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l. Introduction

Local and state policy, program, and advocacy leaders in Arizona are increasing their focus on issues
related to early childhood and school readiness, including efforts to create comprehensive policy
frameworks that can help the state align its early learning, child care, child health, family support
and other policies that affect young children and their families. To help frame appropriate next
steps, the Virginia G. Piper Charitable Trust and Helios Education Foundation sponsored a research
project led by the BUILD Initiative to get a candid assessment of the state’s readiness to pursue
early childhood systems development work.

The purposes of the assessment are to:

e create a common knowledge base about Arizona’s strengths and weaknesses in key
components of early childhood systems building such as financing, governance, and public
engagement;

e create a common knowledge base about Arizona’s progress so far on key aspects of its early
childhood agenda;

e assess stakeholder perspectives regarding First Things First’s (FTF) role as a lead partner for
early childhood systems building; and

e help guide any future efforts toward systemic change in Arizona.

The BUILD Initiative was created by a group of foundation leaders to facilitate the efforts of states

toward systems development, using cutting edge insights from national experts and a vibrant peer
community of eager learners and leaders. BUILD is honored to provide insights from research and

recommendations to Arizona regarding potential next steps on the journey toward early childhood
systems development.

Il. Methodology

To achieve the purposes, the BUILD Initiative conducted two parallel processes of information
gathering.

1. Aseries of 22 key informant interviews using an interview protocol expressly designed for
Arizona (see Appendix A) was conducted in mid-January through late-February 2010. The
interviews lasted 30 to 75 minutes each. From the interviews, BUILD gleaned perceived
strengths and weaknesses of key components of systems building, specifically in the areas of
financing, governance, and public engagement. The interviews also helped BUILD assess key
informants’ perspectives on FTF’s role in Arizona’s systems building work.

2. An anonymous, web-based survey of state and local-level early childhood leaders was sent in
February 2010. The survey was designed to capture perceptions regarding the state’s
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strengths and weaknesses and respondents’ own respective roles in early childhood policy
making; the nature and focus of various groups and agencies and the relationships that exist
among them; the strengths and weaknesses of FTF as a lead agency in systems-building; the
feasibility of fundamental change; top priorities for action; and other variables.

Informants were leaders in early childhood programs and associations, community building,
education, health, government, advocacy, business, and philanthropy.

Interviews with Key Informants

Staff and consultants from the BUILD Initiative, representatives from the two sponsors organizations,
and key leaders from Arizona worked together to create a list of potential key informants for the
interviews. Twenty-six key informants were initially contacted in January 2010; four key informants
declined to be interviewed. One key informant, a state legislator, declined due to lack of availability
during legislative session. Three other key informants, (a prominent figure from higher education, a
government leader on economic and funding issues, and a visible leader from education) declined,
stating they did not see how they would be of service to a research project focused on early
childhood issues since their area of work was not early childhood specifically. This signals a potential
disconnect between and among segments of the education continuum (early childhood, K-12 public
school, and higher education).

The 22 key informants interviewed represented business, philanthropy, FTF, child care professionals
(including private child care and Head Start), higher education, professional development, evaluation
and data, policy (both from inside and outside government), advocacy, and government (including
federal, gubernatorial, and agency) and the perspective of tribal member as well as from regions
across the state (e.g. Maricopa County, northern Arizona, and southern Arizona).

Because interviews were conducted when Arizona’s legislature was in-session, budget cuts were on
the forefront of many of the key informants’ minds. Feelings of being overwhelmed with how to deal
with the reductions were widespread; many conveyed sadness on behalf of the children and families
who would feel the impact of the cuts. Several key informants struggled to answer the questions
about vision and policy priorities that need more attention. Many said much work is needed just to
regain footing to get to the point where the early childhood movement was before legislative session.
Thus, the timing of the interviews colored the responses from many key informants.

Based on the overall purposes of the research project, common themes prevailed about: (a) the
opportunities as well as challenges and barriers to systems building efforts moving forward; (b) the
important policy priorities that need more intentional work; (c) opinions, hopes, and concerns
regarding leadership.

Surveys
In addition to the interviews, information was also collected from state and local early childhood
stakeholders to get a pulse on opinions about the policy environment, the relationship among
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players, and the perceived opportunities and barriers. Designed specifically for Arizona, the survey
elicited information about the system areas upon which respondents’ organizations focus, top policy
priority areas, and the opportunities and barriers related to future policy work. Other questions
sought to understand the progress respondents felt had been made toward advancing a
comprehensive system and the degree to which collaboration among agencies had improved over the
past several years.

An online survey was administered to 84 early childhood leaders, identified through the same
mechanisms as the interview informants. Fifty-seven surveys were completed (68% completion rate).
Of the 57, almost one half of the respondents identified themselves as non-profit leaders (46%).
Another quarter identified as state leaders (26%). Only 4 respondents work at state agencies (7%).

lll. Key Messages

Key messages gleaned from the interviews and surveys are:

1) Belief in the importance of First Things First is strong and overwhelmingly a source of great
optimism for respondents, yet issues of sustainability raise grave concerns.

2) Despite the fiscal and political challenges, as well as the “silo effect” of planning, operations
and implementation — indeed perhaps because of these factors — respondents demonstrate
clear recognition of the importance of comprehensive early childhood systems building. They
also acknowledge that systems building work takes great will, requires immense commitment,
and is difficult, complicated work.

3) Respondents perceive the lack of early childhood leadership in the legislature and executive
branch as a significant barrier.

4) The state budget crisis and cuts to early childhood services is “high stakes;” respondents see
the current fiscal climate as an undoing of the progress made in recent years and have serious
concerns about how to regain footing from 1-3 years ago.

IV. National Perspective on Systems-Building

Systemic change is complex, non-linear and inherently political. But the potential payoffs are huge:
improved school readiness of children and more stable, high-functioning families.

Research indicates that for children to thrive and be ready for school by age six and reading by third
grade, they must first reach critical benchmarks in health and well-being. Families and communities are
the primary source of support for children to reach these benchmarks. However, they are augmented
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State Early Childhood Development System

All children should have
access to early care and
education opportunities in
nurturing environments
where they can learn what
they need to succeed in

ﬂhool and life.

All children need
comprehensive health
services that address vision,
hearing, nutrition, behavioral,
and oral health as well as
medical health needs.

Early
Learning

Health,
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Health and ¢
Nutrition |

All children with special \ | ) .
needs should be identified ' eeds/ Early economic and parenting

| ibl . n[ supports to ensure all
as early as possibe Qterventlo children have nurturing and
assessed, and receive V4

appropriate services. N\ P stable relationships with
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in important ways by several support systems including primary and preventive health care, special
needs, and quality early care and education. The lack of a coordinated, systemic response in each of
these areas creates obstacles for families and communities to succeed in helping their children thrive
and preparing them for a lifetime of learning. It is important to forge strong connections and align
policies both among the system “ovals” and between the state and local levels.

As the movement to build comprehensive early childhood systems has grown across the country,
state leaders have been able to describe the nature of their work with greater specificity. Thisis
helping advocates to communicate more effectively with funders and policy makers about what
needs to be done to improve outcomes for children and families. Efforts to build political will for
early childhood funding, for example, are vastly different from efforts to improve child care quality;
they require different skill sets, messages, training models and local delivery systems. To help
capture this new thinking and organize it in a way that is useful to both private and public-sector
leaders, the Build Initiative created a typology of systems work that describes five different types of
systems-building efforts: Context, Components, Connections, Infrastructure and Scale. The model
provides examples of each type of work, and also suggests different ways to frame and evaluate
progress. States may have the opportunity or necessity to focus on one or more of these efforts at
any given time; progress will rarely be linear along the continuum reflected in this chart.
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CONTEXT
Successfully building a
political context leads
to resources that

COMPONENTS
Establish effective
programs and
services and

CONNECTIONS
Create better
linkages between
components and

INFRASTRUCTURE
Create supports that
enable continuous
improvement so that

SCALE
Jhe system can produce
broad impacts for
system beneficiaries

The framework makes clear that successful systems change requires:

Context of agreement on need to build a system—this harkens back to BUILD’s Theory of Change
focused on recognition of need, shared early learning vision, political leadership, capacity and
expertise and public awareness and support.

Development of components, i.e. programs and services in early care and education, family support,

early intervention, and child health, mental health and nutrition.

Establishment of connections across components to align work

Early and achieve overall goals—BUILD often represents this by the
Learning
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Health,
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(Elements of infrastructure shown to the right.)
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1 Inform families,
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sutficient to assume
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And, taking the system to scale, ensuring a

comprehensive system is available to as many people
as possible so it produces broad and inclusive results for system beneficiaries.

Early childhood systems-building has become an intensive focus for states across the country. The

number of interested states and the intensity with which they are approaching systems development

has increased in recent months, resulting from a number of dynamics. First of all, the emphasis on
investments in early childhood development in the Obama administration has heralded a federal

agenda incorporating strategies such as implementation of Early Childhood Advisory Councils, tied to

grant funding that encourages systemic planning and accountability. The focus on longitudinal data

systems and funding to support them has further intensified efforts to align early childhood with the

K-12 system, enhancing relationships between and among those arenas and broadening the view of

what early learning is all about. And finally, tough economic times and tightening budgets have
pushed state leaders to utilize strategies of consolidation and efficiency in an effort to maximize
existing resources. Offices of Early Childhood Development are increasingly being seen as a smart
strategy that can put into practice theoretical and conceptual conversations about coordinated
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systems. These dynamics have motivated states to think deeply about how to use these challenges
and the opportunities to facilitate systems development.

And yet, systems-building is difficult and never linear. Even states that are pioneers in this realm have
struggled to put intentions into action and to genuinely integrate the “four ovals,” actualizing a
comprehensive system that seamlessly meets the continuum of young children’s needs from birth to
school entry. States have developed different models to address the objectives, largely dependent
upon the existing political and economic landscape; a lack of consistency hinders clear “how to”
guidance for states. Progress and practice are largely achieved through peer learning among states,
utilizing generous feedback from state leaders sharing the good, bad, and ugly about their
experiences in crafting policies and programs that integrate and align services and resources across
early learning, health/mental health, family support, and special needs.

The unique funding stream created by Proposition 203 in 2006 in Arizona provides a hopeful example
of broad citizen support and innovative action for early childhood investment for states across the
country. While the task of building the system utilizing these precious resources and many partners
remains difficult, tedious, and slow-going, the steps taken in Arizona toward putting the essential
infrastructure in place is an enormous achievement, watched and admired by state leaders across the
United States.

V. Observations in Arizona

As states approach systems development, we must recognize that this work requires a paradigm shift
in two critical areas: leadership and culture. The following outlines observations drawn from
experience in numerous states as well as the research recently conducted in Arizona, with an eye to
recommendations for potential next steps for Arizona leaders.

It is important to note dynamics of the timing of the research. First, the research was conducted
during the intensive period of time that the state was in the throes of budget determinations. The
hard reality of potential and continued cuts was clearly weighing heavily on the minds of
respondents. Secondly, the research was initially commissioned and the interviews and surveys
conducted prior to the legislative move to put the future of FTF funds back on the ballot in
November. While interviewees and survey respondents expressed fears of sustainability when
considering perhaps a ten year window of funding for FTF, community advocates and leaders now
face a much more dire and immediate threat.

Leadership
In order for systems building to be ultimately successful, leadership is required at many levels,
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including either legislative or gubernatorial, among agency heads and mid-level managers in state
agencies, and within and across state, regional and local level organizations as well as across public
and private sectors. For sustainability, leadership must not depend on any one individual,
organization, or sector.

The early childhood agenda in Arizona should be led and implemented by a strong leadership team,
involving a partnership of credible, respected, and capable organizations and champions — both
public and private - working from a clear, unified agenda. No one organization should solely carry
the responsibilities of leading a state’s early childhood agenda; the stakes are too high and the
landscape too uncertain.

A leadership network strengthens the agenda and makes success more likely through diversification
and expansion of support. Expanding the base of leadership extends not only the accountability for
progress/performance, but also the capacity for securing investment, building political will, and
establishing a broad base of public understanding, will and support.

Especially because of the voter support that gave rise to it, First Things First could play a key and
convening role in this partnership, but should not be seen nor should act as the sole organization
leading the cause. The vast majority of respondents view First Things First as the organization most
positioned to lead, and overwhelmingly expressed optimism about its leadership, capacity and
capabilities. Respondents also had constructive comments suggesting recognition of the benefits of
inclusive approaches to leading and implementing systems building in Arizona; the important role,
perspectives, and expertise of a range of partners/leaders; and shared responsibility for development
and implementation of a strong, comprehensive early childhood system.

Private funders have played, and continue to play, a key role in the development of the early
learning systems in pioneering states across the country. Initial or seed investments in specific
aspects of a system by philanthropic partners, such as quality rating and improvement systems or
data systems, have provided the impetus for initiatives that can then be embraced and enhanced by
public sector leadership and participation. As key partners in public-private approaches to systems
building, private funders have made these investments, in part, out of a belief that their investments
would leverage additional public funds for young children — and to some extent those expectations
have begun to be met in many states. But leadership for young children by the state’s elected
officials in Arizona has proven elusive, and is likely to require more energy and investment by the
private sector.

Leadership at the legislative and gubernatorial level must be intentionally cultivated. Respondents
were clearly deflated about the dearth of leadership in these two arenas. Efforts to educate and
advocate have seemed futile to many informants, yet advocates must redouble their efforts and
strategies for building support within the legislature and among elected offices. This takes time and
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intensive strategies involving one-on-one communication and meticulously crafted case-by-case
efforts.

Culture

The cultural shift that must occur for successful systems building requires - first and foremost - a
clear vision, developed through an inclusive, transparent process and articulated in a long range
(multi-year) strategic plan. Solidified in an effective system of assessment, data, evaluation, and
analysis, the plan becomes an accountability framework that must be embraced and supported by
the full range of leadership partners and beyond. Articulation of anticipated strategies and costs over
time would facilitate understanding of fund management.

Respondents were clear in their articulation of a desire for systems building. There was a lack of
clarity, however, when it came to voicing how that might happen or could look. This ambivalence
could signal either/both lack of understanding of how a system is built or/and how to set aside
individual agendas to genuinely support systems development.

Systems integration and innovation require change; financing must shift, and constituents will find
that traditional support structures for specific programs may transition to higher performing
programs or activities. Organizations may evolve, merge, or reinvent. Individuals may find their own
roles, responsibilities, and job security in transition. Setting aside organizational and individual
agendas to fully accept and embrace an agenda for the common good can go against the grain of
human nature and create great fear and concern. Creating an environment where systems
development can happen necessitates supporting partners in weathering and adapting to change.
This involves creating a culture where the benefits of a shared vision and unified agenda are very
clear, and all partners can easily envision the positive impact on families and young children in
Arizona.

VI. Recommendations for Next Steps

While Arizona has opportunities and achievements along the full continuum of systems building
efforts, our recommendations for Arizona’s immediate next steps in its systems building journey fall
squarely into two of the key systems efforts described above: context and infrastructure.

A. In order to establish an effective partnership of leaders, we recommend a carefully facilitated
process. We illustrate the facilitated process unfolding in the following ways as an example,
but another process could be designed that meets the same needs:

e First Things First (potentially the ECAC/FTF board) would extend invitations to peer
organizations/leaders to participate in the “conference” process.* Participants of the
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process would include representation from state and local/regional level public agencies,
private/non-profit organizations, the Governor’s office, and the legislature. It may also be
strategic to reconsider composition of the ECAC to align with this process and partnership,
ensuring local representation.

e Philanthropic partners could host the sessions and guide the facilitation using a capable,
out-of-state professional. Carefully planned and executed, the process could occur over a
three-month timeline.

e The process would:

» resultin a partnership structure and agreement for decision-making;

» clarify role, formalize responsibilities, and accountability for each partner
(formally/officially through MOUs, for example);

affirm guiding principles;

establish a clear shared vision, articulated in a coherent strategic plan with specific
timelines and benchmarks;

» discern clear data system accountability and reporting mechanisms; and
» secure agreement on immediate policy priorities.

The purpose of the process is NOT to create new content or a new strategic plan, but to
affirm the partnership vision and intentionally conduct the important journey to
consensus.

e The process would create a safe environment for targeted discussions addressing ongoing
leadership development and strategies for candidly mediating issues of turf, competition,
and fears and doubts regarding change. This conversation will not be a one-time shot, but
rather the beginning of an ongoing, candid dialogue.

e The process and resulting partnership would exhibit great transparency and commitment
to clear and timely communication with all stakeholders at both the state and local levels.

*We recognize that First Things First has recently initiated and will soon conclude with a task force
effort around a strategic plan. The process we have recommended would not be duplicative of this
very promising effort, but would enhance and enrich the projected strategic vision to achieve
these additional objectives. The current strategic planning process could easily bridge to a focus
on next steps, specifically addressing component areas and creating an effective shared leadership
structure through formalized agreement to roles and responsibilities of each partner.
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B. We recommend development and implementation of an advocacy and communications plan,
springing from the vision of the newly formed partnership and unified strategic plan.
Agreement must be reached on a set of near-term policy priorities for building public and
political support for early childhood, which can be promoted in a unified policy/advocacy

agenda.

e While the consensus agenda will be coordinated by the partnership, the advocacy efforts
would be executed by a bi-partisan group of high level corporate executives and
community leaders, carefully cultivated by philanthropic and partnership leaders. One-on-
one discussions and relationships between business champions and key legislative
contacts must be nurtured in an effort to build an intentional, sustained demonstration of
support for and education about early childhood investments.

e A strategy that has been utilized effectively in other states has been bringing national
experts to talk with legislative and administration leaders, both in large scale “summits”
and in small, focused sessions. Cutting-edge research from renowned experts such as Jack
Shonkoff, coupled with return-on-investment data and succinct information about
Arizona’s challenges and opportunities, provide inarguable evidence of the benefits of
early childhood investment.

e A plan of targeted messaging, effective messengers, and key audiences must be developed
and consistently applied to build sustained will and support for the early childhood agenda
and investments from key constituencies. The call to action (specific to each audience)
must be crystal clear. As with any effective social marketing effort, care must be taken to
relieve the perception of self-serving motivation by organizations underwriting the
campaign.

We recognize that Expect More Arizona is a communications effort in process. Only one
informant in our research mentioned the initiative, perhaps signaling - at least for this
audience - a lack of awareness, interest, or understanding of the relevance to early childhood
initiatives. While it would be a stretch to conclude ineffectiveness of the messages or format of
delivery by Expect More from this case example, it may be prudent to probe deeper to assess
audience effectiveness of the communications initiative and ways to more effectively support
awareness and education regarding the benefits of early childhood investment.

C. Given strong evidence of key aspects of readiness in Arizona, we recommend that Arizona
assertively pursue systems building to make the most of the incredibly strong support of
Arizona citizens, philanthropic partners, and the early childhood community and to seize the
opportunities presented by the federal agenda. Some of these opportunities include the
implementation of an effective early childhood advisory council, fueled by special federal
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grant funding, along with the funding streams available for longitudinal data systems and
potentially for innovative practices (Promising Neighborhoods, Investing in Innovation, and,
hopefully, the Early Learning Challenge Fund).

It is our recommendation that Arizona pursue its systems building venture by accessing
support from experts in research, content and facilitation, and by seizing opportunities for
peer learning. Especially since there is no single or simple “right way” to build a system,
observations from across the country and interactions with peer leaders reflect the great
value of learning lessons — good, bad, and ugly - from states that have chosen this path.

Finally, we recognize that the critically important and complicated work of systems building in
Arizona must persist at the same time that a primary funding base for the early childhood
systems work is in question. It is our hope that this very unnerving dynamic will not deter or
distract Arizona’s capable and committed leaders from moving forward at a sure pace.
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Appendix A: Insights from Research

Common themes (shown in bold statements below) emerged from interviews and survey
respondents, who have diverse perspectives on ECE policies, programs, and systems. These themes
are explored within four broad categories: priorities and progress for young children and families;
political and economic environment; fault lines in Arizona; and landscape of leadership.

Priorities and Progress for Young Children and their Families

Just as the needs of young children cross inter-related domains of growth and development,
component areas of services and programs are varied, and too often function separately and
ineffectively if not seen as part of an integrated system. In responding to questions regarding
component areas of services and programs for families and young children, survey completers
expressed their opinions about issues that should be priorities, issues that are receiving inadequate
attention, and issues that are gaining momentum in Arizona.

A large percentage of respondents agreed that high quality, affordable, accessible child care should
be a major priority in Arizona (67%); a little over a third of stakeholders agreed that creating a highly
skilled workforce should be a major priority (37%). Two categories both received 29% of respondents’
endorsements. They were 1) child health and mental health and 2) creating a coherent state-level
governance system. Table 1 presents additional findings on respondents’ vision for priorities.

There were some additional comments made in regard to these prioritized issues.

As | read this list, | realized that state government should make ALL of these a priority. | believe that
all of the indicators are parts of a larger system of Early Childhood Education that is critical to the
development of this state.

Healthy mothers and children have to be our first priority. After that, children and families need
excellent support services and early care and education programs.

Respondents were also asked to describe some of the issues gaining momentum in Arizona. The
majority of these open-ended responses focused on “negative momentum” in the state that comes
from a fear of losing even more funding for early childhood programs.

I'm not sure that any early childhood issues are generating momentum currently - we are headed for a
train wreck for young families and as a state and | fear that everyone is becoming inured to it.

What is the opposite of momentum? Outside of those of us working on First Things First projects,
there seems to be little interest in our state to improve early childhood. The focus is on cutting back
wherever possible.

Unfortunately, cutting funding for early childhood is what is gaining momentum.
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Saving First Things First.

Frankly, | don't see a lot of forward momentum anywhere; in fact there is very little holding the line
anywhere that | can see. Certainly there is a lot of talk about Quality Rating, childcare subsidies, and
young child and maternal health care. But generating momentum??? Nada.

Table 1

What do you believe SHOULD BE AZ state government's top priorities”

Educating and engaging the public 17%
Public revenue generation ] 15%
Forging state to local connectionsi | 10%
Creating a coherent state-level governance structure for early childhoodi | 29%

Funding for T.E.A.C.H. or other college scholarship for early childhood D 20
workforce °

Creating a highly skilled ECE workforce | 3796

Implementing a Quality Rating and Improvement System 17%

Maternal health 8o

Expanding services for infants and toddlers | 12%

Creating/renovating early learning facilifés

Increasing financial assistance to low-income families for child care | 25%

Supporting family, friend and neighbor caregivers | 10%

Family support 14%

Early intervention for children with developmental delay or disability 12%

Child health and mental health | 2996

Expanding access to Pre-K 15%

High quality, affordable, accessible child care | 67%
I I I I I I

0% 10% 20% 30% 40% 50% 60% 70% 80%

Respondents were asked to rate to what extent various early childhood issues were making progress
or receiving inadequate attention in the system component areas of early learning, family support,

child health, and special needs. With regard to early learning, none of the issues were rated as being

a “strong” state priority. In terms of “medium” priority, the top issues were:

e Quality improvement activities —45%
e Child care regulations and monitoring — 45%
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e Scholarships and training opportunities for EC professionals —43%
e Quality Rating and Improvement System —35%

The survey included questions asking respondents to rate priorities in the state in the areas of family
support (such as income supports, home visiting, and maternal depression), child health (such as
health insurance, accessibility of primary health services, and parental substance abuse), and special
needs (such as assessments, autism, and screening and referral). The majority of respondents rated
all the issues as having a “low priority” in the state.

Respondents’ open-ended comments reflected a dichotomous feeling that while the state —in
general —was neglectful of young children and families, there were positive things happening with
First Things First.

Overall, | think the needs for children have always been and continue to be a low priority for Arizona
as a state. Good work is being done by agencies and FTF within the state, but | see that as at odds
with those who hold the power (the money).

| believe that these are all issues that a few targeted ECE advocates and parts of agencies, and some
other ECE stakeholders are working on, but overall these things are not made priorities and Arizona is
taking huge steps BACKWARDS in regards to some of these individual indicators.

As | said previously, Arizona doesn't value any of the above items. FTF does, but FTF is not the state of
AZ

This is a tough question. If you ask in terms of FTF, most of these things are on their radar...but that
doesn't represent the legislature's radar. | think these issues are only on their radar when they can
gain something (such as federal funds without match requirements) from it.

On a more positive note, respondents had plenty to say about issues that represent areas of progress
and opportunities for progress in creating a comprehensive early childhood system in Arizona. The
survey asked two questions in this regard:

1. Thinking of strides made in Arizona in the last few years toward meeting the needs of young
children and their families, what are the top 2 or 3 points of progress?
2. Inyour opinion, what issue represents the greatest area of opportunity for progress in creating
a comprehensive early childhood system in Arizona?
The vast majority of responses in both these questions revolved around First Things First. For the first
guestion, respondents acknowledged that the passage of Proposition 203, which led to the creation
of First Things First, was a major victory for young children and their families. The following
statements highlight this overwhelming sentiment:
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The passage of First Things First was a major point of progress, and the movement toward a
statewide quality rating system for child care is another.

Raising funds via First Things First, increasing quality through the QIRS, and increasing awareness of
need and opportunities for professional development.

First Things First progress being made not only statewide but also at the local level.

Respondents also felt that great strides have also been made in the areas of professional
development, increasing awareness of mental health needs of very young children, and Arizona’s new
Quality Rating and Improvement System (QRIS) — Quality First!

When it came to describing opportunities for potential progress, the focus was again on the role of
First Things First. Most of the respondents conveyed a sense of hopefulness if Arizonans are able to
“save” First Things First and leverage the money to build a cohesive system with other partners —
both public and private. Here are some examples of statements and represent this theme.

FTF has the potential to build an effective EC system, especially since it has local and statewide
representation and community-level input and influence.

Collaboration, non-duplication, and sharing resources.

FTF has the opportunity to stand up and lead. Some can be done at the local level, but it must convene
people around the agenda, move it forward and communicate the vision and progress.

Leveraging FTF to build the system with the other partners.

Political and Economic Environment

The lack of early childhood leadership in the legislature is a significant challenge.

An overwhelming majority of key informants (17 of 22 interviewed) specifically named the legislature
as a huge obstacle if not paramount barrier to achieving gains in ECE investments and policies.
Additionally, at least 6 key informants discussed the lack of leadership from the current governor and
administrative branch as a significant challenge. While there was some acknowledgement that
mending the gaping state deficit requires tough decisions, there was more widely expressed
sentiment that policymakers do not fundamentally value ECE due to deep, value-laden beliefs that:
ECE is not a serious matter (i.e. “it is just babysitting”); ECE is a private family matter; mothers should
stay at home and handle parenting; and government does not have responsibility or any
philosophical reason to fund ECE.
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Survey respondents, too, almost unanimously rated the strength of both the executive and legislative
branches of government as “weak” or “non-existent” in meeting the needs of children and families.

At least two key informants acknowledged there are currently a handful of legislators that could be
considered ECE champions. However, given those legislators are part of the minority party during a
time of unprecedented fiscal challenges, they have no real authority or incentive to create
meaningful change and endure the political battles such efforts would require.

Some key informants believe ECE leaders are grouped with the human service and spending lobby in
the minds of legislators and believe portraying a more centrist, sophisticated image through linkages
with issue bases like community and economic development would be wise. Others believe if more
public awareness could be spread about the benefits of FTF, then greater public will could be built,
resulting in greater pressure on the legislature.

Related to the lack of leadership from the governor’s office, a couple of key informants recognized
the difficult circumstances the current governor, Gov. Jan Brewer (R, 2009-current), inherited. For
instance, she inherited an intense budget shortfall and took office on the heels of an ECE maverick. A
government insider commented that Gov. Brewer and staff are always willing to capitalize on
opportunities to connect with ECE. For instance, in the Race to the Top grant process, staff was
intentional about connecting with preschool even though that was not a federal requirement. In
general, the sense is that FTF will provide leadership on ECE and that government is currently
overwhelmed with problems to solve and lowered capacity due to layoffs.

Overall, there was a clear sentiment that the lack of leadership from the legislature, and to some
degree from the governor’s office, is a colossal challenge. This lack of leadership is enmeshed with
the state fiscal crisis resulting in devastating ECE budget cuts. This was a significant morale buster for
ECE leaders and was vividly on the minds of key informants given the timing of the interviews during
legislative session.

The economic situation is an enormous challenge.

In addition to lack of political leadership, the state of Arizona’s economy and recent budget cuts to
critical ECE programs and services was a topic about which all 22 key informants had fervent and
plentiful comments.

Key informants described the level of program cuts as “devastating” and said policymakers
“decimated” ECE infrastructure. Most key informants categorized the state’s financial problems as
long-term with no expected healthy rebound in the near future because the state economy is not
diversified and the markets the state depends on for revenue are growth-based (e.g. housing
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developments, retail purchases associated with real estate, and tourism).

The sting of the budget cuts coupled with the gravity of the larger economic troubles of the state
made it difficult for many key informants to express their vision for what an ECE system should look
like in 10 years. Many indicated they felt hopeful one to three years ago given the momentum on
ECE issues, but today they feel discouraged and believe it will take serious work to make up for the
losses and regain their original footing from even a year ago.

When asked about the three greatest barriers to comprehensive early childhood systems progress,
respondents said:

Changes by the state legislature to be able to invade funds duly voted for by the citizens of AZ.
Lack of vision and sustained legislative commitment.

Too many players with too much turf to protect; all leading to politics and grandstanding without
much progress.

Politics: the political values of current lawmakers pose a severe threat to any progress toward an
effective early childhood system.

Lack of funding, lack of sustainability, lack of any of this being supported through the general funds,
which is where it all should be.

The lack of leadership in the legislature and governor's office with no focus on children and families.

From this grim picture emerges evidence of a desire for hope and optimism. Two key informants said
they look to FTF’s leadership to convey a sense of hope. Others said because families are feeling the
downturn in the economy personally, deeply, and on many levels (e.g. lost jobs or having to perform
twice as much work due to workforce reductions, and/or the inability to afford child care), FTF and
the ECE field have much work to do to celebrate the successes in order to feel motivated to continue
fighting for the ECE movement.

Key informants from inside and outside government said the budget cuts and loss of revenue will
now spotlight the need for a more efficient, streamlined system because resources will not mask the
level of need for ECE services in the state. This, they say, is the greatest opportunity and can be done
in step with leveraging the momentum of the ECE community that led up to FTF. It is important to
note that while some key informants were able to see opportunity, most had little energy to
articulate what their role might be or identify any specific tactics, strategies, or solutions for
capitalizing on this opportunity.
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Sustainability of First Things First’s funding and infrastructure are widespread concerns.

Key informants realize that FTF and the ECE community as a whole must fight to secure a stable
funding source. Several said that the interview question about what the ECE system should look like
in 10 years was poignant because they believe that 10 years is about the window of opportunity to
secure a funding source or else FTF will dissolve. Key informants believe funding and infrastructure
are directly connected—if FTF cannot protect the majority of its funding and if revenue to replace the
tobacco tax money is not secured, then FTF’s infrastructure is in serious jeopardy.

Key informants are able to recognize areas that need additional work and focus. However, at the time
of the interviews, not much energy or ability existed to articulate the specific ways key informants
think they personally or as part of their organization can help FTF achieve sustainability. Generally,
key informants seemed overwhelmed due to recent legislative activity to cut ECE program budgets.
Also, the silo effect and lack of a clear, overarching ECE leader has an impact on how key stakeholders
can engage in work moving forward.

While key informants may not be able to clearly identify and articulate how they will help sustain
funding and infrastructure, they all seem very willing to help in the effort. All key informants made
direct or indirect comments indicating they are or would help fight for FTF’s preservation, and two
informants said they believe the fight to preserve FTF funds is an urgent battle to which FTF must
dedicate much energy.

Fault Lines in Arizona

Silos persist.

Many key informants commented that there is generally positive increased synergy among the ECE
stakeholders in the past few years. Some had specific examples of success stories in cooperation such
as the formation of the newly branded Arizona AEYC, the way the ECE community bonded to fight off
mammoth child care licensing fee increases, and the heightened role of philanthropists in ECE work.
Examples of the latter are the Arizona Community Foundation’s role in funding and supporting local
coalitions which set the stage for FTF’s regional partnership councils and the roles played by the
Virginia G. Piper Charitable Trust and Helios Education Foundation for sponsoring this research
project.

While this increased synergy is perceived as a more recent achievement from the past few years,
there is widespread sentiment that in order to tend to the loss of progress that recent budget cuts is
causing and in order to continue efforts toward building a comprehensive ECE system, the ECE
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community as a whole must work more collaboratively with systemic thinking rather than continuing
to function in silos.

Nearly every key informant (19 of 22) talked about the ECE field being one of silos where the various
players know little about what others are doing resulting in missed opportunities to align efforts,
create a graduation of intensity for messaging and advocacy, leverage assets, and maximize resources
through cross referral.

While there is strong awareness and belief held by key informants that the ECE field functions in silos
for philosophical and practical reasons, there is interest in breaking out of the silos to build a more
effective, comprehensive system. Key informants also recognize that systemic thinking on a
widespread scale is new, necessary, and hard. The challenge is to balance what leaders see as the
brutal facts of today with hope and belief that change can happen productively.

A more centrist line must be walked to evoke broader and deeper public and political will.

The majority of key informants said there is more work to be done in Arizona in “building the existing
choir and looking beyond the choir all at once.” They said that strengthening the existing
constellation of partners by drawing in vital constituencies such as philanthropists and business
leaders as well as drawing in new, non-traditional partners such as real estate brokers, tax policy
experts, and economic development strategists are areas that need more work.

They say that the way to do this is to walk a more centrist line with messaging to develop a broader
base of support and mine deeper support from existing partners. For instance, several key informants
said drawing intentional linkages and connections with other players that do not seem to have a lot
directly and personally on the line attached to ECE funding will add credibility to the ECE movement
and develop increased public and political will. In order to attract such partnerships, the ECE field
must appeal to the middle. As one key informant speculated, the legislature is moving towards a 1/3
republican, 1/3 democrat, and 1/3 independent party make-up so it will be critical to have
messengers that can speak to the middle.

As a specific example of being more centrist, one key informant said ECE leaders must meet “business
where they are” and speak to their core motivations. In this way, the K-12 constituency can also be
captured because business cares deeply about the K-12 system succeeding. Business leaders are
powerful, neutral messengers to build the case for the ECE to K-12 linkage. Developing stronger
connections between ECE and K-12 is an area many key informants mentioned as needing more
intentional work.

CONFIDENTIAL Key Findings and Recommendations, Arizona Readiness Assessment, April 2010 20



Landscape of Leadership

The research sought to develop an assessment of respondents’ perceptions of the commitment,
credibility, and interrelationship of key leaders and champions at various levels in the state, especially
with regard to First Things First as a likely lead agency.

Respondents and informants gave detailed information regarding their opinions and perceptions of
First Things First. The majority of respondents agreed that First Things First has the capacity and
capability to lead, secure financing, work in collaboration, and hold a strong vision for systems-
building efforts in Arizona. The clear endorsement of FTF's strengths is evident in Table 2.

Table 2

Describe the role of First Things First

50

[ Strongly Disagree
[]Somewhat Disagree
Il Somewhat Agree

[ Strongly Agree

10 21

19

14

0 T T

FTF has the capacity and FTF has the influence to ~ FTF shows the interest and FTF has a vision for an
capability to effectively lead secure resources--financial ability to work inclusively in  early childhood system in
the systems-building efforts and otherwise--to partnership and Arizona that includes early

in Arizona. effectively lead the collaboration with other learning, family support,

systems-building efforts.  agencies and organizations. child health and special

needs/early intervention

services.

Even though the vast majority of respondents indicated that they have faith in First Things First to get
the work done, some commented on the need for this state agency to work with others.

FTF cannot do this work alone. | believe they have the intent and the capacity, but not the capability
without support.
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FTF is great but can't do it alone. They need some level of buy-in from the legislature and the citizens.

Perhaps better communication and partnering with state agencies serving children such as DES/Child
Care Administration.

There is role confusion.

Key informants said in considering the work that needs to be done moving forward, it is hard to
assign roles for a variety of reasons. Leaders believe the ECE field has been historically fragmented
and that it is still largely functioning in silos. They say what is missing is the “bird’s eye view” that can
help provide objective analysis, identify gaps, spot opportunities for alignment and better
articulation, and convene key stakeholders to development a comprehensive plan to move forward.
At least two key informants talked at length about the FTF systems building task force as a place this
conversation is currently taking place with an impressive and diverse table of stakeholders.

While nearly every key informant points to FTF as the best entity to provide leadership for the ECE
community, there are some unresolved issues that complicate FTF’s position in this role. For instance,
people see FTF as an awkward configuration of inside- and outside-government so it is unclear how
FTF makes room for other state agencies when they are clearly the most resourced and influential
voice for ECE systems, yet are on the same playing field as other state agencies. One key informant
asked: “Is FTF a part or the whole [of the ECE system]?” Additionally, another key informant said,
“There is a dance happening now to figure out two things. Where does everyone else fit in when FTF
is an unmatched power? And, can the priorities of key partners be incorporated early on [given this
inequity in power]?”

Early childhood leadership capacity in general needs to be built at all levels across all sectors.

A large number of key informants said that leadership capacity building is an area that needs more
attention and work. Four main points came up related to this concept.

First, FTF’s regional partnership councils are decision making bodies yet key informants say many of
the council members have had no previous training in this realm. It is important to note that many
local leaders (some who serve on FTF regional partnership councils) were interviewed and most
thought the protocol for running a council meeting was too formal. One key informant said it is
awkward to treat people in your community who are your friends in such a formal manner.

Second, FTF has hired much of the existing talent in ECE and there needs to be a replacement pool. A
few key informants spoke of this neutrally and said it showed how “young” or new the field

of ECE was to have just one or two generations of ECE leaders who have knowledge in policy,
programs, systems, and/or data combined with expertise in ECE.
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Third, developing leadership capacity as it relates specifically to understanding and using data by
people who also understand children and program delivery is crucial as FTF launches its evaluation
project.

Fourth, professional development efforts are helping to build on-the-ground leadership,
strengthening the professionalism of those working with children today. The tension between the
quality vision ECE systems builders have versus the current reality of the ECE provider workforce is
something many key informants touched on. Key informants who work in higher education and/or
with professional development programs talked at length about this juxtaposition. The main take-
away is that the steps to achieve the vision must be accessible to the existing workforce and potential
workforce of today.

In regards to professional development as it is tied to quality enhancement and standards, several
key informants talked about the linkages between these two as critical and had related success
stories. Numerous key informants categorized the following items as achievements: the creation of a
four-year ECE degree at universities; the requirement that state preschool and kindergarten teachers
get an ECE endorsement or certificate; increased cooperation and collaboration between community
colleges (specifically the Maricopa Community College District) and the state universities; and an
increase in articulation agreements between community colleges and state universities that have the
students’ needs in mind.

Another leadership success story several key informants mentioned was the creation of the Arizona
Association for the Education of Young Children’s (AEYC) new statewide brand. The local AEYC
affiliates had been working successfully, although in silos, key informants said. The organizational
development work to get the local affiliates to re-brand as part of a state organization is a powerful
success story and one that can be capitalized on as FTF looks to build stronger partnerships with
providers. Every key informant who spoke about Arizona AEYC agreed that the organization could and
should be a prominent player moving forward.

An interesting conversation played out over the course of the interviews about whether Arizona’s ECE
leaders of today have enough exposure to national learning. Three or more people mentioned that
Arizona’s ECE leadership is “in-grown” with very little professional experience and educational
training coming from outside Arizona. Others indicated Arizona should glean lessons learned from
other states that have similar characteristics (e.g. large states with significant urban and rural
populations that have challenging economic issues) and asked whether the BUILD Initiative could help
with this convening and learning since there has been a lack of opportunities in this respect. Yet at
least three key informants interviewed had vast experiences in other states, some with innovative
programs, and were intentional about bringing that experience to Arizona. One other key informant
had impressive experience at the federal level.
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Systems building work should utilize the entire spectrum of leadership.

More than half a dozen key informants discussed their beliefs that systems building work needs to
happen from the bottom up, not just the top down, as well as across leadership levels on particular
issues.

Many talked about the need to involve the “on-the-ground” perspective from the people actually
doing the work “in the trenches” to implement pieces of the larger vision as well as the individuals
who are effected by policies. Others discussed system gaps that could be closed if the right people
were asked to participate in the planning discussion.

They noted two key reasons why this holistic view is important. The first point is related to system
integrity and longevity. Hearing from “on-the-ground” workers and leaders can help reduce negative
unintended consequences because those with practical, hands-on knowledge have a strong
understanding of what happens during the implementation phase. The second point is about creating
a culture of valuing everyone that is part of the system. It is important to make space for input from
the bottom up and across the various levels of leadership on a particular issue because it creates a
culture where it is ok to ask the hard questions, sends a message that

systems-builders and decision-makers really want to build a system that works well, and conveys
respect for the field from systems building leaders who are in some cases perceived by key
informants as elitist and/or exclusive.

Key informants indicated that the time, or point in the planning process, that systems building leaders
solicit this type of input is crucial. It should be sought when a plan is being created, not after the plan
is already created. There was distaste expressed by a couple of key informants for handing off a
preconceived plan and tasking specific constituencies with adapting the plan to work for them rather
than embracing input and participation from those constituencies from the beginning. However there
were also positive mentions of how FTF state leaders conducted outreach with tribal leaders and
presented tribes with options for their participation with regional partnership councils (e.g. start an
independent tribal council or fold in tribal representation on an existing council).

The creation of FTF has prompted a huge culture change and a significant gap exists between the
old and new.

According to every key informant interviewed, FTF as created by a voter initiative has prompted quite
a culture shift in the ECE community. An overwhelming majority of interviewees agreed that there is
a gap between the old culture pre-FTF and the new culture post-FTF.

This gap is comprised of differences in:
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a. processes such as grant applications. Many said there are some legitimate concerns that
should be addressed about the complexity of grant applications; potential partners and
participants should not be deterred from investing in quality;

b. levels of sophistication. Some see an influx of business savvy leaders as good for ECE’s public
image (e.g. several key informants complimented Steve Lynn, Nadine Mathis Basha, and Rhian
Evans Allvin for their professional abilities in running swift, on-topic FTF
board meetings); others hint that too much protocol diminishes the local coalition’s ability to
run business based on good relationship mapping; and

c. perceived value of old leadership versus new leadership where historical leaders who are
long-time advocates with solid knowledge of systems may feel marginalized by new leaders
who have fresh energy and vision but perhaps not a great deal of esoteric knowledge.

Key informants say FTF is an unprecedented success; nearly every key informant will point to FTF as
the entity with the best positioning and widespread recognition to strongly lead the ECE community
in continued systems building work. Most notably, key informants indicated FTF has the most money
which is perceived as a significant feature that arms FTF, and the ECE community as a whole, with
some political capital to contend with the apathy from elected officials. Yet a few key informants
were reluctant to accept FTF in this role.

A handful of key informants acknowledged that FTF is an easy target to blame for challenges that
arise; the reality is the ECE field needed to change and to some degree the field knew that when they
were advocating for Prop 203 and the creation of FTF. They said the discomfort expressed today is
often more about people trying to let go of a system they knew (albeit broken, fragmented, and not
easily accessible to families) and then connect with a system they do not know. Many mentioned
there is “fear” of the unknown. Discomfort, fear, and perhaps insecurity naturally comes with a
significant shift in structural organization, which in FTF's case is layered with complexities caused by
an economic downturn.

A healthy majority of key informants agreed that the appointment of FTF’'s new executive director,
Rhian Evans Allvin, is perceived as a smart, positive move that makes sense given the organizational
needs of FTF. Key informants believe the set-up work done by the first executive director, Elliot Hibbs,
was important foundational work and that the organization is well-poised to excel in policy and
relationship mapping work under Allvin’s direction.
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Appendix B: Interview Protocol

Environmental Scan for Arizona Early Childhood Systems Building
Interview Protocol

1. Canyou start by telling me a bit about your role in the early childhood work in AZ? What are your
key areas of focus?

2. When you think of what children and families need to thrive, what is your vision for what
Arizona’s early childhood development system should look like 10 years from now?

3. What have been the key early childhood achievements in the last few years? [Interviewer probe:
Do they seem consistent with the vision outlined above? If not, why?]

4. What are the important policy priorities that have not been addressed yet, or need more
attention? [Interviewer probe: Why? What have been the barriers?]

5. In considering Arizona today, what do you see as the greatest opportunities and challenges in
creating a comprehensive early childhood system? [Interviewer probe: In what areas? Financing,
governance, public engagement?]

6. Thinking of leadership, what do you think Arizona needs most to be successful in creating a strong
early childhood system? Are there one or more individuals or organizations that can provide this
ideal leadership? [Interviewer probe: Does the individual/organization named by respondent have
the capacity and capabilities needed to successfully lead the systems-building effort? the
influence to secure needed resources? the ability to work inclusively with other key partners
around common goals? a vision for a system that includes early learning, family support, child
health, and special needs/early intervention services for all of Arizona’s children? Is FTF an
organization that can serve as a key leader in EC systems-building in AZ? Why or why not?]

7. When you think of the current constellation of partners working to advance effective early
childhood policies and increased investments, do you think it is complete? [Interviewer probe:
Who is missing? Who needs to play a stronger role? Who is problematic or needs a counter-
perspective? Do parents have a voice? Are geographic, ethnic and racial constituencies
represented effectively?]

8. Inclosing, is there anything else you think is important to mention that we have not had the
chance to speak specifically about?
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Appendix C: Initial Outreach Email to Key Informants

Dear,

My name is and | am working on behalf of the BUILD Initiative, a project of the Early
Childhood Funders’ Collaborative. BUILD has been asked to conduct some research focused on the
progress that Arizona has made in efforts to improve child well-being and to assess opportunities and
barriers to pursue further early childhood system development work. This research is being
conducted to inform potential funding investments across the state for work in early childhood.

The timeframe for producing this report is very short, but BUILD plans to interview 20 key early
childhood policy makers and advocates. You have been identified by early childhood partners as a
crucial thought leader in Arizona; your deep knowledge of Arizona and its early childhood work make
you an important key informant for the project. Your contributions to this research project will be
greatly valued. Your comments will only be shared in the aggregate publicly.

The interview will take approximately 45 minutes. Please review the potential appointment times
below and let us know your availability as soon as possible. <TIME FRAMES >

We will specifically be asking about your early childhood work and any perspectives you have about
the opportunities and barriers to creating significant progress toward meeting the needs of young
children and their families. We are also interested in hearing any thoughts you have about the areas
where Arizona has made progress and the areas where future policy work is needed.

You will also be receiving an online survey, which can be completed at your convenience. The
interviews supplement the survey and allow us to dig a little deeper with key leaders.

Thank you for any time you can offer. If you have any questions, please feel free to contact me at xxx-
XXX-XXXX.

Sincerely,
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