
9. Use data to show value
Sharing data , reporting , and eva luation information 
can punctuate important po ints while making 
the case w ith the pub lic and po licymakers. 
C e lebrating successes contributes to attracting 
new investments and susta ining existing ones. 
Use d ifferent kinds of data , in d ifferent ways, w ith 
d ifferent kinds of aud iences. F isca l accountab ility 
is a part of this. The other part is show ing the 
positive impact at the c lient-leve l which, in 
comb ination w ith fi sca l accountab ility, can be used 
to make the case for what is be ing bought (i.e ., 
positive outcomes, effi c iency in program de livery, 
reaching children who otherw ise would  not be 
reached , etc .).  

10. Be a good sales person
When making the case for ma inta ining an 
existing investment or build ing support for a new 
investment, speak to the aud ience at hand and 
cap ita lize on opportunities to show success. 
In particular, key informants spoke to the 
importance of this when speaking w ith leg islators 
and business leaders. Know what the primary 
ob jectives are of the buyer, how the investment 
or proposa l meets the needs of the buyer, have 
a c lear ask, and c lose the dea l. Use add itiona l 
outreach on new po ints and/or a lternative options 
as rebutta l to the buyer’s hesitancy to act. A ll 
a long the way, proactive ly seek opportunities to 
share successes. 

11. Never stop campaigning for your cause
Acquiring and susta ining ga ins requires a 
commitment to constant and long-term work 
on build ing new constituenc ies and deepening 
a sense of buy-in from existing constituenc ies. 
For early childhood champ ions in pub lic offi ce , 
the practice of promoting certa in investments or 
ra ising awareness about key issues w ith leg islators 
and the pub lic should occur throughout the ir 
tenure in offi ce . This highlights the importance 
of getting early childhood issues on the pub lic 
p latforms of cand idates for key offi ces during 
campa ign seasons. For the early childhood 
community as a who le long-term campa igning 
invo lves constant attention to re lationship 
mapp ing , steady work on pub lic awareness, and 
ensuring the right messages are de livered to the 
targeted aud iences by the best messengers.

12. Use op position to rally your troops
O pposition from ind ividua ls or groups on early 
childhood issues is an opportunity for the w ider 
early childhood community to exerc ise unity. 
Presenting a unifi ed vo ice can offer po licymakers 
and the pub lic confi dence that the early childhood 
fi e ld has, and stands behind , reasonab le answers 
to the prob lems ra ised by opponents. Add itiona lly, 
opposition should not be underestimated . It is 
important to rea lly understand what the opposition 
is about in order to address it properly and 
appropriate ly. 

This report on fi nd ings and the research upon which it is based were 
made possib le through fund ing from The He inz Endowments.
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Introduction  

The BUILD Initiative is lead ing a research pro ject about early childhood 
systems deve lopment progress, susta inab ility of systems-build ing 
efforts, and manag ing leadership change . While the research pro ject is 
Pennsylvania-focused it draws from the experience of other states and w ill 
provide va luab le lessons and insights for many states. 

States are increasing the ir investments of effort and resources in 
estab lishing comprehensive early childhood systems that transcend multip le 
programs, fund ing streams, and lines of authority. Susta ining such efforts 
and systems-build ing ga ins invo lves build ing infrastructure in a manner that 
a ims at optimizing system integrity and longevity. For instance , embedd ing 
programs, services, and systems across agenc ies as a technique to reduce 
like lihood an effort can be d ismantled . Susta inab ility a lso encompasses 
how to keep focus on and momentum for forward early childhood systems-
build ing work, as we ll as manag ing adaptations and deve lopments to the 
systems-build ing cause through leadership change .  This yin-and-yang 
dynamic between ma inta ining ga ins w ith accepting and manag ing change 
that the future inevitab ly ho lds is an overarching theme exp lored throughout 
the key fi nd ings sections of this report. 

In Pennsylvania , there have been milestones achieved for children in 
the past six years under G overnor Rende ll’s administration inc lud ing the 
estab lishment of the cross-agency O ffi ce of C hild D eve lopment and 
Early Learning . Pennsylvania’s state investments in b irth through fi ve 
early childhood programs have increased dramatica lly. In add ition, huge 
advances have been made on improving qua lity in child care settings w ith a 
strong focus on standards.  

With Pennsylvania fac ing the e lection of a new governor in 2010, The He inz 
Endowments is supporting a review of Pennsylvania’s systems build ing 
efforts to inform strateg ies that w ill susta in programs and the early childhood 
po licy agenda and prepare for a transition in leadership . As part of this work, 
the BUILD Initiative has contracted w ith the O M G C enter for C o llaborative 
Learning and the C hild and Family Po licy C enter to conduct interviews w ith 
key informants to understand the strateg ies emp loyed in Pennsylvania . 
1 This document is a draft, shortened version of a document that will be produced later in 2009.
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Sustaining Early Childhood 
Systems Development 
Interviews with Key Informants Outside 
Pennsylvania: Key Findings in Brief 1

The BUILD Initiative he lps 
states create comprehensive 
early childhood systems – 
coord inated , effective po lic ies 
that address children’s hea lth, 
menta l hea lth and nutrition, 
early care and education, 
family support, and early 
intervention. BUILD’s vision is 
at the center of an emerg ing 
and vibrant state-based 
po licy movement in the early 
childhood deve lopment fi e ld .  
We work w ith those who set 
po lic ies, provide services and 
advocate for our youngest 
children to make sure that they 
are safe , hea lthy, eager 
to learn and ready to succeed 
in schoo l. 

Visit www.build initiative .org .



Key informants from Pennsylvania were interviewed 
to d iscuss the ir assessment of early childhood 
ga ins, the ir thoughts on the cha llenges and 
opportunities ahead re lated to pend ing leadership 
changes in the executive branch, and what p lanning 
efforts are underway for susta ining the early 
childhood ga ins. Because susta inab ility p lanning 
is a va luab le component of any state’s early 
childhood work and much can be learned from 
other states who have experience w ith manag ing 
po litica l transitions and ma inta ining momentum for 
systemic change , a second interview process was 
conducted simultaneously w ith leaders from outside 
Pennsylvania . 

In the second interview process leaders from states 
outside Pennsylvania were interviewed to d iscuss 
what leadership changes impacted the ir early 
childhood system most, how those changes were 
hand led , and what advice they have for states such 
as Pennsylvania that are currently fac ing a leadership 
change that w ill have signifi cant impacts on early 
childhood efforts.  This report summarizes the key 
fi nd ings from the interviews conducted w ith state 
leaders from outside Pennsylvania .

The BUILD Initiative’s consultant team identifi ed 
10 key informants from outside Pennsylvania to be 
interviewed due to the ir va luab le perspective on and 
experience w ith susta ining an early childhood system 
through state leadership transition. Key informants 
represented d iverse perspectives inc lud ing vantage 
po ints from philanthropy, business, non-profi ts, 
pub lic private partnerships, and state government. 
Four key informants were from N orth C aro lina , two 
from O hio , and one each from Arizona , Iowa , South 
C aro lina , and West Virg inia . A ll 10 key informants 
were ava ilab le for interviews conducted in early-July 
through early-September2009.

The goa ls of the interviews were to: (1) capture 
lessons from states outside Pennsylvania that 
have signifi cant early childhood initiatives and 
have susta ined achievements and momentum; and 
(2) to learn successful strateg ies for manag ing 

leadership transition and susta ining early childhood 
system-build ing progress from state leaders outside 
Pennsylvania .

C onsidering these purposes and the responses key 
informants offered during the interviews, common 
themes about lessons learned preva iled over the 
course of conducting the key informant interviews. 
These themes are exp lored in the fo llow ing Key 
F ind ings section. 

Key Findings  

Ten key informants from Arizona , Iowa , O hio , 
N orth C aro lina , South C aro lina , and West Virg inia 
representing perspectives from philanthropy, 
business, non-profi ts, pub lic private partnerships, 
and state government were interviewed over the 
summer of 2009. The key informants were se lected 
for interviews due to the ir experience w ith susta ining 
an early childhood system through state leadership 
transition. 

The purposes of the interviews were: (1) to 
capture lessons from states that have signifi cant 
early childhood initiatives and have susta ined 
achievements and momentum; and (2) to learn 
successful strateg ies for manag ing leadership 
transition and susta ining early childhood system-
build ing progress. 

Based on these purposes, the common themes 
that preva iled during key informant interviews are 
described in brief be low. 

1. Formalize and institutionalize key processes
When system-build ing , forma lize interagency 
co llaborative re lationships and intertw ine various 
systems in statute before early childhood mavens 
leave offi ce or po litica l appo intees are rep laced . 
When the various p ieces impact and have va lue-
add w ith each other, it becomes hard to e liminate 
or reduce p ieces of the system fo llow ing the 
departure of a key champ ion or during a tough 
budget year. 
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2. Pick your battles
When p lanning for a leadership transition, 
determine the top priorities – the things worth 
fi ghting the hardest for – and if necessary, be 
prepared to compromise on the rest. Work w ith 
the executive and leg islative branches to susta in 
those top priorities and ensure the advocacy 
community is a ligned in such efforts.  C ompromise 
may invo lve fi nd ing a way to have net ga in in early 
childhood investments while enduring losses to 
spec ifi c programs. Weather a loss position by 
posing programs to ramp up aga in and attract a 
return to fund ing when the economic forecast is 
more promising . 

3. Know when to fl y under the radar
After a leadership change , sometimes there are 
things that can continue to happen in practice 
w ithout renewa l or forma lizing . Sometimes more 
can get achieved , in perhaps more creative and 
innovative ways, when there is less scrutiny.

4. Fill the vacuum wisely
When an early childhood champ ion leaves the ir 
position, be intentiona l and strateg ic about fi lling 
the gap . If the governor has been a highly visib le 
and strong champ ion, the ir departure from offi ce 
is an opportunity for key leg islators to step-up 
and lead on certa in causes for the rema inder of 
the ir careers.

5. Be a key player in transition
When a new governor takes offi ce secure an 
early position to guide the p lanning d iscussions 
on what early childhood items stay intact and 
what items get further enhanced . In an open 
gubernatoria l race , strong and meaningful 
outreach to a ll viab le cand idates is po litica lly w ise 
to beg in a re lationship of trust and to become 
we ll-positioned to he lp w ith transition once a 
cand idate is e lected to offi ce . 

6. Build diverse leadership in multiple places
A ll a long the way build d iverse types of 
leadership , in d ifferent p laces, at d ifferent leve ls 
whose actions can shepherd a shared vision. 
D ifferent kinds of leadership serve d ifferent 
functions. Leadership in d ifferent p laces (inside 
and outside government, pub lic and private 
sectors) and at d ifferent leve ls (executive and 
midd le-management, grass tops and grassroots) 
is needed to build successful systems and is 
important to the b ig p icture of susta inab ility.
 

7. Create a partisan-neutral cause 
C reate a cause that is as partisan-neutra l as 
possib le to increase like lihood it w ill be susta ined 
when the executive offi ce and the ma jority in the 
leg islative branch change parties. This invo lves 
deve lop ing re lationships w ith leg islative leaders 
from both po litica l parties. C o llaboration w ith 
groups and ind ividua ls that do advocacy and 
lobbying can he lp w ith po litica l ana lysis. There are 
a lways po litica l considerations when working w ith 
e lected offi c ia ls and po litica l appo intees on a term 
schedule . Learning and using po litica l acumen is 
an important part of susta inab ility p lanning . 

8. Create a collegial push-pull dynamic 
 with policymakers

The heart of this is deve lop ing community 
ownership and support which can enab le an 
initiative to transcend a po litica l administration 
and avo id a partisan tone .  C reate a cred ib le , 
dependab le , and responsive feedback loop 
on early childhood issues between e lected 
offi c ia ls and the ir constituenc ies. This is 
espec ia lly important during leg islative session. 
Enlist ind ividua l champ ions and constituenc ies, 
espec ia lly loca l communities, to communicate 
needs and build sa lience w ith po licymakers. 
He lp key leg islators and/or the governor garner 
support from the ir d istricts and the early childhood 
community by build ing or supporting a conduit for 
time ly and re levant information on leg islative and 
budget items. 
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