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* AMBLER, PENNSYLVANIA S5V %0 -
“ ears: essons” tells the
LEDIS, Wl EVAERLANDS unique story of BTE and distills

Johnson & Johnson * NEWARK, CALIFORNIA BTE’s 25 years of experience
launches the first * PANAMA CITY, PANAMA into words of wisdom.
international BTE program
in Cork, Ireland.
» BUCHAREST, ROMANIA
* MUMBAI, INDIA
« NEW BRUNSWICK, NJ (5)
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* LEEDS, ENGLAND
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* SANTA ANA, CALIFORNIA
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« INVERNESS, SCOTLAND

+ ST. LOUIS, MISSOURI
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* LIVINGSTON, SCOTLAND
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* NAIROBI, KENYA

* NAPLES, ITALY

* NORTH PLAINFIELD, NEW JERSEY
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IGSTON COUNTY, NEW YORK
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*Some locations have had more than one
BTE program. The number behind a location
indicates the number of times that location has
had a BTE program.



BRIDGE TO EMPLOYMENT

Celebrating the BTE Story:
25 Years, 25 Lessons

As economies transform around the globe, the need for young people
to obtain postsecondary degrees or credentials will only become
more pressing. Encouraging young people to imagine a wide world

of possibilities for their future education and careers is critical to their
own success and that of their communities. How can cross-sector
engagement in youth development help them get there?

Support from corporate partners is one way. Johnson &
Johnson’s family of companies employs over 125,000
employees at Johnson & Johnson Corporate and local
operating companies in more than 60 countries. John-
son & Johnson supports many community-based pro-
grams and promotes employee engagement following
its Credo, a statement of principles established in 1943
that guides the company’s approach to business suc-
cess and community well-being: “We are responsible
to the communities in which we live and work and to
the world community as well. We must be good citizens
— support good works and charities and bear our fair
share of taxes. We must encourage civic improvements
and better health and education. We must maintain in
good order the property we are privileged to use, pro-
tecting the environment and natural resources.”

80+

Sités Worldwide

2

19

Countries

BRIDGE TO EMPLOYMENT

One of Johnson & Johnson’s many initiatives is Bridge
to Employment (BTE), a youth development program
launched in one community in New Jersey in 1992
that has now served at-risk students in more than 80
communities in 19 countries around the world. BTE
harnesses cross-sector partnerships to enrich students’
academic experiences, promote enrollment and
success in postsecondary education, and introduce
students to a range of possible careers, particularly

in healthcare. In each community, the program

serves 35-50 students in their last three years of
secondary school, and it offers a mix of services that
include academic enrichment, career readiness and
exploration, and higher education readiness

and exploration.

Over

5,000

Students
Served



BTE programs also collect consistent evaluation
data to demonstrate success and drive improve-
ment. With a track record of 25 years of success,
BTE programs consistently prepare students with
higher academic achievement, graduation rates,
and interest in STEM2D (science, technology, engi-
neering, mathematics, manufacturing, and design)
careers compared to their peers. BTE graduates
also have increased awareness of and aspirations
for higher education. In 2015, 100% of BTE grad-
uates were accepted into at least one institution
of higher education. Moreover, BTE graduates do
better academically overtime than their peers (3%
higher grades in science from baseline to year 3
than a comparison group, 2% in math, and 1% in
native language.)

How did BTE do it? First, by committing at a
community-wide level to two shared outcomes:

1. Anincrease in the number of youth completing
higher education

2.Anincrease in the number of youth pursuing
careers in the health or science sectors

And second, by following a common, carefully

structured process with on — going supports along

25 YEARS, 25 LESSONS

the way — that also responds to the cultures and
contexts of its many diverse communities. Each BTE
program capitalizes on the strengths and resources
of four cross-sector community partners:

- Johnson & Johnson local operating company
- Secondary school
- Institution of higher education

. Community-based organization

FHI 360, an international nonprofit organization,
provides overall management and administration
for the global BTE program and offers capacity
building support to community partners in local
BTE programs.

Through focus groups with global BTE leaders,
interviews with community partners from current
and past BTE programs, and review of evaluation
data, we've arrived at 25 lessons that distill BTE’s
25 years of experience into words of wisdom from
those who have been there and done the work.

Bridge to Employment has had a lasting impact on students,
educators, and J&J employees for the last 25 years. BTE’s
success, in large part, is due to our constant effort to measure,

learn and improve. The BTE family reflected to identify what we
have learned and how to make youth development and health
career exploration programs stronger.

— Michael Bzdak, Ph.D., Global Community Impact, Johnson & Johnson

25 YEARS, 25 LESSONS |



DIINIG

EEEEEEEEEEEEEEEEEEEE

IMAIE PROGIRAM



O1

BUILDING THE PROGRAM

Engage a Partner with Global
Management and Technical
Assistance Expertise

Engaging a partner with expertise in youth and community development,
cross-sector partnerships, and capacity building brings global expansion and
replication to fruition. It also means that local BTE programs can get up and
running smoothly and ensures a consistent focus on positive outcomes globally.

Johnson & Johnson recognized the importance of and
need for such a partner and brought FHI 360 on board

to manage the global BTE program in 2003. FHI 360 is a
nonprofit human development organization dedicated to
improving lives in lasting ways by advancing integrated,
locally driven solutions. FHI 360 has managed hundreds
of human development projects in the U.S. and around the
world for more than 40 years. Management and capacity
building support from FHI 360 allows community partners
to focus on local implementation, while relying on FHI 360
to assume cross-cutting programmatic and technical assis-
tance aspects of the program, including strategic planning,
training, resources, networking, promotion, and evaluation.

FHI 360 works as an intermediary between local BTE pro-
grams and Johnson & Johnson’s Global Community Impact
(GCl, also known as corporate social responsibility at other
corporations) team. Regular communication at all levels

promotes consistency in goals and messaging. For example,

monthly calls with the GCI team ensure that FHI 360 can
keep the corporate team abreast of progress in local BTE
programs, communicate global goals to local BTE sites and
provide any feedback to the sites from GCI. Yearly site visits
from FHI 360 to local BTE programs begin with strategic
planning with the community partners and the development

of a program model to identify outcomes for the initiative and
the strategies to achieve them. The visits support monitoring
and accountability against BTE’s broad goals while offering
resources and supports to each local program to ensure that
best practices are shared and that open lines of communica-
tion are there to continually improve each program and BTE
globally. During the visits, evaluation results are discussed,
training of Johnson & Johnson employees in youth develop-
ment principles, career coaching,

and STEM2D activities also
occur. FHI 360 also
takes responsibility
for overall data
collection and
reporting across
local BTE pro-
grams, allowing
the corporate
social respon-
sibility team to
track and moni-

tor BTE progress
globally.

partners with
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Johnson & Johnson

FHI 360 to manage
the BTE program
worldwide.
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BRIDGE TO EMPLOYMENT

Find the Right Local
Partners

Success in local BTE programs is a product of strong
collaboration and communication between community
partners committed to students’ success.

BTE rests on a four-legged stool comprised of a Johnson & Johnson local
operating company, secondary school, institution/s of higher education, and
community-based organization — and strength and commitment among all
partners is critical to keep the program from tilting. Each community partner
offers unique assets to local BTE programs. Typically, with support from FHI
360, a local operating company seeks out community partners with the right fit
for BTE. Finding the right community-based organizations is crucial, because
they will take on day to day management of the BTE program.

In selecting local partners, FHI 360 asks questions based on interest in BTE’s
outcomes and the organization’s capacity to help achieve outcomes:

- Do local operating companies have an interest in engaging local
communities? Can employees offer unique, hands-on experiences to
students? Will they be willing and able to allocate staff time, space, and
resources to the BTE program?

- Do secondary schools demonstrate enthusiasm for BTE and what it
can offer their students? Are they committed to selecting students who
will benefit from BTE the most? Do they have existing connections with
institutions of higher education, local businesses, or community-based
organizations? Will they be willing and able to allocate staff time, space,
and resources to the BTE program?

- Do institutions of higher education have an interest in helping
secondary students transition into higher education? Are they pursuing
strategies to reduce remedial education rates? Do they have existing
partnerships with local secondary schools and programs that offer
postsecondary credits to secondary students?

- Do community-based organizations have a track-record of coordinating
complex multi-sector partnerships? Do they have experience working and
communicating with a broad range of audiences and strong networks in
the community? Will they be able to build respect and trust with students,
their families, and the other BTE partners?
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Dream Global, but Design Local

BTE programs commit to two clear and concise, In the planning stage, FHI 360 helps BTE community
broadly-shared, global outcomes. How they get partners conduct an environmental scan to learn about
there is up to the local community, so that they youth needs and understand community strengths,
have the flexibility to achieve these outcomes by assets, and challenges. Together, they determine how
implementing program activities that meet local BTE can make use of those assets and fill in gaps to
needs and make use of local resources. This results meet the particular needs of local students. They also
in BTE programs that are culturally responsive and develop evaluation plans that account for the metrics
meet students where they are. needed to demonstrate global BTE success while also

meeting specific local needs.

25 YEARS, 25 LESSONS | 7



BUILDING THE PROGRAM

Build Buy-In at all Levels and
Establish Norms for a High-
Functioning Management Team

BTE requires top-level and bottom-up commitment and
buy-in from all community partners. Sustaining com-
mitment from all of the partners means that high-level
internal leaders from each — executive managers from
companies and community-based organizations and
administrators from secondary and postsecondary
schools — need to publicly and continually

express support for BTE in words and

actions. These leaders can form an

advisory committee that supports

BTE externally in local commu-

nities and internally with staff.

Crucially, leaders also need

to back up their advocacy

by committing staff time

and resources to BTE.

Planning and running a

multi-year BTE program

takes commitment, con-

sensus, and communication

among all partners. A BTE

management team, composed

of a lead representative from each

community partner, carries out the

vision extolled by the leadership advisory

committee, plans BTE activities and coordinates
cross-partner communication. Staff from the coordinating
entity or community-based organization chair the man-
agement team and are charged with running the day-to-
day operations of the BTE program. A high-functioning
BTE management team features:

8 | BRIDGE TO EMPLOYMENT

- Clearly defined roles and responsibilities: Each
community partner has specific roles and responsibilities
to make sure the program is implemented. It's important
to share detailed, realistic expectations for each partner’s
responsibilities, including the time commitment BTE will ask
of them. Partners who mutually understand and agree on

each role lead to solid working relationships.

- Consistent communication: Frequent
communication is the key to keeping
BTE running smoothly. BTE
programs learn that establishing
regular meetings of the
management team builds
trust and puts a structure
in place for addressing
questions or challenges as
they arise.

. Back-ups for individual
staff: If and when staff
members from community
partners move on from their
positions, it’s crucial to ensure
that BTE knowledge and experience
doesn’t leave with them. Partners who
engage multiple staff members in managing
BTE have been able to carry on without a hiccup in the
face of staff turnover.

Ongoing support from the leadership advisory committee and
careful organization from the management team help estab-
lish the value of BTE for all partners. Widespread buy-in also
means that volunteers will be more likely to contribute time to
BTE and support BTE activities.



BUILDING THE PROGRAM

Invest in Planning

Successfully implementing multi-year BTE programs require
deep partnerships and a commitment to collaborative planning. In
BTE, this commitment to planning entails both time and money.

In an unusual move for corporate social responsibil-
ity efforts, Johnson & Johnson offers small strategic
planning grants to local BTE programs that they can
use to support staff time and resources for commu-
nity partners during the planning phase. This con-
crete investment means that community partners
can take the time to nail down the details of what it
will take for a successful BTE program. This planning
process can last anywhere from six to 18 months

— as long as it takes to get it right. FHI 360 offers
intensive capacity-building support and planning
resources during this time.

Together, with FHI 360 leading the process, BTE
community partners develop a program model that
links BTE’s overall outcomes with local communi-
ties’ individual goals and activities for students. The

program model is a visual representation of the BTE
program, showing the links between what will be
done (program activities) and what will be changed
(outcomes) among students (target population). It
depicts the theory of change that underlies the pro-
gram. Keeping students engaged in their own aca-
demic progress and learning about higher education
and careers should be the primary focus throughout
planning and implementation. FHI 360 encourages
BTE partners to plan with the end in mind. Partners
are asked to decide on ambitious, appropriate, and
achievable goals for student outcomes during the
strategic planning phase and maintain a rigorous
focus on these objectives throughout their programs.
Planning for evaluation should also be an integral part
of the strategic planning process and ongoing
annual planning during implementation.

‘ ‘ A lot depends on the teacher and their level
of involvement...Work closely with teachers
in the beginning. Continue to work with

them and get their feedback. ’ ,

— Fiona Bell, LifeScan Scotland, BTE-Inverness
Johnson & Johnson champion

25 YEARS, 25 LESSONS
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It’s in the Details

BTE promotes ambitious, big-picture goals.
Achieving them demands an intense focus

on the small scale details and mechanics of
working across organizations.

BTE programs rely on a detailed annual work plan, aligned directly with
program goals, to stay focused on running their programs smoothly and
efficiently day-to-day. No detail is too small to consider: Who is respon-
sible for leading and managing each activity? Where and when will
activities be offered? Who will be involved? How will students get there?
Will they need to be excused from class? Will they need refreshments?

In the work plan, community partners collaborate to develop a calendar
of BTE events well in advance of each academic year, planning around
schoolwide events like exams, holidays, and deadlines. The work plan
helps BTE teams determine what space, resources, and transpor-
tation will be needed for each student activity and book it well in
advance. Most importantly, BTE management teams develop

and share a calendar of BTE events with everyone involved

in BTE — students, parents, employee volunteers, school

leaders — to make sure that everyone is on the same page,

they understand and can plan for the time commitment

identified for each year.

IMPACT ON EMPLOYEES
(2016 BTE VOLUNTEERS)

u g

97% 92%

indicate BTE is a feel more connected to the local
worthwhile experience operating company

IMPLEMENTING THE PROGRAM

‘ ‘ The work plan is what
kept it all together. It’s very
easy to deviate [from your
initial goals], and the work

plan brings you back to earth
and to [focusing on] long-term
outcomes as opposed to short-

term wins. , ,

— Laura Nel, Johnson & Johnson,
BTE-Cape Town, South Africa

25 YEARS, 25 LESSONS | N
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‘ ‘ The wide variety of
resources found on the BTE
website, including the
management toolkit, helped me
throughout the planning
process; it was my guide for
launching a successful program.
Our BTE volunteers, meanwhile,
continue to find the student
activity section instrumental in
preparing the hands-on

program activities. ’ ’

— Brittany Aydelotte, The College of New
Jersey, BTE-Trenton, New Jersey (3)

12 | BRIDGE TO EMPLOYMENT
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Rely on Ready
Resources

Common tools help promote consistency
across BTE programs. After 25 years, BTE
has developed a wealth of knowledge
and a comprehensive library of tools and
resources based on experience.

These resources are available to all BTE partners on
bridge2employment.org. FHI 360 encourages partners to take
advantage of the tools available so that community partners in
local BTE programs aren’t expected to reinvent the wheel. BTE
partners can find:

Program management forms like work plan templates,
checklists, and planning and sustainability guidelines.

Communications tools, like sample press releases, media
templates, newsletters, and brochures.

Student activities and lesson plans, developed and vetted by
other local BTE programs.

Employee engagement resources, like volunteer training guides
and tip sheets for working with youth.

Evaluation tools, like common
evaluation protocols, surveys, and

data templates.

More than

32

TOOLKITS

available on the
BTE website

Multimedia presentations,
like videos and PowerPoints
created by BTE students
that can be used to recruit

new students.
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8 Build on Local Operating
Companies’ Strengths and
Engage Their Employees

BTE’s cross-sector partnerships do best when they
capitalize on the unique abilities and strengths of each
partner. Each Johnson & Johnson local operating
company focuses on a different aspect of the health-
care field, from consumer products to pharmacology
to medical devices. This diversity opens up an array

program. First, local partners use employees’ talents

in a variety of ways, depending on their interest and
availability. Some employee volunteers may be able to
commit to ongoing, regular meetings with BTE students
as mentors or career coaches. Others might see their
time and talents better used as guest speakers, tour

of unique, STEM2D-based experiences for local BTE
students. Local operating companies have tapped into
specific resources and expertise within their company
to engage students in exciting, hands-on activities.

leaders, workshop leaders for college and career

readiness, or internship or job shadowing supervisors.
Second, FHI 360 offers support to make sure employ-
ees are prepared and comfortable in their roles work-

ing with youth. FHI 360 and local community based
organizations offer ongoing training to employee vol-
unteers, while the community based organizations can
handle administrative tasks like background checks
and scheduling. Community based organizations can
also provide resources — like tip sheets and activity
materials — to help employee volunteers prepare for
meeting with students. Finally, local partners build in
time for employee volunteers to lean on each other; in
Sydney, Australia, and North Plainfield, New Jersey, for
example, all employee volunteers come together quar-
terly to share lunch, talk about what is and isn’t going
well in BTE, share their challenges and successes, and
offer support and suggestions.

Engaging employee volunteers from Johnson &
Johnson benefits students and also helps employ-
ees grow professionally. Respecting one another’s
time makes BTE stronger. BTE partners strive to
remain cognizant of the competing demands and
priorities their colleagues face every day at their re-
spective organizations, whether they work for local
operating companies, educational institutions, or
community-based organizations. Program managers
work to make BTE participation as easy and seam-
less as possible for all community partners.

BTE has developed several strategies over the years
to get and keep employee volunteers engaged in the

BTE-Bound Brook, New Jersey (2), where Ethicon makes surgical
devices, BTE students learned about suturing and then practiced
their newly acquired suturing skills on baked potatoes. BTE-Taunton,
Massachusetts, meanwhile, where DePuy Synthes focuses on
products and services for joint reconstruction, BTE students learned

about the biology of joint degradation, surgical treatments for it,
and got hands on with DePuy Synthes’ joint implants. And in BTE-
North Plainfield, New Jersey, the Johnson & Johnson IT relied on its
information technology expertise to work with students to develop a
“BTE App” for internal communication and scheduling.

25YEARS, 25 LESSONS




‘ ‘ [Our community-

based organization] keeps
J&J volunteers in the know

with regular communication
and lots of opportunities to
interact with students. | really
value the opportunity for

training sessions.’ ,

— Shaun Mickus,
Johnson & Johnson Corporate
BTE-New Brunswick, New Jersey
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Connect to Help
Each Partner Grow

BTE’s global scope and its cross-sector community partnerships offer
unique learning opportunities for volunteers and staff members from
each of the partners. Reaching out across locations and organiza-
tions can help representatives from each of the community partners
grow as professionals. FHI 360 promotes professional development,
networking, and cross-site sharing in and across local BTE programs.
Surveys of employee volunteers have shown that BTE’s training and
experiences with students help develop employees’ skills. In 2016:

- 93% of BTE Volunteers report the program provides important
professional development opportunities.

. 89% of BTE Volunteers indicated improved ability to work
with others.

. 87% of BTE Volunteers noted improved communication skills..
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Come Together as a Global Family

FHI 360 promotes opportunities for BTE partners to engage with and
learn from other local BTE programs. Colleagues in different communities
may have faced and worked through similar questions and challenges.

Peer to peer conversations between partners
playing similar roles in different local BTE programs
— for example, Johnson & Johnson volunteers
speaking with employee career coaches from
another community — can be important. These
conversations help Johnson & Johnson employees
understand how BTE is implemented within the
company culture. Regional partnerships between
nearby BTE programs can be effective because the
programs may confront similar contextual concerns.
This can occur via informal conversations, on an ad
hoc basis, structured cross-site activities, or through
more formal networks.

Once a year, FHI 360 brings together community
partners and students from local BTE programs
around the world for the Alliance Building and
Training Session (ABTS), a global networking and
professional development event. FHI 360 knows

that the ABTS is vital in helping BTE partners main-
tain focused on our shared global goals and learn
from their colleagues in other communities. BTE
community partners meet with FHI 360 in sessions
focused on strengthening project management.
They connect with peers from other BTE sites in
role-alike discussions of the particular challenges
they face and successes they have achieved. They
learn about student activities and accomplishments
from many sites, giving them a leg up as they plan
upcoming activities for they own students.

ABTS helps community partners and students see
the “big picture” of BTE and feel connected to the
global BTE family. They build trust and long-standing
relationships with BTE colleagues from around the
world. The connections forged at ABTS can help
promote bonding and networking throughout the
year and, most importantly, benefit BTE students.

‘ ‘ Going to ABTS was really helpful. We learned about site-specific
program activities, implementation strategies, management
policies, and student engagement best practices. It was helpful to

talk directly with local sites about their successes, as well as how
to handle any challenges that arise. ’ ’

— Jose Antonio Arizabaleta Gonzalez, Fundacién Dividendo por Colombia
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