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CONTEXT

The National Academy Foundation (NAF) is an acclaimed national network of high school career academies predominately based in urban settings with rigorous, career-themed curricula created with current industry and educational expertise. Each year, NAF serves more than 50,000 students in over 500 Academies in 40 states and the District of Columbia. At present, NAF supports academies with the industry themes of engineering, finance, hospitality/tourism, and information technology.

NAF was founded by Sanford I. Weill, Chairman Emeritus of Citigroup Inc., and operates as a partnership between business leaders and educators. Employees of more than 2,500 businesses support NAF students by volunteering in classrooms, acting as mentors, serving on local Advisory Boards, and securing work based learning opportunities such as compensated internships.

Recently, NAF introduced a new approach to membership development for its academies, which includes four stages—Affiliate, Member, Leader and Distinguished- representing degrees of expertise and fidelity in implementing the NAF career academy model. While NAF supports academies at all stages of its network, it also believes that those academies at the highest stage of the membership development continuum, which implement fully the NAF model, have greater likelihood of producing positive evidenced based academic and employment outcomes for students.

The following report and recommendations are being presented to enhance NAF’s capacity to support academies as they advance along the membership continuum. Specifically, the recommendations include clarifying the Theory of Change guiding NAF’s approach, defining objectives, standards and program components integral to the NAF model and recommending an updated approach to supporting academies in the field that is consistent with NAF’s goal of increasing the number of academies that fully implement the NAF academy model. 

THEORY OF CHANGE
NAF’s basic Theory of Change (TOC) is that the NAF Career Academy Model, when fully implemented, supports students at greater risk of academic failure to reach high levels of academic achievement and college and career readiness. 

Prior research shows that students who complete a 4-year career academy program demonstrate enhanced employment and earnings outcomes and preliminary data suggests that students in a fully implemented NAF Academy demonstrate the following outcomes when compared to their non-academy peers.

	 NAF Student Outcomes

	Higher graduation rates

	Higher on-time graduation rates

	Higher rates of college admission

	Higher degree of career readiness

	Higher future earnings


NAF is undertaking additional research to collect evidentiary data around the following student outcomes:

	Additional NAF Student Outcomes

	Higher attendance rates

	Higher academic assessment scores

	Higher course grades (GPA)

	Lower incidences of disciplinary referrals

	Lower academic remediation rates

	Higher rates of college completion

	Higher rates of sustained employment


NAF also believes that fully implemented NAF Academies may result in positive benefits for school district reform, as well as for communities.

	Potential School and Community Outcomes

	Tangible workforce development initiative for community

	Community cost savings related to reduced dropout rates

	Increased civic engagement by students, educators, and employers 

	Increased per student revenue linked to higher attendance rates
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B. NAF MODEL CONDITIONS AND COMPONENTS 

1. Preconditions for Implementation

In order to succeed in fully implementing the NAF Career Academy Model, schools and communities must exhibit substantial need, interest, and support for the model. 

	Need
	Interest
	Support

	School enrollment matches NAF target population of traditionally underserved students
	School and district demonstrate interest in school reform work through a proven track record of implementing, measuring, and evaluating related approaches (such as smaller learning communities) and through prior grant-seeking efforts
	Community support is evident through strong district and community leadership for career academy and high school reform work, engaged employer partners, and existence of multiple funding streams for academy implementation 


2. Target Student Population

While the NAF Career Academy Model can benefit all types of students, NAF intentionally targets students at risk of academic failure. The organizational priority of NAF is to work with schools where over 50% of the student population reflects one or more at-risk factors. This includes students who are members of demographic categories that may include the following characteristics:
· Qualify for free/reduced lunch

· Over-age and under-credit

· Underrepresented racial/ethnic populations

· Qualify for special education services

· English language learners (ELL)

· Dropouts/truants

· Homeless

· Recipients of foster care*

· Teen parents*

· Court-involved*

* NOTE: These special populations may be enrolled in alternative settings.

3. Components of the NAF Model

The NAF Career Academy Model is built around four essential components of practice. Academies that fully implement the NAF Model successfully follow all of the elements of each component outlined below.

Component 1: Academy Development & Structure

· Academy has an open and equitable student recruitment process that results in enrollment that reflects the demographics of the school

· Academy is designed as a 4-year high school experience 

· A minimum of 75 students are enrolled per grade level (based on school enrollment of 1000 or more)

· Students are scheduled as a cohort (that is, Academy students are scheduled as a group into NAF theme courses as well as in core academic courses such as English/language arts, math, science, and social studies courses)

· Academy teaching team and students fully participate in program design and decision making

· Ongoing formative and summative evaluation of the Academy is used for program improvement and to benchmark student progress

· District, school, and Academy leaders participate in regularly scheduled professional development and collaboration

Component 2: Curriculum and Instruction

· Complete use of NAF curriculum, fully integrated with core academic content

· Use of NAF instructional practices (industry-vetted PBL, literacy)

· Use of theme and course assessments where available

· Formal supports help all students achieve the extended benefit of NAF Academy courses

· Teachers participate in regularly scheduled professional development and collaboration

Component 3: Advisory Board

· Formally organized Advisory Board operates with broad-based community representation

· Board members support teachers and students and increase awareness of the career field

· Board collaborates with teachers regarding industry developments, trends and practices, helps teachers design and implement student project work, and provides structured workplace learning opportunities, including compensated internships, for students

· Board provides financial support and advocacy to develop and sustain the Academy

Component 4: Work-Based Learning, Including Internships

· All students complete a sequenced set of work-based learning experiences as defined by the Internship Gold Standards

· The Academy develops and sustains a program of compensated internships for all students

· Work-based learning is consistently aligned with curricular goals articulated in the Academy theme, as evidenced by students earning industry-validated credentials

· Data is used to evaluate the work-based learning experiences, linked to Internship Gold Standards

4. NAF Model Resources and Supports

In order to support academies to implement the above model to a high degree of fidelity, NAF organizes its work into three strands of support. These strands work together to provide educators with knowledge, skills, and resources necessary to fully implement the NAF Career Academy Model.

STRAND ONE: Network-Wide Supports

	ACADEMIES SERVED 
	SUPPORTS
	KEY FEATURES OF THIS APPROACH

	The NAF Network—all academies benefit from strand one supports
	· NAF Collaboration Network

· Videos and tools on the NAF website

· Getting Started Guides

· NAF Self-Assessment Tool

· Summer Institute

· NAF Course Curriculum
	· Broad application at relatively low cost

· Self-guided growth opportunities

· All components of NAF Model are explained in detail through consistent tools


NAF’s Strand One supports give all NAF academies access to the best available ideas on academy development, curriculum, advisory boards, and work-based learning/internships. Many of these supports exist in the form of documents and other media, available 24/7 via the web. From NAF’s perspective, this support strand allows the organization to have maximum impact on academy growth by deploying technological tools and organizing large-scale events.

STRAND TWO: Targeted Cohort Supports

	ACADEMIES SERVED 
	SUPPORTS
	KEY FEATURES OF THIS APPROACH

	Selected academies that are ready to more fully implement the NAF Model will be grouped together with academies in similar development stages
	· Year of Planning (YOP) cohort—for academies that are new to the NAF Network

· Other regional or national programs that help existing academies more fully implement the NAF model
	· 5-20 academies identified for each program

· Programs tie directly to growth needs identified on NAF Self-Assessment Tool

· Powerful collaboration is possible with academies in a similar development stage

· Group approach allows NAF to provide targeted facilitation 

· Some functions may be outsourced to partner organizations


Strand Two supports are delivered to a subset of Network members who have demonstrated the interest and capacity to increase their implementation of the NAF Model. NAF uses a program approach organized around key academy development milestones to direct its resources toward academies that are poised to show tangible improvement.

STRAND THREE: Field Team Supports

	ACADEMIES SERVED 
	SUPPORTS
	KEY FEATURES OF THIS APPROACH

	Individual academies within strategic districts and regions around the country
	· Field Teams of NAF staff include:

· 1 Field Director 

· 1 Academy Development Manager

· 1 Curriculum Manager

· 1 Work-Based Learning/Advisory Board Manager

· 1 Account Manager

· State or City Director/Liaison as needed 

· Teams provide customized technical assistance, professional development, and coaching to districts and schools in their field
	· Placement and staffing of Field Teams determined by many factors, such as geography, current NAF penetration, case load, degree of state and district leadership, location of partner organizations, and prevalence of target student populations

· Several Field Teams will be needed to provide sufficient support across the country

· Partners and intermediaries are leveraged to provide additional support for districts and Academies

· Transition strategy needed to move from current field support model to more strategic and targeted field support


NAF’s Field Team approach directs high-touch support and expertise to strategically important areas where academy growth is desired. A Field Director leads and manages the team, including the deployment of resources and talent and leverages partnerships at the state and local levels to provide additional supports for strengthening academies in those areas. Each Field Team will have specialists to provide technical assistance, professional development and coaching for academies around academy development, curriculum, and work-based learning/internships and an Account Manager will provide administrative support for the team.
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