery partners.   
 
Some communities, including the Career Connections and Prosperity Center in Forsyth 
County, NC, have a tiered structure that clearly outlines partner roles. Core partners 
provide staff and deliver services within the Center; secondary partners include 
organizations that offer English as a Second Language or GED preparatory courses to 
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Center clients at external locations. Third tier partners provide services outside the 
Center’s mission and outcomes scope that address crises with housing, domestic 
violence, homelessness, or medical care. 
 
Lead Agency Role 
 
The lead agency is responsible for the day-to-day activities at each Center, overall 
operations, and management. The job description for a lead agency includes: 
 
� Managing partners, volunteers, and service delivery  
� Engaging the target population 
� Maintaining the facilities 
� Data collection and management 
� Control over quality of services delivered 
 
Lead agencies in the nine Learning Network communities include community-based 
organizations, regional intermediaries, economic development corporations, and in one 
case, a childcare center. These agencies are engaged in workforce development, EITC 
outreach and free tax preparation campaigns, Individual Development Accounts, 
microenterprise, homeownership counseling and services, and community 
improvement. In each case, the agency’s leadership, credibility, and ties with the 
broader community, as well as its demonstrated effectiveness in fulfilling its mission, are 
common characteristics.  
 
Most of the lead agencies have been in operation for a decade or more and were 
already deeply engaged with the Center’s target population. One such lead agency is 
Housing Partnership, which manages the four Prosperity Centers in Palm Beach 
County, FL. Housing Partnership has been engaged in affordable housing development 
and homeownership counseling since 1986 and has recently expanded the scope of its 
work to include family services, providing an ideal mix of skills and expertise for the 
Centers. 
 
Others have used the Center as an opportunity to diversify the target populations they 
serve. SPIN in Lynn, MA has been providing transitional housing to low-income families 
for 22 years. Engagement with the Center provided an opportunity for the organization 
to expand their services to a population beyond those transitioning out of 
homelessness. 
 
In other communities, the lead agency is a relatively new organization. The Gwinnet 
Village Community Alliance in Atlanta was originally developed to assist with the 
creation of a business improvement district in the neighborhood. Using an extensive 
community outreach process, the Alliance served as the administrative arm in this effort.  
When the district was approved and its own structure established, the Alliance was re-
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tooled to serve as a critical, complementary organization to promote other community-
enrichment services.  
 
Service Delivery Role 
In addition to the lead agency, other organizations play critical roles in the delivery of 
services contributing to the outcomes targeted by the Center. Service delivery partners 
often provide expertise in outcome areas that the lead agency does not target.  An 
organization with expertise in workforce development programs, for example, may serve 
as the lead agency; while other organizations provide services at the Center such as 
housing counseling, benefits access, and financial coaching.  
 
To ensure the array of services and supports for clients are comprehensively 
addressing the Center’s core outcome areas, service delivery partners locate staff 
members with relevant expertise at the Center to work directly with clients. For example, 
South Florida Urban Ministries serves as the lead agency for the United Way Center for 
Financial Stability in Miami-Dade; they manage the Center’s operations, provide the 
case management team, and offer financial education, job training, and job placement 
services. Their service delivery partners, Accion, CCCS, and Neighborhood Housing 
Services of South Florida, provide specific supports in microenterprise, credit 
education/counseling, and homeownership counseling, respectively. Staff from the 
partner organizations share their case notes, client data, and follow-up with the lead 
agency’s case management staff to create a comprehensive data collection point for 
each client. 
 
United Way Roles 
United Ways serve in varied roles during the planning, start up, and ongoing operation 
of Financial Stability One-Stop Centers. 
 

Convener. United Ways bring community members together to formulate the 
concept and design of the Center. They engage diverse partners to explore 
options and cultivate multifaceted feedback on the Center concept to strengthen 
the model. These gatherings increase and expand ownership and engagement in 
the Center beyond the United Way. 
 
Thought leader. United Ways cultivate core principles, theories, practices, and 
research on many topics related to the Center. They lead committees of 
volunteers in distilling these topics into essential tools for project design—theory 
of change, logic models, core definitions and benchmarks, and targeted 
locations/communities. In this role, partner organizations report United Ways 
have contributed significantly to their own understanding and integration of these 
core ideas in their organizations overall.   
 
Capacity Builder. United Ways provide technical assistance to build the 
capacity of their Center partners. Organizations report improved volunteer 
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programs, communication campaigns, links to best practices and models, and 
improved data and collaborative management skills. United Way teams tailor 
these capacity-building efforts based on a unique understanding of their partner 
organizations. They often leverage key strengths within the United Way 
organization and in regional or national resources to support building capacity for 
Center partners.  
 
Funder. All of the United Ways in the Learning Network are providing funding to 
support the Financial Stability Centers in their communities. In many cases, the 
funds are awarded to the lead agency, who then disseminates the funds among 
the other partners. In other cases, the United Way provides funds to several 
partners to support their role in the Center’s operations or planning.  
 
Resource Developer. United Ways are committed to securing funds beyond 
those in their own budgets for the ongoing operation of the Center as well as 
plans for expansion.   
 
Communications Expert. Communications, marketing, branding, and public 
relations are critical components to the success of the Center. They increase 
awareness of the Center and improve its credibility. United Ways provide 
guidance and support in using editorials, media coverage, and other media 
outlets to garner broad community awareness of the Center. 
 
Data gatherer.  United Ways are also deeply engaged in the collection, analysis, 
and sharing of Center data. Communities with Financial Stability Center locations 
benefit from a central data administrator to oversee cumulative reporting, track 
progress of each site, analyze results to inform services, and provide hands-on 
assistance in refining and improving each site’s data collection practices. This 
centralized approach ensures consistency and quality of data collection and 
provides ongoing support as partner organizations evolve, change staff, and 
adapt their services.  

 
Partnership Management 
 
Regularly scheduled meetings with key stakeholders and leaders during the planning 
and operation stages of the Center are essential for strong and consistent management. 
For those Centers with a collaborative management model, regular meetings with 
program managers, Center staff, and executive leadership of partner organizations help 
identify and address challenges and obstacles.  
 
In Forsyth County, the Center director meets regularly with senior managers who 
supervise the Center staff serving clients. The senior managers review data, address 
challenges in procedures, and explore issues related to case management to improve 
practice and operations. They work with the director to address all issues related to 
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effective management of the Center. The director also meets with the partner 
organization’s executives to assess results and other important strategic matters.  
 
The Greater Detroit Centers for Working Families also use several levels of meetings to 
keep Center partners engaged with each other and to address common management 
concerns. As the day-to-day manager of the five Centers, the United Way for 
Southeastern Michigan facilitates regular meetings at each site to review data reports 
and address errors or issues. The United Way team hosts meetings of representatives 
from all Centers to share effective practices and new ideas. The Center staff also meet 
in affinity groups related to their expertise, such as financial coaching, workforce 
development, and income supports. 
 
In addition to staff engagement, the lead agency and/or the United Way may establish 
advisory committees to engage a multitude of community stakeholders. Committee 
members often have specific expertise or influence and can address larger issues and 
policies impacting clients as well as identify additional resources in support of the 
Center. The United Way of the Bay Area, for example, has convened a Regional 
Advisory Committee for its SparkPoint Centers comprised of funders, content experts, 
and policy leaders. Committee members help identify opportunities for long-term 
support as well as potential public and private entities that should be engaged to 
advance the vision of the Center.  
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DATA TRACKING AND RESULTS   
 
Learning Network members identified data tracking as an ongoing challenge for many 
Centers. Coordinating multiple partners’ infrastructure and systems as well as their 
current data tracking tools can be a daunting task. However, all recognize the need to 
track outcomes and results to demonstrate the effectiveness of the Integrated Service 
Delivery model. 
 
In addition to demonstrating success, data tracking also helps identify areas of strength 
and those needing attention and reorganization. The areas below were identified by the 
Learning Network as important areas for data tracking and analysis.  
 
Assessing Integrated Service Delivery Components 
 
United Ways are in the early stages of assessing the effectiveness of the Integrated 
Service Delivery components. Measures and targets related to assessing the 
component of bundling have been well established through the Centers for Working 
Families sponsored by the Annie E. Casey Foundation; these have been adopted by 
many One-Stop Centers. Other components, such as assessing the effectiveness of 
sequencing or one-on-one services, are not yet developed, though several Centers are 
collecting data that will support the future analysis of these strategies.   
 
The current results reported from Financial Stability Centers’ bundling data are 
promising and indicate the value of continuing to serve clients using this model.  in 
continuing to serve clients Five of the nine communities tracked data on service 
bundling. While results are preliminary, they indicate that bundling helps more clients 
access more supports and achieve more in the designated outcome areas. 
 
Gwinnett Village Financial Services Center in Atlanta, GA found that in their first 
months, 30 percent of their 330 clients used two or more services while 23 percent used 
three or more. These results often spanned outcome areas as well. Out of 50 clients 
that received foreclosure prevention counseling and training, 48 percent also accessed 

the Career Connections program, 
offering individual career coaching, 
resume building, and job searches.   
 
The SparkPoint Center in Oakland, 
CA also tracks bundled service 
delivery and found that the greater 
the number of services bundled, 
the greater the extent of clients’ 
success in achieving targeted 
outcomes. In its first 36 weeks of 
operation, from July 2009 to March 0%
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2010, 80 out of 182 participants bundled two or more services and nearly half used two 
or more services in their first nine months of operation. Clients that bundle services 
were more likely to achieve mid-term outcomes, with those who bundled three or more 
services achieving two of their mid-term outcomes.     
 
Assessing Operations 
 
Effectiveness of Recruitment Strategies 
One-Stop Centers defined their target population as low-to-moderate income individuals 
and families. In order for Centers to maintain cost efficiencies and meet their intended 
targets, their recruitment and retention strategies must be effective. One way of 
measuring recruitment success is by tracking the number of clients served by the 
Center. 
 
Because all but one of the Centers have been in operation less than two years, the 
results achieved to date are preliminary. Even in these early stages, initial results are 
quite promising, indicating that Centers are reaching their target population. The chart 
below summarizes the total number of clients served at each of the nine sites in the 
current operating year, reflecting less than a full 12 months of operation. Variations 
among the sites result from the different size and scope of each, as well as the different 
periods of operation. Not surprisingly, Detroit and Palm Beach County report the 
greatest number of clients served; these locations host five and four Centers 
respectively. Similarly, Tucson reflects smaller scale programming tailored to one 
childcare center partner, the Outer Limits Daycare.  
 
Centers primarily measure the effectiveness of their recruitment strategies by setting 
annual quantitative targets related to the number of clients served. Using this yardstick, 
the majority are effective in their recruitment efforts as Centers have reached all or most 
of their targets, even though the current program year is not yet complete. In all, the 
Centers served over 4,800 individuals and families since mid-2009. This is an important 
first in-road to targeted communities. 
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Effectiveness of Services Delivered 
It is essential for Centers to track use and delivery of services because this data sets 
the stage for determining attainment of outcome indicators. These outcomes, framed in 
four categories, represent client success in meeting identified indicators as a result of 
Center services.   
 
The following table provides a sample of outcomes, indicators, and related services 
currently used by One-Stop Centers.  
  

Outcome Outcome Indicator Related Services 

Increase Income 

The client: 
• Secures new or better job 
• Receives tax refund 
• Receives public benefits 
 

• Job training and placement 
• Post-secondary education 

supports 
• VITA/EITC campaigns 
• Benefits screening 

Decrease Debt 

The client: 
• Improves credit score 
• Improves debt to income 

ratio 

• Credit counseling 
• Credit workshops 
• Financial education 
 

Financial Stability Center 

Number of Clients Served, Fiscal Year 2009-10
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Increase Savings 

The client: 
• Saves regularly 
• Accesses financial services 

and products 
  

• Financial coaching 
• Links to financial institutions 
• Financial education 

Gain and sustain 
assets 

The client: 
• Buys a home 
• Avoids foreclosure 
• Starts a small business 
 

• Matched savings 
• Homeownership counseling 
• Foreclosure services 
• Microenterprise programs 

  

Integrated Service Delivery components tie these different services together. One-on-
one services guide participants to various services based on their individualized plans. 
Cross-trained staff ease the transitions between different services, while bundling tracks 
the extent to which each client engages in multiple services. Data tools such as 
management information systems, pre- and post-tests, and self-reported activity by 
clients are used to track use of services and attainment of indicators.  
 
Preliminary results indicate that Centers are meeting their targets for the year, and in 
particular, they are exceeding targets in job training and placement and access to free 
tax preparation. Many Centers have not yet met targets related to increasing savings 
and gaining assets. Benefits screening, enrollment, and decreasing debt/improving 
credit have mixed results; some Centers met their targets in these areas, while others 
did not. This is likely due to the order with which clients take up services; access to jobs 
and to tax refunds are broad tools that tend to draw large numbers (particularly during a 
recession), while addressing debt and savings are often addressed after immediate 
income needs are met.  
 
Nevertheless, Centers are encouraged by the positive results to date and are setting 
higher targets for next year with a more informed sense of how defined targets tie into 
their outreach and recruitment efforts and their capacity for service delivery. In this way, 
these preliminary results are helping Center teams complete a critical task—using the 
data to refine their practices. 
 
Cost Efficiencies 
The data on average cost-per-client offers insight into the relationship between the 
investment of resources and the initial impact, measured by the total number of clients 
served. While not indicative of efficiency or effectiveness by itself, this measure can 
provide a common view of diverse operating models.  When used internally, it can also 
serve as a benchmark for sustainability.     
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The average cost-per-client calculations provided here serve as a starting point for 
capturing outcome information on each Center. However, the data also indicates a need 
for more rigorous evaluation of impact to answer the core question—is this initiative 
worth the investment? 
 
While this is a valuable calculation, there are some drawbacks.  For example, the cost-
per-client calculations in the chart below use a broad base for number of clients – those 
receiving at least one service. Those receiving multiple services, or returning several 
times to utilize Center resources, cost more than a client who attends one workshop or 
one counseling session and does not return. This measure, therefore, does not capture 
the cost of bundling; it does not offer any insights into comparisons between those using 
one vs. many services. Breaking this basic measure down to better track the cost of 
clients who are receiving bundled services compared to those who take only one is 
possible within each model. This method may be valuable for future development.  
 

Financial Stability Center 

Average Cost Per Client Served, Fiscal Year 2009-2010

1,454

1,050

118

1,701

411
286 269 250

1,371

-

500

1,000

1,500

2,000

Ha
rtf
or
d

Ba
y 
Ar
ea

Pa
lm
 B
ea
ch
 C
ou
nt
y

G
re
at
er
 D
et
ro
it

G
w
in
ne
tt 
Vi
lla
ge

M
as
sa
ch
us
et
ts
 B
ay

Fo
rs
yt
h 
Co
un
ty

Tu
sc
on

M
ia
m
i-D
ad
e

A
v
g
. 

C
o
s
t 
($
) 
P
e
r 
C
li
e
n
t

 
 
Exceeding Outcome Targets  
 
Career Connections and Prosperity Center, Winston-Salem, NC 
The Career Connections and Prosperity Center in Winston-Salem, NC launched in 
March, 2008 and collected data for the nine months of operations that year, though they 
did not set numeric targets. The chart below includes the number of clients served in 
2008; their goal for 2009; the actual number served that year; and their progress toward 
the target.  The difference in performance between 2008 and 2009 reflects not only a 
longer period of operation, but also the benefit of setting targets and refining practices 
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and operations over time. The Center exceeded their targets in all but one outcome 
area—completion of financial literacy workshops. They were particularly successful in 
credit management and building assets using EITC, areas that are often challenging 
overall.  
 

 OUTCOMES 
2008 
Actual 

2009 
Actual 

2009 
Goal 

% twd 
goal 

Improved 
Earnings  

Individuals who obtained a job or a 
better job. 

69 207 200 104% 

Car Loans Individuals approved for car loans. 1 40 24 167% 

Individuals/Families will be able to 
consistently pay their bills on time.   

16 111 50 222% 

Individuals/Families who have 
improved their debt/income ratio. 

69 244 220 111% 

Individuals who became banked (i.e. 
NC Saves) 

n/a 109 100 109% 

Individuals who completed Financial 
Literacy classes (i.e. IDA, CCCS). 

13 43 100 43% 

Decreasing 
Debt/ 
Increasing 
Credit 

Individuals/Families who achieved 
$300 in savings w/in 6 months.  

1 44 25 176% 

EITC 
Individuals who used their EITC for 
asset building activities.  

n/a 93 50 186% 

 

United Way Financial Stability Center powered by SPIN, Lynn, MA 
The United Way Financial Stability Center powered by SPIN in Lynn, MA set targets for 
its first year in operation. Launched in September 2009, the Center has met or 
exceeded most of its goals for the year. The Center exceeded its target for free tax 
preparation services, serving four times the number of clients initially targeted. After 
only nine months of operation, they have also met their target for financial education, 
including the resulting behavior change, as measured by a pre-and post- workshop 
survey. 
 
“Clients in active case management” reflects those clients who have completed an 
intake process, accessed at least one service, and are actively engaged with the 
counselors that track progress toward outcomes. While they have not yet met this 
target, they are likely to do so within the remaining months of the year.  
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Outcome 
For the period, October 2009 to April 2010 

Target 
Actual results, 
year to date 

Clients in active case management 500 300 

Clients completing financial education 175 175 

Financial education clients demonstrating changes in their 
financial behavior 

125 125 

Federal tax returns filed 165 540 

Estimated amount of refunds $231,000 $760,000 

 

 
Assessing Community Impact 
 
In addition to continuing to use the average cost-per-client to track progress over 
multiple years of operation, there is another measure that offers important insight into 
the overall value of time and resources invested relative to results: Return on 
Investment. 
 
Return on Investment (ROI) has been used by similar models, such as the Center for 
Working Families initiative, and has been tracked by at least one site, the Greater 
Detroit Centers for Working Families. The ROI is based on tabulating the financial 
benefit to clients resulting from the services they received at the Center.  
 
This return could be: 
 

• An increase in income due to… 
o Securing a job 
o Securing a wage increase 
o Receiving new public benefits such as cash assistance or food stamps 

 
• An increase in net worth due to… 

o Establishing savings 
o Decreasing debt 
o Purchasing an asset 
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The Greater Detroit Center for Working Families developed a ROI model to frame their 
anticipated impact. Based on the ROI model used by the Annie E. Casey Foundation for 
their Center for Working Families initiatives, the Detroit Centers anticipate an average 
return of $18,000 for each client who receives all three bundled services over a 36-
month period. Assuming a total of 750 individuals and families receive three bundled 
services across all the Centers, they will yield $13.5 million for the greater Detroit 
community over three years. 
  
The Detroit Centers are reporting the following returns during their second year of 
operations (Year-to-Date): 
 

• 169 people are employed due to the Center’s efforts (Average wage is $8.30 per 
hour) 

• Nearly $300,000 in work supports were received by clients  

• A total of $220,000 in income supports, such as food stamps or unemployment 
benefits, have been received by clients 

• 99 clients have experienced an increase in income by an average of $1,400 

• Net worth has increased for 32 clients by an average of $4,500 

 
Few other Centers are currently developing such a targeted measure, though several 
do track the financial value of outcomes attained by clients. Because the Center model 
is aimed at tangible financial results for clients, developing a ROI measure or range may 
prove a useful tool in assessing the larger impact of this work. 
  

 

Building Outcome Targets from Research and Practice 
 
The United Way of Tucson and Southern Arizona are engaged in an iterative process to 
design services and target outcomes. They implemented an initial set of services and tools, 
tracked and reviewed results, and surveyed clients for further feedback.  Based on the 
results, they adjusted services to better meet clients’ needs. 
 
Based on clients’ stated interests, United Way developed a financial education series 
reaching a total of 80 participants, 11 percent of whom attended two or more workshops. 
Once the series completed, the team conducted another focus group and survey.  
Participants responded that some of the series content did not seem relevant to their needs 
and questions and expressed interest in individual coaching on budgeting.  
 
United Way is currently vetting a cadre of volunteer coaches to implement this new service.  
They have also adjusted the financial education series to better meet clients’ expectations. 
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CHALLENGES 
 
Learning Network members identified several challenges that other communities should 
be aware of when developing Financial Stability One-Stop Centers. 
 
The Coordination of Data 
Through data tracking and reported results, Centers are able to identify possible 
operational challenges and strategies for improvement; however, collecting data to 
measure results has been a common challenge among network members in the early 
stages of implementation.  
 
Integrated Service Delivery requires an integrated data management system. However, 
most partner agencies have their own data management system to track work in their 
service area. These different data systems, along with confidentiality standards, can 
complicate information collection on services offered and results achieved.    
 
Centers have sought to address these challenges in different ways—investing in a new 
data system, constructing a hybrid system among partners’ existing systems, or 
selecting one partner’s tool as the predominant one and tailoring it to meet the full slate 
of data needs for the Center. Since no clear solution appears to have met most 
members’ needs, this will continue to be a challenge of vital importance to address, 
given its centrality to measuring results. 
 
Funding for the Future 
Centers face many challenges in seeking investors dedicated to building a sustainable 
Center within their communities. The Integrated Service Delivery model used in 
Financial Stability Centers is a new concept that brings together numerous services and 
requires new systems, practices, and data tools. Private and public funders are often 
unwilling to fund innovations of this type, preferring instead to support efforts already 
“proven” by data results. 
 
Further, the model necessitates a commitment to clients over 2-3 years, which means 
that Center funders must be committed to several years of costs while the full scope of 
outcomes may not be realized until the third to fifth year of operations. This goes 
against many funders’ impatience for quick, meaningful results.  
 
In addition, services at the Center often duplicate or overlap services offered elsewhere 
in the community (often by the same organization), causing tension among community 
funders. Many asked, “Do I fund the stand-alone service or the center-based services?” 
This may put future United Ways and agency partners in the difficult position of 
“choosing” between funding sources for their work. 
 
Learning Network members are also challenged by the perceived costs associated with 
the time it would take for clients to reach their goals and the necessary coordination 
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between multiple partners. These costs, along with the cost of operating a large facility 
and building new infrastructure, initially deterred potential funders. 
 
Changing Trends 
The Learning Network found changing economic trends can result in different outcome 
targets and uncoordinated results. Centers launched in 2008 found their robust 
homeownership services suddenly slow while clients increasingly came in requesting 
assistance in avoiding foreclosure. Workforce development services targeting 
individuals who were under-employed found those unemployed coming in greater 
numbers.  
 
Centers launching in 2009, like SparkPoint in the Bay Area or the Gwinnett Village 
Financial Services Center outside Atlanta, integrated foreclosure prevention services 
into their Centers before opening their doors. Both communities benefitted from partners 
with significant expertise in housing counseling services who were already shifting 
strategies to meet these changing community needs. 
 
With unemployment on the rise, Centers have found requests for job training and 
placement have increased dramatically. Centers with models emphasizing financial 
services and income supports have increased the extent of job training and placements 
services available due to this increasing need. They are finding rising unemployment 
among the target population is the cause of decreasing participation in savings and 
asset building programs as clients focus on securing earned income.  
 
Centers have increased partnerships with technical and community colleges, as well as 
with workforce development boards and area chambers of commerce to better connect 
their clients to jobs. Centers are additionally using the financial services (financial 
education and counseling) and additional income supports to reinforce their household 
budgets during this period of unemployment. 

 
 
SUSTAINABILITY 
 
Sustainability of the Financial Stability One-Stop Center is at the heart of United Ways’ 
strategic plans. Community support, stakeholder investment, financial wherewithal, 
operating efficiency, and reaching impact are all aspects of the Center’s sustainability 
strategy. These strategies are built into each Center model during the planning process 
and then tested and refined during the operations phase. 
 
Learning Network members recognize that the resulting community impact, overall cost, 
and changed systems validate continued investment into the strategy or provide 
substantive insight into a new, more effective approach. Members identified outcome 
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measurement and effective cost structures as two main ways to gauge their impact and 
validate their Centers’ sustainability in the community.   
 
Driving Sustainability by Communicating Outcomes  
The Financial Stability One-Stop Centers’ outcomes drive the sustainability of the 
Integrated Service Delivery model and the Centers themselves. The outcomes are 
organized in four main categories: increase income, decrease debt, build savings, and 
gain and sustain assets. The outcomes themselves are intended to reflect a condition in 
clients’ lives that, when changed, lead toward financial stability.  
 
Through data tracking, analysis, and reporting results, Centers can make a case for 
sustainability. Communicating results to stakeholders is important way to validate the 
community’s need for the integrated service. Learning Network members identified a 
few strategies to communicate the Center’s impact in their local communities: 
 

External champions like community leaders, volunteers, public officials, and 
even funders are sometimes more effective at telling the Center’s success story 
than partners. Those who have been directly engaged with the Center, like 
volunteers, provide a personalized perspective on the experience. In all, they 
may provide a degree of credibility to a broader field of potential stakeholders. 
 

 

 

Success Story 
 
One of our highest achievers at the SparkPoint Center in Oakland, CA is an African 
American. When she first visited the Center in April, 2009 she was unemployed, with a 
previous income of about $12,000. She has engaged in five services (credit counseling, 
income supports, tax preparation, workforce development, and education counseling) and 
been referred to Bank On Oakland to open an account. In seven months she has: 
 
• Raised her credit score 90 points, from 478 to 568, more than any other participant to 

date 

• Enrolled in classes at a local community college and received financial aid 

• Developed a résumé, filed taxes, and been screened for benefits eligibility  

 

She is excited about working with SparkPoint and has leveraged the services to set a new, 
very positive direction for her life. The positive effects can be seen in her two young 
daughters, who are already talking about college when they grow up. 
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Engage with public entities. They can provide valuable resources and are well-
suited to partner for the long-term. Among Learning Network members, 
municipalities have offered several years of free space for Center operations. 
Public social service and housing agencies have served on planning committees 
and sought to integrate the Center’s work with their own. Municipal governments 
are currently working to alter their benefits enrollment process to allow providers 
like the Center to provide direct access to benefits. These contributions have 
value beyond the direct need they meet or gap they fill. 
 
Tie the Impact of the Center to Economic Development. This is largely tied to 
calculating a return on investment for the work of the Center—cash returned to 
families, money saved by preventing foreclosure through counseling, or incomes 
increased due to new or improved employment. The recent economic decline 
has largely put a strain on communities and Center activities directly seek to slow 
or even reverse this decline for individuals and families. Gauging the economic 
development impact of the Center’s work resonates for many funding sources, 
particularly public sources, during times like this. 
 
Engage Diverse Media Outlets to Tell the Story. Learning Network members 
contribute opinion pieces in local newspapers, cultivate television media 
coverage of major Center events and use new online outlets, like social 
networking sites, to reach a broad audience in their respective communities.  
Using diverse outlets affords an opportunity to share different facets of the 
Center’s underlying strategies and core purpose, while also reaching multiple 
audiences that access these different media sources. 

  
Resources and Costs 
 
Successful Financing Strategies 
The nine Financial Stability One-Stop Centers included in the Learning Network are 
financed by a variety of sources: 
 
• United Way campaign funds 

• Private foundations 

• Corporate philanthropy, particularly from financial institutions 

• Public sources 

• Re-dedicated funds from lead agencies and partners  

 
United Way contributions come from both campaign funds as well as funds raised from 
other sources. United Way’s connections to business, philanthropy, and nonprofit 
service organizations offer a valuable position to generate support for an innovation like 
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Financial Stability Centers.  United Way staff teams identify this as a productive role to 
assume on behalf of the greater partnership and engaged these stakeholders in the 
early stages of the Center’s development. 
 
Both United Ways and their partners dedicate public funds to the Center. In most cases, 
the public funds are part of an existing award for a service offered prior to the Center’s 
opening. They are re-assigned to cover that portion of services now offered at the 
Center. The United Way of Palm Beach County, for example, dedicates a portion of 
funds received from the Assets for Independence Program for their Individual 
Development Account program. The IDA program is available through the Prosperity 
Centers exclusively. They have also used funds from the recent American Recovery 
and Reinvestment Act legislation for foreclosure prevention counseling and 
homeownership counseling, both of which are provided at the Centers. Federal, state, 
and county grants now provide 35 percent of the total annual support for the Center.  
 
Leveraging Partnerships to Raise Resources and Reduce Costs 
There are several strategies Center partners have employed to secure the millions of 
dollars in support they needed to launch the Center. 
 
United Ways dedicate financial resources to the endeavor, providing grants to lead 
agencies and other partners to support core activities that benefit all partners. In Detroit, 
for example, the two intermediary partners leading the network—Detroit LISC and the 
United Way for Southeastern Michigan—purchased licenses to the Efforts To Outcomes 
software provided by Social Solutions and provided it to all five Centers in their network. 
 
Lead agency partners also dedicate financial resources to the Center as well as raise 
funds from philanthropic sources for its core operations. Where appropriate, the United 
Way and lead agency engage a potential funding source together. United Way of 
Miami-Dade and South Florida Urban Ministries work closely together on most aspects 
of the Center’s operation, including how to approach potential supporters in both of their 
circles for future awards. 
 
Expectations for financial contributions vary greatly among partners in the nine 
communities. United Ways generally provided 85-100 percent of funding for the first one 
to three years. Future responsibility for fundraising is then stipulated in partner 
agreements, with most lead agencies taking on greater responsibility to secure funds 
over time. 
 
In Detroit and surrounding counties, the division of resource development 
responsibilities has been established since the Network’s inception. The intermediaries 
for the Greater Detroit Centers for Working Families provide 25 percent of the operating 
budget (currently $100,000 in each of the last two years), while the Center operators 
provide 75 percent of the budget.   
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In-Kind Resources Drive Down Costs 
Building a Center that operates efficiently requires an iterative process whereby Center 
leadership continually assesses the cost of their operations and makes adjustments to 
the design and activities to reduce costs without sacrificing results. In-kind contributions 
are a common strategy used to reduce costs without losing impact. 
 
In-kind contributions for Financial Stability Centers include volunteer hours and 
expertise, facilities, maintenance or utilities for the Center, as well as equipment and 
furniture. The four Prosperity Centers in Florida have been housed in municipal 
buildings since their inception and United Way of Palm Beach County has not had to 
pay rent, maintenance, or utilities for their Center offices for four years. This provides a 
substantial cost savings to the Centers’ bottom line. Other Centers, such as the United 
Way Financial Stability Center powered by SPIN and Gwinnett Village Financial 
Services Center, also receive complementary space, the value of which ranges from 
$50,000 to nearly $200,000 annually.  
 
Volunteers are another significant in-kind resource for Centers, with the potential to 
provide significant cost savings for the overall model. Volunteers serve as tax preparers, 
budget or financial coaches, and members of advisory or oversight committees. United 
Ways provide significant support in building a volunteer program for the Centers.  
 
Several Centers employ AmeriCorps volunteers to serve as intake specialists, as in the 
United Way Center for Financial Stability in Miami-Dade. The Gwinnett Village Financial 
Services Center accepts interns who are students from the local technical college, who 
provide job training and placement services for the Center. Volunteers provide 
thousands of hours of expert service that contributes significantly to the breadth of 
individual assistance for clients. 
 
The United Way of Tucson and Southern Arizona, in its partnership with two area 
childcare centers, provides the primary conduit to volunteers, tapping into a network of 
asset building facilitators who have supported their efforts for several years. They are 
currently refining the network and offering training opportunities to volunteers interested 
in serving as budget coaches. This contribution yields significant cost savings for the 
model that has the lowest budget overall, at approximately $30,000 for 2009-2010 fiscal 
year. Volunteer hours contributed to date are valued at $10,000; nearly 1/3 the total 
annual budget. 
 
Partner organizations also provide in-kind services in the form of staff that deliver 
services, manage staff, and serve as resources for planning, marketing and outreach 
efforts, finance, and resource development. These in-kind contributions are often a 
direct cost to the partner organization that is not compensated by grants.  
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CONCLUSION AND NEXT STEPS  
 
Financial Stability One-Stop Centers offer an important opportunity to comprehensively 
address the critical financial challenges faced by low-income individuals and families. 
The Bank of America and United Way Financial Stability One-Stop Learning Network 
was formed to explore this emerging strategy and glean insights from the experience of 
nine United Ways and their partners immersed in this work. 
 
Learnings include: 
 

• Financial Stability Centers require an array of partners with specific expertise 
related to the diverse services and capacities driving the model. 

o United Ways provide distinct expertise in convening, raising resources, 
and shaping the idea. 

o Lead agencies require both capacities to deliver at least one of the core 
Center services and to manage operations. 

o Center partners provide additional capacity in core services such as 
workforce development, financial education, credit counseling, and the 
like. 

o Centers provide unique challenges to partners because the core feature of 
Integrated Service Delivery necessitates new ways of working together. 

 
• Each of the nine Network members designed the Center’s location, look and feel, 

mix of services, and approach to service delivery with a common set of values 
and priorities regarding the quality of each feature. 

o Location of the Center was carefully considered in each community to 
facilitate access by the targeted population. 

o Centers were designed to provide a professional, supportive, open 
atmosphere and to provide prospective clients with immediate resources 
to meet their current needs. 

o The mix of services offered at each Center was tailored to meet clients 
“where they are,” addressing both their immediate needs as well as their 
future financial goals. 

o Integrated Service Delivery is essential, particularly the use of 
individualized planning via one-on-one coaching or counseling, seamless 
service offerings (via cross-trained staff), and the use of seasonal services 
such as VITA/EITC 

o An essential aim and area for continued exploration is increasing client 
retention over time.   
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• Results to date, while preliminary and in the early stages, are promising. 

o Centers teams are hitting their targets in terms of number of clients 
accessing specific services.  Short-term outcome targets are also being 
met, particularly related to job training and placement and use of 
VITA/EITC services. 

o For those tracking bundling activity, these early results indicate that at 
least a third of clients are engaging more than one service. Further, it 
appears that more of those using multiple services are achieving outcome 
targets. 

o Recent shifts in the economy required adjustments to service delivery and 
outcome targets to accommodate rising unemployment, a shrinking job 
pool, and shifts in the homeownership marketplace. 

o Other challenges include inefficiencies in data management systems and 
procedures. 

 
• Sustainability is of paramount importance to each Learning Network member. 

o United Ways and their partners are each leveraging their current 
capacities in resource development to support the Center’s first three to 
five years. 

o Centers seek to reduce their costs through the use of in-kind contributions, 
particularly in the two high-cost areas of facilities and personnel.  

o Personnel costs consume most Center budgets as the Center’s staff is the 
linchpin of Integrated Service Delivery. 

o Over time, more insight on the Center’s cost structure will be gained.  
Measures such as the average cost per client and determining the return 
on investment may help round out any assessment of the value of this 
work. 

o New strategies for sustainability are a high priority for each network 
member. 

 
The United Ways and partners that participated in the Bank of America and United Way 
Financial Stability One-Stop Learning Network identified a number of challenges to the 
Financial Stability Center model as well as strategies to improve efficiency and future 
opportunities for expansion. As interest in the Integrated Service Delivery Model 
continues to grow, it is important to continue to gather learnings from these and other 
United Ways that implement Financial Stability One-Stop Centers. Additionally, more 
evaluation of data collection, outcome measurement, and return on investment is 
needed to demonstrate the effectiveness of the model and attract additional funders.   


