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First Things First’s Future: Leadership, Governance and Accountability

BACKGROUND

As First Things First marked its fifth anniversary, the Board realized it could benefit significantly at this juncture from considering First Things First’s future
through conscious reflection, learning, dialogue and planning. During this process, the Board focused its attention on review of its performance as governors
of First Things First, on the selection of strategic priorities within the five roles relating to system development and on the Board'’s strategic priorities for its
governance work.

In September 2008 under the leadership of former Chair Nadine Basha, the Board established its governance and self-evaluation system. The Board passed
several policies at that time including:

e 2-101 Responsible Governance Statement
e 2-102 Duties and Job Description

e 2-103 Principles of Engagement

e 2-104 Board Priorities

Since establishing the governance system three years ago, this is the first time the Board evaluated their performance, reconnected with the policies,
amended the policies if needed, and acted on several duties related to organizational direction and planning.

In September 2010, the Arizona Early Childhood Taskforce issued its report, Review, Consideration and Possible Adoption of Arizona Early Childhood Taskforce
System and Priority Recommendations. The Taskforce recommended eight of the 20 roles as priorities for First Things First to implement across Arizona in the
next three to five years.

Five of the roles were related to the development of the overall early childhood system and within the Board’s sphere of influence. At its August 2011
meeting the Board accepted oversight of the five roles listed below. (Roles in italics were identified in the Task Force report as priorities.) The five were a
main focus during the strategic thinking and planning process:

e Early Childhood System Leadership

e Coordinated Use of Early Childhood System Data
e Early Childhood System Evaluation

e Building Public Awareness and Support

e Early Childhood System Funding



In the conceptual framework of the governance system adopted in September 2008, the Board indicated an intention to hold itself “vigilant and accountable”
to the standards stated in the four model components and to strategic learning from ongoing assessment. This accountability was based on two key
questions related to Board assessment:

o Are we getting our job done?
o Are we acting the way we said we would?

The Board’s governance policies state the Board should adopt a set of strategic priorities and hold itself accountable for achieving those priorities. The Board
agreed to write a plan to guide their efforts in the governance and system level development arenas. It is attached. Once adopted, the plan will be used as a
tool for action and accountability by Board and staff over the next several years.

PROCESS AND MEETHODOLOGY
Focus ON GOVERNANCE

The Board devoted parts of two meetings (approximately 15 hours) to the assessment and planning process. At its September 26-27, 2011 meeting, the
Board focused on assessment and their role as First Things First governors. This included an assessment of the Board’s performance since 2008, when the
governance process was instituted. They spent several hours reviewing the priorities and work of the Board for the last three years using a memo by CEO
Rhian Evans Allvin, First Things First — Our First Five Years and dialogued in small groups about a battery of questions designed for reflection and learning.
Questions included focus on Board culture, relationship with the CEO, improvements in partnerships, external influences, and opportunities for the future.
(For results see First Things First’s Future: Leadership, Governance and Accountability Meeting Notes, September 26-27, 2011 and First Things First:
Leadership, Governance and Accountability Meeting Notes SUMMARIZED, September 26-27, 2011).

The Board also reviewed and assessed their performance (individually and corporately) against their Principles of Engagement and Duties and Job Description
policies. (See the results of the survey in the Principles of Engagement Response Scores and Duties and Job Description Response Scores.) With nine members
participating in the Principles of Engagement exercise, they rated themselves an average 3.78 (on a 4-point scale with 4 being a high score) for
personal/individual performance and an average score of 3.65 for Board/corporate performance.

Using the Duties and Job Description as a statement of accountability, on the Policy Board Responsibilities section the nine participants rated themselves 2.95
(on a 4-point scale with 4 being a high score) on individual performance and 3.31 on Board/corporate performance. In the section on Individual
Responsibilities, members rated their performance as 3.00.

The members also reviewed various reports and artifacts of their work as collected in a notebook and learned about some of the latest writing and thinking
on governance. This assessment material was used in the December session for planning purposes.
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FOCUS ON LEADERSHIP

At the December 5-6, 2011 meeting, the Board focused on planning and their role as leaders. The session began with a review of the assessment and
discussion at the September meeting and consideration of their two bottom-line assessment questions: Are we getting the job done? and Are we acting the
way we said we would? With 8 members participating, they rated themselves an average score of 3.5 (on a 4-point scale with 4 as a high score) on the first
question and a unanimous 4.0 score on the second question.

The Board began their strategic planning process by identifying goals and deliverables for the First Things First governance function. They addressed the
qguestion, What should the Board achieve to improve its performance and increase the value it adds to First Things First? For the results of this planning work,
see the Governance section of the attached Draft Board of Director’s Strategic Plan (2012 and 2013).

The members agreed to review the governance policies set in 2008, 2-102, 2-103, 2-104 and 2-105. With one additional edit made at the December meeting,
the adjustments suggested by the CEO and consultant as previously distributed will be considered at the January 2012 meeting.

The planning process continued with the reconsideration of First Things First’s important statements of vision, mission and values. Adjustments were made
on all three. See the attached Draft Board of Director’s Strategic Plan (2012 and 2013) for the new versions.

Strategic planning for the Board’s five System Development Roles was accomplished by building on the work of the three Program Advisory Committees,
following a similar, yet abbreviated process. The members reviewed goals previously submitted by the committees, then either edited, deleted or added to
them. Deliverables were developed for each goal and assignments made to either the Board, staff or a combination. Of the five systems level roles, two were
identified previously as being of particular importance to the whole system, Public Awareness/Support and System Funding. The Draft Board of Director’s
Strategic Plan (2012 and 2013) also contains this work.

At its January 2012 meeting the Board will consider all of their work products for possible adoption, including this Strategic Plan. They will also select which of
the 15 goals among all five roles are of top priority.

At the conclusion of the session, the Board discussed how to know if they are getting the job done and if they are acting the way they said they would.
Among their commitments to ongoing accountability were:

e Written strategic plan with priorities

e Periodic reports at Board meetings as to progress against their Plan

e Intentional assessment and data gathering on their performance

e Work session at least every two years for assessment and future planning
e Inclusion of time in the Board’s meetings for generative work
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VISION: A/l Arizona children, birth through age five, are ready to succeed in school and in life.

MISSION: First Things First is one of the critical partners in creating a family-centered, comprehensive collaborative and high-quality early childhood system
that supports the development, health and early education of all Arizona’s children.

VALUES:
Children, birth through age five, and their families must be our central focus at all times. Providing more and better opportunities to prepare all young
children to attain success in school and life should be what drives every action we take and every decision we make.
We must use culturally responsive practices. Every person we work with and every person working at First Things First has the right to be treated with
dignity and respect.
Only through continuous improvement and innovation will we be able to maximize benefits to children and their families.
We are accountable to demonstrate that our work truly improves the lives of children and their families, and promotes support for investing in early
childhood development and health.
We must be strong stewards of public and private funds demonstrating transparency and sound financial management.
Our partners, regional council members, staff and board reflect the diversity of our state and are our most valuable resources. We must develop and
maintain a culture of strong collaboration and cooperation both internally and externally to best provide essential family supports while providing
increased opportunities for young children to enjoy success in school and life.

FIRST THINGS FIRST GOVERNANCE

GOVERNANCE-RELATED TOPICS GOALS DELIVERABLES
Relationships, partnerships (RPCs, tribal, e Develop, maintain and nurture ¢ MOUs with other agencies are negotiated and signed, as needed.
legislative, stakeholders, state level collaborative, coordinated and connective e __ (frequency) visits per year by Board members to the RPCs.
organizations/agencies) relationships with multiple entities. e Tribal relationships are maintained and strengthened

e  The Summit is produced in 2012 and 2013.

e Increase communications opportunities among and between board
and councils (newsletters, sharing of best practices, etc.)

e Board continues to meet in various locations across Arizona.

e Board continues to initiate outreach and connections with
community stakeholders.
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Governance (policies, membership,
structure, committees, appointments,
frequency of meetings)

Have a “balanced” schedule of Board and
committee meetings

The current meeting schedule is reviewed and adjusted, if
necessary, and shared with all Board members.

An annual calendar of meetings is published.

Work by the Board’s committees and the Board is shared with
articulated deliverables and deadlines.

Each Board meeting provides opportunity for reflection and
discussion.

Board members hold one another accountable for attendance.

Ensure the Governance Policies are current
and relevant.

Every two years policies are reviewed by the Board.

Finance and administration committee makes recommendations as
appropriate.

CEO/COO use finance and administration committee for ongoing
reflection and feedback.

Program-related culture (program impact,
innovations, flexibility, risk-taking,
evaluation; reflection and continuous
improvement; Board offering their

Create a culture of risk-taking, innovation
and continuous quality improvement.

Board orientation includes topics relating to creating a culture of
risk-taking, innovation and respect for relationships.

A supportive, encouraging environment is created for achieving
program quality (as measured by survey).

knowledge, experience, and expertise)

e Board members continue to serve in the committee structure,
offering expertise and connections, and engendering community
and state-level involvement.

SYSTEM DEVELOPMENT

OUTCOMES ROLES GOALS DELIVERABLES ASSIGNED TO
The early childhood Early Childhood System Leadership - Goal a: Arizona’s The BUILD initiative effort | Staff and
system is high quality, Convene and collaborate with partners, comprehensive early childhood moves forwarfj and i.s Board
s (rtgpesbeynd ey | formad ot o
coordinated, integrated, fun(limg for tl?e co::ce:-tuhallzatlion a:.(: described and roles and ! decision makinggis
and comprehensive. 'mp eme:ntatlon oranig q.ua ity, child responsibilities of those informed by BUILD
:‘md family centered, coordln.ated, involved in its implementation outcomes.
integrated, and comprehensive early are defined.
childhood system that includes clearly Goal b: Agencies and The BUILD initiative effort | Staff and
defined roles and responsibilities. organizations involved in the moves forward and is Board
early childhood system have a informed by First Things
common understanding of the First. First Things First
system and share ownership in decision making is
its implementation. informed by BUILD
outcomes.
The First Things First Staff and
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OUTCOMES

ROLES

GOALS

DELIVERABLES

ASSIGNED TO

vision and mission is
shared with partners.
Alignment of vision
statements among
partner organizations is
encouraged as a step
toward building the
system.

Board

Goal c: Funding for all aspects The BUILD initiative effort | Board and
of the early childhood system is moves forward and is Staff
coordinated and aligned. informed by First Things
First. First Things First
decision making is
informed by BUILD
outcomes.
Opportunities for funding | Staff
and system coordination
are actively pursued.
Goal d: Evidence-based The Standards of Practice | Staff
research is used to create the are reviewed and
standards of practice for all adjusted so they reflect
child development, health, and evidence-based practices
education programs and more and research.
programs operate in alignment
with these standards.
Goal e: Child development, The BUILD initiative effort | Board and
health, and education providers moves forward and is Staff
use a system that allows them informed by First Things
to connect families to the First. First Things First
supports and services they decision making is
need. informed by BUILD
outcomes.
Coordinated Use of Early Childhood Goal a: Data needed to inform MOUs are initiated Board and
System Data — Convene and collaborate and guide program and policy between partners Staff
with partners to identify data needs decisions at the state and local regarding collection and
and resources; define and carry out level are available, coordinated, sharing of data.
and utilized. First Things First collected | Staff

roles related to collecting, analyzing,
and reporting data; and utilize data to

Goal b: Datais used to inform
all decisions, including funding

data is effectively stored,
analyzed and reported.
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OUTCOMES ROLES GOALS DELIVERABLES ASSIGNED TO
design, develop, plan, and evaluate the opportunities. The Board uses data Board
early childhood system. Goal c: Tribal sovereignty is analysis to make
Early Childhood System Evaluation - respected and tribal decisions.

Provide leadership in the evaluation of agreements are included in Data sets for multiple Board and
the early childhood system and decisions related to data on analyses are compiled to Staff
R . tribal children. determined efficacy of
collaborate with partners to utilize the Goald: A ti hed ;
. : Agreement is reache system.
results to foster continuous on: National panel of experts | Board and
improvement of the system. = Universe of data being is convened to determine | Staff
collected. best approach to First
= Current gaps in data Things First evaluation
collection. efforts.
= How data can most The Board acts on Board
effectively be used. recommendations from
= Current technology that the National Panel.
exists and technology that Effective evaluation for Board and
needs to be developed. grantee performance, Staff
Goal e: Best practices from program efficacy and
other states are researched. system effectiveness is
Goal f: There is a commonly monitored and
defined early childhood system. recommended.
Elements of the system that
need to be evaluated are also
defined.
All Arizonans understand | Building Public Awareness and Support Goal a: The public is aware of A sustained public Staff
the importance of the - Convene partners, provide leadership, th(.e benefits of investing in early informaFion program on
early years and the and provide funding for efforts to g?mgd:;'fdeddeuvc(;l;znmentl nealth ZZ:/'ZIghlrl’:::toi(: created
impact of early childhood | increase public awareness of and v o mapintained.
development, health, and support for early childhood A system of measurement | Staff
education on Arizona’s develo!)ment, health, and early . to gauge public awareness
economy and quality of edl_u:.atlon ar:nong partners, public _ is created.
life and, as a result, officials, policy makers, and the public. A social media campaign Staff
. is effectively employed.
substantially support
early childhood Goal b: The public is committed Partners are engaged to Staff
development, health, and to make early childhood expand the Champions for
education both politically development a priority in Children Campaign.
Arizona. A personalized sticker or Staff
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OUTCOMES

ROLES

GOALS

DELIVERABLES

ASSIGNED TO

and financially.

certificate is created for
those joining the
Champions for Children
Campaign.

(outreach)

Goal c: Thereis a strong,
growing, and active pool of
Arizonians who are champions
of early childhood
development.

Appropriate activities are
identified.

A toolkit with a variety of
time, talent, treasure
activities is developed to
facilitate action and
engagement by the RPCs,
public in general,
partners, etc.

A package of options for
engaging families is
developed and offered on
the website and other
venues (example: “Top 10
Ways Children Need
You!”) The package
includes sensitivity to the
many different entry
points of families.
Effective ways to engage
families in policy-making
are identified and
practiced.

Feedback from families
about their engagement is
obtained through focus
groups and other
methods.

Staff

Staff

Staff

Board and
Staff

Staff

Early Childhood System Funding -
Secure, coordinate, and advocate for
resources required to develop and
sustain the early childhood system.

Goal a: There is adequate
public and private funding to
build and sustain the early
childhood system.

Federal grant
opportunities are sought
and received.

National foundation
grants are sought and
received.

Board and
Staff

Board and
Staff
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OUTCOMES

ROLES

GOALS

DELIVERABLES

ASSIGNED TO

The long-term
sustainability of First
Things First is analyzed.
Partnerships with tribes
and other government
partners are explored.
Alternative investment
strategies are pursued.

Opportunities for planned
giving and an endowment
are explored and pursued,
if feasible.

ROLE IN GENERAL FUND
APPROPRIATIONS?

Board and
Staff

Board and
Staff

Board and
Staff

Board and
Staff
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