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Strategic Planning and Implementation in the First 5 LA
Strategic management in the public sector has become extremely important in today’s environment which is characterized by a result-oriented approach. As described by Poister and Stribe (1999), “strategic management is concerned with strengthening the long-term viability and effectiveness of public sector organizations in terms of both substantive policy and management capacity” (p. 308). Strategic management integrates other management processes to provide an effective approach for establishing, attaining, monitoring and obtaining the agency’s objectives. In short, strategic management deals with formulating strategy. Strategy is necessary for the organization to face an uncertain future. As defined by Mintzberg (1975), “strategy represents the set of rules that is to govern and the determination of the long-term goals and objectives of an enterprise, and the adoption of courses of action and the allocation of resources necessary for carrying out these goals” (p. 69). The purpose of this paper is to discuss strategic planning in the public sector and to use the framework learned in class to investigate and analyze the process used by First 5 LA’s Strategic Plan for year 2015-2020 which aims to re-align their actions with the organization’s mission and financial viability. 
Strategic Planning in the Public Sector
As expressed by Miller (1998), managers can use strategic planning in two different ways; to eliminate competitive threats to the survival of an organization or to identify and use the opportunities to create wealth and security for an organization (p. 134). Strategic planning blends futuristic thinking, objective analysis, and an evaluation of the organization’s goals to plan for the best course of action and ensure vitality for the organization and effectiveness for the organization
Strategic planning was not commonly practiced among public-sector organizations in the 1980s. But there is some evidence that strategic planning of some kind has largely been practiced among businesses in the private sector. The need to effectively respond to the needs of a growing population, their demands and the introduction of new laws have led public sector organizations to seek better planning techniques. The Government Performance and Results Act of 1993 made it a requirement for all federal departments and agencies to carry out strategic plans. The GPRA introduced and mandated strategic planning by addressing the absence of goals, objectives, and outcomes. Therefore, it required public organizations to establish performance goals and objectives accompanied by measurable outcomes, “The Government Performance and Results Act (GPRA) of 1993 sets new directions for the way government conducts its business with regard to all programs” (Nautz, Netting, Huber, Borders, & Davis, 1997, p. 364). As a result, other state and local agencies have followed federal agencies footsteps and adopted the practice (Poister & Stribe, 1999, p. 247). The unknown and less travelled world of strategic planning in the public-sector is filled with dangers such as, over-expectations, underestimations, disillusionment, and the desire to find simple and low cost solutions for complex problems (Eadie, 1993, p. 447). Throughout the 20th Century there were multiple attempts to reform government and promote efficiency. Some of these attempts were reflected in task forces such as, two Hoover Commissions in 1945 and 1950, the National Center of Public Productivity in the 1970s, and the Planning Program Budgeting systems (PPBS) during the Johnson administration. The Clinton administration focused on smaller parts of government by emphasizing that agencies and programs needed to concentrate on their mission and productivity. Two initiatives in addition to the GPRA were introduced in the desire to support a new way of doing business in government, the Chief Financial Officers Act of 1990 and the National Performance Review (NPR). The NPR led by George Al Gore represented the Clinton’s administration efforts to reinvent government by making more entrepreneurial, competitive, and more result-oriented (Nautz et al., 1997). 
Although there have been attempts to reform government and implement strategic management to obtain better results, bureaucratic resistance has become an obstacle, “bureaucratic ethos emphasizes stability. Agencies develop processes that support constancy” (Nautz et al., 1997, p. 367). The efforts made to redefine agencies, in the other hand, represent change, and are often undermined and seen as a threat by government, state, and local agencies. 
Background in First 5 LA 
	First 5 LA is a public organization that has worked rigorously during the last 15 years with the purpose of improving the lives of children by providing them with the resources needed to enter kindergarten. First 5 LA directs the revenue from proposition 10 tobacco tax revenues in the Los Angeles County to invest it in trying to find solutions to the issues faced by children from prenatal to age 5 without excluding their families. Since its creation, First 5 LA is responsible for investing over $1 billion dollars in improving the safety, health, and school readiness of children by forming important coalitions with other non-profit organizations that share their goal. Some of First 5 LA contributions include and are not limited to: supporting research, public education programs, and policy and systems change efforts. 
	First 5 LA continues to make a constant effort to redefine itself to achieve its organizational goals and desirable outcomes with its 2015 through 2020 strategic plan. First 5 LA is committed to adapt to the changing needs of its target population and to maximize its potential by the analysis of the shifts in early care and development and systems for children and the decline in tobacco revenue which has funded its efforts. First 5 LA’s strategic planning and implementation process is made possible by the utilization of data analysis, consultation among its stakeholders and the community, and communication with its Commission and staff. 
Strategic planning is a problem-driven approach that attempts to identify and address critical factors, design and implement strategies to address critical weaknesses, measure performance and improvement, and implement corrective actions to ensure the goals are accomplished. According to Rumelt (2011), a good strategy is the result of careful planning that diagnoses the problems/weaknesses, creates a guiding policy to address the obstacle identified, and implements a coherent set of actions to enable the accomplishment of policy.
The Strategic Plan for First 5 LA for year 2015-2020 contains a diagnosis of the various challenges faced by the organization, a guiding policy consisting of a Governing Guidelines, a Strategic Imperative, and an Investment Guidelines, and a coherent set of actions by the various strategies that delineate goals, objectives and specific actions. The diagnoses of the challenges were the result of more than a year of conducting internal and external analysis. The most critical factors for First 5 LA are: the declining tobacco sales tax revenue; widely dispersed investments that make it difficult to create sustained impact; system change activities are not well coordinated and do not reflect an outcome-oriented approach; and weakness is the lack of clarity of the role in contributing to positive change for children. Once these challenges were identified, a consulting agency facilitated the strategic planning and implementation process from March 2014 to November 2014. The result was the identification of four outcomes with ten strategies or specific actives aimed at accomplishing each goal. The outcomes are: increased family protective factors; increased community capacity to support and promote the growth of healthy children;  increased access to quality early care education (ECE); and health, mental health and substance abuse services systems. The guiding north star of First 5 LA is to ensure “children enter kindergarten ready to succeed in school and life,” (First 5 LA, 2014). Though these outcomes may seem unachievable, First 5 LA has made considerable progress in the last 15 years and with an expected revenue of $567 million for the Strategic Plan of 2015-2020, they took the strategic planning process extremely serious. The following analysis is the result of extensive research by our group into the process used at First 5 LA and by interviewing Health Investments Program Officer, Karen Robertson-Fall, who has been with First 5 LA since 2007 and is responsible for overseeing a $20 million Oral Health Community Development and various other health programs.
Strategic Planning
Strategic planning is a big picture approach that: is concerned with identifying and responding to the most fundamental issues facing an organization; addresses the subjective question of purpose and the often competing values that influence mission and strategies; emphasized the importance of external trends and forces as they are likely to affect the agency and its mission; and attempts to be politically realistic by taking into account the concerns and preferences of internal and especially external stakeholder (Poister & Streib, 1999, p. 309). Strategic planning is a problem-driven approach that attempts to identify and address critical factors, measure performance and improvement, and implement corrective actions to ensure the goals are accomplished. According to Rumelt (2011), a good strategy is the result of careful planning that diagnoses the problems/weaknesses, creates a guiding policy to address the obstacle identified, and implements a coherent set of actions to enable the accomplishment of policy. 


Planning to Plan 
The first step in strategic planning is “planning to plan” (Nolan, Goodstein, & Pfeiffer, 1993, p. 127). The pre-work involves deciding the extent of leadership commitment, the members that will be involved in the process, the timeframe, the types of studies to be done, data gathering and analysis that will be needed and ultimately who will be responsible. Top management or the Chief Executive Officer (CEO) must initiate and direct the process because strategic planning is done at the highest levels of management. The importance of this step cannot be underestimated because it is the foundation of the complex endeavor and the hard work of designing and implementing a successful strategic plan.
 During this process, the leadership cements the type of commitment that the strategic plan will be afforded.  According to Aileron (2011), full commitment from management is necessary because partial commitment will set the whole process for failure while superficial commitment will simply send the strategic plan to the shelf.  According to Karen Robertson-Fall, First 5 LA was fully committed before it began the process (Robertson-Fall, personal communication, June 27, 2018). It engaged in the process at least two years before the strategic plan was implemented. The CEO of First 5 LA, Kim Belshe, planned an effort known as A Listening, Learning, and Leading (L3) to request feedback from all stakeholders including staff, grantees, elected officials, families and pubic organizations, (First 5 LA, 2014). The goal of L3 was to build a common understanding among internal staff of the implementation of the strategic plan for 2009-2015, identify and understand critical implementation issues, identify opportunities to advance First 5 LA’s goals, clarify and explore new partnerships, and to provide a roadmap for clarifying strategic direction, mid-course adjustments and a wider First 5 LA impact.
The L3 was implemented in 2013, anonymous surveys were sent to internal staff, contractors, grantees, and focus groups discussions were held. The internal staff was asked to evaluate the implementation of the current strategic plan, their experience and First 5 LA’s impact. According to our interviewee, learning from the current strategic plan and implementation issues was a great way to bring internal staff together, increase team cohesiveness, and energized the team to improve the impact of First 5 LA (Robertson-Fall, personal communication, June 27, 2018). For external stakeholders, the CEO emailed surveys to grantees and contractors. A total of 306 individuals participated. The result of L3 was mixed as some recognized First 5 LA as a valuable and dedicated organization while many described it as a bureaucratic and confused agency. Both internal and external respondents expressed the lack of shared understanding of what impact First 5 LA was having in the community, and the scope being too broad and overly ambitious characterized by too many goals and activities. In addition to the L3 program, an Internal Organizational Transition Team (OTT) was formed to dissect the L3 results and to link it to the Building Stronger Families (BSF) framework used in First 5 LA to help children. At the same time, First 5 LA had commissioned various studies and reports to examine trends in its environment. The pre-planning for the strategic plan at First 5 LA was extensive producing a lot of data but synthesizing all the information was not going be an easy task without expert guidance. 
Strategic Management Facilitator 
As the organization gathered information, the leadership recognized that it did not have the adequate knowledge and resources to design their own strategic planning despite having its own Office of Strategic Planning and Implementation. As a result, consultants were hired to guide the strategic planning process. But before the agency was hired, the leadership and the Office of Strategic Planning and Implementation created an expectations summary indicating what they expected to get out of the strategic planning process.  According to Lauenstein (1986), “management needs a clear idea of what it expects of strategic planning,” because unclear expectations will only create a sterile bureaucratic process (p.79). The CEO and the Strategic Planning and Implementation Office wanted to create a truly functional strategic plan which involved learning from the previous strategic plan and delineating their expectations of the strategic planning process. The expectations were to receive guidance to achieve First 5 LA’s priority goals: articulation of measurable impact, greater focus of First 5 LA’s strategic direction, clarity around the role First 5 LA will play in creating systems change to positively affect the children, and to create a decision-making framework to guide financial investments in future.
The next step was finding an ideal strategic planning partner. The bidding process started in the search for the most knowledgeable and qualified strategic management facilitator. First 5 LA sent a request for quotation (RfQ) in December 2013 including expectations of Commission and staff development, the organization’s background, and listing consultant’s experience, knowledge, and skills requirements. A total of 11 RfQ applications were received, qualifications were reviewed, and four top applicants were invited to a bidders’ conference to present their approach to help First 5 LA, their scope of work, outline of activities, budget narrative and deliverables. From the four top applicants, Learning for Action (LFA) was selected due to their extensive experience with public agencies, social sector and collaborative efforts engaging community stakeholders. 
As LFA became the official strategic partner in December 2013, it intensively studied First 5 LA’s current strategic plan, and worked on designing a project plan that included a timeline, outcomes and activities.  The purpose of LFA was to facilitate the strategic plan for First 5 LA considering their unique needs and context. LFA developed a highly customized and collaborative process, driven by systems thinking and results oriented that engaged external stakeholders and considered financial modeling to support First 5 LA’s strategic priorities. The projected timeline to complete the First 5 LA Strategic plan was to start March 2014 and finalize it by November 2014. Once on board, LFA worked with First 5 LA to create a guiding policy to guide the strategies. 
According to Rumelt (2011), a guiding policy is a set of guidelines and policies that direct and constraint action, reduce complexity and ambiguity and act as a guiding principle to deal with situations. A guiding policy is necessary to coordinate and focus the organization’s actions. First 5 LA, created three guidelines designed to achieve greater focus in a fiscally responsible manner. The Governance Guidelines was approved in March 2014 with the purpose of achieving transparency and consistency, coordination and integration of investments, accountability, and fidelity to the strategic plan. Moreover, a Strategic Imperative was developed to guide the strategic planning process, long-term financial projections and the L3 data synthesis. The three Strategic imperatives consisted of maximizing return on investment to achieve mission and greatest impact for children 0-5 and their families, create a clear focus, and align goals with long-term financial projections. Furthermore, an Investment Guidelines served to delineate how and where First 5 LA could have the most impact. The Investment Guidelines were to: focus on prevention, focus on systems and policy change, seek broad impact, prioritize investments to strengthen families and community capacity, use evidence-based practices, and engaging partners. In conjunction with the Governance Guidelines and the Strategic Imperative, the Investment Guidelines would serve to control and constrain resources to appropriately focus on priority areas an as decision-making criterion for the strategic planning process.
The Environment and the Organization
	There is a direct relationship between the environment and an organization. The actions taken by organization can have and often have an effect in the environment in which it operates. In the other hand, the events in the environment often determine and influence the actions of an organization. As stated by Cohen and Cyert (1973), “these outcomes and the events that contribute to them have a major impact on the organization. Even if the organization does not respond to these events, significant changes in the organizational participants’ goals and roles can occur (p. 352). When the environment and the organization do not have many element in common, the learning and response process tends to be easier. At the contrary, when there is not disjoint between the two, the processes are more complex. In both situations, it is important for people in charge of formulating and implementing the strategic plan to examine the effects any action will have on both sides. 
	The environment in which First 5 LA operates poses critical risks to the agency. First 5 LA is dependent on tax revenue collected as a tobacco tax. The trends in tobacco sells have a direct impact on the finances of First 5 LA. But there is not much First 5 LA can do regarding this dependency as a public child advocate agency, it goes against their values to try to recruit more smokers to increase its tax revenue collection. There is a multitude of issues faced by children who live in vulnerable environments and First 5 LA can only do so much when it comes to addressing and meeting their needs. Although this is a frustrating environment, First 5 LA is trying its best to isolate critical factors that affect children and to foster communities that attend to a child’s physical development, socio-emotional well-being, and cognitive development. 


Environmental Analysis 
First 5 LA understood that to diagnose the problems facing the organization, it needed to do a thorough analysis of the environment. Organizations operate in systems and are subject to environmental factors that can either support or hinder the organization’s efforts. Environmental analysis and continuous monitoring involves understanding how and why internal and external factors influence the organization. According to Nolan et. al. (1993) there are five environments to be monitored starting from the internal environment to the customer, competition, industry and the macro environment. To perform such analysis, a variety of data sources must be collected to aid in the analysis. First 5 LA used a variety of reports including the previous strategic plan for fiscal year 2009-2015; the L3 report; an Accountability and Learning L3 Retrospective Report; long-term financial projects and an investments map of year 2013-2014; First 5 LA Brand Awareness and Perception Study; Prenatal to 5 Environmental Scan; Building Stronger Families Framework; and the Blue-Ribbon Commission on Child Protection.
 Once all data sources were collected and trends identified, a comprehensive environmental SWOT analysis was conducted. an organization and the opportunities and threats in the environment (Dyson, 2002, p. 632). The internal appraisal helps to identify strengths and weaknesses while the external appraisal helps identify threats and opportunities. The culmination of the SWOT analysis resulted in three major weaknesses. The first weakness is widely dispersed investments that make it difficult to create sustained impact. The second weakness is the system change activities are not well coordinated and do not reflect an outcome-oriented approach. The third weakness is the lack of clarity of the role in contributing to positive change for children. The most pressing threat identified was the declining tobacco tax revenues. As a result, First 5 LA realized that it needed to focus its resources to ensure that priority areas were sponsored and those that were not aligned with the mission, eliminated to ensure the financial viability of First 5 LA. 
Developing the Strategy
First 5 LA’s staff and management participated in an all-day Jump Start session facilitated by consultants to introduce strategy planning, refine priorities, create functional teams by assigning roles and responsibilities. The approach to strategy was reviewed asking questions such as what are our goals and aspirations, what our role is, and what capabilities must be in place. In addition, guiding questions included such as whether First 5 LA wanted to be an agent of innovation or a translator of innovation, and impact at the individual level or group level. LFA presented a decision-making framework to guide strategic decisions that would start with defining goals, then designing pathways to achieve goals and finding ways to focusing resources to achieve their aim. Once the background on strategy and the decision-making framework was discussed, it was time to create teams, assign roles and accountability. 
The team consisted of a consulting agency, LFA, two committees, two strategic workgroups, a Board of Commissioners and public stakeholders. The Steering Committee consisted of top management whose role was to provide leadership and coordination, support Board, prepare materials, and approve meeting agendas and recommendations for Board consideration. The Program and Planning Committee was a board-delegated body to review and provide input, ensure that the planning process was within First 5 LA’s goals, and endorse strategies for recommendation to the Board of Commissioners. The final authority rested with the Board of Commissioners whose role was to receive updates on progress, provide feedback, and review, debate and approve agenda items. Moreover, the mission, values, framework and the strategic plan framework had to be approved by the Board of Commissioners. In addition, two major teams were assembled to support the strategic planning process. The Strategic Planning Work Groups consisted of cross-departmental staff to provide information related to First 5 LA’s investment, serve as department and content representatives, and provide input on engaging First 5 LA’s staff. Furthermore, the group regularly provided recommendations on opportunities and strategies. The Outcome Work Groups consisted of 10-15 staff members, and one group was assigned to each outcome to guide the development of strategies. The last group were public stakeholders to provide community input on key decisions at the monthly Commissioners meetings and through surveys.
Strategy Formulation
Strategy formulation is essential within the process of strategic planning as it is what directs behavior.  Dalton and Esposito (1981), stipulates that strategy formation is a combination of goals and resource base influenced by the limitations of the environment. In other words, “formulates its strategies and organizes its resources to achieve its goals in the most effective and efficient manner possible (p. 19).  Dalton and Esposito (1981), emphasizes that within a typical strategy formulation model, organizations have different goals and objective. The size of the organization is not a factor and is perceived as an advantage but not an ultimate-goal or limitation, competitive behaviors or performance are only determined by strategies and the environment of the organization, and lastly, “the analytical core of the strategy formulation model is the process of strategy formulation” (p. 19).  Furthermore, strategy formulation is also perceived as procedures to assist with regulating and decentralizing strategic decision-making.  According to Mintzberg (1977), a strategy is a plan with a pattern of decision-making and when a series of decisions related to some aspect of an organization exhibits some consistency over time, a strategy will be considered to have been formed (p.28).  Some of the strategies formed are manifested through the developments of an organization mission, mandates, values, vision, and communication plan.   
Mission and mandates.  The mission of an organization expresses its identity and reason for being. The mission guides the organization, its members, and stakeholders to navigate in a specific direction to achieve their goals, “within the strategic planning process, the mission (if preexisting) is often tested, or sometimes even re-created, to ensure alignment with the newly recreated mission” (Lim & Curry, 2008, p. 25). The mission of the First 5 LA consists of focusing on the outcome desired and the steps that will be taken to achieve that outcome. The desired outcome First 5 LA aims to achieve is to partner with other organizations to effectively provide the support needed to help all of children in the city of Los Angeles to enter kindergarten and to be prepared to succeed. The target population of this non-profit organization is children age 0-5. However, First 5 LA recognizes that the need among its target population varies from child to child, therefore, the organization has emphasized its effort in helping those who have greater challenges and barriers that can prevent them from achieving their maximum physical and socioemotional health to reach their highest potential.
As a general definition mandates are judicial commands from a court where the receiving end is bound to obey.  Typically, mandates are created when a new condition can negatively impact a nation.  Mandates are created to decrease or increase such condition with the ultimate-goal of promoting national improvement.  Mandates can be both funded and unfunded by the federal or local government.  An unfunded mandate is typically funded through grants, which is the case in First 5 LA.  Allocating of funds for First 5 LA is derived from California’s Proposition 10 tobacco tax. Some of First 5 LA strict mandates include expending funds only to promote the lives of children age 0-5 and their families in the Los Angeles County.  Funds must focused on the priorities detailed in the Commission’s Strategic Plan.  Funds should not be used for any previously existing project or program funded by state or local general funds.  Additionally, no funds shall be use for the lobbying of the organization or any other specific policies or legislation, to influence voters to support or oppose any specific ballot measure.  
Organizational values and vision.  First 5 LA values act as guiding principles for how the organization does its work, the culture it aim to promote, and to measure its behavior and performance.  An emphasis on collaboration is placed on First 5 LA values followed by integrity, respect, accountability, partnership, shared leadership, and learning.  It is clearly apparent that First 5 LA values are maximized by the ability of engaging and working with others that share the same common goal.  Values are an important aspect within a strategy formulation because they have significant impact on individuals and organizational outcomes.  According to Scott (2002), “Organizational values are expected to produce higher levels of productivity, job satisfaction, and commitment” (p. 34).  It is important to note that values are what motivates individuals who have a certain level of effect on the organization’s outcome. Furthermore, it is important for the values of an organization to be clearly conceptualized to be aligned to those of the population it serves. According to Scott (2002), values are measured as, “useful metaphor for something that we also observe about organization” (p. 35).  Fundamentally, organizational values should be aligned to the values of the individuals that are directly and indirectly related to the organization. As stated by Scott (2002), “values should be defined as things that are important to the organization’s survival and its flourishing” (p.35).
An additional important component of an organization strategy formulation is its vision.  In general, the vision of an organization is the final connection between the content of the actual vision and the process of an organization.  According to Larwood, Falbe, Kriger and Miesing (1995), “Vision may represent a pattern of organizational values that underlies a unique visionary pattern for an organization’s future” (p.741).  Additionally, visions are perceived as a form of leadership where an individual influences others to buy into their plan. As expressed by Larwood et al., (1995), organizational values are, “a hypothetical construct that is not directly observable and that seemingly carries meaning beyond any single or simple description” (p.740).  First 5 LA vision is centered on its contribution to children from prenatal to age 5 and their families for the next 20 years.  First 5 LA content vision is, “Throughout Los Angeles’ diverse communities, all children are born healthy and raised in a safe, loving, and nurturing environment so that they grow up healthy in mind, body, spirit, and are eager to learn, with opportunities to reach their full potential.” Although First 5 LA vision is aspiring, detailed, and innovative, it appears that the vision lacks simplicity, is excessively long, and wordy.  Nonetheless, First 5 LA vision focuses on the organization definition of success which is essential for its effectiveness.
Execution Practices and Implementation
	Implementation is a vital component in strategic management process. In short, implementation refers to the process of putting into action the well-developed strategic plan, “it is the summation of activities in which people use various resources to accomplish the objectives of the strategy” (as cited in Shah, 1996, p. 42). Although, strategic implementation has not received as much attention as the formulation stage in the strategic management process, it is as equally important. It is during the implementation process when strategies are put into action and objectives can be attained. As expressed by Shah (1996), the success of an organization depends greatly on the effective implementation of its strategies. In other words, the formulation of strategies is worthless if there is no successful implementation. Often, the organization can fall into trouble during the implementation process for several reasons such as, concentrating in the formulation of strategies and paying little attention to the implementation process. 
	Therefore, it is crucial for implementers to plan for implementation by focusing on the Outcomes and Priority Focus Areas which provide an important strategic foundation for First 5 LA’s work during 2015–2020 (Robertson-Fall, 2018). These reflect the Commission’s commitment to partnering with others to support families and communities and enhance the systems of services they rely on to help in their child’s development. First 5 LA’s work during the 2015–2020 strategic planning cycle will focus on preventative efforts that have a broad, lasting impact that affects the greatest number of children prenatal to age 5 and their families. The organization has identified specific strategies to advance each of their four Outcomes, which represents ways in which they can make a significant difference in helping children enter kindergarten ready to succeed in school and life (Robertson-Fall, 2018). These ten Strategies have been shaped in response to opportunities where the organization has significant potential to contribute to the Outcomes identified in their plan. They were informed by First 5 LA’s experience in these outcome areas, the literature and evidence available demonstrating how to advance the Outcomes, and stakeholder engagement. There are four outcomes and ten priority focus areas in the strategic plan. The four outcomes consist of families, communities, ECE systems, health/mental-health, and substance abuse services systems. While the ten priority focus areas consist of: 
Families. Focus area one  concentrates in increased parent/caregiver resiliency; social connections; knowledge of parenting and child development; capacity to provide enriching, structured and nurturing environments for their children; and access to concrete supports in times of need. The strategy consisted of leading the testing, modification and scaling up of evidence-based practices and programs that work directly with parents/caregivers to increase family Protective Factors, with a primary focus on Welcome Baby and targeted home visiting models.
Focus area two concentrates on improved capacity of ECE- and health-related providers to engage parents/caregivers in supporting their child’s development and promote the scaling of evidence-based parent/caregiver-engagement models that increase family protective factors in ECE and health-related settings. This will be accomplished by increasing the Protective Factors and support the parent/caregiver-child relationship is by continuing implementation of Welcome Baby and intensive home visiting programs. Welcome Baby represents a significant First 5 LA investment in enhancing the child-parent/caregiver relationship and the health, safety and security of children and their families. Through Welcome Baby, families are referred to an intensive home visiting program for additional services, if required.
Communities. Community members have a shared vision and act collectively to improve the policies, services and environments that impact families. The strategy creates opportunities for collaboration among parents/caregivers, residents, organizations and institutions across multiple sectors within the Best Start Communities to work together to achieve the core results of the Building Stronger Families Framework. This will be accomplished by continued commitment to the 14 Best Start Communities through implementation of the BSFF. The BSFF seeks to strengthen the Protective Factors through a community capacity building approach. We will strengthen the capacity of the communities to support families, build parent/caregiver
participation within their community, improve the coordination of the systems that serve them and support the enhancement of the environments in which children live, learn and play. First 5 LA will continue to engage parents/caregivers, residents and local organizations in the Best Start Communities to generate a shared vision and action plan. This work will promote collective action to identify barriers and gaps as well as mobilize assets and resources to ensure communities.
Early Care Education Systems. Communities have ECE- and health-related supports that meet family needs. The strategy strengthens the capacity of ECE- and health-related organizations and institutions to improve services and supports within the Best Start Communities. Communities have physical places and spaces that promote healthy living and
encourage interaction. In this area, the strategy convenes and strengthen the capacity of existing advocacy groups to work with communities to create new or improved physical spaces and places for families and children prenatal to age 5 with a priority focus on Best Start Communities. The first focus is to improve access to affordable, quality, sustainable early care and education, particularly among high-risk populations. The strategy is to dvocate for greater public investment in quality early care and education, with a focus on both infant/toddler care and preschool. Focus area two concentrates in improving the quality of ECE services through increased provider capacity. This strategy supports implementation of a uniform Quality Rating and Improvement System(QRIS) within L.A. County in order to build the evidence base to support advocacy and policy change. The strategy strengthens the professional development system for early care and education providers. This will be accomplished by supporting the school readiness of children across L.A. County, First 5 LA will work to improve policies and systems to increase the number of affordable and sustainable child care programs and to improve the quality of those programs. To do this, First 5 LA will advocate at the local, state and national level for more resources for early care and education — for infants/toddlers as well as preschool-aged children — to improve the availability of affordable programs. First 5 LA will collaborate with others to develop a kindergarten readiness assessment that can help inform and drive ECE policy, fiscal and systems change. In addition, we will focus on improving the quality of care by supporting uniform quality measures to empower parental decision-making and drive program improvements. We will also improve the system of professional development so that early care and education providers have strong skills and the knowledge necessary to help young children get ready for school.
Health, Mental Health, and Substance Abuse Systems. Focus Area one concentrates in increasing effectiveness and responsiveness of screening and early intervention programs across health, mental health and substance abuse services systems (Robertson-Fall, 2018). The strategy advocates for policy and practice changes to support efforts to improve coordination and functioning of developmental screening, assessment and early intervention programs. Focus area two concentrates on improving capacity of health, mental health and substance abuse services providers to deliver trauma-informed care to children prenatal to age 5 and their families. The strategy identifies and promotes best practices around trauma-informed care that improve
the service delivery system for children prenatal to age 5 and their families. This will be accomplished by focusing on strengthening how health-related systems coordinate and assist families in receiving early intervention services needed for their child’s healthy development. Specifically, First 5 LA will support efforts to promote, from a systems perspective, improved coordination of care for children in relation to developmental delays. In addition, we will respond to the effects of trauma on a child’s development in two ways. First 5 LA will first collaborate with experts to learn about the impact of trauma on a child’s development and the gaps in service providers’ ability to respond to families affected by trauma and will develop an action plan to build and promote the capacity of health care providers and systems to realize, recognize and respond to families and their young children who have experienced trauma in their lives.
Organizational goals. First 5 LA staff will conduct a review of all investments expiring during the next Strategic Plan period, identify remaining resources and make recommendations to the Commission about how they should be utilized. This process may or may not identify additional funds that could be applied to the work carried out under the 2015–2020 Strategic Plan.Upon approval of this Strategic Plan, First 5 LA staff will continue to develop and refine the initial Strategies identified by the Commission. Activities identified during this strategic planning process served as the basis for providing the Commission with examples of how to deploy the Strategies; ongoing strategy refinement may result in the identification of additional activities that will effectively advance the outcomes and areas of focus of the plan. This strategy will be measured by the following key steps:
· Continuing to evaluate whether the proposed set of activities represents the best approach
to accomplishing the Priority Focus Areas within each Outcome; the final product will be a
set of specific activities that is recommended for implementation between 2015 and 2020.
· Identifying key implementation details associated with each activity, including responsible personnel, time frames, and variables that could affect implementation.
· Refining the estimated cost of implementation for each activity.
· Developing a comprehensive policy, data development, and communications agenda across the strategies.
· Identifying timely partnership opportunities that will accelerate the achievement of impact.

First 5 LA will measure success and accountability efforts in the following criteria:
· Conducting research studies and data development projects that build knowledge to
advance systems change and policies that improve child and family outcomes;
· Developing systems to collect data to determine progress toward goals;
· Conducting evaluations that help to identify best practices and lessons learned; and
sharing First 5 LA’s progress and learning through dissemination tools such as dashboards and an Annual Accountability and Learning report.
Progress of outcomes will be measured in five levels of measurement and evaluation that will be designed during the implementation phase of the 2015–2020 Strategic Plan (Robertson-Fall, 2018).
Communication of the plan. The 2015–2020 Strategic Plan was developed through a rigorous process that drew on the expertise, wisdom and contributions of a multitude of First 5 LA stakeholders. Initiated in March 2014, the process was driven by the Commission’s Program & Planning Committee (which is responsible for leading all strategic planning efforts) and championed by both Commission and Program & Planning Committee Chairs (Robertson-Fall, 2018). The strategic planning process was led by the Office of Strategic Planning and Implementation, members of the First 5 LA Steering Committee and the consulting firm Learning for Action. This team facilitated monthly discussions with the Board at the regular Commission Meetings and the Program & Planning Committee Meetings to develop and refine each component of the Strategic Plan. Commissioners were engaged throughout the process, providing vital feedback on elements of the Plan. In addition, multiple staff teams were assembled to support the strategic planning process:

· Strategic Planning Work Group: a cross-departmental assembly of staff representatives,
who provided input regarding early components of the Strategic Plan and served as a vital
communications conduit to all First 5 LA staff as the process unfolded; and
· Outcome Work Groups: guided the development of Strategies and related resource
requirements to advance the outcomes. There was one group for each outcome identified in
this Plan. Each group was comprised of 10–15 staff members (Robertson-Fall, 2018).
Findings and Analysis
First 5 LA has a new strategic direction reflected by an increased emphasis on systems change, policy advocacy and partnership, it will be prepared by Learning for Action 25 First 5 LA Strategic Plan 2015–2020 which is necessary for First 5 LA to carefully analyze its current staffing capacity, existing business systems and organizational structure in relation to what is needed to deliver on the new Strategic Plan (Robertson-Fall, 2018). This process will both build upon and support the organizational development work currently underway to identify organization-wide priorities and strategies. Examples of the types of activities that will be included in this process are:
· Identify the staff knowledge, skills and abilities necessary to advance the Strategies.
· Design and implement internal organization and leadership-capacity-building activities to
develop identified areas of staff growth and development.
· Explore and evaluate options to align the organizational structure with the work embodied in the new strategic plan.
· Develop a timeline for the organizational alignment process and implementation.


Conclusion
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