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The Police Athletic League of Philadelphia (PAL) has been carrying out its mission 

of “Cops Helping Kids” since 1947. Through PAL, Philadelphia police offi  cers – 

supported by civilians and volunteers – off er sports, educational, and cultural 

programs to youth in some of the city’s highest crime and lowest income 

neighborhoods. PAL centers are safe havens, off ering a variety of programs 

and events to attract, engage, and mentor more than 15,000 Philadelphia 

youth annually.  

 

Rooted in nearly seven decades of success, this strategic plan seeks to build 

on our strong foundation and position PAL for the future. While most people 

understand inherently why “Cops Helping Kids” makes sense, a changing 

environment has made it more important than ever for nonprofi ts, like PAL, to 

quantify their impact in the community. To that end, PAL has spent nearly a year 

analyzing the challenges facing Philadelphia children, our programming, our 

outcomes and outcome opportunities, and our “place” in the youth development 

landscape. The goal of this analysis was to develop a strategic plan that will 

ensure our work is as eff ective for Philadelphia youth today and tomorrow, as 

it was when Sgt. Gus Rangnow opened the doors of the 36th Police District to 

neighborhood kids in 1947.

Hi story
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This planning has been supported by the Bridgespan 

Group, a nonprofi t advisor and resource for mission-

driven organizations and philanthropists, and by 

a working group of PAL Board members, PAL’s 

management team, and PAL staff  (police and civilian). 

Together we analyzed best practices in of Out-

of-School Time (OST) and sports-based youth 

development programming. We also reviewed:

 •   Current and past program off erings 

 •   Programmatic opportunities 

 •   Technology solutions 

 •   The changing funding climate

Two central themes drove this work:

 PAL is “Cops Helping Kids” and police will  

 remain at the center of PAL. Our ability to 

 create unique impact lies in the relationships 

 forged among police offi  cers, children, 

 families, and their communities.

 

 PAL programming will always be fun, safe 
 and free. We do not want children to “leave 

 school to come to school;” our centers are 

 safe havens from the dangers of the streets;  

 and we will not charge for participation.

While our mission has remained steadfast during 

our entire existence, there has been varying focus 

on the outcomes we seek to achieve, ranging from 

educational to behavioral and everything in between.  

As part of the strategic planning process, the working 

group honed our focus on three outcome areas, 

which we believe are sorely needed, achievable, and 

tailored for our unique organization:

 •   Reducing crime.

 •   Promoting character development.

 •   Improving educational outcomes. 

To achieve impact in these areas over the next 

fi ve years, PAL will seek to serve many more at-

risk Philadelphia youth, and to serve them more 

intensively and with more eff ective programming.

1.

2.
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To achieve our g
will focus on fo
areas

While PAL in Philadelphia is already seen as a leader among the PAL network 

across the country because of our size and scope, there remains some ambiguity 

about what we actually do and achieve. Over the next fi ve years, as we continue 

our journey from “good to great”, we will seek to serve both as a leader among 

city youth-serving organizations and a national example of the impact PAL 

organizations can have on the lives of disadvantaged youth.
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r goals, we 
four key 

Securing resources to sustain growth

Enhanced programming

Improvement and expansion of 

metrics system

Growth in enrollment, attendance, 

and centers

1.

2.

3.

4.
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Securing Resources 
to Sustain Growth

Secure facility, staff, and financial resources to support ambitious growth. 
The plan described here will require additional resources – human, fi nancial, and 

physical. We plan to enhance facilities in several centers and at headquarters, 

and in the future, to add new centers in high-need neighborhoods in a strategic 

manner. Delivering on this growth will require new strategies around facilities 

and an investment in PAL organizational capacity. Additional staff  will be needed 

in several areas, specifi cally: measurement and evaluation, fi nancial planning, 

fundraising, facilities management, training, and program design/oversight. 

To carry out this plan, we will need to signifi cantly increase annual revenues.  

Meeting this goal will require less reliance on events-fundraising (while 

maintaining current revenue levels) and a sharper focus on corporate donors, 

high-net-worth individuals, private foundation, and support from public Out-of-

School-Time funders such as Philadelphia’s Department of Human Services.
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Enhanced 
Programming

Deliver best-in-class programing to reduce crime, promote character, 
and improve educational outcomes. While the interaction between police 

and children is core to what PAL does, it is programming that attracts kids to our 

centers. Both elements are critical in our eff orts to create positive outcomes for 

youth and so during the next fi ve years, PAL will seek to align and inform existing 

programs with evidence-based practice and will add new programs to attract 

and engage kids. This will require us to aim for consistency in program delivery 

across the network, while also allowing for fl exibility so centers can adapt 

programming to accommodate the unique needs and interests of children in a 

diff erent neighborhood.  

Research and experience confi rm that the more adults in a center, the easier it 

is to manage the center and to off er compelling programming, while providing 

more individualized attention to the kids. Our most successful centers have 

a strong corps of volunteers and seasonal/part-time staff  working under the 

direction of the PAL Offi  cer. This allows the PAL Offi  cer to spend more time with 

those kids she/he feels can benefi t from one-on-one mentorship and coaching.  

Our current ratio of adults-to-children hovers around 1:40, while a ratio of 1:20 

is considered a best practice. In order to move toward a more eff ective ratio, PAL 

will undertake several eff orts, including:  

 •   Exploring law enforcement partnerships (like we have with the 

      University of Pennsylvania) and deployment options to allow for as  

      many two-offi  cer centers as possible.

 •   Seeking corporate partnerships that bring volunteers into the centers 

      on a regular basis.

 •   Continuing our practice of hiring seasonal/part-time center-based 

      support staff  (including older PAL kids and PAL alumni) in key roles 

      such as coaches and homework instructors, with a focus on  

      candidates with relevant experience.

 •   Expanded training for all police and civilian staff  to gain new skills in 

      youth development.
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Improve and 
Expand Metrics  

Track priority outcomes and youth attendance targets, in order to make 
ongoing improvements and report on achievements. For the past two 

years, PAL has piloted a metrics program to collect and analyze data related 

to our programming. We have outgrown our current data collection system 

and will deploy new technologies (e.g. KidTrax, a best-in-class performance 

measurement software for nonprofi ts) to measures inputs, such as attendance; 

and outcomes, such as educational achievement and character development.  

Through enhanced data tracking, we will identify and recognize highly-engaged 

youth - “PAL MVPs” – as part of a strategy to encourage other youth to adopt 

the same high levels of participation. Refi ned tracking will also enable us to 

provide the sort of data required by nearly all funders, make more informed 

programmatic decisions, and better allocate limited resources.
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Growth in Enrollment, 
Attendance, and 
in the Number 
of Centers   

Grow to reach those most in need, with an aim to double daily 
attendance and increase enrollment by 30%. While identifying adequate 

new and replacement facilities remains a challenge for PAL, we do have room 

for additional enrollees at many existing centers – some of which only serve 

a portion of the eligible kids (ages 6-18) in their neighborhoods. By improving 

programming and providing incentives for recruitment and attendance, we can 

attract and retain more youth into existing centers. We will also seek to reopen 

centers in neighborhoods where outside circumstances forced closures, and will 

continue to work with the Police Department to identify additional geographic 

areas of greatest need.
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To inform the development of this strategic plan, fi ve leading PAL chapters 

across the country were identifi ed and interviewed (New York, Detroit, 

Jacksonville, Miami, and Beaverton). These interviews surfaced best practices 

that are refl ected in the following initiatives. These interviews also confi rmed 

that Philadelphia is looked to as a national leader, as no other PAL chapter has as 

many full-time police offi  cers directly involved with running centers. With this 

strong national presence, we believe we have an opportunity to demonstrate the 

full potential of what PAL can mean to a city and its youth. As we embark on this 

ambitious plan, we will need support from inside and outside the organization. 

Success will mean growing to reach 20,000 of Philadelphia’s most at-risk

youth annually, as well as doubling the average number of youth who attend

PAL centers on a daily basis (from 1,200 to 2,400).  Success will be evident in

the transformative eff ect that PAL has on the lives of highly-engaged youth.

Our ambitions are to more than double the number of youth annually who

have such transformative relationships with PAL, from 2,500 youth today to 

6,500 annually by 2019.
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Unique
Position
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      ’s unique position to 
address Philadelphia’s 
challenges 
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With more than 60% of Philadelphia’s youth living in poverty1 and the city 

suff ering from the highest violent crime rate per 100,000 of the 10 largest U.S. 

cities2, now is the time to build PAL into the premier youth-serving nonprofi t in 

the city, and a model for PAL chapters nationally.  

PAL delivers services that keep youth safe today and connects them to education 

and career opportunities for tomorrow.

Annual income of less than $45,000 for family of four.  Kids Count Data Center: Children below 200% 

poverty, Annie E. Casey Foundation.

United States Department of Justice, Federal Bureau of Investigation. (September 2015). Crime in the 

United States, 2014

1.

2.
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We are uniquely 
positioned to partner 
with the city in 
reducing crime.
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Research shows that juvenile crime spikes when 

school ends and students are turned out on the 

street without constructive activities or supervision. 

On school days, 3 p.m.-6 p.m. is the peak time for 

teens to commit crime, become victims of crime, or 

smoke, drink, or use drugs 3. A national survey found 

that nine out of 10 police chiefs believe that expand-

ing educational after-school programs could greatly 

reduce crime 4. Philadelphia Police Commissioner 

Charles Ramsey expressed this opinion at the 2013 

International Association of Police Chiefs Annual 

Conference:

PAL fi lls the critical gap for many Philadelphia youth 

during after-school hours by providing constructive 

activities and supervision. As a result, in the 

neighborhoods where PAL opened centers, juvenile 

crime has declined meaningfully. After we opened 

centers at Harrowgate and Oxford Circle, juvenile 

arrests within 6-8 blocks of the centers dropped the 

following year, beyond citywide trends (39% decline 

in juvenile arrests around Harrowgate versus 6% 

citywide for the period of May 2010-June 2011; 16% 

decline around Oxford Circle versus 10% citywide for 

the period of August 2010-September 2012).  Our 

ability to promote safe communities is unique among 

youth-serving providers.  

In addition to reducing neighborhood crime, because 

every PAL center is staff ed by a full-time police 

offi  cer, we have a special ability to keep youth safe. 

In the quote to the right, a long-time PAL offi  cer 

describes how through PAL, he played a critical role 

in protecting a young woman.  

Beyond keeping youth safe, PAL’s programming in 

sports, character, and academics connects youth 

to future educational and career opportunities.  

These opportunities are critical in a city where the 

school district struggles to provide basic education, 

evidenced by the fact that 35% of four-year seniors 

do not graduate from high school5, and 13% of teens 

16-19 are neither attending school nor working6.  

This disconnect contributes to serious consequences 

for youth, who often experience losses in social 

inclusion, self-reliance, work experience, and 

professional networks7. On a societal level, the long-

term cost of failing to reconnect youth with future 

opportunities can lead to taxpayer burdens from 

crime, welfare, and social supports8.   

By providing best-in-class programming, PAL can 

help to reverse these negative trends. A growing 

body of evidence demonstrates that engagement in 

high-quality sports and after-school programs can 

teach important character lessons that drive a child’s 

future success in school and in life9. Specifi cally, 

studies suggest that the development of character 

competencies, mindsets, and strategies lead to a 

range of positive outcomes, including academic 

improvement, reduced risky behaviors, and increased 

pro-social behaviors – all of which help youth 

succeed in work and life10. 

“Along with being an offi  cer, I play a father 

fi gure to these kids. One PAL girl confi ded in 

me that she was being abused and consider-

ing suicide. I quickly changed from the father 

fi gure to the offi  cer and we got the girl proper 

care. I helped save her life, and she still comes 

to this center every day.”

    -        Offi  cer

  Research Brief from Fight Crime: Invest in Kids

  Keeter & Mastrofski. Poll of Police Chiefs

  Mayor Nutter’s address to the Greater Philadelphia Chamber of Commerce, January 2015

  Kids Count Data Center: Teens ages 16 to 19 not attending school and not working, 

  Annie E. Casey Foundation

  Education to Employment: Designing a System that Works

  The Economic Value of Opportunity Youth  

  A meta-analysis of after-school programs that seek to promote personal and 

  social skills in children and adolescents

 “How Children Succeed,” by Paul Tough, 2013

“What if public safety was measured by

graduation rate and not just incarceration 

rate, or harm reduction and not just arrests?”
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More than
Sports
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Our Model
PAL centers provide athletic, educational, and character development programs 

for youth ages 6 to 18. Many youth are drawn to PAL because of our athletic 

off erings, with basketball being our most popular sport, followed by fl ag football.  

To promote youth engagement and healthy competition, we hold citywide 

tournaments at the end of sport seasons; however, PAL is more than simply a 

place to participate in sports.  

In addition to athletics, PAL provides youth with academic support and 

character-building programs. All of PAL’s centers provide daily homework help, 

and nearly all centers off er computer labs and computer education clubs.  

To support character building, PAL runs gender-specifi c mentoring programs: 

Boys to Men (for males) and Positive Images (for females). These programs 

aim to boost positive self-image and provide a safe space for developmental 

conversations with a trusted adult. PAL Offi  cers oversee and participate in 

these sessions, which are run by a combination of volunteers and part-time/

seasonal staff .

Along with the daily programs in centers, PAL holds special events that 

expose youth to new experiences in the broader Philadelphia community. 

Examples of these events include PAL Nights at the Phillies and Sixers, PAL 

Day at City Hall, PAL Night at the Arts, and ice skating at the University of 

Pennsylvania, among others. 

To help our most active youth succeed, the PAL Scholarship Foundation annually 

provides approximately 200 scholarships (of $1,000 to $1,500 each) to apply 

toward college or an accredited trade school.  

PAL’s annual budget is $6 million. Just over half of these expenses are covered 

by contributed services from the city (i.e. salaries and benefi ts for the Police 

Offi  cers), in recognition of PAL’s ability to meaningfully reduce juvenile crimes 

in high-crime neighborhoods. The balance of PAL’s budget is supported by 

corporations, foundations, individuals, and government grants – much of which 

is in support of the impact we make on academics.  

PAL has signifi cant scale in the city, with more than 15,000 youth enrolled across 

our centers. Long-term interactions with highly engaged youth have illuminated 

PAL’s potential to create change in the lives of individual PAL youth, and 

ultimately the city at large.
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Two examples of 
these long-term, 
transformative 
relationships 
include the stories 
of Amile and Najah
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“I attended the Southwest PAL Center since I was nine. At fi rst, my 

PAL center was just a safe place for me and my friends to go and 

shoot hoops, but once I became better acquainted with my PAL 

Offi  cer—Offi  cer Jones— it became so much more.

You may view the offi  cers’ presence as mainly a safety measure, 

but to the kids who run the fl oors of a PAL center every day, these 

offi  cers become a mentor……a parental fi gure……a role model……

a friend.

PAL has been an important catalyst for success throughout my life. 

Offi  cer Jones has encouraged me to keep school and my GPA a 

top priority. I have worked hard on all aspects of my character and 

learned the importance of diligence, integrity, and dedication. 

I will continue to spread the message that there are bright, hard-

working and deeply committed children and teens willing to make 

a diff erence every day in their communities within Philadelphia. 

There are hundreds, even thousands of stories, just like mine.”

    - Amile Jeff erson

      Duke University, Class of ’16

      NCAA Champion

“I attended Paley PAL and thanks to that experience was exposed 

to countless individuals dedicated to bettering society by enriching 

the lives of the next generation.  

This inspired me to do the same and seek out ways I could use my 

talents to make a diff erence. I received the Anne Krancer Memorial 

Scholarship in 2006, and today I am a doctor.  

I extended my program to get training in public health at Johns 

Hopkins University to gain a foundation in treating individuals and 

improving the health of entire communities. This path has been 

demanding, but I’ve been aff orded amazing opportunities like 

attending a health policy meeting at the White House.  

Without PAL, I wouldn’t have dreamed of these accomplishments. 

By being encouraged to participate in an academic competition or 

try a new sport, I learned not to be afraid to step out of my comfort 

zone and challenge myself ”.

  - Najah Waters, MD

    Resident, Temple University 

    Department of Physical Medicine and Rehabilitation
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Envisioning
Our Future
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Our Mission
and Vision

Since our founding in 1947, PAL’s mission has been “Cops Helping Kids.” 

As referenced earlier in this document, a working group of PAL Board 

members, PAL’s management team, and PAL staff  spent much of the past 

year working on this plan, and in the process aligned on a renewed vision 

in support of our mission.
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Cops 

Helping Kids.

We aspire to be the premier youth 

serving organization in the city, by 

reducing crime, promoting character 

development, and improving 

educational outcomes.

We do this by having Philadelphia Police Offi  cers, supported 

by civilians, off er sports and other educational and cultural 

programs to youth in centers in some of the city’s highest 

crime and lowest income neighborhoods. PAL Centers 

are safe havens, off ering a variety of programs and other 

events to attract, engage, and develop more than 15,000 of 

Philadelphia’s youth.

1

2

3
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As outlined in the vision, we will measure success 

through our ability to reduce crime, promote 

character development, and improve educational 

outcomes. Specifi cally, PAL will seek to track the 

following outcomes:

I. Juvenile Crime:

Our goal is to reduce juvenile crime in the areas 

surrounding PAL Centers. We will work with the 

Philadelphia Police Department’s CompStat unit 

to analyze data on juvenile crimes (aggravated 

assault, curfew, robbery, homicide and truancy) 

in a 6-8 block radius of PAL centers compared 

to citywide data.  

II. Character:

Our goal is to increase positive character traits 

among all PAL youth. We will measure this through 

character surveys developed in consultation with 

our University partners (Temple University and the 

University of Pennsylvania) who are leading the way 

on the research related to character traits like grit, 

connectedness and how they lead to success. 

III. Education:

Our goal is to increase school attendance and grade 

promotion among PAL youth as compared to youth 

citywide. We will work with the School District of 

Philadelphia to explore an appropriate data-sharing 

agreement, and align and design incentives to 

encourage PAL youth to self-report and provide 

information from their report cards. 

Crime Reduction
Juvenile crime within 
6-8 block radius of 
PAL centers

Is juvenile crime in 

the immediate areas 

surrounding PAL centers 

better/worse than 

citywide averages?

Character Development
Grit /persistence

Does the youth sustain 

eff ort toward very long-

term goals?

Connectedness

Does the youth establish 

and maintain healthy 

relationships with adults 

and peers?

Responsible decision 
making

Does the youth make 

good choices at home, 

at school, and in the 

community?

Educational Success
School attendance

Are PAL youth attending 

school more frequently 

than Philadelphia 

School District students 

as a whole?

Grade promotion

Are PAL youth advancing 

to the next grade 

at better rates than 

Philadelphia School 

District students as 

a whole?
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We have developed the following “theory of change,” summarizing how PAL’s unique model can deliver 

these outcomes. This theory of change will help provide a foundation and reference point from which 

to guide and inform programmatic decisions, to make strategic tradeoff s to maximize our impact, and to 

communicate priorities to our various stakeholders.

Our Logic Model

Youth Participate In

...And Benefit From

Drop-in

Centers

Time in a Safe Haven
   Youth off  streets    

   during peak 

   crime hours

   Police ensure

   center safety

Quality Relationships
with Police and Adults
   Eff ective adult- 

   youth ratio

   Adults with 

   best-in-class 

   training

Evidence-Based Programs
   Incorporating 

   national best 

   practices into    

   programming

   Evidence-based 

   character 

   development     

   curricula

Youth 

improve

academic 

performance

Youth

develop critical

character traits

Reduced

juvenile crime 

in the 

community

Enriching Experiences
Tied to Outcomes
   Unique trips 

   and events

   Reinforce and 

   reward 

   participation and    

   development

Sports

Programs

Educational

Programs

Character

Development

Programs

Opportunities to 
Contribute
   Volunteer/paid 

   positions for 

   youth

   In-house 

   career tracks



36



37

Our Plan
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As detailed earlier, PAL plans to increase and improve 

our organization in several broad areas, specifi cally:  

programming, technology, and facilities. These 

improvements and enhancements will require 

additional resources, which will require a shift in our 

approach to fundraising and partnerships. To achieve 

this goal, we will work on the following items:  

 

I. Organizational Capacity:

         Create and fi ll Outcomes & Evaluation position. 

         Create and fi ll a Director of Operations & 

         Finance position.

         Hire a dedicated and experienced grant writer.

         Create and fi ll a Facilities Manager position.

         Add 1-2 full time program staff  to support 

         offi  cers, enhancements to program, and manage 

         volunteers and seasonal/part-time staff .

         Purchase and deploy KidTrax technology. 

II. Fundraising:

         Reorganize the fundraising team to refl ect a 

         shift away from over-reliance on special events 

         and toward individual giving, specifi cally 

         High Net Worth Individuals (HNWIs), corporate, 

         foundation, and government funding.

         Using fundraising best practices, assign to 

         Development staff  goals and prospects, and 

         develop solicitation and stewardship strategies 

         for all levels of donors.

         Create giving societies and expand the 

         Commissioner’s Club.

         Utilize strategic plan and outcomes data to 

         attract new donors and re-engage and expand 

         existing ones.  

         Increase in-kind support by seeking out 

         partnerships with institutions and organizations 

         that have both facilities and police personnel 

         (i.e. universities, public housing, etc.).

III. Facilities:

         Develop a facilities master plan and strategy to 

         achieve consistency in PAL facilities (size,   

         amenities, etc.).

         Seek out opportunities to upgrade facilities (i.e. 

         full size gym, additional classroom space, etc.).

         When appropriate seek out new facilities that 

         meet the growing needs of PAL.

Goal: Secure facility, staff  and fi nancial 
resources to support ambitious growth.

Securing 
Resources 
to Sustain 
Growth
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Enhanced 
Programming
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While PAL does many things very well, there is a lack of consistency across 

our network of centers in the area of program delivery. This inconsistency 

can limit the eff ectiveness of programming, create uncertainty among PAL 

kids and the neighborhoods we serve, and hamper fundraising eff orts. In 

order to address this, PAL will seek to create programmatic parity across 

centers, while also maintaining a level of fl exibility so PAL offi  cers can adapt 

and deliver programming geared toward the needs of the children in diff erent 

neighborhoods. Specifi cally, we will work on the following in order to

achieve our goal of delivering best-in-class programming focused on our 

outcome areas:

I. Training:

         Provide offi  cers and other support staff  with annual training 

         opportunities on sports-based youth development, risk and protective 

         factors, best practices for PAL-type educational programming, etc.

II. Support for Offi  cers:  

         Increase the number of adults in centers supporting the offi  cers through 

         a combination of volunteer recruitment and when appropriate, paid 

         (seasonal/part-time) staff .

III. Consistency: 

         Build on the existing PAL program calendar which details specifi c 

        “program periods” to ensure citywide programming is off ered, and 

         create a level of autonomy within the structure that allows offi  cers to 

         adapt programming at their centers when necessary to adjust for 

         competing programs, neighborhood dynamics, etc.   

         Create more programming opportunities for girls.

         Seek out and implement best practices and evidence-based programming 

         in all areas (sports, education, etc.).

IV. Youth Involvement:

         Formalize the responsibilities many PAL MVPs take at their centers 

         (helping to coach younger children, taking attendance, etc.) and align 

         incentives to reward these behaviors and also encourage non-MVPs to 

         increase attendance and join this elite group of PAL kids.

V. Summer Programming:

         Establish stronger summer educational, cultural, and sports programming.

Goal: Deliver best-in-class programing to reduce crime, 
promote character, and improve education outcomes.
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Since 2006, PAL has been working to measure and quantify its impact 

through a metrics and data evaluation program and has learned a great 

deal about our operations and programming during that time. However, we 

have yet to implement a cost-eff ective system that is scalable across all centers, 

adaptable for changing programs and funder requirements and reliable enough 

to provide consistent data to improve programming and make prudent and 

timely business decisions. To achieve this goal, we will work on the following 

items:

I. KidTrax Performance Management Software:

         Install KidTrax system in every center so we can have real-time data 

         tracking, custom engagement reports (e.g. by program and age),

         outcome tracking, etc.  

         Train offi  cers and other center staff  on use of KidTrax.

         Use data to inform management decisions, program off erings, reports to 

         funders, program eff ectiveness, and create accountability to the board 

         and the community, etc.

II. Crime Reduction:  

         Work with Philadelphia Police Department’s CompStat data system to 

         compare crime within 6-8 blocks of PAL centers over time, as well as 

         against city-wide trends.

         Share data with offi  cers, district police captains, community,

         City Council, etc.  

III. Character Development: 

         Work with researchers to develop character surveys for youth and staff .

         Work with the School District’s Offi  ce of Strategic Partnerships and   

         PhillyBoost to collect aggregate character outcomes data. 

         Work with parents to obtain character data from report cards 

         when possible.

         Share data with appropriate stakeholders. 

IV. Educational Outcomes:

         Work with the School District’s Offi  ce of Strategic Partnerships and 

         PhillyBoost to collect aggregate educational outcomes data.

         Work with parents to obtain report card data when possible.

         Share data with appropriate stakeholders. 

Goal: Track performance against priority outcomes and youth 
attendance targets in order to make ongoing improvements and 
report on achievements.
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Improvement and 
Expansion of 
Metrics System
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Growth in Enrollment, 
Attendance, and in the 
Number of Centers
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PAL has always been a safe place for kids to go after school. Whether youth drop 

in for a few hours or attend regularly for structured programming, PAL plays a 

critical role in fi lling after school hours with positive alternatives. This contributes 

to the safety of our children and our neighborhoods.  

While we will always maintain the drop-in option, research and experience 

confi rms that when kids spend more time in our centers, they have better 

outcomes; moving forward we will seek to increase the number of PAL kids 

attending regularly. Youth participating in PAL at least 60 hours per year and 

engaging in some structured programs are our PAL MVPs. We have capacity 

at many existing centers for more MVPs and so we will focus on increasing 

enrollment and daily attendance. Finally, there are many high-crime, low-income 

neighborhoods in Philadelphia that lack a PAL center and so we will continue our 

eff orts to open centers strategically where the need is greatest.  To achieve this 

goal, we will work on the following items:  

I. Increase Enrollment to 20,000:

         Develop center-by-center strategies to increase enrollment 

         and engagement.

         Work with community stakeholders, police district personnel,

         local schools, etc. to raise awareness of PAL.

II. Improve Overall Attendance and Increase the Number of MVPs 

    (from 2,500 to 6,500):  

         Align incentives (tickets to sporting events, prizes, recognition 

         opportunities, etc.) with desired behaviors, i.e. attendance, 

         participation, etc.  

         Encourage the majority of MVPs (highly-engaged youth) to assume 

         responsibility at PAL: opportunities to build career skills and get paid can 

         attract older youth.

         Establish strong summer programs that draw youth from all centers. 

         Strong summer programs can engage new youth who may be busy    

         during the school year, but have little to do during the summer.

III. Explore New Neighborhoods: 

         Use crime and poverty data to identify areas where PAL services

         are needed.

         Work with our partners (police districts, schools, etc.) to identify 

         potential facilities. 

Key to the eff orts above will be our success in improving program quality and 

consistency as outlined earlier. 

Goal: Grow to reach those most at-risk, with an aim to
double daily attendance and increase enrollment by 30%.  
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This plan represents a growing recognition that in order to remain relevant, PAL 

must become a more sophisticated organization.  As stated earlier, there are many 

areas where PAL excels; however we are hampered by inconsistency. To achieve 

the ambitious goals detailed in this plan, our focus in years one and two will be 

on “blocking and tackling” issues (fi nance, facilities, metrics, etc.) and piloting 

enhancements so that by years two through fi ve, we will be equipped to grow with 

quality, and ensure that increased attendance and youth enrollment, as well as 

growth in numbers of centers, is done in a planned and eff ective manner. 

The adjacent chart details the sequencing of our approach:

Growing
Recognition
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Premier OST provider in Philadelphia.

National example of what a PAL can be.

Growth with Quality

Best in Class

Year 2-4

Year 4-5

Increase enrollment and 

attendance.

Maximize existing centers and 

open new centers.

Improve Youth-to-Adult Ratios. 

Develop innovative 

programming, partnerships, etc.

Create consistency across the 

network.

Launch pilot sites.

Solidify policies and procedures.

Improve facilities.

Align marketing & fundraising.

Implement metrics and 

continuous quality improvement.

Provide training on best/

evidence-based practices.

Administration, 
Operations & Program

Year 1-2
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