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 1 THURSDAY, NOVEMBER 12, 2015; LOS ANGELES, CALIFORNIA

 2 1:39 p.m.

 3 -oOo-

 4 MAYOR ANTONOVICH:  Okay.  Meeting will come to 

 5 order.  

 6 Do we have a quorum?  

 7 MS. BELSHE:  We do.  

 8 MAYOR ANTONOVICH:  Okay.  We'll begin.  

 9 The meeting of the minutes.  Any additions or 

10 questions to the minutes?  Motion to approve.  Seconded 

11 without objections.  So ordered.  

12 Okay.  Our monthly financial statement.  

13 MS. BELSHE:  Let's do a roll call.  Do we need to 

14 begin an official roll call?  

15 MR. STEELE:  She's going to mark the roll just by 

16 visual.

17 MS. BELSHE:  So consent?  

18 MR. WAGNER:  Great.  Mr. Chair and members of the 

19 board, thank you.  

20 There's three items on the consent part of the 

21 agenda I'd like to draw your attention to.  The first is 

22 contracts, which is Subitem C.  There is one new agreement 

23 coming forward for your consideration.  This is $85,000 to 

24 go to MLK LA Health Care Corporation.  This is to help MLK 

25 become a baby friendly hospital under that designation.  
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 1 You'll recall since 2009, we -- First 5 LA has funded 23 

 2 hospitals to undergo this process to be designate a baby 

 3 friendly hospital, and we have 11 that have thus far 

 4 received that designation.  This year we anticipated 

 5 bringing two forward for your consideration.  The first 

 6 one was Long Beach, which was done last month.  And today 

 7 we ask for your consideration of MLK.  

 8 The second contract is one with DMH, and I 

 9 believe we have --

10 MR. STEELE:  Commissioner Thompson is going to 

11 abstain from that vote.

12 COMMISSIONER THOMPSON:  Abstain.

13 MR. WAGNER:  So we have one abstention.  

14 This amendment actually is not new funding but 

15 under the -- any time we modify this multiyear agreement 

16 for the parent/child interaction therapy initiative with 

17 DMH, we need to bring that modification back to the board.  

18 It's part of the requirement on the multiyear agreements 

19 with the county.  What this will allow us to do is move 

20 some money around to enhance the services that' are being 

21 provided under PCIT, and it's in the amount of $1.46 

22 million.  

23 The second item on consent to draw your attention 

24 to is the LAUP fund balance, specifically the expenditure 

25 plan.  And you'll recall that staff received earlier this 
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 1 year back in April directional endorsement of LAUP's use 

 2 of the remaining fund balance.  And this was pretty much 

 3 the board provided an endorsement of the direction of this 

 4 contingent upon the fact that First 5 LA and LAUP have 

 5 mutually aligned priorities for the use of these dollars.  

 6 The LAUP expenditure plan for the use of the fund balance 

 7 was presented last month, October 29th, to the program and 

 8 planning committee as an informational item.  

 9 At that time, staff presented an outline of those 

10 aligned activities and, specifically, these are -- these 

11 three activities include the quality rating improvement 

12 system known as QRIS, policy advocacy as an activity, and 

13 also workforce.  And staff shared at that time that the 

14 QRIS activities involve mutually aligned interests in 

15 First 5 California's IMPACT initiative which requires an 

16 $8.3 million match to draw down $13.8 million for 

17 Los Angeles county.  So a portion is presented in that 

18 presentation.  

19 A portion of the LAUP fund balance will be used 

20 to meet this match requirement.  And you'll hear more 

21 about project IMPACT later on in the agenda when Kevin 

22 Dieterle of the program's division provides an update on 

23 this initiative.  But what is considered on consent is 

24 this use of the expenditure -- the fund balance for the 

25 expenditure plan.  And just as context, there's roughly 45 
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 1 to $50 million that we estimate being available at the end 

 2 of the master agreement which ends in 2016.  

 3 The third and final item on consent are three 

 4 policies that were provided to the board as informational 

 5 items.  And these were presented to first to executive 

 6 committee at the end of September and then at the last 

 7 board, you'll recall Craig did a presentation of three 

 8 policies involving records retention and destruction, 

 9 public records, and also the electronic data storage for 

10 public records.  And these board approved policies allow 

11 us to comply with requirements as being a public entity.  

12 And so that is coming being back to your -- for your 

13 consideration and approval on consent this month.  

14 So with that, I will open it up to any questions 

15 or turn it back over to the chair.  

16 MAYOR ANTONOVICH:  Questions?  

17 COMMISSIONER DENNIS:  John, two questions:  With 

18 regard to PCIT and moving forward, what is the long-term, 

19 you know, plan or direction for PCIT?  I know it's 

20 something we've been doing for a while.  And I remember 

21 going -- I was one of the commissioners, along with Neal, 

22 who actually observed a couple of programs.  So what is -- 

23 what is the plan, you know, moving forward as far as 

24 continuation, sustainability put-in from DMH?  What's the 

25 deal?  
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 1 MR. WAGNER:  So I'll ask program staff to join 

 2 me, but a very high-risk -- high-level response to your 

 3 question, Commissioner Dennis, is that PCIT is one of 

 4 those initiatives where next year it will be going through 

 5 the process that we brought to the board on the expiring 

 6 initiatives.  So at that point, staff will provide the 

 7 latest updates on expenditures and the latest thinking on 

 8 sustainability and those other criteria that we present to 

 9 the board as part of expiring initiatives.

10 COMMISSIONER DENNIS:  So my question is probably 

11 a little premature.

12 MS. BELSHE:  We'll be back.

13 COMMISSIONER DENNIS:  Okay.  Then the second 

14 question:  With regards to the LAUP continuing funds, you 

15 were saying that the -- the funds from LAUP will be 8.5 

16 million, then the State would put in $13 million, and that 

17 would give a little over $21 million for QRIS in the 

18 county.  Is that --

19 MR. WAGNER:  Yeah.  The match that -- for project 

20 IMPACT, the match that would come out of the fund balance 

21 is 8.3 million and the drawdown for LA county would be 

22 13.8.  

23 COMMISSIONER DENNIS:  So we're talking about a 

24 little over $21 million?  

25 MR. WAGNER:  Right.  
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 1 MAYOR ANTONOVICH:  Any other questions?  

 2 MS. BELSHE:  Motion to --

 3 MAYOR ANTONOVICH:  Okay.  Motion to approve?  

 4 COMMISSIONER BROWNING:  So moved.  

 5 MAYOR ANTONOVICH:  Motion and second.  Any 

 6 objection?  So ordered.  

 7 This year, I want to thank Michelle, who's done 

 8 an incredible job.  Working with Kim and John, you've been 

 9 a very great team and much better than when I was chair 

10 about five years ago, four years ago.  So glad to see 

11 everything being organized and moving forward.  You have 

12 great legal counsel who continues to stay involved.  It's 

13 been a pleasure to serve with all of you.  

14 And then we'll go on with MLK.

15 MS. BELSHE:  No.  Actually, I'm going to wax 

16 eloquent for a few minutes as a part of my ED comments.  

17 You ready?  

18 MAYOR ANTONOVICH:  Ready.

19 MS. BELSHE:  Okay.  Because you might have 

20 something to do with a few of the comments.  

21 So before I say a few words about the mayor, so 

22 we'll keep him guessing, I did want to call out a few 

23 things for commissioners from my report.  And one, it's in 

24 the board book in the packet, but it's this recent article 

25 that was in the Stanford Social Innovation Review called 
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 1 the "Early Childhood Challenge for Philanthropists."  And 

 2 I won't belabor it, but it really is -- it's a quick read 

 3 and it's an important read.  And what I would underscore 

 4 for commissioners it represents I think a very important 

 5 affirmation of the work that this commission is doing.  So 

 6 it's an article that's focusing on, so what can 

 7 philanthropists do to dramatically increase the 

 8 kindergarten readiness of children broadly, at-risk 

 9 children specifically.  And the core categories of 

10 investment strategy and focus is very much aligned with 

11 what First 5 LA is doing.  It reflects a portfolio 

12 approach combination of direct services such as home 

13 visiting, as well as systems and policy change, such as 

14 developmental screening and quality early care and 

15 education.  

16 So we are, obviously, not a private funder; we 

17 are a public funder.  But coming with that are different 

18 guardrails or constraints, but still it's a very 

19 informative piece that speaks to many of the conclusions 

20 this commission has made.  And I note the paper's 

21 conclusion which says, quote, Philanthropy can and must 

22 demonstrate what works to improve kindergarten readiness 

23 for low-income children and thereby encourage smarter and 

24 hopefully larger public investments to equip our newest 

25 generation to thrive in school and life.  That, basically, 
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 1 could be First 5 LA's strategic plan overarching results 

 2 and statement.  So commend that to your attention.  

 3 Turning to the year that was, I do want to say a 

 4 few things about the year that was and note that one week 

 5 from today will be the one-year anniversary of commission 

 6 approval of the new strategic plan for 2015-2020, which, 

 7 of course, is our road map for how we work with others to 

 8 contribute to better outcomes for young children.  When 

 9 the strategic plan was adopted by the board on November 

10 19th, that day I signed up for Text For Babies And my baby 

11 was named SP.  So I've been getting Texts For Baby 

12 messages over the course of the year.  I've been wished a 

13 happy first birthday for my child.  And it has -- I 

14 haven't given birth before.  But we all know, those who 

15 were a part of the strategic plan, it was a challenge, it 

16 was a lift And some very tough issues were wrestled with 

17 and concluded in the context of this road map.  

18 But we all know, important as strategy is, it's 

19 not enough.  So what we've done together over the course 

20 of this past year is to take that road map, to take that 

21 strategic direction and begin to put into place all the 

22 other critical components that are essential towards the 

23 effective execution of the plan.  And that really has been 

24 the overarching focus of the board's work for this year, 

25 the staff work, and our work with community; how do we put 
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 1 into place and strengthen where they exist the building 

 2 blocks that are so critical to us being a high-performing 

 3 organization and delivering our mission for LA county's 

 4 youngest children.  

 5 We've talked over the course of this past year 

 6 that IMPACT is the product of multiple components; it's 

 7 not just the plan, important as that is.  Effective 

 8 execution does, first and foremost, require that road map.  

 9 And Stacy Lee is going to talk about in the next agenda 

10 item where we are with early implementation of the new 

11 plan and some of the initial learning.  But effective 

12 execution also requires us to better understand, what are 

13 the core capabilities we need to have in place to be able 

14 to execute.  And so we've done a lot of work internally. 

15 And the board will be seeing this as well in the 

16 not-too-distant future.  But working with staff, working 

17 with Tulsi Consulting, informed by best practices, staff 

18 input, et cetera, we've been working hard to look at how 

19 do we both identify core capabilities that we need moving 

20 forward and how do we align them in a way that maximizes 

21 our success as an organization and gets at some of the 

22 longstanding challenges we have faced related to structure 

23 and culture and process.  

24 Effective execution requires our staff to be 

25 supported and to ensure that we are cognizant of what 
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 1 their developmental and professional training needs are.  

 2 And we've done some good work this year in terms of 

 3 identifying and beginning to support some of the 

 4 priorities that staff has helped us to identify, work that 

 5 will inform a longer term staff development strategy. 

 6 Effective execution requires internal processes 

 7 that make sense and support the work.  And here we've 

 8 talked with the board about the creation of this 

 9 transformation management office.  It's not a 

10 bricks-and-mortar structure, but rather a process that 

11 staff has been using to identify the interdependencies in 

12 our work and to advance a more interdisciplinary way to 

13 implementation.  

14 And finally, effective execution requires 

15 leadership.  And so here I want to begin by acknowledging 

16 the chair and the board for your investment of a lot of 

17 time, a lot of energy and effort, and sharing your 

18 experience, your wisdom to help complicate our thinking 

19 and inform our work, and being terrific leaders, not only 

20 in the context of our many meetings we have which we know 

21 are a drain on your time and consuming in that regard, but 

22 also all the other things you do in the community, whether 

23 it be the evening events and the fundraisers, the 

24 recognitions, showing up at weekend celebrations and park 

25 openings, et cetera.  
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 1 I want to acknowledge John and Teresa who 

 2 continue to provide terrific organization-wide leadership 

 3 across these multiple domains that together are going to 

 4 ensure that we are that higher-performing organization we 

 5 all aspire us to be.  I want to acknowledge the senior 

 6 management team who you see in the presentations, you see 

 7 in your interactions, but what you don't see is the senior 

 8 management team individually and collectively on a 

 9 day-to-day basis really stepping up and leading in new and 

10 different ways.  And we are an organization in transition, 

11 and leading during a time of change is really hard.  So I 

12 want to commend them for stepping up as a collective, as a 

13 group of organization-wide leaders as well as department 

14 heads.  

15 And finally, the staff broadly.  The staff has 

16 hung in there during this time.  And one of our values is 

17 shared leadership.  And I -- in so many different ways we 

18 see the staff being a part of our work together to help 

19 ensure all kids show up at kindergarten ready to succeed 

20 in school and life.  

21 So I think we'll look back at 2015 as being a 

22 really pivotal year in terms of beginning to turn the ship 

23 of First 5 LA in a way that ensures that we really can be 

24 that high-performing, higher-impact organization that's 

25 able to work collaboratively with so many others who share 
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 1 our goals for young kids.  So this work is just really, 

 2 really foundational and I want to thank everyone for that 

 3 good work.  

 4 So going back to leadership and the board and the 

 5 chair, today does mark the last meeting that Supervisor 

 6 Mayor Antonovich will be chairing for First 5 LA.  This is 

 7 his fourth chairmanship.  I said to him before we started 

 8 that I was confident that he was going to probably get a 

 9 little misty, and I was just -- I know he's going to keep 

10 it together.  But, you know, one thing about Mayor 

11 Antonovich is you know where he stands.  And he started 

12 this year being very clear about his priorities in terms 

13 of child safety, in terms of prevention, in terms of 

14 public/private partnerships.  

15 The chair has also been very clear, as reflected 

16 in his previous comments, about past leadership.  And I 

17 noted this at our first January meeting where -- 

18 acknowledging the audit that Mayor Antonovich spearheaded 

19 when he was chair five years ago.  It's been hard work and 

20 I commend the staff that began that implementation well 

21 before I and John came to First 5 LA.  But I think as a 

22 result of that work which you began, First 5 LA is a more 

23 transparent, more accountable, and stronger organization 

24 on behalf of young kids.  And that's why we all do what we 

25 do.  
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 1 This year, you continued to champion things you 

 2 care about, particularly around child safety and 

 3 public/private partnerships.  You've encouraged us to look 

 4 at our existing partnerships like LA Care as an 

 5 opportunity, not to continue to do business as usual but 

 6 as an platform for enhancing IMPACT and reaching more 

 7 kids, which we are endeavoring to do and I'm confident we 

 8 will do as a result of your encouragement and board 

 9 support.  

10 So we want to close, Mayor Antonovich, with -- 

11 and I know you're going to need to leave in a few minutes, 

12 but you can't leave quite yet.  So we have started a 

13 tradition where, with the parting commissioners and 

14 chairs, we do word clouds.  So we invited First 5 LA -- 

15 hold up.  Let me say a few words -- let me say a few words 

16 about the words.  So we do a word cloud.  We invite staff 

17 to provide feedback on what are the words -- top three, 

18 five words most associated with, in this case, Mayor 

19 Antonovich.  And maybe if you can hold it up, you'll see 

20 the first image of a child and an animal, which reflects 

21 two of your deep and enduring passions.  Some of the 

22 phrases I would call out for the broader audience's 

23 perspective is some of the words were dapper, 

24 snappy-dresser, charismatic.  I was particularly 

25 interested in the, lift the roof.  Apparently, when 
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 1 there's applause at a board of supervisors meeting, you 

 2 say, you don't want applause, you want to lift the roof. 

 3 So we appreciate that contemporary reference.  But more 

 4 seriously, words such as committed, focused, respectful, 

 5 and, foundationally, children.  

 6 That is why you have done what you've done, why 

 7 you've contributed in so many ways over the years.  So we 

 8 thank you for your many contributions and your dedication 

 9 to advance the mission of First 5 LA and improve the 

10 outcomes for LA county's youngest children.  

11 Congratulations.  

12 Great.  Thank you.  And there's also another 

13 funny little gift.  Because you're a dapper dresser -- 

14 let's see how this goes.  So one of the things about the 

15 chair is he's a very colorful dresser.  So this may fall 

16 short on the colorfulness, but it does reflect his passion 

17 for sartorially interesting ties.  And see if you can open 

18 that.  My mom used to always preface gifts by saying, you 

19 can always take it back.  You can't take this back.  So 

20 it's -- yeah.  It's a tie with a First 5 LA logo.  And I 

21 know we're losing the chair; so if we can invite the -- we 

22 can get it to you all.  

23 MAYOR ANTONOVICH:  All yours.  Carry on.  See you 

24 at work.  

25 COMMISSIONER BROWNING:  Okay.  Kim, do you have 
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 1 other comments or is that the end of your --

 2 MS. BELSHE:  No.  That is the end of my waxing 

 3 eloquent.  

 4 COMMISSIONER BROWNING:  Okay.  You're a brave 

 5 person.  All right.  

 6 MS. BELSHE:  Item 5 would be Ms. Stacy unless 

 7 there's any comments or questions.  

 8 MS. LEE:  Hello.  Good afternoon, commissioners.  

 9 Today, I'm here to share some early highlights and lessons 

10 for the first quarter of the implementation of the First 5 

11 2015-2020 strategic plan.  Before I get started, I wanted 

12 to acknowledge and thank the four outcome leads:  

13 Katy Fallin, Renee John, Barbara Dubranski, and 

14 Antoinette Andrews for their thoughtful feedback and 

15 insights, as well as the executive team, the monitoring 

16 evaluation and learning team, which includes 

17 Armando Jimenez, Kim Hall, and Allison Wallin, and the 

18 office of strategic planning, Lee Worbell, Kia Tip, and 

19 Monica Nolasko (phonetic) for their support and feedback.  

20 This is in addition to all of the staff working incredibly 

21 hard across the organization to make our strategic plan 

22 move from planning to implementation over the past several 

23 months.  

24 As you're well aware, First 5 LA began the 

25 official implementation of this newly-adopted strategic 
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 1 plan in July 1, 2015.  The new plan aims to provide 

 2 increased clarity and focus to how First 5 LA will make a 

 3 lasting impact on the greatest number of children in LA 

 4 county.  In developing this new strategic plan, the 

 5 commission underwent extensive analysis, engaged in 

 6 thoughtful conversations and deliberation, and ultimately 

 7 made tough choices when selecting its priority outcome 

 8 areas and focused approach for the next five years.  

 9 You have been receiving detailed updates about 

10 the specific projects within the plan over the past 

11 several months.  Today we wanted to help tie some threads 

12 together across the plan as a whole by sharing some things 

13 that we're observing as we engage in these efforts across 

14 the organization.  But first, it's been a while since 

15 we've discussed the bigger picture elements of our plan.  

16 So I though I'd walk us back through the key components at 

17 a high level to help ground the conversation and remind us 

18 of what we set out to accomplish over the next five years.  

19 Our vision statement captures the commission's 

20 aspirations for young children in Los Angeles county.  It 

21 states, Throughout Los Angeles' diverse communities, all 

22 children are born healthy and raised in safe, loving, and 

23 nurturing environment so that they grow up healthy in 

24 mind, body, and spirit, and are eager to learn with 

25 opportunities to reach their full potential.  
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 1 Our mission statement further specifies how First 

 2 5 LA will make this vision a reality.  It states, First 5 

 3 LA, in partnership with others, strengthens families, 

 4 communities, and systems of services and supports so all 

 5 children in LA county enter kindergarten ready to succeed 

 6 in school and in life.  

 7 The 2015-2020 strategic plan recognizes that 

 8 First 5 LA is one organization among many that has a 

 9 vested interest in improving the lives of children and 

10 families and that the path to widespread impact and 

11 sustainability runs through community, system, and policy 

12 change.  

13 Ultimately, our plans point to this overarching 

14 result; that when we roll up the impact of our activities, 

15 strategies, partnerships, and initiatives, that children 

16 enter kindergarten ready to succeed in school and life.  

17 The plan is organized under these four outcome areas:  

18 Families, communities, ECE systems, and health.  And the 

19 four outcomes areas each have a total of ten focused 

20 strategies shown here.  The goals in the plan are 

21 ambitious and acknowledge that First 5 LA must evolve its 

22 approach as a funder and play a leadership role in 

23 convening, collaborating, coordinating, and advocating on 

24 behalf of children prenatal to five in Los Angeles county. 

25 To help define and support First 5 LA's more 
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 1 focused role, the commission adopted these six investment 

 2 guidelines which express the organization's point of view 

 3 about how and where it can have the most impact.  Again, 

 4 as I stated, this update reflects some of the early themes 

 5 that staff have identified in this first quarter of 

 6 implementation of the plan.  

 7 It's critical to acknowledge that the new 

 8 strategic plan builds on years of major investments and 

 9 learning in two key areas:  Home visit and community 

10 capacity building.  Many of you will recall the months of 

11 effort, special meetings, and focus the commission put 

12 into the development of the Building Stronger Families 

13 Framework approved by the board in November 2013.  During 

14 that same period of time, the staff and commission 

15 underwent a series of conversations to improve the 

16 sustainability planning related to the Welcome Baby 

17 program and our overall home visiting strategy.  These 

18 efforts both enabled -- these efforts enabled both 

19 initiatives to devise -- refine and devise clarified 

20 strategies that are embraced in the new strategic plan. 

21 In addition, these investment areas have 

22 benefited from the new strategic plan's enhanced focus on 

23 sustainability, partnership, and systems change.  The 

24 teams working on these projects have continued to think 

25 critically about how to apply and improve their efforts 
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 1 along these lines to maximize their impact to improve the 

 2 lives of children and families.  

 3 The benefit of the early ground work and building 

 4 off of prior years of investment has resulted in the 

 5 exciting ramp up of our Welcome Baby program and select 

 6 home visiting.  This year, we expect to serve over 13,200 

 7 clients.  We will reach that -- we will increase that 

 8 number by approximately 5,000 clients per year until 2020 

 9 when we project we'll reach over 27,500 clients, which 

10 represents about 23 percent of the births in our county. 

11 In addition, the roll out of the Best Start RFPs 

12 represent a pivotal moment in our work with the community 

13 partnerships.  Since the inception of Best Start, we had 

14 envisioned this opportunity to collaborate with 

15 communities to sustain efforts and surface -- in service 

16 of strengthening the protective factors which research 

17 shows improves child outcomes.  The past two years of 

18 diligent work by staff to implement the Building Stronger 

19 Families Framework has culminated in the past few months 

20 with the community partnerships engaging in thoughtful 

21 planning sessions, learning about procurement and 

22 allocation strategies, and identifying quality resources 

23 in the community.  This collaborative approach was 

24 designed to build the community's capacity to sustain such 

25 efforts into the future.  
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 1 As our mission clearly states, First 5 LA 

 2 recognizes that our ambitious strategic plan requires that 

 3 we do this work in partnership with others.  Leading with 

 4 partnerships and engaging in conversations at the 

 5 beginning of developing initiatives changes how we do our 

 6 work.  Our ability to execute is much more dependent on 

 7 other parties.  We have to navigate aligned and unaligned 

 8 goal areas with our potential partners which requires 

 9 flexibility and savvy.  And building relationships to 

10 achieve the right level of partnerships takes time.  

11 As our friend, David Ratry (phonetic), from the 

12 chamber likes to say, collaboration moves at the speed of 

13 trust.  

14 Staff have embraced the mission statement and 

15 have initiated conversations with a diverse array of 

16 agencies, funders, and other institutions to inform and 

17 collaborate on the implementation of key strategies within 

18 the plan including, but not limited to, Help Me Grow, the 

19 David and Lucille Packard Foundation, LA Care, Abriendo 

20 Puertas, and the Center For Youth Wellness.  

21 As we move from planning to implementation, one 

22 of the key considerations staff continue to weigh when 

23 developing our initiatives and engaging with potential 

24 partners is to identify the appropriate roll for First 5 

25 LA in each strategy area.  First 5 LA may choose to play 
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 1 one or more of the roles listed here:  Funder, convener, 

 2 advocate, or partner. In addition, we consider whether we 

 3 want to lead, leverage, or serve as a catalytic funder. 

 4 Our strategic plan embraces the concept of 

 5 catalytic funding, a concept which recognizes the 

 6 importance of funders to go beyond their grant dollars to 

 7 create social change by leveraging our relationships and 

 8 voice to partner with our grantees, stakeholders, and 

 9 colleagues in philanthropy and in government.  

10 These choices result in different implications 

11 relative to agency resources.  This affects the timing of 

12 our engagement.  It is dependent on identifying and having 

13 the flexibility to take advantage of these emerging 

14 opportunities, requires a clear understanding of the 

15 landscape and existing players, strength and interest in a 

16 given area.  And as we engage in these conversations with 

17 others about our work, we continue to carefully consider 

18 our role and make adjustments on what we learn and as the 

19 opportunities emerge.  

20 So one of the points we've been emphasizing about 

21 the new strategic plan is our focus on systems and policy 

22 change.  Our work on the quality rating improvement 

23 system, also known as QRIS, is a really great example of 

24 how our emphasis on systems and policy change and 

25 clarifying our roll in this landscape has adjusted our 
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 1 approach to this work and brought improved clarity to the 

 2 field at large which we believe will lead to improved 

 3 outcomes for children.  

 4 When looking at the QRIS landscape, we observed 

 5 that there were different operators and different 

 6 approaches.  We did not have a coherent QRIS system in our 

 7 county.  We recognized early on that, until this year, 

 8 First 5 LA was the primary source of funding for those two 

 9 operating models within the county, which means First 5 LA 

10 had contributed to the lack of coherence or planning for a 

11 system across the county.  Kevin will explain more about 

12 the new QRIS-related funding opportunities and our 

13 approach in the presentation following this one.  

14 In addition to our own reflection, staff reached 

15 out to stakeholders to gain an understanding of the 

16 issues, tensions, and opportunities to identify where we, 

17 First 5 LA, might add value.  We saw an opportunity for us 

18 to contribute as a convener and supported an approach 

19 focused on planning and collaboration.  That way we could 

20 develop a coherent countywide QRIS system.  This shift 

21 moves the focus away from individual stakeholders and 

22 funding sources, which had been the driver of decision 

23 making in the existing QRIS delivery system in our county, 

24 to a focus on maximizing resources and strengthening 

25 outcomes for the benefit of children in the system.  
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 1 The kicker is that this approach requires 

 2 patients and a long view.  Many of us are in this work 

 3 because we feel the urgency of now.  We know that there 

 4 are great needs out in the community and we want to 

 5 address them as quickly as we are able.  But when we 

 6 haven't put in the time and effort to do some thoughtful 

 7 planning, to build a coherent system, we end up risking 

 8 the overall effectiveness for which those funds are 

 9 intended.  This leaves stakeholders under great pressure 

10 to develop plans on the fly in order to meet deadlines 

11 imposed by different funding source.  So one of the themes 

12 we discussed in internally with staff is, go slow to go 

13 fast. Once we have the critical thinking and planning in 

14 place, we will be able to make quicker, more effective 

15 decisions and will understand how to best maximize 

16 resources and take advantage of a multitude of funding 

17 opportunities on behalf of the children on our county.  

18 Taking the time now is worth it in the long haul.  

19 Another critical component of our focus on 

20 systems and policy change relates to how we work with 

21 county agencies.  County agencies reflect systems that are 

22 able to reach across the entire county which makes them 

23 critical partners in many of our focus areas.  One example 

24 of this is our engagement with the Office of Child 

25 Protection.  
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 1 As you may recall, in 2014, the special blue 

 2 ribbon commission on child protection issued their final 

 3 report which includes a recommendation to develop an LA 

 4 countywide prevention plan in partnership with First 5 LA 

 5 and the Department of Public Health.  This work is still 

 6 in its early stages but we already know, from our 

 7 understanding of the county landscape, findings from the 

 8 blue ribbon commission report, and first 5 LA's work in 

 9 early childhood, that the child protection system is 

10 fragmented.  

11 Our chief operating officer, John Wagner, is had 

12 lead our engagement in planning in collaboration with the 

13 County office of Child Protection and DPH.  He has been 

14 making connections with our work internally.  For example, 

15 working with our Best Start staff and our families team to 

16 coordinate our resources, make connections, and support 

17 mutually-beneficial projects and opportunities.  These 

18 collaborative efforts will help support the development of 

19 this countywide prevention plan.  This work will help move 

20 the county system from one that focuses primarily on 

21 crisis intervention; that is getting involved after a 

22 child is already at risk or has experienced abuse or 

23 neglect, to one focused on family strengthening and 

24 support in communities.  

25 One of the important notes about this effort is 
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 1 that First 5 LA is not the initiator or owner of this 

 2 process but is a key partner who can work with the Office 

 3 of Child Protection, DPH, and others to share resources, 

 4 align data, and improve our county's overall ability to 

 5 protect is children with our focus on young children zero 

 6 to five who we know are disproportionately the victims of 

 7 abuse and neglect.  This is an excellent example of a 

 8 problem so large and complicated that no one agency can 

 9 tackle it alone.  Collaboration -- but with collaboration, 

10 alignment of resources, and sharing of data we can do much 

11 better by the children of LA county to whom we are all 

12 dedicated to serving.  

13 And in my final example of what we are learning 

14 with regard to systems and policy change, I want to 

15 highlight the work First 5 LA has done with the State 

16 Early Care and Education Policy Coalition in Sacramento.  

17 If you've been in Sacramento over the past decade or so, 

18 there's one thing that policy makers and staffers 

19 consistently tell us about the early childhood field:  We 

20 do not make it easy for them to understand our issues and 

21 it makes ti easy form them to pick and choose smaller 

22 items to focus on or respond to other interest groups that 

23 are better organized and have a more coherent ask of their 

24 policymakers.  Unfortunately, because of this lack of 

25 coordination, it wasn't unusual to see multiple asks from 
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 1 our field, letters with a variety of priorities, and 

 2 confusing, unclear solutions proposed to legislators 

 3 related to early childhood.  

 4 Since 2013, when the commission blessed the 

 5 policy department to focus on ECE and home visiting in 

 6 partnership with California Strategies we endeavored to 

 7 bring more coherence to the advocacy efforts of the state 

 8 -- advocacy efforts to the early childhood field and 

 9 around the annual state budget process.  With our support, 

10 California Strategies and children now provide the 

11 coordination to convene and organize a broad coalition of 

12 ECE advocates and work collaboratively to develop a 

13 unified ask with a short prioritize list.  

14 Last year, this resulted in one letter with 

15 prioritized asks which over 200 organizations eventually 

16 signed on to.  And as you well know, ECE received over 300 

17 million more dollars for young children in the state 

18 budget, which is a step in the right direction.  

19 This effort is not perfect and there is a lot of 

20 work to do to get everyone and keep everyone on the same 

21 page, but it has made a noticeable difference.  This 

22 approach takes the focus away from individual agendas and 

23 the focus becomes more on outcomes, the bigger picture.  

24 We're all in this work because we care about making the 

25 lives of children better.  First 5 LA is in a unique 
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 1 position to play the role of convener and funder for these 

 2 backbone type efforts because we do not have to compete 

 3 for resources, funding, and credit for our work in the 

 4 same way that other advocacy organizations do. 

 5 Recognizing this challenge we can make a great 

 6 difference by calling on our peers in the philanthropy 

 7 sector to reduce funding practices that increase 

 8 competitiveness in the field but rather focus on practices 

 9 that emphasize collaboration and the greater good.  Annie 

10 Change and Peter Barth shared how they're including this 

11 approach in the development of the ECE advocacy initiative 

12 at the program and planning committee meeting last month. 

13 In each these areas focusing on the development 

14 of a larger system plan or coordinated advocacy strategy 

15 elevates the discussion away from more narrow interests to 

16 the higher interests which will result in streamlined 

17 experiences for families, more effective resource use, and 

18 improved coordination and learning for providers, 

19 advocates, and policymakers which ultimately leads to 

20 improved outcomes for children and families.  

21 Now, I want to bring your attention to this 

22 exciting picture before you.  Here, we have a picture of 

23 the rocket that shot Curiosity, the Mars rover, into outer 

24 space which eventually landed successfully on Mars.  The 

25 whole word was watching with excitement when this was all 
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 1 happening.  But before you could get to that exciting 

 2 moment of the launch or, even more exciting, the moment of 

 3 the rover landed, they needed something like this.  This 

 4 is akin to NASA's implementation plan for the rover 

 5 landing.  This plan carefully maps out how the rover will 

 6 get to its ultimate landing place, calculating the 

 7 necessary steps, potential risks, and maneuvers.  But it 

 8 is ultimately only a plan on paper.  To make it a reality, 

 9 you need this.  People.  

10 First 5 LA's ability to execute the strategic 

11 plan is tied to its ability to ensure staff have the 

12 skills, experience, and capacities required to effectively 

13 build relationships, convene major institutional partners, 

14 develop meaningful partnerships, develop and devise 

15 sophisticated policy strategies, and to employ consultant 

16 expert resources effectively.  

17 Recognizing the importance of aligning our 

18 organization's people assets with our ambitious strategy, 

19 First 5 LA has undertaken multiple internal improvement in 

20 staff support processes.  We are improving our internal 

21 processes to the benefit of our staff and our agency 

22 partners.  Our executives are working to better align our 

23 organization structure and staff to strategy.  We're 

24 managing our legacy investments and identifying 

25 opportunities to leverage the relationships and capture 
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 1 learning to the benefit of new initiatives.  We're 

 2 building out our monitoring evaluation and learning 

 3 approach, which Allison and Armando will discuss with you 

 4 later today.  

 5 As discussed at the beginning of the 

 6 presentation, our strategic plan is not entirely about new 

 7 work approaches or areas of focus.  Our anchor investments 

 8 enable to us to build on a strong foundation of knowledge 

 9 and infrastructure in the field.  The new work, that is 

10 the projects or activities that have not already been 

11 underway or that we're approaching in new ways, like QRIS, 

12 are providing us tremendous insights and challenging us to 

13 remain clear and focused on our goals while taking 

14 advantage of emerging opportunities, building systems, and 

15 effective partnerships. 

16  Staff are continuing to bring a thoughtful eye to 

17 identifying opportunities to align investment areas and 

18 share the learning from those projects across the 

19 organization so that both First 5 LA staff, our 

20 commission, and partners are able to benefit from the 

21 lessons, relationships, and opportunities created by those 

22 projects, including our work with the Office of Child 

23 Protection.  

24 And last but not least, aligning our organization 

25 structure to strategy and involving our organization's 
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 1 culture as a learning organization are key components of 

 2 executing our strategic plan.  

 3 It is my honor and privilege to share with you 

 4 the hard work and critical thinking staff have put behind 

 5 our effort to implement the 2015-2020 strategic plan.  

 6 Staff have engaged in this work with humility and 

 7 recognition but the extraordinarily ambitious goals in the 

 8 plan reflect the commission's deep desire to make a 

 9 lasting impact on the lives of young children in Los 

10 Angeles county.  Staff are committed to learning and 

11 growing as an organization in order to meet the demands of 

12 the plan so that all young children in Los Angeles county 

13 are given the opportunity to meet their full potential and 

14 enter kindergarten ready to succeed in school and in life.  

15 And those are my kids.  That's my two daughters 

16 on the outside, Samantha and Clarissa.  And the middle is 

17 my niece, Kate.  

18 COMMISSIONER BROWNING:  Very impressive.  

19 What about questions or comments?  I particularly 

20 like the analogy of going to Mars.  I thought that was -- 

21 that was about the complication that we faced with the 

22 strategic plan.  So what about -- Duane.  

23 COMMISSIONER DENNIS:  Stacy, in Kim's opening 

24 remarks, she mentioned that a week from now we would have 

25 -- it's been a year since we adopted the new strategic 
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 1 plan.  And so, obviously, a lot has happened in the past 

 2 year.  In your estimation -- and you described a lot -- 

 3 you talked about the organizational alignment.  You talked 

 4 about the legacy projects.  You talked about a change in 

 5 culture.  Of all of that what you mentioned, what has been 

 6 in your mind the most difficult?  

 7 MS. LEE:  All of it together.  I think that, 

 8 honestly, if you talk or listen to the talk in the 

 9 hallways with the staff, that has been the most 

10 challenging part, is it does feel like we're rubbing our 

11 belly, patting our head, and jumping on one foot because 

12 we're managing the organization as it exists to today, 

13 taking work that is new, and beginning to get out into the 

14 community and have conversations and build partnerships, 

15 trying to think in new and creative ways but still dealing 

16 with a substantial existing body of work that requires our 

17 attention to -- to continue and to support and invest in.  

18 So I think that staff have been remarkable in their 

19 ability to be flexible and make adjustments, but it hasn't 

20 been easy.  But we all feel like we're getting closer.

21 COMMISSIONER DENNIS:  Way to talk for everybody's 

22 sakes.  

23 MS. LEE:  I'll just say, we're good.  

24 COMMISSIONER BROWNING:  Nancy.

25 COMMISSIONER AU:  It's sort of piggy backing on 
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 1 Duane's comments as well as yours.  I think I'm also 

 2 concerned about the messaging because I note that, in the 

 3 community, no matter how clear we want to be at the onset, 

 4 that First 5 LA is in the -- in the -- in a process of 

 5 changing and our whole new direction is no longer going to 

 6 maintain what we've been before.  

 7 How has the community responded or have you had 

 8 to respond to that, as the staff have gone out and taken 

 9 on their new role?  

10 MS. LEE:  We haven't done a survey of staff.  In 

11 terms of collecting experiences that people have.  I do 

12 know anecdotally it's a mixed response.  So we do know 

13 that some people understand and appreciate the direction 

14 that we're going in.  But the honest answer is that that 

15 reflects a change in how we are making our investments as 

16 an organization, so that does create some unease.  But I 

17 think that the more staff move into implementing the 

18 strategic plan more fully, people will begin to recognize 

19 the benefits of the new approach.  I think the messaging 

20 that the commission has been focusing on from our 

21 leadership in particular in terms of the challenges the 

22 organization faces and the conversations we had here in 

23 terms of while we were making the strategic plan 

24 decisions, reflected a deep desire to make a lasting 

25 difference for as many children as possible.  And when we 
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 1 look back at what we were able to achieve previously from 

 2 large amounts of dollars invested into the community, I 

 3 think we would say we could do better.  

 4 So I think change is difficult for everybody.  

 5 It's difficult for staff and it's difficult for folks in 

 6 the community.  But I think, ultimately, we believe that 

 7 this direction is better, but it won't be, you know, 

 8 warmly received in every audience but I think, if we 

 9 remain committed and show the difference it can make, that 

10 will make a difference over time.

11 MS. BELSHE:  And if I could, I would add to 

12 Stacy's comments, Nancy, by saying, we still have work to 

13 do here.  You know, we -- we are learning as we go both in 

14 terms of language and approach.  We have a relatively new 

15 communications and marketing director, Gabe Sanchez, who 

16 is working with his team more broadly to think carefully 

17 through what I would characterize as the reintroduction of 

18 First 5 LA, you know, First 5 LA 2.0 or 3.0.  So we've got 

19 some work to do.  

20 So I want to acknowledge that and commend staff 

21 for particularly those staff in the Best Start communities 

22 who are in the community on a day-to-day basis.  Those are 

23 the ones who are fielding the questions, providing 

24 feedback.  We can do more to support them.  But we're 

25 getting good feedback but also concerns for those who 
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 1 wonder, well, what does it mean for them.  And we 

 2 understand that's a natural response, and we need to be 

 3 respectful of that while at same time being clear as 

 4 plainly as we can the basis for the direction we are 

 5 headed and how it is anchors in expanding impact.  

 6 COMMISSIONER BROWNING:  Suzanne, you had a 

 7 comment or question.

 8 COMMISSIONER BOSTWICK:  Hi, Stacy.  First of all, 

 9 thumbs-up on your use of infographics.  I really like how 

10 you're doing all that.  

11 The my question has to do with you allude to the 

12 new work and getting out there with new -- new 

13 partnerships.  And a lot of that has to do with taking a 

14 look at the landscape and how landscape changes.  And I'm 

15 thinking, especially since the county has such an eye for 

16 housing and homelessness, and a particular issue that 

17 comes to my mind is something like healthy housing; like 

18 if our ultimate goal is to get kids in a safe and healthy 

19 environment and into schools so they can be ready to 

20 learn.  

21 The number -- one of the top reasons why kids 

22 miss school is because of the asthma and it relates 

23 directly back to healthy housing and healthy homes.  And 

24 this isn't to ask any type of funding for First 5, but 

25 getting involved for advocacy reasons and getting involved 
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 1 in these types of efforts that really should be elevated 

 2 so there's more partnerships.  You know, there's an asthma 

 3 coalition out there and I see this as a really close tie.  

 4 But how would we be able to bring this -- this 

 5 topic to First 5 to get involvement in that way?  

 6 MS. LEE:  I think the question you're asking is 

 7 extraordinarily important because I think that is one of 

 8 the more difficult areas that staff will have to navigate.  

 9 As I mentioned in the slide on partnerships, one of the 

10 areas that makes focusing on partnership-based work a 

11 little more challenging is that we need to figure out how 

12 to develop them with partners who have interests that 

13 overlap with ours and some interests that don't.  So we 

14 will have to navigate those waters in terms of making 

15 critical decisions about when we do decide to partner 

16 where there's enough overlap and then how we manage those 

17 areas that are outside, and then also just thinking about 

18 how we look at landscape.  

19 When we talked about the roles that First 5 can 

20 play, we made very intentional decisions and continue to 

21 consider this question of roles when we look at the 

22 landscape.  So, for example, in the places and spaces work 

23 that the strategic plan is focused on in our communities, 

24 we looked at the landscape and said, there are a lot of 

25 great organizations already doing work in this field, 
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 1 there are a lot of funders who are playing a leadership 

 2 role in this area, perhaps we can support those efforts 

 3 and become a part of that table but we may not need to be 

 4 a lead or the initiator of some of those efforts.  So it's 

 5 making those kinds of decisions around role and the level 

 6 of resources and making sure there is alignment to 

 7 something critical or key in our strategic plan as well.  

 8 COMMISSIONER BOSTWICK:  Thanks, Stacy.  

 9 COMMISSIONER BROWNING:  Judy.

10 COMMISSIONER ABDO:  I'm wondering how you have so 

11 far communicated with potential partners.  How do people 

12 within the county structure and within the community 

13 structures know that -- that we are a possible partner in 

14 what they are doing?  

15 MS. LEE:  Well, I definitely think that's one of 

16 the areas that we can provide more concrete tools for 

17 staff.  We've had those conversations in terms of just 

18 having come out of the strategic plan completion and done 

19 some of the implementation work over the past year.  There 

20 is a gap in terms of resources and tools for how we 

21 effectively communicate our overarching vision and 

22 mission, which is ambitious and complex, in a way that 

23 others will understand it.  So one of the internal 

24 conversations we're having is around theories of change.  

25 Some of you might get excited and some of you might 
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 1 shudder at that conversation.  But what we're looking at 

 2 is the potential for a tool, a simplified theory of change 

 3 across our strategic plan that is able to communicate what 

 4 we're trying to do overall that would help others 

 5 understand where they might potentially fit into our 

 6 strategic plan.  

 7 COMMISSIONER BROWNING:  Teresa, you wanted to 

 8 follow up on that?  

 9 MS. NUNO:  I wanted to expand just a tiny bit to 

10 that point, Commissioner Abdo.  I think to your specific 

11 point of how is it that we're taking the opportunity to 

12 communicate, I think we're also finding that, through the 

13 execution of some of our work in the early stage where as 

14 was highlighted in -- very well by Stacy, we are also 

15 using that platform to communicate a new way of working 

16 our work -- our work carrying out our activities, as well 

17 as we are maintaining our ongoing relationships with -- 

18 through our existing investments and projects.  And 

19 through those venues, we are identifying potential 

20 emerging opportunities where we're exploring at points and 

21 don't know yet how that may fit in our work coming in the 

22 future, but I think the communication is ongoing.  

23 But as was also noted by Kim earlier, we have 

24 some work to do in that area and with our communications 

25 team as well, but it's ongoing, and -- and in the -- in 
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 1 the context of our, you know, past work and otherwise.  

 2 MS. BELSHE:  A final comment I made, Judy, 

 3 because it's a really good question and it's -- there's a 

 4 push and a pull in terms of we -- we need to be more 

 5 purposeful and deliberate in getting the word out about 

 6 how we are intending and beginning to work in different 

 7 ways with others to improve outcomes for kids.  We also -- 

 8 the pull is, we need to be a part of community 

 9 conversations having eyes and ears at the diverse tables.  

10 Asthma coalition is a really good example.  That's not one 

11 we're probably sitting at, but we should think carefully 

12 about maybe we should.  So how do we -- how do we 

13 structure and staff ourselves in a way that enables us to 

14 be in community and hearing, pulling ideas into First 5 

15 LA.  

16 So we're doing pretty well on both, but I think 

17 there are opportunities for us to do much better.  And how 

18 we organize staff and operate needs to account for that 

19 very important issue.  It can't be us just sitting back as  

20 funder waiting for good ideas to come over the transom or 

21 the other -- the flip side of that is us saying, it's all 

22 one way.  So it needs to be, yes, we want to get the word 

23 out about our approach and focus, but we also want to be 

24 at the table and create a context where good ideas can 

25 come to us that align with the new plan.  
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 1 COMMISSIONER ABDO:  It seems to me that part of 

 2 the problem there is that, when you're a funder, it's -- 

 3 everybody kinds of gets that.  You know, I'm going to come 

 4 and ask you for money, that kind of thing.  If you're no 

 5 longer a funder and you -- you want to communicate with 

 6 lots of different groups and -- and agencies and 

 7 institutions, I -- I think it's much more difficult to 

 8 say, we want to help you, tell us how to do that.  And 

 9 it's -- it's a completely different way of approaching 

10 partnerships.  And I think that it's not easy.  And I 

11 guess that's where my question is going, is how that gets 

12 done.  You know, obviously, it's the one to one 

13 relationship and going places where things are happening 

14 and finding out what else is happening in the community.  

15 But it's also getting to individual people and groups of 

16 people in a way that they understand how to relate with 

17 First 5.  And since it's new, that's hard.  

18 MS. BELSHE:  It's new for those who've only 

19 looked at us as a funder.  

20 COMMISSIONER ABDO:  Right.  

21 MS. BELSHE:  And to be clear, we are still a 

22 funder.  We're a significant funder, but the board has 

23 said, we're going to bring more ideas -- I've used the 

24 term kind of "portfolio approach," but we're going to 

25 continue to make significant investment in direct 
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 1 services.  Welcome Baby is a really good example.  I mean, 

 2 we're on a path to be reaching almost a quarter of all 

 3 births in LA county.  That is a significant investment in 

 4 family strengthening, early childhood learning, and doing 

 5 so through services.  But saying, as a part of that 

 6 portfolio, we're also going to place more emphasis going 

 7 forward on policy and systems change than we have in the 

 8 past.  And I think that one of the themes from Stacy's 

 9 presentation is, we need to be very intentional about what 

10 role are we playing for a given issue.  And so some 

11 issues, our principle role is going to be a funder.  We're 

12 funding services and supports through Welcome Baby.  

13 But as we'll hear more about it through Kevin's 

14 presentation around quality rating and improvement system, 

15 right now our principle role is not funder; it's being a 

16 convener, it's being that neutral -- the funding role is 

17 we're paying right now for a neutral facilitator.  

18 So that is a different role for us.  You might 

19 say, well, oh, First 5 LA, they put QRIS in their 

20 strategic plan, it must mean they're going to be funding a 

21 bunch of services and supports.  Well, no.  We're being 

22 thoughtful and saying, we need to figure out how do we 

23 help advance a countywide system.  

24 So I think what you're getting at is also going 

25 to be a little bit situational in terms of where we see 
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 1 our value and contribution.  And going forward, it may not 

 2 be us having the only ones with the big idea and the big 

 3 dollars but working in concert with others.  And you're 

 4 right, it is going to be different.  

 5 COMMISSIONER BROWNING:  Nancy.

 6 COMMISSIONER AU:  And I guess to make it even 

 7 more complicated, in terms of my vision, is that the work 

 8 that we're doing with Best Start, let's say for example -- 

 9 and, in fact, it's not even an example.  It's for real. 

10 There's a community along the harbor gateway, I 

11 guess, community where there was, I guess, within the last 

12 year or two where the residents were concerned about the 

13 rate of asthma incidences occurring among their children.  

14 And they were pointing at the -- at the -- the trucks that 

15 use the 710 freeway as their main thoroughfare.  And I 

16 envision, at some point, the parents that are involved 

17 with the Best Start may come to the table and say, hey, 

18 this is intolerable, we need First 5 LA to work with us in 

19 partnership so that we can begin addressing this whole air 

20 quality issue so that our children will no longer suffer 

21 from asthma.  

22 So I -- I -- I -- I totally envision that 

23 happening down the road.  And my hope and my expectation 

24 is that we will be in a position as a body to be able to 

25 respond and be that effective advocacy voice as well, 
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 1 convening all the key individual as public health and so 

 2 on and so forth to address this issue.  

 3 So anyway that's when I -- my expectation is.

 4 COMMISSIONER BROWNING:  Are there any last 

 5 comments on this? 

 6  We have another section.  It's about an hour 

 7 strategic plan monitoring evaluation.  

 8 Duane.

 9 COMMISSIONER DENNIS:  Just one thing.  Stacy, if 

10 you had a crystal ball and you were doing a six-month 

11 trajectory, what type of presentation will you be giving 

12 in six months as far as progress from what you reported on 

13 today?  

14 MS. LEE:  Well, I guess at that point we will 

15 have been two-thirds of the way through the year, so we 

16 could talk more concretely about where we have made 

17 advances in terms of some of the newer work or areas that 

18 we have begun to establish.  And I think there will be a 

19 lot to share in terms of the organization transformation 

20 and the work we've been doing internally because, as I 

21 said before, essential to us making this strategic plan a 

22 reality is making sure that our staff are able to embrace 

23 and deliver on the different expectations.  And we've made 

24 choices internally to support our staff and provide 

25 training and resources, and that takes time.  
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 1 So we need to be patient and make sure that we're 

 2 able to embrace those endeavors as much as we do the 

 3 internal exciting stuff that happens outside of the 

 4 building.  

 5 MS. BELSHE:  A couple of additional comments I 

 6 would make just very quickly on that because it's -- I 

 7 want folks to know, six months out we will have more 

 8 concrete evidence of fuller implementation of Welcome 

 9 Baby, so more concrete data regarding the number of 

10 families being served.  We ill have a very early 

11 implementation of the community-identified projects in our 

12 Best Start communities, and we'll be in a position to 

13 start talking about that work more fully in its 

14 relationship with other aspects of the strategic plan.  

15 As relates to early care and education, as one 

16 example, we'll begin the IMPACT effort in terms of the 

17 next stage of work that you'll be hearing about more from 

18 Kevin in a moment, as well as a more complete framework 

19 for how we are moving forward with board support for the 

20 policy and advocacy work that Peter Barth and Annie Change 

21 talked about a week or so ago.  

22 I think importantly, with the health-related 

23 systems, to call out, number one, we'll be clear about who 

24 those key partners are to move the Help Me Grow systems 

25 forward around developmental screening.  We've talked a 
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 1 lot about LA Care, but we're also doing preliminary work 

 2 with some other key partners such as the American Academy 

 3 of Pediatrics.  

 4 And then with trauma-informed care, we will have 

 5 convened this initial, very important learning table, if 

 6 you will, that will help us better understand where's the 

 7 opportunity for First 5 LA to add value to what is, as 

 8 we're learning, a very complex landscape around 

 9 trauma-informed care.  

10 So I think, just building on Stacy's work, I 

11 think we'll have some more meat on the work that is more 

12 developmental in this first six months of the new 

13 strategic plan year.  

14 COMMISSIONER BROWNING:  On that note, let's take 

15 a ten-minute break.  Thank you.  

16 (A brief break.)

17 COMMISSIONER BROWNING:  Let's take your seats so 

18 we can get out of here today.  

19 COMMISSIONER DENNIS:  Okay.  They are coming back 

20 now.  Okay.  

21 COMMISSIONER BROWNING:  Okay.  So we have a 

22 quorum now.  

23 So I think we have a continuation of a little 

24 bit.  So Kevin is going to come up and speak on First 5 

25 IMPACT update.  
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 1 Okay.  Kevin, the floor is yours.  

 2 MR. DIETERLE:  Good afternoon, commissioners.  

 3 Today I wanted to provide you with a bit of an 

 4 update on the First 5 California IMPACT initiative.  I 

 5 previously spoke to you about this at the P and P meeting 

 6 back in September.  So today, I just wanted to give you an 

 7 update about the activities and timelines pertaining to 

 8 First 5 California's IMPACT initiative.  I also wanted to 

 9 talk a bit more broadly about the contribution of QRIS to 

10 positive child and family outcomes, give you a better 

11 sense of the roles First 5 LA and QRIS architects will 

12 undertake under IMPACT and also provide to you an overview 

13 of the IMPACT application to First 5 California.  

14 So for some of you, some of these slides may be 

15 familiar; for others of you, they may be new.  But I just 

16 wanted to ground you a bit in QRIS in the context of the 

17 First 5 LA strategic plan for 2015 through 2020.  Under 

18 the guidance set by this strategic plan, our plan for QRIS 

19 moving forward is very much focused on systems and policy 

20 change.  Through QRIS, we actually have the potential to  

21 positively impact large swaths of the ECE community, 

22 including both the ECE professionals as well as children 

23 and families served by those ECE professionals.  

24 And so with IMPACT, we're engaging our partners 

25 really early on in the process and we've been able to hear 
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 1 about the strengths as well as the challenges in our 

 2 county.  And together, we're working to utilize IMPACT to 

 3 develop a QRIS in LA county that is purposeful, leverages 

 4 our strengths, and builds upon the lessons learned over 

 5 the past decade in QRIS investments in LA county.  

 6 So QRIS, you've heard the acronym a lot.  It 

 7 stands for quality rating and improvement systems.  You 

 8 previously learned a bit more about it, as I said, last 

 9 month or back in September, but a quick refresher.  

10 About 80 percent of the country has adopted a 

11 statewide QRIS.  QRIS has been implemented since about 

12 1998 starting with Oklahoma and has grown exponentially.  

13 There's a lot of state and federal momentum behind QRIS.  

14 And it's essentially about providing a systematic way of 

15 assessing and improving ECE program quality, but also 

16 communicating that quality to a broader audience, 

17 including parents, programs, and legislators.  

18 But why should we be investing in QRIS?  Because 

19 there's a lot of evidence that suggest that high-quality 

20 ECE is associated with better child outcomes, including 

21 better health outcomes, better social-emotional outcomes, 

22 better cognitive outcomes, and improved school readiness.  

23 Through QRIS we can also provide parents with 

24 usable, easily understood information about elements of 

25 quality early learning environments.  And in the case of 
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 1 rated programs, we can communicate that rating to parents 

 2 of families.  So QRIS also allows to us a way to better 

 3 empower parents to select high-quality ECE environments 

 4 for their children.  

 5 And IMPACT.  IMPACT stands for Improve and 

 6 Maximize Program so all Children Thrive.  And it's First 5 

 7 California's new funding initiative with the goal of 

 8 increasing the number of high-quality early learning 

 9 settings.  The state has allocated $120 million for the 

10 counties, including about $13.3 million for First 5 LA, as 

11 well as an $8.3 million match from First 5 LA.  

12 I just also wanted to clarify, Commissioner 

13 Dennis had asked John a question about the $8.3 million 

14 match.  I wanted to clarify that LAUP -- the LAUP fund 

15 balance will be used to meet the match requirement that it 

16 will actually exceed that $8.3 million.  So, yeah, we'll 

17 definitely far exceed the match requirement required by 

18 First 5 LA.  

19 And in addition to the $120 million First 5 

20 California has provided for county allocations, they're 

21 actually allocating an additional $70 million to be used 

22 for things such as state-level system support, research 

23 and evaluation, training and technical assistance hubs.  

24 And the way that the $13.3 million figure is derived for 

25 First 5 LA is largely set by the Race to the Top Early 
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 1 Learning Challenge targets that were required for 

 2 California -- or for LA.  

 3 And what does IMPACT mean for families?  Well, we 

 4 would hope that it means increased quality and increased 

 5 number of early learning programs for children ages zero 

 6 to five, increased understanding of the role of the family 

 7 in early learning, and that's through the parent 

 8 information piece, increased knowledge and characteristics 

 9 of quality early learning programs so that can be related 

10 to the rating or, more broadly, what should a parent or a 

11 family look for in an early learning environment for their 

12 child as well increased information about site specific 

13 tier gradings.  

14 The IMPACT process to date has been a very 

15 collaborative one.  We've convened a group who we're 

16 calling the QRIS architects.  And this group includes the 

17 LA County Office of Education, the Office of Child Care, 

18 LAUP, Child Care Alliance of Los Angeles.  At our last two 

19 meetings, we've actually engaged our local planning 

20 council through the Child Care Planning Committee as well.  

21 And we recently did a presentation to them to tell them a 

22 bit more about IMPACT and what we're hoping for IMPACT.  

23 We've had five facilitated meetings, facilitated 

24 by an outside party, VIVA Consulting.  And in addition to 

25 these meetings, VIVA has had one-on-one conversations with 
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 1 each architect agency.  And we've -- they've also had 

 2 group conversations without First 5 LA in the room to 

 3 ensure that there's kind of a feeling of not being watched 

 4 and that they can have a candid and open conversation. 

 5 And what we've heard from the architects so far, 

 6 there is a lot of willingness and eagerness to participate 

 7 in this more collaborative process moving forward.  As 

 8 Stacy mentioned, collaboration moves at the speed of 

 9 trust.  And this is something that came up with the 

10 architects meeting continuously in that there's a lot of 

11 work that needs to be done because these agencies have 

12 previously been very competitive for the same resources.  

13 There's a lot of support for First 5 LA as a neutral 

14 convener and that this is the appropriate role for us, as 

15 well as support to retain an outside facilitator in the 

16 form of VIVA.  We've also heard that we want to -- even 

17 though we're proposing a systems change approach for 

18 IMPACT, that we need to figure out a way to maintain 

19 support for sites who are currently involved in QRIS 

20 efforts; that this countywide vision and approach is very 

21 much needed in the county; and that there's also a staff 

22 capacity issue, and that is going to take some work to 

23 strengthen staff capacity to actually support the QRIS 

24 work at the countywide level moving forward.  

25 And some quotes from the partners is that we 
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 1 haven't had the opportunity to do this, to coordinate, 

 2 collaborate, communicate, brainstorm, and engage others.  

 3 This approach is what LA needs to do if there's any chance 

 4 that we're going to have a countywide system.  And this is 

 5 systems building from a place of thoughtfulness, logic, 

 6 and thinking about what would be more effective and 

 7 sustainability.  It builds upon an existing 

 8 infrastructure.  

 9 As I mentioned, we've discussed at length with 

10 the group about the need to continually engage providers 

11 currently engaged in the QRIS efforts in LA county.  As 

12 you approved earlier today, a portion of the LAUP fund 

13 balance will be used for the First 5 LA match requirement.  

14 What this will do is, it allow to us maintain the 

15 engagement of providers who are currently served through 

16 LAUP's office of --- LAUP's Race to the Top consortium. 

17 And in addition, we've talked about the need to 

18 look at continuing engagement of providers certified by 

19 the Office of Child Care's Race to the Top consortium.  We 

20 could possibly do this by using a portion of workforce 

21 consortium fund balance to this maintain provider 

22 engagement at some level.  The level of effort that this 

23 may involve may be quality improvement services without a 

24 full rating; and that in addition to maintaining 

25 engagement, what this would also allow is it would allow 
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 1 First 5 LA to exceed the site target requirements required 

 2 by IMPACT which would actually allow to us tap into 

 3 additional funding from First 5 California for those 

 4 counties who actually exceed their targets.  

 5 Meanwhile, when we talk about this continuous 

 6 engagement both by LAUP and the Office of Child Care's 

 7 Race to the Top consortium, we acknowledge that we need to 

 8 maintain flexibility in how we serve these site.  And it 

 9 also illuminates the need for First 5 LA to commit new 

10 monies into the system which we're currently working to 

11 build a uniform system.  Right now, we're not really ready 

12 to infuse more money into it because we don't have that 

13 uniform approach yet.  But that's what we're working on 

14 under IMPACT.  

15 So what you can see in this visual here is that 

16 the First 5 LA and QRIS architect approach to IMPACT 

17 represents a four-phase approach:  First, let's define, 

18 then learn, then test, and lastly scale.  As I mentioned 

19 earlier, the ongoing QRIS work will continue and new 

20 funding opportunities will not be passed up while we 

21 establish our countywide vision for QRIS.  New 

22 opportunities will be looked at through the lens of our 

23 county's larger goals with the architects and vision.  And 

24 as you can see, the scale process comes last.  But as 

25 Stacy mentioned, taking the time now is worth it in the 
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 1 long haul, and that systems change really does require a 

 2 long view and this is the long view that we're taking for 

 3 QRIS.  

 4 So I just wanted to provide you a bit more 

 5 information about each phase of this process, give you a 

 6 sense of what the work might look like in each phase.  In 

 7 the first phase of define, which would approximately take 

 8 us through the end of fiscal year 2015-2016, we look at 

 9 this collective IMPACT framework for QRIS and we define 

10 our countywide vision, our roles in the decision making 

11 structure.  

12 After we finish the defined phase, we enter into 

13 our learn phase this.  This is where we've established our 

14 MOUs.  And the architects are looking at relevant local, 

15 state, and national research and best practices as well as 

16 examining their own history in QRIS and their lessons 

17 learned.  That is approximately in fiscal year 16-17.  

18 And during the test phase, we've engaged in this 

19 very deliberate learning process where we sought to learn 

20 not only from our own experiences, but also what's 

21 happening around the state and country.  But during the 

22 learning process, we've examined other QRIS models to see 

23 what works or may not work for LA county, and we've 

24 learned how we might incorporate the policy and practices 

25 from other places into our own approach for QRIS.  
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 1 Based upon this learning, we examined the 

 2 governance structure that we've established.  We begin to 

 3 pilot a detailed cost model for QRIS at different rates 

 4 because it's imperative that we know what the true cost of 

 5 quality is.  Without the answer to that question, it's 

 6 really difficult to make a case for policy makers and 

 7 advocates about why they should be investing in QRIS.  

 8 And, finally, during the final phase of IMPACT, 

 9 we take it to scale this.  Is where we infuse not only the 

10 IMPACT funds that with we've reserved for the scale 

11 process, but also new First 5 LA dollars allocated to 

12 QRIS.  And this will help us broaden the reach of QRIS 

13 across the country.  

14 And lastly, I wanted to provide you with some 

15 examples of potential roles that First 5 LA versus the 

16 architect agencies might take on during each phase.  

17 During -- these are -- by no means represent the universe 

18 of activities that we'll undertake, nor are they 

19 commitments to do these activities.  They're simply ideas 

20 of activities that we might undertake during each process.  

21 So in the define phase, First 5 LA is still the 

22 convener, and that's the ongoing thread that's woven 

23 throughout all of the four phases, and the architects' 

24 work on establishing MOUs between one another and sign 

25 those MOUs.  
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 1 During the learning phase, we might, for example, 

 2 run a QRIS validation study using a representative sample 

 3 of what's happened in LA county specifically.  And, 

 4 meanwhile, the architects are sharing what they've learned 

 5 from their previous and current efforts around QRIS in LA 

 6 county.  

 7 During the test phase, we might examine funding 

 8 modifications to the QRIS database or the expansion of the 

 9 registry and see how those two things might connect.  

10 Meanwhile, the architects will contribute to QRIS 

11 implementation guide, potential development of local 

12 indicators.  As I mentioned in September, counties 

13 actually have the ability within the existing framework to 

14 modify at tiers two and five to include local indicators 

15 that they may want to rate early childhood education 

16 environments on.  

17 And lastly, in the scale process, First 5 LA 

18 supports procurements, pilot programs.  And the 

19 architects' role will be determined following that 

20 procurement process.  

21 So I just want to provide you a quick brief 

22 timeline.  You just voted to approve the use of the LAUP 

23 fund balance, a portion of it, to meet the IMPACT site 

24 target requirements.  Next, on the 19th, we'll ask for 

25 your endorsement of our ability to submit the application 
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 1 to First 5 California.  We had planned to submit the 

 2 application on or before the due date of December 11th.  

 3 We anticipate that we'll hear about final funding in 

 4 January.  And we'll return to the board with information 

 5 on a new strategic partnership with VIVA strategy and 

 6 consulting as to continue their role as neutral 

 7 facilitator because what we've heard is that the 

 8 architects very much want them to continue in that 

 9 capacity and are very happy with the services they 

10 provided.  

11 And, lastly, I just wanted to see if the board 

12 had any further questions about the work of the QRIS 

13 architects or IMPACT more specifically and also your 

14 thoughts on the role of First 5 LA as convener in the work 

15 moving forward, although that may have been answered 

16 during Stacy's presentation because I know she talked 

17 about it at length.  

18 COMMISSIONER BROWNING:  Kevin, is there some 

19 thought that at some point in time LA Care -- excuse me -- 

20 not LA Care, but First 5 might be in a position to be the 

21 facilitator itself as opposed to contracting for that 

22 service?  

23 MR. DIETERLE:  I don't know that we thought about 

24 it too much.  I think there's been a lot of history of us 

25 as funder.  And so it's -- it's been a little easier to 
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 1 manage the relationships I think by having a third party 

 2 do that without a vested interest.  I think that's an idea 

 3 that we could definitely explore, but we haven't 

 4 necessarily explored it to that length at this point.

 5 COMMISSIONER BROWNING:  Okay.  Thank you.  

 6 What about other question or comments?  Suzanne.

 7 COMMISSIONER BOSTWICK:  Hi, Kevin.  Nice 

 8 presentation.  Thank you.  

 9 Do you see it an appropriate position to have 

10 someone from public health on the planning team?  I know 

11 that we've had -- some of my staff have really gone to a 

12 lot of other child care policy meetings and really see a 

13 need to integrate issues like nutrition in physical -- and 

14 physical activity into tools for QRIS.  And I really would 

15 like to see that.  

16 MR. DIETERLE:  Yes.  I think that's actually a 

17 great question.  One of our conversations that we've had 

18 lately is how we might expand the QRIS architects' table 

19 moving forward to make sure that we're engaging people who 

20 really have an interest in high-quality early learning 

21 environments and maybe who's -- examining who's at the 

22 table, who might be missing.  And I think public health is 

23 definitely one of those entities that we might consider 

24 expanding the table to accommodate them.

25 COMMISSIONER BOSTWICK:  Thanks.  
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 1 COMMISSIONER BROWNING:  Karla.

 2 COMMISSIONER PLEITEZ HOWELL:  In terms of 

 3 expansion on the table, so a couple of questions.  The 

 4 first one, in terms of expansion on the table, have 

 5 parents and providers been invited to the table?  

 6 MR. DIETERLE:  Right now what we did is we 

 7 invited -- or we presented to the child care planning 

 8 committee, and they have parent representatives.  I think 

 9 moving forward, we're trying to establish a way in which 

10 we'll regularly share out information between both the 

11 local planning counsel and the QRIS architects.  And I 

12 think that, you know, again, the table might be expanded 

13 to include parent voices and I think, especially once we 

14 get to the information sharing piece with parents, because 

15 I think it's going to be important that we have parent and 

16 family voices at the table to better understand what is a 

17 meaningful way of communicating some of this information 

18 to them.  So I think it's definitely a conversation that 

19 we'll need to have moving forward.

20 COMMISSIONER PLEITEZ HOWELL:  I wonder if some of 

21 that parents we can consider or providers are people that 

22 have already been a part of the QRIS program because 

23 they'd have more information to add in terms of what work 

24 didn't work, and you might have that --

25 MR. DIETERLE:  Yes.  I think that's a great idea.  
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 1 COMMISSIONER PLEITEZ HOWELL:  The second one is, 

 2 part of doing this, I think when we talked a few months 

 3 ago, it's the idea of thinking about policy at the 

 4 statewide level.  Are there conversations now that set us 

 5 up for success for thinking about the statewide level and 

 6 how we want this -- how we would want to move this agenda 

 7 forward?  

 8 MR. DIETERLE:  I think we're at early stage of 

 9 that right now.  What I have heard is that people are very 

10 excited about this LA county approach because they think 

11 that, if successful, it will have a lot of implications 

12 for state funding for QRIS moving forward.  So I know a 

13 lot of eyes are on us right now and we're looking at how 

14 we might -- how we might leverage that to be successful.  

15 And, meanwhile, I also know that we're engaging in 

16 updating our advocacy partners on our work around QRIS.  

17 So it's a conversation we're continuing to have and will 

18 continue to have.

19 COMMISSIONER BROWNING:  Other comments?  

20 Questions?  

21 Duane.

22 COMMISSIONER DENNIS:  I told the chair I wasn't 

23 going to say anything. 

24 COMMISSIONER BROWNING:  Yeah, but I didn't 

25 believe that for a minute.
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 1 COMMISSIONER DENNIS:  Kevin, one of the -- one of 

 2 the pieces that we talked about in the past as a whole 

 3 issue is around tiered reimbursement.  And -- and I would 

 4 think that, as we're looking forward on the QRIS, that we 

 5 front end that conversation, not only from a policy 

 6 perspective but from a programmatic perspective.  I don't 

 7 know what's going on in these architects' meetings, but I 

 8 think -- you know, the compensation associated to quality 

 9 is an essential piece as we -- as we look at success.  So 

10 I'm hoping that programmatically and from a policy 

11 perspective we are front ending the conversation around 

12 tiered reimbursement.

13 MR. DIETERLE:  Yes.  That's absolutely on our 

14 radar screen and it will continue to be moving forward.  

15 COMMISSIONER BROWNING:  So, Kevin, who's on the 

16 screen?  

17 MR. DIETERLE:  This is my nephew, RJ.  He's two.   

18 COMMISSIONER BROWNING:  Is he in child care?  

19 MR. DIETERLE:  He actually is not.  

20 COMMISSIONER BROWNING:  Talk to him.  

21 Any other last comments or questions?  

22 Okay.  Thank you appreciate that, Kevin.  Very 

23 concise.  

24 Okay.  I think next group we have coming up is a 

25 strategic plan implementation update:  Monitoring, 
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 1 evaluation, and learning, MEL, framework.  Got a whole 

 2 bunch, Armando, Allison, and company.  

 3 MS. BELSHE:  That's it.  

 4 MR. JIMENEZ:  So before I begin, I'd like to 

 5 acknowledge the team that actually was part of the process 

 6 of creating the presentation but also really a part of the 

 7 brain trust that's been helping us think through these 

 8 issues and kind of the concepts that we want to move 

 9 forward with.  Kim Hall, Amada Yoa, Stacy Lee, and of 

10 course you'll hear from Allison Wallin in the 

11 presentation.  So I wanted to really acknowledge all their 

12 efforts.  

13 So we have First 5 LA as a learning organization.  

14 And I wanted to actually start this conversation by having 

15 us ask why this is so important.  Why should we become a 

16 learning organization?  And I just wanted to say we -- we 

17 want to become a learning organization not because 

18 everyone else is doing it, not because it's trendy, not 

19 because it's simply a part of an academic exercise.  The 

20 real reason why we need to become a learning organization 

21 from all levels, from our board interactions all the way 

22 down to staff who actually are helping us support 

23 administratively at every level, is because to get better 

24 outcomes.  That is the single reason why we desire to 

25 become a learning organization.  And, ultimately, those 
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 1 outcomes leading to moving the needle.  That's the reason 

 2 why I think we are so focused and so ambitious around this 

 3 effort to create a learning organization.  

 4 Right now in Los Angeles county there are 650,000 

 5 kids zero to five.  If you were to pool them together, 

 6 they would actually be -- if they were a state, they would 

 7 be larger in size than the state of Vermont, Wyoming, and 

 8 North Dakota.  So it's an immense number.  But also know 

 9 that one in four of these children are growing up in the 

10 shadows of poverty.  And poverty is a very extremely 

11 powerful influence and being exposed to poverty -- and 

12 research is showing that actually leads to a child not 

13 really being ready for school.  In fact, some research is 

14 showing that, when you compare disadvantaged kids who have 

15 limited access to early care and education programs as 

16 well as the exposure to poverty versus advantaged kids, 

17 those disadvantaged kids start kindergarten two years 

18 behind in early literacy and early numeracy skills.  

19 So this is an immense mention issue.  So Stacy 

20 talks about us being ambitious.  Well, we need to be.  The 

21 issues out there are needing our efforts to be ambitious.  

22 So that's the real reason why we are going to pursue this 

23 effort.  And I know I'm confident that we actually will. 

24 So this presentation today I'd really like to 

25 have us go through and actually understand what is a 
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 1 learning organization kind of broadly speaking and what is 

 2 First 5 LA's approach to learning because we actually are 

 3 in an interesting situation in our agency is using public 

 4 dollars but also to be able to think differently about the 

 5 way we do the work.  What are examples of learning at 

 6 First 5 LA.  I wanted to say that part of the presentation 

 7 following is really some interesting and really exciting 

 8 things about the fact that we are learning, we are in the 

 9 process of learning and building that learning and using 

10 it.  How does First 5 LA further evolve as a learning 

11 organization?  We can't stop at a particular point.  We 

12 have to continue to evolve, continue to get better.  And 

13 then what role does the commission play in this work? 

14 So what is a learning organization?  Actually, 

15 what's amazing about today's technology and the Internet 

16 is, where else can you find a video about how to improve 

17 or repair a leaky faucet and on the other hand learn about 

18 how to build a learning organization.  Well, that's the 

19 Internet for you.  So one of the things we have is, we 

20 have a really interesting video that we want to share. 

21 We shared it with staff and it was well received, but it's 

22 a really clear way of describing what we're trying to 

23 accomplish with our organization.  

24 (Video plays.)

25 MR. JIMENEZ:  So I thought this was a really, 
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 1 really very simple but useful way of describing kind of 

 2 the learning process.  And I know it resonated well with 

 3 staff when we presented this to them.  

 4 But one of the big take-aways from the video is 

 5 really the importance of learning at all levels and also 

 6 the importance of informal learning.  That's learning that 

 7 happens when you're actually having discussions with your 

 8 provider, your partners, and all the individuals that you 

 9 actually serve, clients, families that are actually a 

10 service of the work that we do.  So I think it was a 

11 really useful way of doing it.  

12 Also, one of the things that's really important 

13 about this is, it's very based in common sense but the 

14 important thing is the effort that needs to happen in 

15 order to systematically use the learning.  All of us in 

16 all of our jobs are doing that every day.  But how do we 

17 systematically use the learning and translate that into 

18 some change that will get us better outcomes.  And that's 

19 the key.  

20 So we looked at research and we looked at best 

21 practices around learning organizations and how those 

22 learning organizations are functioning and we identified 

23 some key real important concepts or elements.  These are 

24 described as supportive leaders.  And I wanted to say that 

25 in reflection here, one of the very early discussions we 
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 1 had with Kim when she started with us, when we were 

 2 looking at kind of our effort as an organization to expend 

 3 dollars faster, I remember we presented a report and we 

 4 used red, green, and yellow to describe our speed at which 

 5 we were actually getting money out.  And I remember this, 

 6 Kim goes, embrace the red.  But it was not embrace the red 

 7 as, let's be complicity with this, let's settle with this. 

 8 But it's really about, hey, let's understand how did we 

 9 get to that point, what were the important elements of us 

10 being able to say, well, these were the reasons why we 

11 were able to expend dollars in the way we did.  And that 

12 was extremely enlightening and encouraging for us as staff 

13 to hear that.  And it create this kind of very supportive 

14 nature of us being able to look at things and say, listen, 

15 getting bad results doesn't mean bad things; it means good 

16 things because we can understand what happens.  

17 So that's something I think is important, 

18 supportive leadership, the culture of continuous 

19 improvement.  And that's asking the question, are you 

20 using that information for a purpose, are we actually 

21 changing things as a result of having that information. 

22 We need to also have defined learning structures.  

23 We need to have a way to systematically to look at that, 

24 and we need those structures in place.  And also processes 

25 so that we don't get lost with our learning.  So these are 
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 1 really important, critical learning organization elements 

 2 that we are in pursuit of here.  

 3 The other thing is to talk about the benefits.  

 4 And, again, in the video there's some discussion about how 

 5 important it is that learning and being involved in this 

 6 process is actually way to rejuvenate staff.  It's a way 

 7 to increase their morale and their connection to the work 

 8 that they do.  And that's really an important benefit, 

 9 also to be able to better partner.  I'd like to say that 

10 the learning is happening with our partners, not from the 

11 partners.  So that's an important part too, is that we're 

12 -- learning is going back and forth between our colleagues 

13 and partners and us.  

14 Also board learning, how can the board help shape 

15 our learning better, the questions that you ask. I do 

16 appreciate questions that come from the board.  And one 

17 that resonates with me is one that we hear often, and 

18 that's a question that is, what's different as a result of 

19 the work that we're doing for children and families, 

20 what's different, what's changed in their lives.  That 

21 really should be the lens in which we look and ask our 

22 questions around learning.  So we can't be everywhere.  We 

23 have to focus that learning to help us understand how has 

24 this learning helped us make things better for children 

25 and families.  And that's the way we want to focus that 
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 1 learning.  So I really appreciate those questions that 

 2 come from the board.  

 3 But also to be flexible and adaptive.  I think 

 4 that's one of the other things that's a benefit of a 

 5 learning organization and for a board and an organization 

 6 to be open and accepting of information that shows our 

 7 progress and equally excepting of information that shows 

 8 our of lack of progress.  And that's where we'll actually 

 9 make gains as an organization.  And also the shared vision 

10 that we all desire and we all pursue actually moving the 

11 needle.  These are all things that are benefits, but at 

12 the core are better outcomes from children and families. 

13 So I'm going to actually talk a little bit about 

14 our approach, First 5 LA's approach to learning.  One of 

15 the questions that's come up before and we've talked about 

16 the monitoring evaluation and learning, is what's 

17 different.  I think one of the commissioners asked, what 

18 will be different about what we did before compared to 

19 what's going to happen in the future.  And I actually feel 

20 blessed that, as employee number one, I've had the honor 

21 and privilege of being involved with every single 

22 evaluation that the commission has ever sponsored.  And 

23 it's been an amazing experience to learn from all of those 

24 evaluations and all of those processes.  But one thing 

25 that we did identify in the past is we focused most of our 

67

APPROVED



 1 learning more towards the end, more of a summit-type 

 2 nature to help us understand how an investment has 

 3 actually improved or increased outcomes.  More focus on 

 4 accountability.  Our learning, although we did learn, we 

 5 were always learning, was incremental and it was at 

 6 certain points in time.  

 7 So what we aspired to do in the future is to make 

 8 that learning process happening from the moment we start 

 9 engaging with our partners, from the moment we start doing 

10 work, from the moment throughout the whole life of any 

11 work that we do and to make that systematic across the 

12 organization.  

13 And also the difference is in the early days and 

14 the work that we did, we relied significantly on more what 

15 I call formal learning processes.  Those are the 

16 evaluations that we would sponsor.  In the future, I think 

17 that one of the things that we desire is also to really 

18 rely on informal learning.  That's learning that's 

19 happening from our experiences, the learning that we're 

20 observing by interacting with the folks that we do.  So 

21 that's really important because I like to make this 

22 distinction between conclusive evidence and convincing 

23 evidence.  Sometimes you'll never be able to get 

24 conclusive evidence.  It may take years for you to be able 

25 to know that, without any -- without any doubt, that this 
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 1 is something that leads to something else.  Convincing 

 2 evidence is something that you can experience by 

 3 understanding in the field that actually this is something 

 4 that's happening, it's working, we can take action on it.  

 5 And I think that's really important because, as a 

 6 commission that needs to move at a speed in which, again, 

 7 we have some significant ambitious issues and goals and 

 8 strategies and activities.  And we can't always wait for 

 9 conclusive evidence.  So informal learning helps us get 

10 that understanding of convincing evidence.  

11 So I'm going to turn it over to my colleague, 

12 Allison, to talk a little bit about examples of learning 

13 here at First 5 LA.  

14 MS. WALLIN:  Thank you, Armando.  Good afternoon, 

15 commissioners.  

16 So you just heard Armando speak about First 5 

17 LA's future approach to learning that we hope will become 

18 integrated into the agency.  Next, I'm going to take a few 

19 minutes to walk through some recent examples of learning 

20 because, as we've heard from the commission in the past, 

21 examples can help make these somewhat abstract concepts 

22 more concrete.  

23 And I'm going to provide three examples of 

24 learning.  One is going to be focused on learning through 

25 our own experience.  A second will be focused on learning 
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 1 with a partner.  And a third example will be focused on 

 2 learning as a convener.  

 3 So although these examples are distinct, there 

 4 are some key themes that run throughout the examples.  So, 

 5 first, both formal sources of information and informal 

 6 sources of information inform the learning that has gone 

 7 on in these examples.  

 8 Second, you'll hear that learning leads to 

 9 action.  So in some cases, the learning leads to a 

10 specific programmatic change that directly impacts 

11 children.  But in other cases, learning shapes our 

12 decision making process or helps us develop a plan that 

13 will improve the systems that serve families.  The 

14 important point is that we don't learn just for the sake 

15 of learning, but that we learn so we can take informed 

16 action.  

17 And, finally, the board placed an essential role 

18 in promoting staff learning.  And you'll hear about the 

19 roles you've played in these examples.  

20 So I'm going to begin with an example of learning 

21 about our Welcome Baby home visiting program.  So several 

22 months ago, staff realized that they had some initial 

23 ideas about changes to the Welcome Baby program that they 

24 thought would benefit the families who participate in the 

25 program.  The initial ideas were developed using multiple 
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 1 sources of information.  So staff had received feedback 

 2 from the staff at Welcome Baby sites who were implementing 

 3 the program.  The staff had also had conversations with 

 4 others in the field of home visiting.  And we also had 

 5 some information from a Welcome Baby pilot evaluation. 

 6 However, before recommending these changes to the 

 7 board, staff wanted to confirm that these were in fact the 

 8 changes that made the most sense.  So they pulled data 

 9 from our stronger families database, which is our 

10 monitoring database for Welcome Baby, and staff found that 

11 the data supported some of the changes but not all of the 

12 changes.  So with this information, staff were able to 

13 revise their recommendations and present these 

14 data-informed program changes to the board which were 

15 approved earlier this year and the Welcome Baby team is in 

16 the process of implementing.  

17 What I think is really exciting about this 

18 example is how multiple sources of informal and formal 

19 information were systematically used to develop a set of 

20 recommendations to the board and how staff was able to 

21 share their learning with you so that you could also make 

22 informed decision about these program changes.  

23 In the Welcome Baby example, information 

24 gathering and the learning process that I discussed was 

25 primarily an internal process.  However, as First 5 LA 
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 1 moves forward, we're focusing on partnership and 

 2 collaboration, which means that we are also going to need 

 3 to learn with our partners.  The recent work with LA Care 

 4 is an excellent model for how learning with our partners 

 5 might occur in the future.  

 6 So this learning process began when First 5 LA 

 7 staff recognized that there might be an opportunity to 

 8 leverage the pre-existing relationship with LA Care and 

 9 First 5 LA's new work with Help Me Grow.  So in order to 

10 develop how LA Care and First 5 LA might work in 

11 partnership, staff from both agencies began learning about 

12 a variety of topics.  For instance, the agencies learned 

13 about Help Me Grow by engaging in learning conversations 

14 with the First 5 association, particularly Patsy Hampton, 

15 and others who've established Help Me Grow programs such 

16 as Orange County.  In addition, LA Care conducted a gap 

17 analysis of their developmental screening rates which 

18 confirmed some anecdotal evidence that they had about why 

19 providers don't often perform developmental screening.  

20 And then LA Care shared this information with First 5 LA.  

21 Our two agencies have also had to engage in 

22 conversations with one another to learn about each other's 

23 goals and objectives because it would be difficult to be 

24 in partnership with someone if you don't understand where 

25 they're coming from.  Importantly, this learning process 
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 1 involved the board both as a partner in learning and by 

 2 providing direction and support for staff learning.  So 

 3 the board has actively participated in learning 

 4 opportunities.  For example, there was a Help Me Grow 

 5 presentation just a few weeks ago.  And in addition, the 

 6 board has provided direction to staff about the learning 

 7 process, encouraged staff to continue exploring 

 8 partnership opportunities and allowing for flexibility in 

 9 making future plans.  

10 Together, the informal information gathered 

11 through conversations and meetings, coupled with more 

12 formal information such as the information provided from 

13 the gap analysis has allowed our agencies to join -- 

14 engage in a joint learning process that will hopefully 

15 lead to a partnership between LA Care and First 5 LA to 

16 support Help Me Grow in LA county.  By partnering with an 

17 agency such as LA Care that plays large role in health and 

18 wellness for children and families in Los Angeles county, 

19 First 5 LA can expand its reach and hopefully have a 

20 larger impact on the systems that serve young children. 

21 So the final example is about First 5 LA's 

22 approach to QRIS, quality rating and improvement systems.  

23 And you heard Kevin speaker earlier about the process and 

24 the details for our plan for our application to First 5 

25 California for their IMPACT initiative.  However, I want 
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 1 to highlight the information gathering and learning aspect 

 2 of this work.  

 3 So early in 2013, First 5 California announced a 

 4 new funding initiative, IMPACT, that was focused on policy 

 5 and systems change.  Staff, working in the ECE outcomes 

 6 area, recognized the overlap between IMPACT funding and 

 7 First 5 LA's focus on QRIS in the new strategic plan.  

 8 Staff were excited by this funding opportunity and wanted 

 9 to make sure that they used this funding effectively.  So 

10 they asked themselves the question, how do we do this?  

11 How do we utilize the funding in an effective way?  And to 

12 answer that question, as you heard Kevin speak to earlier, 

13 staff organized a group of key county stakeholder who were 

14 all working on the new QRIS block grant.  The QRIS 

15 architects, as they're now referred to, were gathered 

16 together and went through a series of conversations that 

17 were facilitated by a third-party contractor with 

18 expertise in this area.  Allowing a third-party contractor 

19 to lead the discussions with the architects allowed them 

20 to speak freely to an unbiased party and allowed our staff 

21 to really focus on listening and learning from what the 

22 architects had to say.  And this resulted in the plan that 

23 you heard Kevin speak about earlier.  

24 First 5 LA is now acting in a convener role in 

25 this arrangement by bringing together the key puzzle 
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 1 pieces, the architects together, to gather information 

 2 about how impact funding can be used effectively to 

 3 support change.  The board has also provided guidance in 

 4 this situation by encouraging staff to take on the role of 

 5 convener and by participating in staff presentations to 

 6 the board all along the way.  

 7 So as you just heard, there are many examples of 

 8 staff embracing the principles of learning organizations 

 9 and displaying commitment to continuous improvement in the 

10 service of enhancing outcomes for children in LA county.  

11 But as we heard earlier in the video and also from 

12 Armando, learning needs to be systematic and well 

13 integrated into an organization in order to optimize the 

14 benefits.  

15 So how does First 5 LA further evolve in this 

16 work?  Our initial step has been information gathering.  

17 And just like in the learning examples I reviewed a few 

18 minutes ago, we've used both formal information and 

19 informal sources.  So we've reviewed the literature to see 

20 what others have done.  We want to understand what they've 

21 done so that we can replicate their successes and avoid 

22 their missteps.  Learning for Action, LFA, conducted a 

23 learning assessment with staff earlier in the year and 

24 provided recommendations from that assessment related to 

25 the advancement of for learning within the agency.  And 
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 1 we've been having discussions internally.  For example, 

 2 there's picture on the slide from a recent all-staff 

 3 meeting where we talked about learning organizations, 

 4 their benefits, what it might mean to staff.  And we 

 5 received feedback from staff.  And as an in-the-moment 

 6 kind of example, we're meeting with you here today to 

 7 share what we've learned, to engage in conversation with 

 8 you, and to get -- gain additional direction.  

 9 So now that we have a lot of information and 

10 we're continuing to gather information, what do we do with 

11 that next?  So we think that there are three key steps.  

12 The first is purpose.  We plan to establish a 

13 clear purpose for learning.  We know that successful 

14 learning organizations have a vision and goals for 

15 learning.  And we want to use what we've heard from staff 

16 and what we hear from you today to inform that purpose.  

17 Process.  We also need to establish processes.  

18 You heard from Armando that successful learning 

19 organizations have defined knowledge processes that are 

20 built into staff's everyday work.  We need to establish 

21 guidelines and expectations for staff around the 

22 gathering, use, and sharing of information.  And we need 

23 to develop tools, resources, and training to give staff 

24 the skills they need to meet those expectations around 

25 learning.  
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 1 We also recognize that sharing and revising are 

 2 critical as well.  So we plan to solicit feedback about 

 3 our processes and our purpose as we move forward, as well 

 4 as continuing to make midcourse corrections about these 

 5 things in the future.  

 6 And, finally, we have to keep in mind our 

 7 ultimate goal of improving the lives of children in the 

 8 forefront of our minds.  The current strategic plan is 

 9 ambitious both in it' scope and in the systems level 

10 outcome that it seeks.  And because the plan is so 

11 ambitious, we have to hold ourselves accountable to very 

12 high expectations around learning and continuous 

13 improvement.  

14 A commitment to learning as demonstrated through 

15 purpose, process, and action allows us to create strong 

16 plans at the outset, and that same commitment to learning 

17 will allow us to make timely midcourse corrections that 

18 strengthen the plans to effectively create change for 

19 children and the systems that serve children in LA county.  

20 So next I'd like to discuss the role of the 

21 commission and First 5 LA's continued transition to a 

22 learning organization.  So I'd like to return to one of 

23 the slides that Armando presented earlier about the key 

24 elements of a learning organization.  I want to highlight 

25 the top two circles a critical roles for the commission to 
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 1 play.  We need supportive leadership that acts on the 

 2 agency's vision and goals and serves as learning role 

 3 models for staff.  And we also need your help in 

 4 encouraging a culture of continuous improvement that's 

 5 committed to measuring progress and communicating 

 6 learning.  

 7 As our leadership, we hope that you'll continue 

 8 to encourage staff to be flexible and creative as they 

 9 learn about new opportunities to achieve the outcomes and 

10 apply them to the complex issue we're working on.  We also 

11 hope that you'll continue to engage staff to consider new 

12 roles for themselves in the agency such as you've done 

13 with encouraging a convening role for QRIS.  We also hope 

14 that you'll continue to allow staff time for information 

15 gathering, learning, and reflection, and continue to us 

16 ask us thoughtful questions about our plans and decision 

17 making processes in the future to further encourage our 

18 learning.  

19 As a final note on this slide, I also want to 

20 acknowledge that, although we hope that much of what we 

21 present to you is positive news, we'll also be 

22 communicating with you our missteps, our difficulties, and 

23 our bumps in the road.  Part of being an effective 

24 learning organization is being able to reflect on those 

25 experiences and adjust our actions accordingly.  As a 
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 1 recent example, I know that the Best Start team presented 

 2 some challenges that they had experienced, but they also 

 3 commented on how helpful the reflection on those 

 4 challenges had been to making improvements.  We hope to be 

 5 able to communicated openly with the board about the 

 6 challenges that we experience in our work so that we can 

 7 engage in our collective process with you to learn and 

 8 further advance First 5 LA's mission.  

 9 So before we move on to discussion, I'd like to 

10 summarize a few key points.  First, our goal of further 

11 embedding a learning culture into First 5 LA is something 

12 that we strongly believe will enhance our ability to move 

13 the needle on outcomes for children zero to five in LA 

14 county.  As you know, we have an ambitious strategic plan.  

15 We need to systematically gather information at the outset 

16 to insure that our plans achieve the desired impact and we 

17 need to use information throughout the process to reflect 

18 on how our plans are implemented in order to make 

19 revisions and midcourse corrections.  We also need to use 

20 information to leverage emerging opportunities that may 

21 enhance our reach and potentially allow for a larger 

22 impact.  

23 Second, the board plays an essential role in 

24 supporting this organizational change.  As I just 

25 mentioned and discussed in the examples earlier, we hope 
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 1 that you'll continue to encourage us to be flexible and 

 2 adaptive and allow us to reflect on our successes and our 

 3 challenges with you.  

 4 And, finally, although I didn't state this 

 5 explicitly in my points, as additional elements of our 

 6 strategy for building a learning organization evolved, 

 7 we'll return to the board to share these with you and ask 

 8 for your feedback.  

 9 So Armando started us out with some questions and 

10 I'd like to end with some questions.  These are a few 

11 questions that our team is particularly interested in.  So 

12 is there anything more that you'd like to know about our 

13 goal to become a learning organization and our approach to 

14 achieving this goal?  And how can staff continue to 

15 support the role of the board in organizational learning? 

16  So as I mentioned, those are some of the 

17 questions that are of particular interest to us, but I'm 

18 also interested in hearing any thoughts that you have. And 

19 I welcome Armando to come up.  

20 COMMISSIONER BROWNING:  Thank you, Allison and 

21 Armando.  

22 Questions or comments on this specific topic? 

23 Okay.  Nancy.

24 COMMISSIONER AU:  This is great.  I mean, this is 

25 really exciting and I guess I -- I'm reflecting on 
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 1 previous conversations we had about the role of -- of the 

 2 research and evaluation division and the work that you do 

 3 and always from the vantage point of being able to 

 4 articulate clearly, you know, what have been our role in 

 5 changing outcomes for children as we invested in -- in a 

 6 number of initiatives.  

 7 I guess the -- the other part though is that -- 

 8 remember the dashboard conversation?  And the ability for 

 9 community to be able to see quickly, you know, what is 

10 happening, what has been the -- the changing status of 

11 children and families in particular communities.  I -- I 

12 guess I -- I'm envisioning something continuing to be 

13 available to community folks to be able to access that 

14 kind of information even with this new change.  But I'm 

15 also concerned about, as we make this change, there's 

16 still external entities, especially on the state level.  

17 You know, we will be able to -- to utilize our new 

18 learning environment, our new way of documenting what it 

19 is that we're experiencing and still be in compliance 

20 because they're thinking is still sort of old school, 

21 right?  Accountability.  So I guess I -- I need to -- hear 

22 some of that.

23 MR. JIMENEZ:  I think that we -- given the nature 

24 of the legislation that we are still required to provide 

25 outcome information to the state.  That will continue.  In 
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 1 fact, the way I see it, that -- our pursuit of expanding 

 2 our learning will actually make us much more accountable 

 3 and our ability to talk about outcomes I think will be 

 4 magnified by us having as an organization-wide effort as 

 5 opposed to a departmental one.  So I really think that 

 6 there's going to be much more opportunities for us to 

 7 report on the progress that we're making relative to the 

 8 outcomes.  

 9 The other issue that I think is going to be 

10 important is for us to understand how we can work with our 

11 partners who also collect a significant amount of data 

12 around children zero to five to help promote their -- its 

13 utilization.  In fact, we've had those conversations with 

14 others before to be able to look at those indicators over 

15 time because I think what we also want to highlight is the 

16 fact that we are looking at this collective impact 

17 approach to our work with our partners.  So that's 

18 something that we will continue to work with our partners 

19 on and also to promote the -- the types of data that can 

20 be accessed.  I think that's been one of our pursuits, is 

21 to try to generate more interest from government, both 

22 state and local government, to allow access to data to be 

23 used not just by us, but by communities as well.  

24 COMMISSIONER BROWNING:  What about other 

25 comments?  You've given us a lot of information.  I'm sure 
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 1 this won't be the last time that we talk about this. 

 2 Duane.

 3 COMMISSIONER DENNIS:  A couple of things.  The 

 4 first of which is that -- you know, you use the example 

 5 QRIS, Allison, and -- and we have invested in, you know, 

 6 LAUP.  We have invested in steps to excellence.  We have 

 7 invested in the ECE consortia.  And so as those programs 

 8 sunset, are we developing a mechanism to take away lessons 

 9 learned to inform what we do in the future?  Because would 

10 I hope that we don't lose some of the essence of all of 

11 that work.  I mentioned earlier PCIT and how will that, 

12 for example, inform what we do around trauma-informed 

13 care.  

14 So I mean -- so as we are dealing with, you know, 

15 legacy initiatives and a new direction and I hope we -- we 

16 have I mechanism to -- to ascertain those lessons from 

17 those key -- key initiatives that we've supported sometime 

18 for many, many years.

19 MR. JIMENEZ:  Can I just comment to say that that 

20 is something that I know has been a part of the expiring 

21 grant process, to focus on lessons learned.  And also to 

22 say that several ongoing evaluations of legacy projects 

23 and some of the questions actually have been reframed to 

24 help us generate learning for our work in the future.  

25 COMMISSIONER DENNIS:  Thank you.  
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 1 COMMISSIONER BROWNING:  Other comments or 

 2 questions?  

 3 Okay.  Folks, we really appreciate this.  

 4 I think we've now come to the point where, if 

 5 there's any public comment, now is the time.  Do we have 

 6 any, Linda, that have signed up?  

 7 Okay.  We're no public comment.  I'm going to 

 8 adjourn the meeting.  Thank you very much.  Appreciate 

 9 that.  

10 (At 3:50 P.M. the meeting was adjourned.)
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