Healthy Births Initiative Expansion Framework

BACKGROUND

In 2002, the Board approved a $15 million allocation for the development and implementation of the Healthy Births Initiative. The planning phase of the Initiative development involved First 5 LA convening a diverse group of perinatal health experts to discuss and provide recommendations on how best to address the needs of pregnant women to inform the Initiative development. The established multidisciplinary working group coordinated the efforts of various stakeholders (e.g. perinatal experts, community members, researchers and evaluation experts), geographic areas, and disciplines in the county toward improving pregnancy outcomes to create the “Blueprint for Healthy Births” (Blueprint). The Blueprint recommendations are the foundation of the Healthy Births Initiative and were based on the most cost-efficient and evidence-based strategies to improve pregnancy and birth outcomes in LA County. The Blueprint recommended a comprehensive, collaborative, outcomes-based program design to improve birth outcomes and maximize each child’s potential for healthy growth, development, and intellectual attainment. Subsequent to the development of the Blueprint, First 5 LA launched its investment in the Healthy Births Initiative. It is important to note that the launch of the Healthy Births Initiative was limited in scope by the available allocation.  As a result, the Board acknowledged a commitment to the full implementation of the Initiative and its intent to expand the Initiative’s implementation in subsequent years. 
The goal of the Healthy Births Initiative is to improve pregnancy and birth outcomes for all, especially among women at-risk in Los Angeles County. Specifically, the Initiative is designed to positively impact rates of very low birthweight, preterm births, early prenatal care, and repeat teen births. The Initiative provides the foundation for enhancing perinatal and interconception care by investing in a strong, community based network of caregivers and advocates dedicated to preventing low birthweight and premature deliveries. The Healthy Births Initiative employs a community-based approach that unites perinatal providers across LA County through a collaborative strategy. The Initiative has created a comprehensive infrastructure based on a multifaceted preventative strategy designed to improve pregnancy outcomes.
The Healthy Births Initiative goals are accomplished through the execution of five interrelated strategies: 1) Caring for Mothers-To-Be; 2) Improving the Quality of Perinatal Care; 3) Advancing Policies that advance Healthy Births; 4) Sharing Knowledge and Resources; and 5) Creating a Network of Caregivers and Advocates. The Initiative goals and strategies are designed to move beyond interventions addressing individual and isolated perinatal risk factors towards multi-disciplinary, comprehensive, multi-level (individual, family, community, and societal) interventions.  

The strength and innovation of the Healthy Births Initiative model is the participatory approach. The Initiative is based on the underlying premise that effective and sustainable change in the way services are provided can be achieved more effectively and efficiently through true collaboration efforts. The Healthy Births Initiative has provided an opportunity to explore the dynamics and benefits of collaboration.  This has allowed for building on existing assets and leveraging resources locally and nationally. The Healthy Births Initiative is a collaborative model and evaluation framework that other First 5 LA initiatives have adopted.
Initiative Structure
The Healthy Births Initiative is anchored by an infrastructure that brings together timely and critical services and supports to improve the health and well being of pregnant women and infants to address social, psychological, behavioral, environmental, and biological factors that shape pregnancy outcomes based on best practices, and a consideration of local variability. The people, organizations, and services that comprise the multiple-levels of the Healthy Births Initiative, are known collectively as the “Network.” Network members collaborate within and across different levels to accomplish the five strategies noted above. First 5 LA currently funds the LA Best Babies Network and four Best Babies Collaboratives which are key partners in this Initiative. 

The LA Best Babies Network

The LA Best Babies Network (LABBN) supports the Initiative infrastructure and maintains coordination of the multiple components of the Healthy Births Initiative to prioritize the achievement of desired outcomes/results, promote best practices and responsiveness to communication.  The LABBN is the coordinating arm of the Initiative through which four main activities are carried out in conjunction with other collaborative partners. The activities which make up the LABBN’s scope of work include: 1) supporting policy and advocacy; 2) providing technical assistance to the BBCs; 3) promoting care quality; and 4) building and sustaining the Healthy Births Learning Collaboratives. 

Best Babies Collaboratives

The Best Babies Collaboratives (BBC) serve as local networks of perinatal service providers working in SPAs with the highest levels of poor pregnancy outcomes.  Each BBC is focused on increasing the capacity and coordination of services in the identified communities. While the Blueprint recommended selecting eight BBCs, only four BBCs were originally selected due to limited funding. There was Board agreement to expand the Initiative and add four more BBCs in the future.  The four areas identified to establish the original BBCs were the areas of highest risk for poor birth outcomes. Additionally, the Blueprint provided an index for identifying the areas of highest risk based on poverty level (200%), Medi-Cal births, low birth weight, infant deaths, inadequate prenatal care, and teen births.  

Core Approaches

In order to achieve the goals of the Initiative, the structure of each BBC was designed to meet the unique needs of the communities it served while carrying out the six core approaches mandated by their scopes of work which included: 1) Collaboration; 2) Case Management; 3) Interconception Care; 4) Outreach; 5) Health Education and Messaging; and 6) Social Support.  

Funding

The initial $15 million investment for a three year period was allocated across Initiative components: $2.5 million for planning and $12.5 million for implementation.  Of the $12.5 million, the LABBN received $5 million and the four BBCs received a portion of $7.5 million. 
Planning

The Initiative planning phase covered a three month period that was conducted by an outside consultant and overseen by the LABBN. The period was designed to allow the BBCs an opportunity to concentrate on grant planning and work through strategies for program implementation. The period focused on relationship building for successful collaboration and building an Initiative infrastructure as well as defining expectations, roles, and responsibilities. The planning period also involved an intensive process with an outside evaluation consultant for developing common objectives and logic models. 

Revised Priorities

As part of First 5 LA’s Next Five Strategic Plan (FY 2004-2009), the Board reviewed, revised, and approved the Programmatic and Fiscal Policies that prioritized how funds remaining under the Next Five Strategic Plan would be allocated. Included in the revision of priorities was a $13 million allocation for the expansion of the Healthy Births Initiative.  This highlighted the Board’s interest in sustaining the Healthy Births Initiative and the outcomes achieved by the Initiative activity. The Healthy Births Initiative Expansion Framework is aligned with the guiding principles, priorities, and criteria approved by the Commission as part of the Next Five Strategic Plan.  The Healthy Births Initiative Expansion Framework also provides a valuable and significant opportunity for First 5 LA to continue to leverage its resources as a result of building the capacity of perinatal service providers and strengthening linkages with other initiatives. 
The Board approval of the $13 million for the expansion of the Healthy Births Initiative directed staff to move forward with the development of an implementation plan for carrying out the expansion.  In consultation with Board Liaisons, and based on lessons learned in the initial years of implementation, staff determined that the expansion plan should follow the original Blueprint in order to allow First 5 LA to maintain the integrity of the initial investment and Initiative goals. The original Blueprint recommendation included funding the BBCs for five years of programmatic implementation, adding additional BBCs to provide services in more geographic regions, and extending the LABBN contract to continue providing the infrastructure support to the Initiative.  

In response to the Board approval to expand the Healthy Births Initiative and create an implementation plan, staff considered the initial Blueprint recommendations outlined above.   Moreover, this expansion framework is based on staff’s analysis of information gathered from multiple sources, including stakeholder interviews and focus groups, the Initiative database, the Initiative evaluation, and grantee mid-year and year-end reports.  Staff also reviewed current zip code data to ensure that the Maternal and Child Health (MCH) indicators used were still relevant to the areas identified as highest need. In addition, as the Initiative evolves and expands to new service delivery areas, it is important to use prior experiences to build upon the Initiative evaluation in defining program relevant baselines to begin tracking over time as the Commission relates this Initiative with other strategies to enhance overall birth outcomes.  Specifically, staff reviewed First 5 LA’s current investments, such as Prenatal to Three Focus Area, Cross-Cutting Approaches, Partnerships for Families, and Oral Health and Nutrition Enhancement and Expansion Project to identify areas of potential integration with the Healthy Births Initiative to provide opportunity to leverage and sustain First 5 LA’s investments. 

Healthy Births Expansion
Improving pregnancy and birth outcomes remains a critical factor in improving outcomes for children and families in Los Angeles County where more than 15,000 babies born prematurely and more than 10,000 are born weighing 5.5 pounds or less each year. Preterm and/or low birthweight infants that survive are more likely to suffer life-long complications from developmental, neurological and learning disabilities, chronic health problems, as well as the social and economic disadvantages associated with these biologic impairments. The direct medical costs for caring for a single low birthweight or premature infant are estimated to be $50,000 in excess of the cost for an infant born on time and at a healthy birthweight. The life-long costs to the individual and society from special education needs, increased child abuse, healthcare for child and adult chronic illnesses, and work absences associated with “being born too soon” are immeasurable. 
As discussed previously, the Healthy Births Initiative structure is based on best practices and a foundation of research indicating that improving pregnancy outcomes requires a holistic approach rather than simply improving the practices of individual clinic care. The multi-level approach of the Initiative, the incorporation of individual, interpersonal, community and policy level interventions, is a best practice shown to improve pregnancy and birth outcomes.  The intensive case management provided by the BBCs to women at-risk of a poor birth outcome provides a cost savings by improving birth outcomes and reducing the initial and long term costs of caring for low birth weight babies.
The expansion of the Healthy Births Initiative provides an opportunity for First 5 LA to optimize the Initiative outcomes and promote sustainability by continuing to build the capacity of its Initiative partners. The Initiative expansion also provides an opportunity for First 5 LA to apply lessons learned and implement program improvements during the expansion of the Initiative. Lastly, the Initiative expansion is particularly timely as the structure and design of the Healthy Births Initiative are well aligned with the Commission’s goals and priorities and allows for easy integration of other initiative activities such as the Cross Cutting Approaches. 
Recommendation

Staff recommends that the expansion uphold the same structure and overarching principles and practices of the Healthy Births Initiative to provide greater opportunity for continuity of grantee operations across an extensive network of collaborating providers currently working to improve pregnancy outcomes for all, especially women at high risk.  The expansion allows First 5 LA to strengthen its ability to further measure the long-term effect the Initiative has had on birth outcomes.  More specifically, staff recommends that the expansion include the following: 1) funding for additional years for existing Network partners (LABBN and BBCs); 2) the inclusion of new BBCs to the Network to expand both the breadth and scope of the Initiative across Los Angeles County; and 3) minor program modifications based on lessons learned and available funding. The recommended changes aim to improve the long term sustainability of the Initiative and its measurable effect.  The following sections of this framework provide an outline of the recommended Initiative development and implementation expansion activities and are bulleted below: 

· Additional BBCs: The addition of three BBCs, each funded for three years.  Additional BBCs will be located in each of the following areas: Harbor Corridor north, San Fernando Valley, and San Gabriel Valley.
· Contract Extensions: 
· BBCs: Expansion of the current four BBC contracts for two additional years in order to provide a full five years of program operation; 
· LABBN: Expansion of the LABBN contract for an additional three years to enable to LABBN to provide continuous support to the current BBCs as well as to the newly proposed BBCs for the life of their contracts.

· Program Modifications: Implement program modifications to incorporate lessons learned. 

Additional Best Babies Collaboratives 
As discussed previously, the original Blueprint recommended the creation of eight BBCs, only four of which where established as part of the Healthy Births Initiative due to limited funds.  The Healthy Births Initiative Expansion provides First 5 LA an opportunity to maximize the achievement of the Initiative goals and expand the breadth of the Initiative activities as recommended in the Blueprint by adding BBC sites. 
To identify the areas for BBC expansion, staff revisited the original zip code analysis and verified that the original criteria used to identify the areas of greatest need are still relevant.  Staff also reviewed the zip code data on the six MCH indicators of greatest need: poverty level (under 200% FPL); Medi-Cal births (proxy for the poverty women giving birth); low birthweight; infant deaths; inadequate prenatal care (post 1st trimester); and teen births. As a result of staff’s analysis, the following areas were identified for Initiative expansion: 
	SPA
	Area
	Zip Code

	2
	San Fernando Valley
	91331, 91402, 91342

	3
	San Gabriel Valley
	91706, 91732, 91744, 91766

	4 and 7 
	Harbor Corridor North
	90032, 90033, 90063


Although the Blueprint recommended a total of eight BBC locations, one in each SPA to provide geographic representation across the county, staff recommends only three additional BBC sites, bringing the total number of BBCs to seven.  This recommendation is based on the following facts regarding SPA 5: 
1. 2004 LA County DPHS data indicates that no zip codes in SPA 5 were in the top 10% of MCH indicators for the county.  Zip code 90034 had the poorest outcomes of any zip code in SPA 5, however, 90034 had better outcomes than the county as a whole in prenatal care and Medi-Cal births; and
2. Zip code 90034, had a significantly lower number of women living below 200% FPL compared to other SPAs in the county. 

Staff also reviewed the recommended areas listed above to ensure the areas were aligned with other initiatives to build on current First 5 LA investments and promote opportunities for leveraging and sustaining First 5 LA investments in these geographic regions.  
Extending Contracts
Best Babies Collaboratives
Many nationally prominent foundations are funding grants for extended periods of time to maximize their investments and are moving toward funding initiatives for at least five years.  Extending the contracts for the existing BBCs to allow for a five year implementation timeframe will give First 5 LA a greater return on its investment. As with other initiatives, lessons learned indicate that the first year of implementation was challenging for all of the collaboratives and effected staffing, program operations, and client retention. Providing the existing BBCs with an additional two years of funding will enable the BBCs to build on program improvements and allow them to continue to apply lessons learned to improve program processes and ultimately, Initiative outcomes. Specifically, the increase of two additional years will allow for: 
· An increase in the likelihood of creating systems wide impacts by strengthening partnerships and networks created within the initiative.
· The establishment of a foundation for sustainability by allowing Network partners to imbed their work within communities.

· The ability to evaluate outcomes through the establishment of a baseline and additional years of data.

· The opportunity to make a significant impact in the areas of policy and advocacy.
The five year implementation timeframe is recommended for the existing BBCs.  It is expected that the additional three BBCs will benefit from lessons learned and mentorship and guidance from existing BBCs. 
LA Best Babies Network

Staff recommends that the LABBN contract be extended in order to maintain the continuity and infrastructure of the Initiative. The LABBN will continue to serve in the same capacity and broaden its scope of work to support both the existing BBCs as well as the BBCs added through this expansion. 
Program Modifications

Programmatic Changes for the BBCs
As a result of staff’s review and analysis of the Healthy Births Initiative to date, staff recommends programmatic modifications in order to improve program operations and achieve a greater impact on the systems that improve birth outcomes and care delivered to at-risk women.  
In the implementation of the first two years of Initiative activity, it is well documented in several sources such as the National Health Foundation evaluation, the LABBN quarterly reports, as well as the internal data registry of utilization of services that case management has become an optimal focus of service delivery.  Although case management is one of six core approaches originally recommended in the Blueprint, it provides the structure needed to tailor and design the activities and services necessary for the other five core approaches (Collaboration; Interconception Care; Outreach; Health Education and Messaging; and Social Support).  Staff recommends that case management become the overarching core approach and that the other core approaches be folded into case management. This will create a more streamlined implementation of activities, data management, and evaluation for the BBCs.
Additionally, BBCs have found that Health Education and Messaging for broad audiences requires particular expertise that many of the collaborative partners do not possess. Consequently, managing this approach is very resource intensive that detracts from their primary responsibility of case management. As a result, staff recommends that Health Education and Messaging be removed from the BBCs’ scopes of work as an independent core approach. 

Because the Health Education and Messaging activity is still important to the overall successful implementation of the Initiative, the responsibility of this activity will be guided by the First 5 LA’s Public Affairs Department who will work with the LABBN to conduct Social Marketing messaging on the importance of having a healthy pregnancy and baby, focusing on preconception health, and pre and post natal health.  First 5 LA’s Public Affairs Department will provide guidance to the LABBN on developing effective communication messages and materials on the Network as a whole, and provide designed materials to the BBCs to assist them in outreaching a consistent and effective message about accessing the BBCs.  

Lastly, BBCs each require a different level of technical assistance for day-to-day functions and specific program operations that fall outside of the scope of the technical assistance provided by the LABBN.  As a result, staff recommends that a small portion of the allocation be set aside for technical assistance for the BBCs. Funds will be available for BBCs individually in order to help address their specific technical assistance needs to strengthen program delivery and their overall operations.
Programmatic Changes for the LABBN

The LABBN will continue to maintain its focus on providing Capacity Building activities and supporting the Initiative infrastructure. The scope of activities for which the LABBN is responsible for, 1) Technical Assistance, 2) Policy/Advocacy, 3) Community Building and Engagement, and 4) Perinatal Care Quality Improvement, will be modified over the course of the Initiative in light of developing its sustainability beyond First 5 LA’s investment. 
Funding
Staff recommends that the $13 million allocation be divided among Initiative partners based on the original funding allocation distribution. Based on the lessons learned and implementation experiences, new and existing partners will streamline areas of operation while maintaining the integrity of the Initiative.  This approved allocation does not permit First 5 LA to maintain the same level of funding across all partners, thus, each of the existing partners will receive a percentage decrease in funds. Staff recommends that the scopes of work for both the BBCs and the LABBN be adjusted to accommodate a reduction in funding as part of the contract negotiation process. This reduction in funding will also facilitate and promote the further development of sustainability plans for each partner.  Staff recommends that the anticipated additional BBCs be funded at the same level as the original smaller BBCs with funding remaining  consistent across the three years of funding.   Lastly, staff recommends that a small percentage of the allocation be set aside to support additional technical assistance based on an inventory of the BBCs’ individual capacity building needs and interests for daily operations.
Timeline and Next Steps
Staff will implement the expansion Framework which includes releasing a Request for Proposals (RFP) for the new BBCs in early January 2008 with proposals due in March 2008.  A thorough review and contract negotiations process will then follow, with the new BBC contracts commencing on July 1, 2008. 
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