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Good Beginnings Alliance
Strategic Planning Session Notes

Date:  Saturday, September 19, 2009
Place:  HCAP Board Room
Facilitators: Lily Bloom Domingo & Jennifer Cornish Creed
Attendees
	1. Debi Amarol 

2. Lynn Cabato

3. Liz Chun

4. Dana Davidson
5. Sue Entz

6. Louise Iwaishi

7. Jean Johnson

8. Lloyd Kaneshige

9. Terry Lock

10. Kanoe Naone
	11. Todd Nitta

12. Keriann Osada

13. Frank Ranger

14. Sharon Taba

15. Liz Stone

16. Lisa Uyehara

17. Gregg Yamanaka
18. Ed Yonamine

19. Naoi Yuen


Welcome & Purpose

Jean Johnson, Board Chair, welcomed the attendees and thanked them for committing their time and energies into helping Good Beginnings Alliance develop its strategic plan for the next 12-18 months.  Jean spoke passionately about the impact the current economic environment is having on young children and their families.  She spoke of Hawaii’s stature as one of the best states for children and their families and how this stature is quickly eroding.  Jean called the attendees to think strategically about the opportunities and challenges facing GBA at this time and to focus on actions that can help preserve and/or sustain Hawaii’s commitment to early childhood.
Attendees were asked to introduce themselves briefly, sharing their role with GBA and length of involvement.

Expectations & Ground Rules

The participants were asked to share their expectations for the planning session.  

· Learn more about what we’re doing and how to help
· Action plans that I can actively take part in; continue to move in a positive direction
· Define and refine what we’re going to do in the next 6-18 months
· Tangible steps to accomplish goals

· Contributing the perspective of parents and preschools

· Learn more about what we can do; find more definition for GBA as we move forward

· Exciting opportunity – a new whiteboard to re-clarify our goals and action plans; clarify change for Development Committee consistent with GBA’s overall strategies

· Leave with marching orders to strengthen GBA’s purpose as the voice of advocacy for young children

· Better understanding of the organization and what we can all do to further the cause for children

· Understand the organization; agreeing on the mission and vision; steps to get things done; keep the momentum going
· Define goals and how we’re going to get there financially; better defining what we do so the community understands us

· Better alignment between goals and obtain funding

· Clarify the Community of Practice Committee’s action plan and purpose

· Align our goals with stakeholders’ vision and needs so we can focus energies

· What is the whole and how do the neighbor island councils fit into the whole

· Action plan with sustainability for GBA; the survival of GBA

· Board clarifies actions and strategies so staff can clearly articulate and implement

Lily Bloom Domingo, lead facilitator for the planning session, reminded the group of the ground rules and the participants agreed to abide by them for the duration of the Planning Session.
· Respect others 

· Listen attentively and avoid interrupting others 

· Maintain a positive attitude

· Be clear and concise 

· Resist the temptation to put words into another person's mouth

· Avoid being defensive about your own ideas

· Avoid side conversations while someone else has the floor

· Switch seats during break

· Turn off cell phones and pagers or put them on silent mode

Overview of the Planning Process
Lily provided the participants with an overview of the planning process and outlined the agenda for the day.  The purpose of the planning session is to identify critical opportunities and actions for GBA to pursue in the next 6-18 months.  This information will inform the GBA board committees as they develop their plans.

The anticipated outcomes from the planning process will occur for GBA include:  
· Agreed upon priorities and actions that can be accomplished in the next 6-18 months
· Clear understanding of the commitments and resources required to successfully accomplish the priority actions
· Committees will have a clear focus and action plan
Setting the Context for Planning

Liz Chun set the context for the planning session. She reviewed GBA’s recently revised Mission Statement.  She also provided the Guiding Principles established in 2002.  Liz updated the attendees on the current state of GBA, including its financial status and staffing patterns following its recent realignment.
Liz also provided a report from Becky Ward of Ward Research based on interviews with key stakeholders.  The general viewpoint to observe was that GBA remains somewhat unclear in the minds of some of the stakeholders.  Dana Davidson’s report that was developed after the Ward survey provides additional viewpoints and information.
Liz concluded her presentation by highlighting significant changes that have occurred in recent weeks affecting GBA, the ELC and other organizations addressing early childhood in Hawaii.  Key points on these changes:
· The Governor has decided not to recognize the ELC.  This decision occurred in July.
· The Governor can create a new State Advisory Council by executive order.

· These changes may allow GBA to be a navigator as the new Governor comes on board.

· There is no funding for the ELC right now.

· Recommendations:

· Mirror Colorado and Washington States

· Develop a framework

Discussion


Q:  What is the timeframe for this?  When did this happen?

A:  In July and August this has become clearer.

A:  The Governor sent a letter the week of July 20th.  Liz Chun responded to Bob.  Liz then met with Linda Smith the first week of August.  The ELC board retreat was August 18.  

Q:  With these new developments, could it potentially strengthen our funding with DHS?

A:  Yes.

C:  From the perspective of DOH, decisions are being made arbitrarily.  It is chaos right now.  There may not be a lot of rationale to decisions right now.

C:  The State “bumping” process puts people in positions that don’t have a lot of experience.

C:  We just need to focus on survival and hunker down now so that we are viable in the future.  We have to keep our eye on the target.  Don’t get discouraged.

Q:  Did the application for $500,000 in Head Start monies go through?
A:  No.  We have to navigate with the Dept. of Human Services right now around the ELC.  We are working with Lillian Kohler to move this forward so the national entity will approve the application even though some of the details are not yet finalized.

C:  If we need the Governor and Lillian Kohler’s approve to do this, then we need to work carefully to see what their goals are.

C:  We plan to work with DHS.  We all have to keep in mind that we saw a purpose for the ELC (a body to try to coordinate all these things and has the authority to do so).  That’s why we didn’t fight Act 77 sun-setting.

Q:  Regarding the budget, are the little grants reflected in the chart?

A:  No, those are not reflected.  For example, the Summit monies and SKIP, for which we are the fiscal agent.
Q:  The way the budget is projected is helpful for the board to do planning for GBA.  What are the implications for the board and for staff?  Should we be looking at ways to do policy and programs on a smaller budget?

A:  I think we have to keep financial realities in mind.

Q:  How does the work of the organization align the 4 pillars?  The 4 pillars do not align with the committee structure?

C:  I want to revisit the principles and then look at the pillars and the committees.  That would make it clearer about the alignment.

C:  Should we add Advocacy to the principles?

C:  These 2002 principles shouldn’t apply to our current decision-making.

C:  Our context is changing.

C:  The principles are okay for now.  We can come back to them later.

The group agreed to table the conversation on revising the Principles to a later date.

C:  We have found that the Association for Children of New Jersey (www.acnj.org) is a great resource.  They are a member of Voices.  We have an opportunity to take a board member and a staff person on a site visit to ACNJ paid for by Voices.  We think this is a great opportunity.

C:   Another resource is “An Ounce of Prevention.”  They are larger than ACNJ, but they are also an intermediary organization.
Four Programmatic Pillars of GBA 
Liz provided an overview of the four programmatic pillars of GBA as it has been reorganized.  The four pillars include:
· Advocacy – the capacity to compel public action

· Data and Research – ensure data on early childhood is up-to-date

· Public Education – increase public demand for quality early childhood education

· Collaboration – support development of a public/private quality of P-3 system

Discussion of the 4 Programmatic Pillars
Q:  The usual framework is a vision, objectives, strategy context.  Something’s missing?
A: You’re right.  This isn’t a strategic plan.  The volatility of the current environment necessitates a short-term tactical plan.

Q:  So is the outcome a strategic direction?

A:  You could call the four pillars “goals.”

C:  The 4 pillars are building a concept of GBA.  The Committees are the foundation for building.  We’re making sure the pillars can be supported with awareness about the current environment.  The roof of this building is the early childhood community.

Q:  Is there a priority among the 4 pillars?

A:  The immediate needs, day-to-day, happen around the ELC, for example.  Resource development gets put on the side.  We haven’t taken the time to prioritize these yet – how we look at the system and how we look at GBA.

C:  The second and third pillars have an inherent conflict in the resources needed.  Perhaps defining roles is important.

C:  Castle, Atherton, Hawaii Community Foundation, Kellogg – we actually 4 major funders.  DHS, too, regarding data.
Q:  The majority of funds will be in program areas in the next few years?  Are we defining programs?

A:  The 4 pillars are program areas versus programs.

C:  Look at the areas.  We should identify which is indispensible to Hawaii and do that really well.  Then look at others.  That’s a survival strategy.

The Board agreed to the 4 programmatic pillars as a framework for GBA.

C:  Our short-term strategy should focus on parents and caregivers, within all four pillars, but especially pillars 3 and 4.

C:  I’m saying we need a focal point; we need to make ourselves indispensible.

Q:  What do we mean by a focus on parents and caregivers?  I think we’re focusing on the system for early childhood.  That sounds more programmatic.

A:  I think children and families have gotten lost in data and little pieces.  We need to highlight their importance at the Legislature.  We need to tie into what’s happening in people’s homes in order for the community to understand what is occurring and support it.  We need a poster child, an example for advocacy.
C:  We have 100% SSRA completion, but the system is not getting better.  We need to do something with this information and demonstrate how it’s used to help a child and a family and outcomes.

C:  Therein lies the rub.  There is money for instrument implementation, but there is not money to implement training in the community as a result of the lessons learned.

C:  No money has been invested in implementation.
C:  Can we show an impact in one or more of the 4 programmatic areas?

Opportunities and Barriers in the Next 6-12 Months
The group broke into two discussion groups each taking two pillars to identify potential actions in the next year.  
Advocacy and Data
This group brainstormed opportunities and barriers, then prioritized the issues and identified which committees will take the lead on the proposed actions:  Governance, Development and/or Communities of Practice.
1. Build a Compelling Case for Action.   
Responsible Committees:  Governance, Development, and Communities of Practice
· The GBA will coalesce relationships and structures to work well together and with a unified voice.  They will work with staff and key program components.

· Clearly identify and articulate GBA’s IMPACT.  Include intermediate outcomes, for example, the number of vouchers increased; staff training; reading program (Ana); affecting resources, like Kellogg, and bringing them in to Hawaii.
· With that information, articulate the implications and build a compelling case.  The “So What” Case to share with Strategic Partners
· The compelling case should include examples.
2. Strategic Partnerships.
Responsible Committees:  Governance, Development, and Staff
· Build relationships with gubernatorial candidates.
· Build relationships with:

· ELC/IDC

· DHS/BSSED regarding TANF

· Funders

· Data Partners
· Louise with JABSOM

· Young program, Dana and Liz McFarland

· New professionals

3. GBA Critical Data.  
Responsible Committee:  Communities of Practice
· Identify data points for information.
· Track changing community indicators of children’s well-being.

· Increasing child abuse

· Decreasing child nutrition

· Decreasing early childhood literacy

· Decreasing school readiness

· Decreasing preschool enrollment

· Decreasing preschool attendance

· Create a quarterly “report card” to share with Strategic Partners and others.
· Long-term:  Use the date to identify and direct the next Advocacy issues.

· Use the HSSRA data now.  Volunteers:  Louise to work with Jean
4. Strategic Partnerships.
Responsible Committees:  Governance, Development, and Staff
· Build relationships with gubernatorial candidates.

· Build relationships with:

· ELC/IDC

· DHS/BSSED regarding TANF

· Funders

· Data Partners

· Louise with JABSOM

· Young program, Dana and Liz McFarland

· New professionals

5. Lack of Clarity on GBA’s Role and Responsibilities.
Responsible Committee:  Communities of Practice
· Get an elevator speech and key talking points
· Identify key opportunities for “invitations to-do”

· Website needs to be clear, etc.

6. Time and Money.
Responsible Committees:  Development
· Build in time and money for training, administration and travel

· Focus on 3-5 grants with larger amounts (rather than many small grants), but with some short-term and intermediate outcomes

· Consider finding a dedicated, outsourced grant writer for contracted work

7. GBA’s Stake in the Ground.
Responsible Committees:  Governance
· Having a “CHARGE” is helpful, individually and organizationally, that identifies GBA’s “stake in the ground.”

Long-Term Barriers Affecting Advocacy and Data
· Data that has not been interpreted

· Expectations that people know what data matters and is useful – training could be provided
· There is lots of information but not time and/or ability to analyze the data

· Lack of resources to address skills and training for data research and analysis

· County-level and community-level data is hard to get

Other Barriers Affecting Advocacy and Data
· Advocacy consumes A LOT of time and energy, especially when the Legislature is in session

Public Education and Collaboration 
This group brainstormed opportunities and barriers, then prioritized the issues.  They assigned the top two priorities to a board committee.
Opportunities

1. Improving GBA’s Brand and Political Impact.  (5 votes)
Responsible Committee:  1st Staff to develop and 2nd Development Committee with Executive Committee
· Improve and enhance the brand of GBA so that it allows us to be more effective.  E.g. GBA is “the authority” on early childhood education.
· Position GBA from a political force standpoint to have a greater reach, especially its common thread of success.

2. Resources and means for parent education.  (3 votes)
Responsible Committee:  Communities of Practice
· If we go to birth-5 range – support parents in their role as first teachers.  This is increasingly important as other resources diminish.

· Identify resources that are available, e.g., parent groups, play groups, etc.

· Use technology wisely, e.g., service delivery information about child development.  For example, on YouTube videos.  Also, multi-lingual applications to address diverse families.

· The CDBG grant is extremely prescriptive, but continuing to grow.  Do we expand on this and by how much?  How big does it become and are there any offshoots (this is a community connection)?  How can we utilize this?  Take materials we develop and spread broadly.
· Advocate increasing CEBG funding in various counties for early childhood focus.

· Work with County officials and Legislators.

3. Educate the public on the value of early childhood education.  (0 votes)
· Educate the public on what “quality” early childhood education is.
· NAEYC Accreditation informs this “good housekeeping seal of approval.”

· Media opportunities, e.g., www.hawaiikeiki.org  and KHON.  Use this more effectively.

· Strengthen GBA’s relationship with HAEYC – agree on messages about quality.
· GBA partners with Kamehameha Schools in the area of media and communications – Oiwi t.v. regarding the importance of young children, especially for the Native Hawaiian audience.
· Families who get vouchers – can we connect information to those families?

· How do we focus attention on and support informal caregivers (60% of caregivers) – create a training program (currently contracted through the Center on the Family).

· Improve connections with pediatricians, nurses, ob/gyns and the medical field to disseminate information on GBA and early childhood education.
· Connect to agencies like WIC, etc. with information from GBA.

4. Bridging the gap between early childhood professionals and elementary schools.  (0 votes)
· Native Hawaiian indigenous education – GBE should help support this area and it might bring in resources.
· DOE principals – there is buy-in.  We need to capitalize on this.
· Early childhood education providers to partner with elementary schools.
· Segregate data from SSRA report by distinguishing between kids who attended early childhood education and those who didn’t.  It informs the ideas of “quality.”

· How do we focus attention on and support informal caregivers (60% of caregivers) – create a training program (currently contracted through the Center on the Family).

· Strengthen the transition from preschool to kindergarten.  GBA needs to connect with Head Start to build collaboration.  Strengthen relationships among principals.
· Recognize that it doesn’t cover the entire island.  Think about other ways to make connections between preschool and kindergarten principals.

· Improve connections with pediatricians, nurses, ob/gyns and the medical field to disseminate information on GBA and early childhood education.

· Connect to agencies like WIC, etc. with information from GBA.
Barriers

1. Lack of a compelling case for GBA.  (7 votes)
Responsible Committee:  Development Committee 
· Hard to quantify what we’re selling.  If we didn’t have GBA, what would happen?  The key question is How does GBA help?  What is GBA’s real impact?  We need to do this in the next 6 months.  (The money we need is 36 months out.)
· Distinguishing ourselves from the ELC.  Clarity about our plan and their plan and how they are connected.

· Difficulty in describing why and how an advocacy organization helps direct services providers.  Co-promotion between GBA and direct service providers.  Make this compelling case, building other stakeholders to be those advocates.
· Push from DHS to identify what we are and if our goals are in alignment with theirs.

2. Funding to support the work of GBA.  (2 votes)
Responsible Committee:  Development Committee 
· How do we fund positions, etc., for people to implement this plan?  

3. Champions.  (0 votes)
· We don’t have spokespeople in the right positions.  We need to identify “champions” to speak for GBA – recognizable figures.

4. Geography.  (0 votes)
· Physical geography.  There is no department in government specially designated for early childhood education.

5. State infrastructure.  (0 votes)
· We’re 1 of 12 states that doesn’t have a department that deals with early childhood education.  The State Advisory Council is a possible precursor to this.  It comes right back to private providers.
· Possibility that the ELC becomes another place with not authority, etc.
Next Steps

1. Review and revisions of the Guiding Principles.
· Address Advocacy

· Address the sustainability of GBA

2. In the next 6-12 months we are in survival mode.  There won’t be much new funding coming available.  As this changes, GBA needs to be ready with a clear message – an elevator speech and monitoring community changes.  We could have a powerful event next fall, on every island.  Get the events on the gubernatorial candidates’ schedules.  Speak to what they intend to do for children and families – build it as a platform plank.
3. Hold Committee meetings prior to the Board meeting on Wednesday, October 28.

· Consider having the Committee meetings in the morning and the board meeting in the afternoon.

· The Development Committee may choose another option since they are all on Oahu.

· All Committees may have virtual conversations between now and October 28.

· 1-2 staff members will be assigned to the 3 Committees.

· Staff will send out Committee information:

· Committee Chair

· Committee members

· Related contact information – phone number and email address
4. Clarify the relationship between GBA and ELC.  It is worthwhile for us to invite the two co-chairs to our next meeting – D.J. Mailer and Bob Peters.

5. Bring in strategic partners – invite them in, educate each other, and engage in joint actions.

6. Assignments
· Louie and Jean:  Louise will work with Jean on the HSSRA data now available.

· ALL:  Come to and bring or recruit at least 2 people to one of the two upcoming events.

· Dana, Jean and Louise:  Explore training for GBA staff regarding identifying and measuring impact.

· ALL/Sharon:  Be on the lookout for potential board members – people who really committed to early childhood education and send their name to Sharon.

· Ed:  Send an e-flyer out for upcoming events so they can be distributed widely.

· ALL/Liz:  Come to Anne Mitchell’s session on October 9.  Liz will distribute the information.
· Lloyd:  Send out information on Community Links Hawaii 1st Tuesday event on Board Governance.

· ALL:  Go and observe what you can at the October 4, Children and Youth Month event.  This will inform later board discussions, because this is an ongoing challenge for GBA as the fiscal agent.  Is it worth it?

Evaluation 

The participants were asked to indicate what went well during the planning session and what could be improved.
	(
	∆

	· Putting our discussions on paper and capturing it all
· Open dialogue

· Everybody participated

· Good summarizing and getting everyone back on the same plate
· We all got along very well

· I liked the 1-day time frame
	· Parking constraints.  If we are in the same location again then park at Macy’s or Harbor Court for a $3 flat fee.
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