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PROJECT OVERVIEW
The Annie E. Casey Foundation’s Leadership in Action Program (LAP) is a results-based
leadership development project designed to build the capacity of high- and mid-level public
agency leaders and their community partners. In December 2001, the Foundation enlisted the
Maryland Governor’s Sub-cabinet for Children, Youth, and Families as the accountability
partner1 for the Maryland LAP (M-LAP). M-LAP’s goal is to increase the percentage of children
entering school fully ready to learn as measured on the statewide Work Sampling System.2 To
launch M-Lap, the Sub-cabinet selected 40 mid- to high-level mangers from public and nonprofit organizations statewide who were poised to create an impact on school readiness. During
the next year, M-LAP participants used the results accountability framework and other
leadership competencies to increase the percentage of children entering school ready to learn
from 49 percent to 52 percent, and by three percentage points for each of the following two
years.
Encouraged by this success, the Foundation’s Leadership Development Unit partnered with the
Reason to Believe Enterprise in September 2003 to initiate a Baltimore City LAP (B-LAP). BLAP included 50 community leaders, public officials, parents, and early childhood care and
education providers. During one year, through their corresponding home agencies, B-LAP
participants contributed to a 13 percentage point increase in the number of children in Baltimore
City who entered school ready to learn. This documentation project was designed to capture the
stories about what M-LAP and B-LAP leaders have done to contribute to children entering
school ready to learn and the influence of LAP on their leadership experience. The purpose of
this study and publication is to improve the quality of these and other LAP programs.
Purpose
Upon request of the Annie E. Casey Foundation, the Research Center for Leadership in Action at
the Robert F. Wagner Graduate School of Public Service, New York University developed this
documentation project to inform the quality improvement work of LAP. The purpose of the
1

An existing collaborative body that holds the LAP result as a high priority, can leverage resources and
relationships, and has the authority to hold LAP participants accountable.
2
The Work Sampling System (WSS)® is a curriculum focused performance assessment designed to provide
teachers with a systematic means to document young children's skills, knowledge, behavior, and academic
accomplishments. The WSS consists of three complementary elements: (1) developmental guidelines and checklists,
(2) portfolio of children’s work, and (3) summary reports. The WSS is used statewide in Maryland to assess the
growth and progress of kindergarten students. The WSS® is a registered trademark of Pearson Learning.
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project is to gain insights into how leaders in M-LAP and B-LAP experienced LAP, as well as
the impact it has had on what leaders have done to help children enter school ready to learn.
Below, we review information from leaders’ stories to understand how the LAP architecture
influenced their conceptualizations of leadership. In addition, this review is intended to uncover
whether or not LAP has influenced leaders in their work beyond the original LAP project. Three
broad questions guided the inquiry:
1. What did leaders do that contributed to children entering school ready to learn?
2. How sustainable are leadership capacity changes? Are skills and competencies learned in
LAP used to address concerns in other arenas? If so, which skills, competencies, and
other program elements proved useful?
3. How did LAP help or hinder leaders’ abilities to “pick up” their leadership roles to get
results?
Methodology
The LAP Documentation project was conducted in two phases. The first phase explored the
feasibility of using an interview approach to understand LAP participants’ thoughts and beliefs
about the impact of their LAP experiences on their leadership. The second phase built on
learnings from the exploratory interviews and included an online survey. The online survey was
used to (1) provide an opportunity for participants who were not interviewed to share their
experiences and (2) determine the feasibility of using an online survey approach to obtain
information from LAP participants. In total, 41 LAP leaders participated in the documentation
project. The interview approach proved most effective, with a noted positive correlation between
the degree of a leader’s engagement in LAP and the ease of enrolling his or her participation in
the interview. The online survey yielded a return rate of 24 percent (11 out of 46), and while the
content of the responses was similar to the thoughts of the interviewees, it did not provide the
same rich descriptions as the interviews. Table 1 provides a demographic profile of the leaders
who participated in the documentation project. Details of the engagement process for each phase
follow.
Table 1. Demographic Profile of Interviewees

Phase 1
Phase 2
Interview
Phase 2
Survey
Total

•

N
10
20

BLAP MLAP
5
5
10
10

AGENCy
Public Non-Profit
5
5
10
10

Gender
M
F
3
7
4
16

Engagement
High Med Low
8
2
0
7
7
5

Asian
1
0

race/ethnicity3
AfAm White Latino
3
5
1
9
10
1

11

8

3

4

7

1

10

9

0

2

0

4

7

0

41

23

18

19

22

8

33

24

9

7

1

16

22
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Phase 1: Exploratory Interviews. The documentation team, with consultation from the LAP
implementation team, developed an interview protocol and instrument for the exploratory
phase of the documentation project. Data was collected via one-hour telephone calls, which

3

Information about race/ethnicity was provided by project managers for the interviewees. Therefore, caution should
be used in interpreting this information. Ideally, the question of racial/ethnic identification should be assigned by the
individual.
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were audio-taped and transcribed with the consent of the interviewees. The sample included
five M-LAP and five B-LAP leaders representing state and local government, national and
local non-profit organizations, and academia. Seven females and three males took part in the
interviews. The majority of participants were highly engaged in LAP. We believe the
interviewees represented a racially/ethnically diverse group.
The M-LAP and B-LAP project managers were given the selection criteria for the sample
and asked to submit names. The M-LAP project manager submitted five names. The B-LAP
project manager submitted 42 names with positions, agency affiliations, degree of
engagement, and other demographic information, which allowed the documentation team to
use a more rigorous selection process for B-LAP participants. The documentation team
attempted to represent the diversity of the LAP population by requesting that project
managers provide information regarding level of engagement and race/ethnicity, thereby
creating a subjective bias to this data. This selection strategy posed several potential
limitations, including lack of full objectivity and lack of full representation of the population.
The exploratory interviews were completed in early September 2005.
•

Phase 2: Interviews. The Exploratory Interview was updated for Phase 2. There was a
change in the labeling of the rating scale used in the inquiry about competencies, though no
other changes were made. Twenty leaders were interviewed in this phase. The interviews
were completed by mid February 2006. Interviewees in Phase 2 represented a diverse group
of M-LAP and B-LAP participants. The sample included 10 M-LAP and 10 B-LAP leaders;
16 of the 20 leaders interviewed were females, and the remaining were males. The levels of
engagement were more evenly split than they had been in Phase 1: Seven were identified as
high, seven were identified as medium, and five were identified as low. The engagement
level of one participant was unknown.
Unlike Phase 1, it was very difficult to enlist the selected M-LAP and B-LAP participants to
agree to participate in the telephone interviews in Phase 2. The first e-mail invitations to
potential telephone participants went out December 4, 2005, and the last interview was
completed February 17, 2006. On average, it took at least three e-mails and three calls to the
participants to schedule and confirm their telephone interviews. It is also worth noting that
four of the original potential interviewees did not participate in the telephone interviews for
various reasons.4

•

Phase 2: Survey Methodology. In addition to the 30 phone interviews conducted with LAP
participants in the exploratory and second phase, the documentation team attempted to give
voice to the remaining LAP participants through an online web survey. The Phase 2
interview instrument was used to design the online web survey with the following two
modifications: A demographics section was added that included program, organization type,

4

Stated reasons for not participating: (1) one person said she/he was too busy to take part in the telephone interview;
(2) another person stated that she/he had not been really engaged, although rated by the LAP coordinator as having
medium engagement. Additionally it was noted that he/she was moving into a new position; (3) another person had
retired, and there was no current contact information; and (4) one person did not respond or reply to five e-mails and
five telephone calls.
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gender, race, level of involvement in the original LAP Program, and participation in
sustaining program.
One open-ended question was added regarding collaborative leadership. While this was a
probe for the phone interviews, we wanted to ask about it specifically on the survey, since we
knew we would not be able to speak with these respondents.
The Director of Leadership Development at Annie E. Casey Foundation sent an e-mail to the
62 LAP participants who did not participate in the phone interview to inform them of the
online survey and to let them know they would receive an e-mail from the documentation
team when the survey was active. Three days following the e-mail, the documentation team
sent an e-mail to the 62 LAP participants confirming that the survey was active, explaining
the survey purpose, timing and end date, and providing a link to the survey (emails are
attached). Two subsequent e-mail reminders were sent urging participants to complete the
survey. Although attempts were made to contact all 62 participants, 16 e-mails were returned,
suggesting that only 46 e-mail addresses were correct. From these, 24 percent of the surveys
were completed and returned, representing 11 out of 46 leaders. Please note that the total
population included in this study was 92 participants which was a combination of several
participants lists which we received from the LAP Coordinators.
Analysis
A grounded data analysis approach was used to identify concepts, themes, and categories
embedded in the narratives and responses of the interviewees. Themes that emerged in Phase 1
guided coding in Phase 2. Coders also sought to identify new or different concepts that emerged
to call out additional themes, categories, and sub-categories. Two members of the documentation
team read and coded each transcript. The team met in person on two occasions to review
thematic categories and ensure consistency between coders. The stories of individuals were then
synthesized into a cohesive story about the leaders in LAP, speaking to both shared and
individual perspectives. Four themes emerged from the interviews:
1. Leaders who took action to contribute to children entering school ready to learn
internalized the results accountability framework and picked up their leadership in
authentic ways within their everyday life, at work, and/or in their communities.
2. Collaborative relationships changed by focusing on a single result. This provided a
means for letting go of individual goals and accepting a collaborative commitment to a
result.
3. Disaggregating data made issues regarding race transparent; provided a context for
authentic conversations about diversity, power, and disparity; but did not provide leaders
with the impetus to move from talk to action.
4. Competencies underpinning the LAP work had a differing levels of impact and
influence on the leaders’ capacities.
What Follows
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This report provides insights into the thoughts that leaders have about the impact of LAP on their
abilities to make a measurable difference or, as LAP puts it, “turn a curve.” Each section of the
report provides information about one of the broad thematic categories. A description of the
category and support data is provided, followed by a synopsis of what leaders did, lessons
learned, and recommendations. The report concludes with a brief summary related to
sustainability.
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BACK GROUND: LEADERSH IP IN ACTION PROGRAM
Leadership is critically important to achieving improved results for children and families. The
goal of LAP is to develop a critical mass of leaders with collaborative leadership competencies
that accelerate positive results for children and families. LAP’s developers hypothesize that
increased collaborative leadership among key decision makers will help large numbers of
stakeholders to align on important family issues and leverage efforts, resources, and relationships
to achieve measurable improvements in a short time period. This short-term success will provide
the impetus for long-term commitment to continued progress.
LAP hopes to provide a context in which current mid- and high-level leaders have an opportunity
to develop the following core set of results-centered, competency-based leadership skills. These
include:
• Results-based accountability—the ability to use data to align partners and resources to
improve results for a specific population.
• Closing the gap on racial disparities—the ability to use data to illuminate racial disparities
within a target population and develop strategies and actions to address those disparities.
• Collaborative leadership—the ability to listen, ask effective questions, make proposals, use
interest-based negotiation, reach consensus, and commit to specific actions.
• Leading from the middle—the ability to operate within exceptionally complex systems with
implied assumptions about what can and cannot be done. Leaders re-examine their
authority, make decisions, and take action without waiting for external authorization.
To date, LAP leaders have contributed to Maryland’s result to help children enter school ready to
learn. However, the LAP Theory of Change posits that sustained, long-term change occurs only
if leaders go back to their professional settings and communities and continue to take an
aggressive set of separate, but aligned actions to accelerate progress on the identified result.
Interviewees’ conversations touched upon many aspects of these assumptions. Their insights and
continued work on behalf of children and families in Maryland is a testimony to their ongoing
commitment to improving conditions that help young children enter school ready to learn.
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WHAT LEADERS DID TO CONTRIBUTE TO CH ILDREN ENTERING
SCHOOL READY TO LEARN

Learning 1. Leaders came to understand and internalized the results accountability
framework and picked up their leadership in authentic ways.
“[Results accountability] is the lynchpin on which we hinge this whole process.
Without it we are just another bunch of people meeting and talking. . .” Interviewee 4
“We are planning a retreat for our main home-visiting strategies, going back and
looking at, is that strategy effective, whether it’s giving us the outcomes we would want.
. . . We’ve invested five or six years now in this strategy . . . very hard thing to do,
being willing to focus on what are the results and what are the outcomes.” Interviewee 5
The foundation for the LAP architecture is the results accountability framework derived from the
work of Mark Friedman. Results accountability uses a logical inquiry sequence that moves from
ends (results) to means (strategies and actions). A simple set of questions guides the process:
“What do we want for this population?” “How would we recognize it in measurable terms?”
“Where are we in terms of this measure?” “What conditions/events have contributed to us being
at this place?” “Who else is doing this/cares about this?” “What will it take to achieve this
result?” Using this framework, organizations create a system of accountability that aligns their
efforts, resources, and actions to a result.5
Our findings show that results accountability was a driver for all elements of the LAP initiative,
from creating a vision to building collaborative relationships to tracking and being accountable
for results. There was strong agreement across participants that results accountability was a
critical driver of changed leadership. The vast majority of leaders interviewed said they continue
to use some aspect of the results accountability framework in their work and/or community.
The interview instrument asked about this results accountability issue in several different ways
(see the Appendix for interview protocol and instrument). Eighty-six percent (26/30) of the
interviewees spoke spontaneously about results accountability or the power of focusing on
results. Eighty percent (8/10) of survey and Phase 2 participants reported they frequently use
results and performance accountability to assess if they are making a difference in their current
leadership role or position. Ninety percent of Phase 1 interviewees felt that results and
performance accountability were “important” or “very important.” Additionally, 93 percent of
survey and Phase 2 interviewees said they use data to make decisions; 100 percent of Phase 1
interviewees rated (results accountability?) as important or very important to their work.
Focusing on data is frequently used by 93 percent of survey and Phase 2 participants, and 100
percent of Phase 1 participants rated focusing on data as important to very important in their
work.
5

Friedman, M. (2005). Truing Hard is Not Good Enough, Canada:Trafford.
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What Leaders Did
Results accountability provided a foundation for leaders to act in new ways. Changes in
leadership occurred because of increased knowledge and skills that enhanced the ability to work
with data in a more pragmatic manner.
•

Leaders refocused attention from looking solely at what they do to whether their work was
getting the desired results. Using results and data in a disciplined manner helped leaders
move from looking primarily at their efforts to considering more precisely if their work was
achieving the desired results for the people they served. Often, work assessments had been
geared to questions pertaining to how much is being done, how many services are being
offered, and whether or not the standards of quality are being met. Participants did not
typically ask if anyone is better off or if actions are leading to positive results. In several
work environments, attending to results and working backward to examine the quality of the
program and strategies created a culture change that tested long standing assumptions. One
interviewee shared, “We did a retreat a year and a half ago, and we really focused on . . .
home visiting: ‘What is X agency doing? How can we better facilitate working together?’
But we really did not look at, ‘Is home visiting what we should be doing—is it our best
strategy?’”
One data strategy that was very meaningful to leaders was posting data on the wall and using
a set of questions to guide a discussion with individuals from outside agencies (e.g.,
education and juvenile justice). These “data walks” with other leaders provided an
opportunity to share very diverse perspectives from the view of public and non-public sector
agencies and across disciplines, creating a pivotal experience for some. Together, individuals
formed shared understandings about children entering school ready to learn in Maryland and
Baltimore. Focusing on results in this way created a heightened sense of commitment and
urgency. The sheer numbers of children unprepared to enter school produced a sense of
critical need for some: “we were facing 29 percent school readiness for our children. . .so,
there was a sense of urgency. . . we didn’t have time on our side—time was against us.” For
others, it was the energy created by having other people talking about the same information
at the same time: “I have new interest; I have information to go with my passion.” This sense
of urgency and renewal of purpose seemed to propel leaders into action.

•

The greatest impact of results accountability was demonstrated by leaders who took their
knowledge and skills and “picked up” their leadership role within their home
organizations or communities. More than 80 percent of individuals stated that they use
results accountability in their home organizations or communities. Many of these leaders
have used it as a means to work more effectively. For example, one leader’s agency is
changing its documentation system, which will cause a significant shift in the workplace.
Change will occur over a two- to-three-year time span. Using performance accountability
strategies, she will develop measures to track progress toward achievement of a final result.
Another manager now use five of the questions that are part of the from performance
accountability protocol to review his subordinates’ requests and guide them thorough a
thinking process to generate low- and no-cost options. Each of these individuals
demonstrated the powerful utility of results accountability outside of LAP.
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Others pointed to additional examples:
o “The Interagency Early Childhood Committee here in ________ County, I’ve been a
part of that for many years, but I could really see them stagnating in some ways, as
far as maybe working on little projects here and there, but nothing that was really
galvanized around a result. And so I took what I was learning at LAP and
encouraged the committee to take on a strategic action process . . . focused them on
some of the things that we’ve been doing [in LAP and looking at the strategic action
plan]. And we just had a discussion about, “Wow, look at all this work that’s been
done. Maybe we should tailor our efforts around that. . . this kind of led us to form a
number of goals that we’ve slowly been working on.” Interviewee 24
o [Our agency is] using the seven RBA steps or questions to guide a major strategic
planning piece that is city-wide. We modified and added different questions and
restructured the questions to fit into the needs assessment work as well as the
strategic planning. Those who were not familiar are getting more and more
comfortable, so we should probably do some RBA training. This has accelerated our
work. Interviewee 9
o Our Partnerships help 24 community programs that work with children and families
to do collaborative work. There have been a couple of occasions where I helped a
steering committee look at their desired results in a new and different way. . . I’ve
been looking at all of the yearly evaluations that have been provided and are required
as part of the grant. We asked over the past two years that the evaluation should take
a shift more toward the results based accountability (RBA) model, and they are
getting there. We gave each of coordinators and their evaluators training in RBA and
taught them how to look at their accountability and their data and their results in a
more RBA process…. So, most of what we’re getting in terms of the evaluations very
clearly look at their results. Interviewee 28
The influence of integrating RBA into the work of an organization is powerful. The
following diagram attempts to illustrate the spread of RBA and the resulting number of
individuals who have been informed (with each of them touching a specific cohort of
children and families).
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Figure 1. Spread of RBA within an Organization
Director attended MLAP
heightened knowledge
Senior staff member
attends Baltimore LAP

Provides consultation to
24 Steering Committees

Training provided for 24
coordinators and their
evaluators
Coordinators and
evaluators using RBA in
work
Provides training and inservice on results and
performance
Staff using results and
performance
accountability in work

•

The ability to effectively use data empowered leaders to be more assertive in picking up
their roles within their home agencies and communities. Data gives a sense of authority to
take up one’s role. One interviewee commented that having the data, seeing the story, and
studying the result gives you something to really push—not just an idea, but a collaborative
idea. So the relationship between gaining new knowledge and skills and picking up one’s
leadership seems to be bi-directional. Equipped with knowledge about the data, leaders could
provide information in a clear way to a variety of audiences. One community leader shared
with her church committee: “’I have developed these strategies. I am bringing to you now
something that I’ve learned so we can be productive, as productive as the group that I'm in.’
They see a marked difference. . . Now I'm like, I want results.”

What worked?
Several interviewees described the data walk as being powerful and engaging—an early moment
of revelation. Interviewees also said they used similar strategies in their home agencies,
including individuals involved in LAP and those who have never been involved in LAP. One
leader said she/he was considering using data charts with the staff to look at issues related to
infant mortality. Interviewees said using data charts was linked to increasing the “depth of
knowledge and understanding,” and this created a space to “really take time to understand what
the issues are and what other folks are thinking.”
Common language was also helpful. Leaders came from different places with different skill sets.
An accessible results framework leveled the playing field. Just two leaders were not able to
articulate an understanding about results accountability and other key concepts related to the use
of data, and both of these individuals had joined LAP in the sustaining phase.
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Five to six leaders were familiar with results accountability or a similar framework. Three of
these leaders expressed that the pragmatic, integrated learning approach honed their skills and
deepened their understanding of the process and its utility. A leader who uses Baldridge, a
continuous quality improvement model, felt there was a “synergy. . . putting both of those pieces
together—the results accountability alongside the Baldridge processes, which requires that we
are constantly checking in with our stakeholders. And [now] the information that we are
soliciting from them is different.”
A few leaders attended additional trainings or workshops on results accountability. In particular,
a summer offering on the topic helped leaders better understand how to assist agencies. For one
leader, it was “participating in B-LAP and receiving the training in RBA [results-based
accountability]” that allowed her to go out and be effective.
Challenges
Leaders identified three challenges in working with data: quality, attributing results to LAP, and
issues related to power.
•

Some leaders were concerned with the quality of data. Leaders raised a variety of issues
related to the use of data. For some, the reliability of the use of the Work Sampling System
(WSS) data was a constant focus of attention. Interviewees questioned their confidence in the
data and ambiguity related to data quality. For example, some leaders believed that teachers’
ratings of children, especially as they were related to children from diverse populations, may
have been skewed by their own cultural filters. At least one of the sustaining LAP projects
has a committee or group focusing on identifying additional measures, though it was noted
by one participant that “this work is arduous and slow.” This interviewee also noted the irony
of the acronym “best available data,” or “BAD.”

•

Some leaders were reluctant to state that they contributed to the result of children entering
school ready to learn. None of the 30 interviewees provided a clear response to the question
regarding contribution to the result. Three were able to articulate a discomfort with the
question, stating they will never know exactly what any one agency or organization’s
contribution was. There were also concerns about LAP accepting “credit” for moving the
curve. The feeling of these three interviewees seemed to be that it is everyone doing many
things together that produces positive results. Or, as one interviewee stated, perhaps it is the
result of work that preceded LAP. “There was a celebration of an over 40 percent increase in
children being prepared for school. But really, can we say our work, you know, impacted? I
think those institutions were already doing the work. And I can appreciate B-LAP putting
them in the same room. But I am a real opponent of …calling something old something
new.”

•

Several leaders noted the power and politics of data. Several persons noted that the
transparency created by participating in cross-sector collaborative work centering on results
was potentially risky. To identify publicly what may not be working or to realize publicly
that trusted, long-standing practices may not be getting the desired results as measured on the
WSS could have had serious consequences. These discussions of transparency and risk
prompted further stories related to individual differences in populations, program and
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agency, and how those who choose what measures will be used wield intangible power. ears
Respondents placed high value on publicly available data because transparency can provide
an opportunity to engage in authentic sharing of information across all participating agencies.
Transparency can also elicit diverse stories—stories that expose others to a wider
interpretation of findings and contributing factors behind the data. It is the proverbial doubleedge sword.
•

The decision not to pick up one’s leadership leads to missed opportunities. One
interviewee provided an important example of this process. She said she felt the LAP group
was “polite” and listened to her, but ultimately ignored what she thought was a very
important issue—parents. She eventually decreased her active role in LAP because LAP’s
work plan did not represent her everyday work and agency priorities. Although she believed
the result of children entering school ready to learn was very important and that her agency
could be important in the work, she did not develop any strategies for her home agency (e.g.,
adding a question to an intake form to identify individuals caring for preschool children or
providing focused instruction about early literacy or social skills for her clients or consumer
groups).

Summary of what leaders did inside and outside of LAP
• Leaders used a modified version of results accountability to develop the strategic action plans
for each of Baltimore’s eight children and families result areas. This has accelerated the
strategic planning period and pulled together potential partners. The data walk and Results
Based Facilitation6 are key strategies in this work.
• LAP process and results accountability informed the strategic action process of an Interagency
Early Childhood Committee.
• Leaders developed and used results-based agendas to examine the effectiveness of efforts to
achieve results for children and families in the workplace and community, including one
charter school and two churches.
• Leaders from a statewide agency network used a modified version of results accountability to
focus partnership coordinators on results. Trainings and in-services have been developed and
provided to partner agency coordinators and their evaluators.
• A Baltimore consortium used results-based accountability to make progress with strategic
planning and moving to action.
Recommendations
• Spend more time discussing the quality of data and specific strategies to develop an actionoriented data agenda.
• Consider specific strategies to assist new members to enter the group process. One important
focus should be to help new members become well-versed in RBA.
• Directly address the issue of collaborative contributions and leading from the middle at various
points in the collaborative process.

6

Pillsbury, Jolie Bain (2005). Results Based Facilitation Workbook. www.sherbrookeconsulting.com
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***************
Learning 2. Relationships changed because group members let go of individual goals and
adopted a collaborative commitment to a single result.
“People felt real change was possible. It wasn’t like going to a meeting as usual.
The concept of accelerating the curve and thinking of losing your identity and just
the way turf issues just were impossible. . .” Interviewee 8
“LAP was and is very time consuming, and it is hard work. But I have never been
part of a group that so quickly gelled with a common purpose. That makes it
powerful and rewarding to be a part of. (Survey respondent)
Our private objectives were always secondary to the main agenda of LAP. Interviewee 7
Collaborative leadership provides the means by which leaders align around results and develop a
context for change. Leaders were asked about the nature of their relationships and what they did
to maintain and strengthen these relationships.
Nine survey participants responded to the question about collaborative relationships, and they all
expressed positive and enthusiastic feedback concerning their experiences in LAP. Of the 30
interviewees, 24 made positive statements, and six had reservations about the collaborative
experience. Concerns were related to whether or not the collaborative group was open to
opinions outside the general thinking. Three of these individuals with concerns felt their overall
collaborative experience was positive.
What Leaders Did
•

Shed their individual focus for a results focus. This was a critical rallying point for
collaborative leadership. It was the starting point for misaligned agencies to begin an open
conversation about their respective organizational agendas within their home agency. When
this happened, it was palpably noticeable to LAP participants. Said one interviewee, “It
really has been a pretty amazing process to watch people who used to compete for the same
dollars use those same dollars to do a kind of statewide blanket to protect early childhood.”
This letting go created an openness that allowed participants to forge new relationships and
strengthen old ones. Several participants shared the observation that they had been in other
committees and meetings with many of the individuals involved in their LAP teams, but that
this collaborative effort was very different. They felt a sense of commitment to a result and
accountability to each other. Participants said they did not consider LAP “work as usual.”

•

Learned about the details of people’s work through their LAP experiences. Because of the
depth at which participants learned about each other’s work, leaders quickly felt joined to
their team members. One of the most talked about benefits was learning about the work of
other agencies and “getting to know what they are doing.” This was especially true because
of the cross-sector make up of the LAP team, which included representatives of public and
15

nonprofit agencies, state level and local people, and community groups and parents. Leaders
were often surprised by the breadth of efforts occurring on behalf of children and families
that were similar or complementary to their own work:
I did not know that DHR had a project for early childhood mental health services for
kids with special needs. Didn't know that the Childcare Administration also had
money in a pilot to ensure that two, three, and four-year-old children were able to
remain in childcare with support because of their behavior rather than being thrown
out. And we had three-year-old dropouts because they had been kicked out of two or
three childcare places. Their parents couldn't work. They had to stay home, they lost
their jobs. . . That kind of thing was an eye-opener for me and to have the faces of
the parents and the faces of the children and the faces of the childcare provider and
the faces of the teacher—it really was an epiphany for me.”
The benefit of cross-sector representation in LAP proved to be two-fold. Larger agencies,
whose work is more distant from the actual children and families they help, benefited from
having providers and individuals from community-based services in the discussion to
remind them for whom that are advocating. As one state level leader said, “nothing can
really happen until it reaches the local jurisdictions.” Another public agency leader stated,
“It was the experience in LAP that connected people in the field to what was happening in
the state. Activity on the state level and policy level are only as powerful as the people who
use it. People in the field have to pick it up and find value with it.” For local and
community-based organizations, it was an opportunity to be heard by individuals with
whom they generally do not get to meet for an extended amount of time. Sharing
information yielded positive results. Consider the following two examples:
“People became a lot more interested in our work and training. For example, a home
visitation program in the Governors Office for Children, Youth, and Families saw the
benefit of the assessments [we used], and as a result of a discussion within LAP decided
to do some training for their staff in OUNCE.”
We don't do much with mental health, but coming into the LAP program, we saw the need
to try to communicate more. . . to access these services of mental health, which was
almost impossible for us to do at one point.… Someone from the mental health field was
in the same goal group. . . She asked, "Do you access mental health services?" And my
current answer was, "No, we try, but fail." She explained some ways that could be
[tried]. . Then last year, there was new legislation that came through on funding to
collaborate the zero-to-five programs of the MSDE with the DHMH, so it was a very,
very good thing because we had already begun to talk about ways to do it. Now we're
bringing a mental health clinician into our eligibility centers. We'll have services
available. So, at one point we had just given up. . . and now we're actually seeing the
fruition of a collaborative relationship with the mental health community.
•

Leveraged relationships and resources. LAP participants shared relationships and
resources. One of the successful strategies for leveraging resources was the development of a
strategic plan adopted by the state and the Local Management Board in Baltimore City. This
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plan did several things: it (1) provided a common language, (2) created a tangible document
outlining aligned efforts, and (3) forged a common understanding of school readiness in
Maryland and Baltimore. This plan offered a coherent vision for grant writing and funding.
For example, if funding suddenly becomes available, agencies have generally scrambled to
develop a proposal by asking “people to dream up something new.” Having a plan helps to
avoid this haphazard process. “When (a LAP participant agency) goes to folks, you are able
to say that this is based upon 18 months of work by the group, that this is Baltimore City's
plan. Funders like to be able to respond to plans that have been put together by a wide
coalition and have some sense of legitimacy as a plan larger than agency X.” In other
instances, the plan served as justification or background for a new request. For example, the
Department of Health and Mental Hygiene applied for a training grant and used the LAP
action agenda as the foundation for the grant. LAP members wrote letters of support.
Other resources were also leveraged during LAP. For example, during the LAP experience,
agencies contributed backpacks and supplies so every child entering kindergarten would have
what they needed. Agencies volunteered additional person hours to stuff the backpacks. Other
types of shared resources included design work, printing, publication of materials, and assistance
with the coordination of events and public outreach. Agencies used their own resources and
established resources through their network of support. In addition, LAP participants invited
each other to sit on their boards and present at their conferences.
What worked?
Focusing on results is essential to the development of cohesive and committed collaborative
relationships. The nature of the relationships in LAP differed from other cross-disciplinary
groups the leaders had experienced. The relationships in LAP where more purposeful,
intentional, and action-oriented. The ability to act as a collaborative leader and align one’s
agency priorities with the core result of LAP was the first step in creating the strong ties
necessary to do the broader work of LAP. It not only set the tone but took the group in “a whole
different direction.”
Inviting a cross-section of partners to the table and providing a means for them to be “one
thumb” [a reference to proposal-based decision making where each person shows agreement or
disagreement by showing a thumb up (yes), thumb sideways (some reservations) or thumb down
(not in agreement at this time)], or one voice at the table was liberating to some. It was stressful
to others. Three participants shared a story involving a high level stakeholder who wanted to
control a particular deliverable. The group asserted the stakeholder’s authority and invited the
individual to be at the table, but they made a stand for the product belonging “to the group.”
Although there seemed to be inherent risks in the cross-sector structure of LAP groups,
participants said they were “awed” by the process and the groups’ ability to remain committed.
This was particularly true for one interviewee who said, “I [commend] people who took
leadership roles to move the work forward, Being such a small city, we're really political in a lot
we do… but people put themselves at risk. . . This information was going to the mayor and
superintendent of schools and all of those people. I have to commend them, too, because there
was no backlash—they wanted to hear the truth, our opinion. They wanted to know what could
be done to make things better. That was totally different from any other committees I've been
on.”
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Challenges
Leaders identified three challenges related to LAP’s collaborative process: time, enrolling new
members, and a sense that the group was not open or accepting of divergent ideas.
•

Time and duration were mentioned by approximately 20 percent of participants as barriers
to participating in LAP. Their own jobs were sufficiently demanding, and they did not see the
LAP work as a seamless extension of their work. The duration of LAP was also mentioned.
One interviewee stated: “we began to realize that this was longer than just two years of work,
that this was actually a buy-in. Even when we're not there working with it, someone should
be there working on this.”

•

Enrollment of new members. Five individuals discussed enrollment of new members. The
first concern was the difficulty of engaging new members. Another is the difficulty of joining
a team that has worked cohesively for so long. The third is the lack of a strategy to provide
new members with needed competencies to join the work in an authentic way, making it
difficult to connect to the work and the people. The interviews with two leaders who joined
LAP in the sustaining phase confirmed these concerns. Both had a difficult time determining
their roles and could not fully articulate key ideas related to results-focused work or
collaborative leadership. Some leaders who joined LAP later in the process also felt they
needed to be more carefully introduced to the results framework. Several interviewees
explicitly complained about the sense of not fully belonging to a group that already had had
very formative experiences together.

•

Diverse opinions are not always accepted. Six individuals said they felt their opinions were
not accepted by the group. Their experience was of not being heard, or of being heard but
ignored. One of the individuals was “shocked” by the reactions to a proposal she made. She
stated that the group seemed angered by her idea. On reflection, she stated that she should
have been prepared for their reaction. Her suggestion served as her “litmus” test for the
group’s ability to handle a conversation involving race/ethnicity beyond the usual expected
boundaries. Another interviewee expressed a strong opinion regarding a data issue and use of
the WSS. She felt her conversation was shut down prematurely.

Summary of Evidence of Collaboration within and outside of LAP
• Funding of a literacy training for childcare providers by the Children’s Literacy initiative,
including family daycare providers and coaches who were working with family daycare
providers. The training provided a collection of children’s books to approximately 100 family
childcare providers in Baltimore City.
• Recent funding of a dental project that includes dental screening and treatment at Baltimore
City Head Start.
• Provision of collaborative support to agencies applying for grants, funding, and joint grant
planning.
• Testifying at legislative hearings and joint sessions about the importance of early childhood
education interventions and lifting up the works of other organizations.
• Serving on the boards of child serving organizations.
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• Sharing details and strategies across organizations to leverage the work of children entering
school ready to learn.
• Strategic use of the Maryland and Baltimore City five-year Strategic Action Plans.
• Maintaining a viable network of supportive colleagues outside of the implementing LAP team
experience.
• Library hosting of a Fairy Tale Festival and Toddler Fair in Historic East Baltimore with
support of other B-LAP partners to create school readiness community events.
• Partnership with OCC, MHA CMCH, universities and others for the common goal of planning
a program that can create and sustain consultants for the physical and mental health of young
children.
• Creation of the E-CARE Fund by Frederick County to support early care providers, including
training in Maryland Model for School Readiness.
• Goal #3 (Health) has become the foundation of the ECE grant.
• Incorporating early literacy strategy in programs with mothers and their babies/young children
through an exciting collaboration with Enoch Pratt Free Library.
• Sharing school readiness agendas with a variety of community stakeholders, including
childcare providers, the faith-based community, and parents.
• The uniting of three different organizations to extend funding to assure mental health
practitioners can work with a child care resource center to provide behavioral health services.
• Harnessed resources of B-LAP and M-LAP were able to get the Department of Human
Resources to continue that program and continue funding.
Recommendations
• Create opportunities to assist new members to develop core competencies and become
effective LAP participants.
• Develop facilitation skills of select participants to enable them to continue LAP-like work as
they move into the post-implementation phase of LAP.
• Attend to divergent or “outlier” positions more carefully.
***********************
Learning 3. Disaggregating data made issues regarding race transparent, provided a
context for authentic conversations about diversity, power, and disparity, but did not
provide leaders with the impetus to move from talk to action.
We spent two whole days trying to hash out some cultural and ethnic genderrelated issues that had popped up in our group. . . We were not terribly culturally
confident about each other. We as a group suggested that we have it as a topic for
one of our two-day meetings. We were told to come in our jeans and our
sweatshirts to grapple with this. It was heart-wrenching, it was stomach-grinding,
it was headache-producing. People cried, people yelled, people walked out,
people walked in. But by the end we got it, and I think that it made [for] much
more mutual respect. . .okay, you can now talk about these things amongst
yourselves, and you can talk about how they affect your communities and the
people you represent. Interviewee 4

19

The ability to have conversations about race and actively engage in activities that are likely to
close the gap on disparity is a core competency of collaborative leadership as defined in the LAP
framework. Conversations about race were often described in very passionate and heartfelt ways.
Coding the two questions about race and disparity was difficult. Phase 1 interviewees were asked
a question about the importance of race-class dialogue and closing the gap on disparities.
Interviewees believed race-class dialogue was important, but they did not feel that LAP did an
adequate job of addressing the issues. The Phase 2 interviewee group was asked to rate whether
or not they used or implemented strategies related to this issue. Here, there were mixed responses
about how frequently they were used. However, the majority of interviewees again stated that
LAP did not address questions about race, class, and culture in a helpful way.
What leaders did
Leaders were willing to engage in conversations about race, but expressed varying levels of
comfort. While the majority of leaders believe they are not well equipped to address these issues,
they believe they are important. There was no discussion of how or whether or not addressing
racial disparities would leverage their broader work.
What worked?
•

Disaggregating data made disparity gaps visible. Disaggregating data was an important
strategy, and it provided the context for addressing the issue of race. The vast majority of
individuals interviewed felt the issues of race, class, and culture were made transparent in a
useful way. Yet less than half stated that they have used this information to inform their work
on a regular basis. Being enlightened about the disparities within one’s population of interest
can be disheartening and emotional. Several people expressed that they knew these
disparities were significant, but that it was different seeing it in the data on the walls. The
conversations that occurred during the LAP experience were vividly recalled by some as
uncomfortable, painful, and anxiety-provoking. However, one leader said she used
information related to disparities to explore conditions in her own agency.
“I think using data more directly, more specifically and in a more focused
way… integrated our work here…. Our mission is always to look at where the
gaps are in children entering school ready to learn with respect to geography or
cohorts of youngsters. We started looking at the phenomena of the non-English
speaking population of young children. Where are they located, and why was that
gap the widest of any cohort? Nobody else was looking at what would be the
tipping point to change that. So as an organization with my board, we adopted
looking at the English language learner population as one of our priorities. . . So
the data moved us into a [new] priority area.”

•

Connecting race conversations to the data and real work. Participants told us that the issue
of race is most effective when it is raised within the context of real work. It is helpful to find
disparities in the data as noted above and then back up from it and examine the meaning for
LAP work and for participants’ work. It would be useful to fully explore the context in which
LAP participants function. No one suggested that LAP avoid these issues of race and
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disparity or diminish the focus. To the contrary, leaders suggested it would have been more
helpful to stick with these conversations to more fully understand the impact and to discuss
strategic action plans.
•

Race dialogue had differential impact on leaders. Twenty percent of leaders felt the race
dialogues were beneficial. They found that while these dialogues were initially
uncomfortable, they helped them to “see how you need to be looking at the issue—race and
class and ethnic differences and similarities—in all these different issues.” These individuals
do not think there was a resolution, but they admit discussing race in an open format was
encouraging and created a feeling of increased trust.

Challenges
•

Lack of facilitator experience or willingness to stick with the conversation. To engage in
race conversations, the coach/facilitator requires a special set of skills and a way of being.
There was a feeling from several leaders that the facilitators were unwilling to have the race
conversation. One interviewee stated, “It felt like the facilitators were putting us off. It
wasn't done enough. It was skated over.” His/her observation was that the facilitators
stepped back right when it got difficult, and emotions were welling up.

•

Race dialogue is difficult. The difficulty of the race conversation may be related to both
context and content. Three individuals were very explicit about including the cultural,
historical context of Maryland and, more specifically, of Baltimore as critical to this
conversation. The topic of interest was the changing face of Baltimore City schools from
predominately white and middle class to the current situation—minority families living in
poverty—and the resulting decline in the allocation of dollars per student. This strategy was
meant to ground the discussion within the specific context of the population of interest.
Another leader stated an opposing viewpoint, suggesting that race conversations are
“relationship-situation dependent. On the whole it is very comfortable to talk in the sort of
historical-political context about race and power, but much less comfortable to talk about
individual relationships and personal action.”
Concern about power and authority relationships played a part in how candid individuals
were willing to be in their discussions of race and class. For some, there was a sense of
vulnerability inherent in dealing with an issue as potentially emotional as race. There was a
fear that one could hurt another person’s feelings, alienate a colleague or agency, or say
something that could be misinterpreted. Each of these concerns was magnified if anyone in
the room had administrative power over another individual.
Race conversations are thought to require careful facilitation. Given people’s filters, what
people hear and how they interpret what they hear in any conversation can vary broadly.
The high emotional undertone of race conversations can amplify this variability. One leader
shared a situation that occurred during the sustainability phase of LAP. He recalled, “I
presented a summary for my small group related to an issue around RCC and was shut
down. It was construed that our discussion was on exclusion based on race, rather than on
the principles we were trying to get to. I'm still thinking through how that could have been
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done differently. I should have worn asbestos underwear.”
Summary of what leaders did
•
•
•

Encouraged the Board of his or her home agency to explore the disparity gap of non-English
speaking children. The agency has since begun to focus on the English language learner
population as one of its priorities.
Continued to hold conversations related to race, class, and culture during the sustaining
phase of LAP.
Willingly and candidly explored issues related to the competency of race, class, and culture
during the interviews.

Recommendations
•
•
•
•

Create a focus on race, class, and culture as a thread throughout the implementation and
post-implementation phases, not as a stand-alone day.
Use data to focus conversation on important disparities.
Facilitate conversations about how leaders’ work reinforces or addresses all three concerns
of race, class, and culture.
Create opportunities to explore how these issues affect agency and organizational customers
and their well-being
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_______________________________________________________________________
WHAT SKILL SETS AND TOOLS DID LEADERS FIND USEFUL?
_______________________________________________________________________
The core competencies used in LAP include a set of skills and tools. The documentation team
inquired about the usefulness of these tools in the current work of LAP leaders. In Phase 1,
leaders were asked to rate the importance of these skill sets. On review, the documentation team
decided to refocus the question to get clarity on what leaders are doing. Therefore, the label of
the rating scale was changed, and leaders in Phase 2 (interview and survey participants) were
asked how frequently they used each of the listed tools.
Participants highly valued techniques that helped to ensure decision making and focus. The
concrete techniques embedded in LAP are powerful in supporting collaboration and become selfreinforcing motivators because LAP ultimately creates real movement. It reflects the power of
seeing something accomplished, which in turn reflects positively on LAP’s skills and tools.
Table 2 and 3 provide a visual presentation of LAP leaders’ ratings related to skills and tools.
Table 2: Phase 1 Participants

Use data to make decisions
Focus on data
Working toward common result with others
Use proposals to generate consensus
ID interests and find solutions for mutual gain
Use RBA to know if making a difference
Make issues of RCC transparent
Take action to close gap on race disparity
Use MBTI to understand group dynamics

Not Important

Somewhat
important

important/ very
important

No answer

0
0
0
0
0
0
0
0
60% (6)

0
0
0
10% (1)
0
0
0
0
30% (3)

100% (10)
100% (10)
100%(10)
90% (9)
100% (10)
90% (9)
70% (7)
80% (8)
0

0
0
0
0
0
10% (1)
30% (3)
20% (2)
10% (1)

Table: 3 Phase 2 and Survey Participants
Not Used
Use data to make decisions
Focus on data
Working toward common result with others
Use proposals to generate consensus
ID interest and find solutions for mutual gain
Use RBA to know if making a difference
Make issues of RCC transparent
Take action to close gap on race disparity
Use MBTI to understand group dynamics

0
0
0
6% (2)
(0)
(0)
6% (2)
3% (1)
(13)

Infrequently

3% (1)
3% (1)
6% (2)
27% (8)
13% (4)
13% (4)
30%(10)
30% (9)
30% (9)

Frequently

93% (28)
93% (28)
87% (26)
63% (19)
77% (23)
80% (24)
33% (10)
43% (13)
13% (4)

No answer

3% (1)
3% (1)
6% (2)
3% (1)
10% (3)
6% (2)
27% (8)
23% (7)
13% (4)

Phase 1 leaders felt all the skills and tools introduced in LAP were important or very important,
except for the Myers Briggs Type Inventory (MBTI). The tools focusing on data and results
accountability were highly valued and supported the findings noted from the open-ended
questions. Identifying the interest of others and finding solutions for mutual gain were also rated

23

as important, although interviewees did not elaborate or provide many concrete examples of this
work. Making proposals as a means to generate consensus to move work forward was an
extremely salient tool for the vast majority of leaders. During the course of the interviews, eight
of the 10 interviewees described how they used this tool together with the visual marker of
thumbs up, down, or sideways to determine how each person in the room was weighing in on a
topic or issue of interest.
Data from the rating of skills and tools further supports that proposal-based decision making7 is
important to these leaders. The questions regarding race dialogue and closing the gap generated
mixed responses and confusion. Leaders were torn between wanting to answer the general
question of, “Is race dialogue and closing the gap important?” and “Was what we discussed
during LAP useful in helping develop strategies to ‘turn the curve’ of children entering school
ready to learn?” Their response to the first question was “yes,” but was it a strength or strong
focus of LAP? The majority of respondents felt that it was not (See the race, class, and culture
discussion in previous section.).
Leaders who participated in the Phase 2 interview and survey frequently used each of the results
and data skills and tools. While their support of proposal-based decision making was not as
strong as Phase 1 leaders, the majority of individuals from Phase 2 used it frequently in their
work. Again the race and closing the gap question proved to be difficult for individuals to
answer. Finally, as in the first interviews, support for the use of MBTI was low. However, four
individuals did use it frequently.
The following are additional insights based on the open-ended questions and leaders’ thoughts
about skills and tools:
•

Much of the learnings inherent in LAP built on the previous skills and knowledge of
leaders. Several individuals had experience with results accountability, data-based decision
making, and MBTI. Most felt the information learned in LAP heightened their awareness of
various nuances of the tools or took them to another level. Working in collaboration with
others also was seen as helpful in finding pragmatic ways to realign their work and rethink
how they were using previous knowledge.

•

Proposal-based decision making8 to build consensus continued to be used by leaders
during and after the original LAP. This technique was easily understood and readily applied
to work outside LAP. The concept of building consensus through the development of
proposals and asking questions regarding insights kept ideas on the table without stopping
the work of the group. It prevented circular talk and helped leaders hold each other and
themselves accountable for thinking critically, finding solutions, and being willing to move
forward on a shared agenda. When it worked, it created a tangible example of public buy-in
and acknowledged the essentially political nature of collaboration.

7
8

Pillsbury, Jolie Bain (2005). Results Facilitation Workbook. www.sherbrookeconsulting.com
Pillsbury, Jolie Bain (2005). Results Facilitation Workbook. www.sherbrookeconsulting.com
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There were also suggestions about how the tool could be refined. At times, some leaders
actually felt like the work was slowed down by the process, causing a sense of frustration.
These critiques were offered as ways to improve the technique, but did not deter leaders from
using it in their own work. Twenty-seven out of 29 people who responded to this question
said they continue to use proposal-based decision making in their own work.
•

The collaborative leadership tool used least frequently beyond the original LAP work was
the Myers Briggs Type Inventory (MBTI). Twenty-five of 30 persons stated they never or
infrequently used MBTI in the sustaining phase of LAP or in their own work. Those who did
find utility in the model were most likely to use it for self-assessment and to reflect on their
leadership style and interactions with supervisors, peers, and subordinates. In this very
personal use of MBTI, these individuals found positive benefits in their relationships and
quality of interactions. The use of MBTI as a tool to work with groups, however, was not
embraced. Instead, it was seen as a skill used by LAP facilitators to work effectively with the
LAP group. There was also a discussion about a general dislike of MBTI typing, and a
feeling that the tool tended to stereotype persons by type. Others felt they were familiar
enough with MBTI, and the content covered in LAP was redundant. In addition, many of the
interviewees who were familiar with MBTI did not remember their “letters” and what they
meant. Several individuals suggested the possibility of doing a stratified approach and having
two groups for the first MBTI conversation—one group for those unfamiliar with MBTI and
another for those with previous knowledge of the tool. The lack of basic understanding,
ambivalent feelings about the tool’s intent, and the non-intuitive nature of using the tool for
positive gain interfered with the individuals’ ability or desire to use MBTI more extensively.
Four individuals claimed they do use MBTI in their work. For three of the individuals, the
tool is used to guide interpersonal relationships and strategies within a managerial or
supervisory role. Two of the four said they use it as a means to identify and strengthen group
dynamics. One of the individuals has taken on more of a leadership role and is using Myers
Briggs extensively within her/his workplace.

•

Some of the leaders adopted facilitation skills used by the coaches/facilitators. Although
the question was not directly asked, several leaders discussed using facilitation tools and
strategies modeled in LAP in their own work. The tools and strategies mentioned included
active listening, giving the work back to the group, co-designing meetings and agendas,
proposal-based decision making, and going to the balcony. Although these strategies were
not “taught,” leaders remembered the modeling that occurred and re-enacted these strategies
to move their own work into action. For example, one leader used several of these skills in
her work at church: “I bring this over to my church group. I look like, oh my gosh, there is a
marked difference that I can step away from, and go up into the balcony and look down on
the situation instead of allowing myself to continue to be in the chaos.” She went on to
explain how she then shared the big picture and insights with others to move the church
group forward.

Recommendations:
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•

•
•
•

Establish what individuals can bring to the table. A specific suggestion was related to having
two groups for the first MBTI discussion—one group containing individuals never exposed
to MBTI, and another group of individuals who have taken it and are well versed in the
types.
Recognize that proposal-based decision making is a useful tool. However, consider revisions
related to its use or identify when this approach may not be the most effective.
Evaluate the usefulness of MBTI in this program. One possibility is to redesign the way
MBTI is introduced and used. While, for a few it seemed to be a very useful tool, it may be
that this does not add sufficient value in the on-going work of LAP to continue its use.
Introduce increasing opportunities for participants to facilitate the LAP process themselves.
This may help ensure the sustainability of LAP groups, as Casey staff turns to launch new
groups, and help build skills that can be used by participants outside of LAP as well.
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HOW SUSTAINABLE ARE LEADERSH IP CAPACITY CHANG ES?
The LAP experience has provided leaders with sustained and valued competencies that
they now use in their everyday lives on behalf of children and families. Leaders have
continued to engage in work that will likely contribute to more Maryland and Baltimore
children entering school ready to learn. Many of the individuals interviewed continue to
be involved in LAP as it moves into the sustainability phase. Additionally, people who
are involved in sustained LAP projects, as well as those who are not, are using LAP
competences in their professional and broader community work.
The sustainability of LAP depends on several factors: If leaders see their work moving
forward in an accelerated way and if they continue to “turn the curve” on child and
family well-being results, they will likely be motivated to continue working in a way that
provides them with results that make a difference in the lives of children and
families. They now have a rich, motivating network of cross-sector, dependable leaders
who strengthen their resolve and provide them with a sense that they can make progress.
Several leaders stated that it is unlike any other group of colleagues they have ever
worked with before.
LAP’s time commitment continues to be an issue, but there were no specific proposals
suggested—it seems that working collaboratively toward change requires an unavoidable
time commitment. But time is a commodity, so again, if results of the collaboration are
met, they will be a strong motivator for people to continue to be active in LAP. For
others, the results will bolster their sense of commitment. Sustainability for them will be
picking up their leadership in their home agencies. It is perhaps this picking up of
leadership that is most predictive of LAP sustainability. Those who lead from the
middle—whether in a sustained LAP project, their home organizations, or in their
communities—will continue to be important influencers, the people through which
relationships and resources can be leveraged and aligned to “turn curves” for children
and families.
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APPENDIX A
EXPLORATORY INTERVIEW

Leadership in Action
Documentation Project
Exploratory Interview Protocol

Research Center for Leadership in Action
Robert F. Wagner Graduate School of Public Service
New York University
August 2, 2005
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This exploratory interview protocol is directed at the interviewer. It clarifies the questions of
interest for the Exploratory Interviews of the Leadership in Action Program (LAP) and provides
suggestions for how to obtain this information. The protocol is divided into four sections:
•

Introduction and Background,

•

Broad Questions of Interest,

•

Data Collection Strategies and Procedures, and

•

Interview Instrument with suggested probes and listen “fors.”

Introduction and Background
Founded on the hypothesis that the culture of an organization is held and changed by people
who have grown-up in the organization and carry its culture, assumptions and legends, Casey
Foundation’s Leadership in Action Program (LAP) is designed to build the capacity of high and
mid-level public agency leaders and their community partners. This is achieved through a
program architecture that includes several critical elements. The foundation and cornerstone of
the program is the results and performance accountability framework. Leadership skills and
specialized competencies are developed through carefully crafted facilitation and coaching.
Competencies include (1) Results and performance accountability, (2) Closing the Gap on
Racial Disparities, (3) Collaborative Leadership, and (4) Leading from the Middle. The
facilitation creates a context in which participants engage in a collaborative learning and
planning process that builds relationships, leverages leadership roles, and creates joint
solutions that lead to actions which accelerate the achievement of measurable improvement on
a targeted result or “turning the curve” on an identified condition of well-being.
. LAP has been implemented in Maryland (State [MLAP], Baltimore City [BLAP] and Southern
Maryland [SOMA]) and San Antonio, TX. The documentation project will focus initially on MLAP
and BLAP. The targeted result for both is “Children Enter School Ready to Learn.”
The purpose of the Exploratory Interviews for the Leadership in Action Documentation Project is
to discover the stories of MLAP and BLAP participants and to gain insights and understandings
about what leaders did to get results within the framework of their own experiences. In doing
this, there will be an increased understanding about participants’ leadership experiences and
how elements of LAP may or may not have contributed to these experiences. Specifically, the
exploratory interviews will:
•

First, use open-ended questions to elicit stories about how LAP participants experienced
their leadership role and what they did to contribute to children entering school ready to
learn;

•

Provide a rich description of leadership experiences by using an exploratory, qualitative
approach to categorize and classify information from the open-ended questions to
discover themes and patterns from the multiple stories;

•

Second, obtain information using a structured, closed-ended set of questions to gather
information about specific elements and components of the LAP process;

•

Provide a descriptive analysis and summary of structured questions; and

•

Develop a written report sharing information to inform the development of additional
inquiry approaches and tools (e.g., continue interviews, survey, or focus group).

Broad Questions of Interest
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The Documentation and Implementation Team engaged in in-depth conversations regarding the
purpose, content and areas of inquiry for the exploratory interview. Based on these
conversations the three following areas of inquiry were delineated:
•

What did leaders do that contributed to children being ready for school?

•

How sustainable are leadership capacity changes? Are strategies used to address
concerns in other arenas?

•

How did LAP help or not help leaders pick up their leadership roles to get results?

Data Collection Strategies and Procedures
Interviewee Selection Criteria
The first ten interviews are being done to explore common themes and to identify strategies that
would be most appropriate to obtain insights into the ability of leaders to take action that lead to
results. The following list provides a set of criteria for selection of interviewees for Interviews A
and B:
•
•
•
•
•

Even distribution of individuals from BLAP and MLAP
Selection of both “enthusiastic” and “less enthusiastic” leaders (do not want to skew by
choosing only participants who have already articulated their positive experiences)
Even distribution of leaders from public and nonpublic organizations/agencies
Diverse selection of leadership roles
Consider possible influence of race and gender and have diverse representation

Interview Strategies and Procedures
Prior to:
•

The implementation team will identify 10-15 individuals from BLAP and MLAP using the
previously listed set of criteria. The list of individuals should include updated contact
information, short description of who interviewee is and in which LAP program she/he
participated.

•

Interviewers should provide the project coordinator with their schedules for mid-July to
mid-August so that 60-70 minute interviews can be scheduled. Please remember to
block 2.5-hrs for each call. This will provide time to review information, set-up for the
call, conduct the interview, and review and complete your notes.

•

Do not schedule interviews back-to-back. Interviewers should be provided with 1 hour to
update notes and prepare tapes for transcription immediately following the interview.

•

Send interviewee the thank you e-mail with the interview and their appointment time.

•

Send a reminder e-mail the day before the scheduled interview.

•

Check equipment (tape recorder and tape).

•

Review interview protocol. Recall that the protocol is addressed to the interviewer.

•

Know the affiliation, title and name of the interviewee prior to the call.

Day of:
•

Review pertinent documents and the interview protocol again as needed.

•

Ask permission to tape interviewee.
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•

Conduct interview and honor time commitment.

•

Each question on the interview should be asked but probes are asked only as necessary
and appropriate.

Immediately following:
•

Send the follow-up thank you e-mail within 24-hours.

•

Complete notes and e-mail to Documentation Team members.

•

Label tape (check interviewee list for code, date, time, interviewer and Interview #) to be
provided by Rodney Washington

•

Within 24 hours, send tapes to Rodney Washington who will send them for transcription.

•

Transcripts should be sent to the entire analysis subgroup.
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Leadership in Action Program Documentation Project
Interview
INTRODUCTION
Begin by thanking the participant. Provide a brief statement of purpose. Give specific
information about the interview—who is conducting it, expected length and issues regarding
confidentiality and expected use of information. Allow the participant to ask any questions they
might have at this time. Following is a suggested script for the introduction:
On behalf of the Casey Family Foundation, thank you for agreeing to be a part of this
interview for the LAP Documentation Project. Offer some brief introduction of yourself.
The purpose of the interview is to learn more about what LAP participants have done
in their leadership roles to get results that are leading to children being ready for
school and how, if at all, LAP contributed to leaders taking action. Interviews will be
conducted by individual’s working with the Leadership in Action Research Center at
the Wagner School, New York University. The interview will take approximately 1
hour and 15 minutes. Information will be documented as a collection of anonymous
stories with aggregated results detailing similarities and differences across stories.
Occasionally, the use of direct quotes might be desired, in this case specific consent
from the interviewee will be obtained. This document will be submitted to Annie E.
Casey Foundation who will use it to identify themes for quality improvement of LAP.
Additionally, information may be used to write an article for submission to a
professional journal as a means of sharing learnings with colleagues. Do you have
any questions?
COMMON QUESTIONS ASKED DURING PILOTS
Q: What role should I be thinking about in answering questions, my job or my
role in LAP?
Suggested Response: You participated in LAP as a leader representing an agency,
organization or specific population. It is your experience within this role that is of
interest. So, for example, if you are a representative from the Local Management
Board, it is what have you done in that role since LAP that has contributed to children
entering school ready to learn. The story shared may or may not be directly linked to
the LAP experience.
Q: How long or involved do you want the answers to questions to be?
Suggested Response: Time has been allowed for you to share your thoughts freely
and openly. It is our interest that you feel comfortable to share in the detail necessary
for you to create a full understanding of your experiences.

SEE ATTACHED INTERVIEW

Interviewer’s Guide
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Below please find a guide for possible probes and Listen For’s.

POSSIBLE PROBES
•
•
•
•

•
•
•
•
•

What did you actually do?
With whom did you do it?
Was there anything in LAP that
contributed or interfered with that?
Is there anything that happened in
LAP that helped you to do that well
or to have more confidence to move
to action?
Tell me a little bit more about. . .
What helped to make that happen?
Explain why did the curve turn? What
role did you have in this?
Is that different?
Can you point to some experience
in LAP that helped you take a
different or new position or action?

LISTEN FOR’S
a. Sense of urgency
b. November catch phrase:
“needing to turn the curve in
one measurement cycle”
c. Authority to make things happen
d. Using their own authority or
“picking up their leadership”
e.

Use of data for decision making

f.

Focus on results, tracking program
performance and results

g. Power of collaborative relationships
h. Multiple mentions of new
relationships
i.

Activities and strategies (what was
done)

j.

Acceleration of positive
change, turning the curve

** BLAP only
*** MLAP only
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APPENDIX B
EXPLORATORY INTERVIEW

The Leadership in Action Documentation Project
EXPLORATORY INTERVIEW
Thank you for agreeing to participate in this interview for the Leadership in Action
Program (LAP) Documentation Project. The interview has been structured to elicit your
story about your leadership experiences since beginning LAP and to inquire about your
thoughts regarding select components of the LAP process. The interview will take
approximately 1 hour and 15 minutes.

The first set of questions are open-ended and have been designed to elicit your thoughts
and experiences about your actions as leaders contributing to children entering school
ready to learn.
1. Since beginning LAP, what have you done to contribute to children entering
school ready to learn?
a. Is there a particular story that you can share that illustrates this?
b. What about the leadership in Action program (LAP) helped or hindered your
being able to do this?
c. In what way did collaborative leadership strategies impact this work? Describe
what you did to establish/maintain collaborative relationships and with whom you
did this with?
d. What in LAP helped to promote or hinder collaborative relationships?
2. Has this leadership experience influenced your work in areas other than helping
children enter school ready to learn?
a. Is there a particular story that you can share that illustrates this?
b. In what way, if any, does this story illustrate a change in your leadership?
c. In what way did LAP influence or hinder this?
d. Are there particular competencies or strategies learned during the LAP
experience that you continue to use?
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The next set of questions is designed to gain a deeper understanding of specific LAP elements
or components.
3. Rate the importance of the following strategies in terms of influencing your
leadership. Please feel free to provide examples or comments about any or all of the
listed strategies.
Strategy

Not
important

Somewhat
important

Important

Very
important

N/A

a.

Using data to make
decisions

□

□

□

□

□

b.

Focusing on results

□

□

□

□

□

c.

Creating a sense of
working towards a
common result with other
leaders

□

□

□

□

□

d.

Using proposals to
generate consensus
around decisions

□

□

□

□

□

e.

Identifying interests and
developing solutions that
get mutual gains

□

□

□

□

□

f.

Using results and
performance
accountability to know
what difference you made

□

□

□

□

□

g.

Making issues related to
race, culture and power
more transparent

□

□

□

□

□

h.

Taking actions to close the
gap on racial disparities

□

□

□

□

□

i.

Using Myers-Briggs
preference typing to
understand group
dynamics

□

□

□

□

□

Comments

4. Please share your thoughts about the following ways that the facilitator role
contributed to the work of the LAP. Indicate whether you would suggest keeping,
changing or not keeping each listed strategy. Elaborate as needed.
Keep

Change

Do not keep

Comments

Context Setting
a. Teaching in the moment and capitalizing on actual
concerns of participants**
b. Facilitating discussions and conversations and
flip-charting key points
c.

Encouraging moments of reflective practice to
make notes and discuss in pairs**
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Keep

Change

Do not keep

Comments

d. Providing individual coaching or feedback
e. Conducting co-design calls
Focusing on Results and Data
f.

Facilitating the group in doing it’s “own work”

g. Using data to do the work (posting data, data
walks, turn the curve exercises)
h. Inquiring about work or actions taken since the
last convening of the whole group
Supporting Collaborative Work
i.

Using journey maps

j.

Working in committees or small groups and then
bringing the conversation to the large group for
large group work**

k.

Using proposal based decision making (“thumbs
up, sideways, etc.)

5. Is there anything else that you would like to share about your leadership or your
experience in LAP?
e. Were there any unexpected learnings or detours?
f.

Were there any barriers or challenges?

THANK YOU.
YOUR WILLINGNESS TO SHARE YOUR THOUGHTS AND EXPERIENCES IS
APPRECIATED.
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APPENDIX C
PHASE 2 INTERVIEW

The Leadership in Action Documentation Project
PHASE 2 INTERVIEW
Thank you for agreeing to participate in this interview for the Leadership in Action
Program (LAP) Documentation Project. The interview has been structured to elicit your
thoughts and feelings about your leadership experiences since beginning LAP and to
inquire about your thoughts regarding select components of the LAP process. The
interview will take approximately 1 hour and 15 minutes.
The first set of questions are open-ended and have been designed to elicit your thoughts
and experiences about your actions as leaders contributing to children entering school
ready to learn.
1. Tell me a little bit about your connection to the result of children entering
school ready to learn and how you came to be a part of LAP.
2. Since beginning LAP, what have you done to contribute to children entering
school ready to learn?
a.

Is there a particular example that you can share that illustrates this? What
did you do for this to happen? When did this happen, e.g. during LAP or after
LAP was over

b.

How might this contribute to turning the curve for children entering school
ready to learn?

c.

Thinking about other examples, was collaborative leadership important?
Describe what you did to establish/maintain collaborative relationships?

d.

Thinking about what you have described, what about the Leadership in Action
program (LAP) helped or hindered your being able to take these steps or develop this
work?

3. Has this leadership experience influenced your work in areas other than helping
children entering school ready to learn?
a. Is there a particular example that you can share that illustrates this? What did
you do? To what result will this work contribute? Is the work making a positive
contribution to achieving the result? How do you know this?
b. In what way, if any, does this example illustrate a change in your leadership?
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c. In what way did LAP influence or hinder this?
d. Are there particular competencies or strategies learned during the LAP experience
that you continue to use?

The next set of questions is designed to gain a deeper understanding of specific LAP elements
or components.
4. The following strategies/competencies were stressed during LAP. To what degree
are you using these strategies in your current leadership role or position? Also
provide information about the effectiveness .
Strategy

Not used

Infrequently
used

Frequently
used

N/A

a.

Using data to make
decisions

□

□

□

□

b.

Focusing on results

□

□

□

□

c.

Creating a sense of
working towards a
common result
with other leaders

□

□

□

□

d.

Using proposals to
generate
consensus around
decisions

□

□

□

□

e.

Identifying
interests and
developing
solutions that get
mutual gains

□

□

□

□

f.

Using results and
performance
accountability to
know what
difference you
made

□

□

□

□

g.

Making issues
related to race,
culture and power
more transparent

□

□

□

□

h.

Taking actions to
close the gap on
racial disparities

□

□

□

□

i.

Using Myers-Briggs
preference typing
to understand
group dynamics

□

□

□

□

Did LAP address
this strategy in a
way that was
helpful to you?
(Y/N)

Comments
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5.

Please share your thoughts about the following ways that the facilitator role
contributed to the work of the LAP. Indicate whether you would suggest keeping,
changing or not keeping each listed strategy. Elaborate as needed.
Keep

Change

Do not keep

Comments

Context Setting
a. Teaching in the moment and capitalizing on actual
concerns of participants**
b. Facilitating discussions and conversations and
flip-charting key points
c.

Encouraging moments of reflective practice to
make notes and discuss in pairs**

d. Providing individual coaching or feedback
e. Conducting co-design calls
Focusing on Results and Data
f.

Facilitating the group in doing it’s “own work”

g. Using data to do the work (posting data, data
walks, turn the curve exercises)
h. Inquiring about work or actions taken since the
last convening of the whole group
Supporting Collaborative Work
i.

Using journey maps

j.

Working in committees or small groups and then
bringing the conversation to the large group for
large group work**

k.

Using proposal based decision making (“thumbs
up, sideways, etc.)

6. Is there anything else that you would like to share about your leadership or
your experience in LAP?
a. Were there any unexpected learnings or detours?
b. Were there any barriers or challenges?
THANK YOU.
YOUR WILLINGNESS TO SHARE YOUR THOUGHTS AND EXPERIENCES IS APPRECIATED.
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APPENDIX D
ON-LINE SURVEY
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APPENDIX E
SAMPLE OF QUOTES

Results Accountability Quotes
[Results accountability] is the lynchpin on which we hinge this whole process. Without it
we are just another bunch of people meeting and talking.
We are planning a retreat for our main home visiting strategies, going back and looking at is
that strategy effective, whether it’s giving us the outcomes we would want. . . . We’ve
invested five or six years now in this strategy . . . very hard thing to do, being willing to
focus on what are the results and what are the outcomes.
The Judy Center Partnerships help 24 community programs who work with children and
families to do collaborative work. There have been a couple of occasions where I helped a
steering committee look at the results that they wanted in a new and different way. . . I’ve
been looking at all of the yearly evaluations that have been provided which are required as
part of the grant. We asked over the past two years that the evaluation should take a shift
more towards the results based accountability (RBA) model and they are getting there. We
gave each of the Judy Center coordinators and their evaluators training in RBA and how to
look at their accountability and their data and their results in a more RBA process. . .So,
most of what we’re getting in terms of the evaluations very clearly looks at their results.
I have developed these strategies; I am bringing to you now something that I’ve learned so
that we can be productive, as productive as the group that I'm in. They see a marked
difference. . . Now I'm like, I want results.
During the period of participation, I was concerned about the valance and time demands.
But the learnings and opportunities, at least initially in the first year I participated, were
very enlightening. For example, looking behind the data and understanding the implications
and how to analyze the data was very helpful.”
. . . was familiar with RBA. We had met with Mark Freidman before. LAP allowed us to
look at them, allowed me to and therefore our agency to look at things deeper, develop my
own skills. It was very valuable.
It was a combination of personal leadership, but that personal leadership was rally woven
into the fact that we were trying to actually specifically influence results.

Collaborative Leadership Quotes
People felt real change was possible. It wasn’t like going to a meeting as usual. The
concept of accelerating the curve and thinking of losing your identity and just the way turf
issues just were impossible
LAP was and is very time consuming and it is hard work. But, I have never been part of a
group that so quickly gelled as a group with a common purpose. That makes it powerful
and rewarding to be a part of.
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I did not know that DHR had a project for early childhood mental health services for kids
with special needs. Didn't know that the Childcare Administration also had money in a pilot
to ensure that two, three, and four year-old children were able to remain in childcare with
support because of their behavior rather than being thrown out. And we had 3 year-olds
dropouts because they had been kicked out of two or three childcare places. Their parents
couldn't work they had to stay home, they lost their jobs. . . That kind of thing was an eyeopener for me and to have faces of the parents and the faces of the children and the faces of
the childcare provider and the faces of the teacher and it really was an epiphany for me.
I think that as things played out and as LAP progressed, we were less members of the
committees than we became members of the LAP.
The group that we created in LAB, and I’m not going to say it was LAP was the sole
cause. . . People were working on all kinds of things, but what the discussion in LASP
and just the general understanding of the need to support the needs of young children
with special needs. . .and having folks in the room then become part of the group that
advocated was very helpful and very important. So that kind of recognition of—we
began to speak a more common language
. . . most of the people in the room were known to me in some way or another, but we
were, we were elevating our collaboration. . .
It was amazing to watch these people who were sort of antagonists at different points in
time. . . Actually become allies, to say when something would happen in one of our
programs, I have money, I can support that, get me a proposal
It wasn't just one time. . . Like DHMH just applied for a training grant and they used the
LAP, the action agenda as the foundation for the grant. . . And we all wrote letters of
support.
We don't do much with mental health, but coming into the LAP program we saw the need
for us to try to communicate more. . .access these services of mental health which was
almost impossible for us to do at one point. .. someone from the mental health field was in
the same goal group. . . She asked "Do you access mental health services?" And my current
answer was, "No, we try but fail." She explained some ways that could be. . Then last year,
there was new legislation that came through on funding to collaborate the zero to five
programs of the MSDE with the DHMH, so it was a very, very good thing because we had
already began to dialogue and talk about ways to do it. Now we're bringing a mental health
clinician into our eligibility centers. We'll have services available. So, at one point we had
just given up. . . and now we're actually seeing a fruition of a collaborative relationship
with the mental health community
Policy makers and funders could see the interconnectedness of the policy and different
departmental kinds of issues and how the might have some real like implications for
programs
People have called me to be on things because they know who I am and how I work.
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Race, Class Culture Quotes
We spent two whole days trying to hash out some cultural and ethnic gender-related
issues that had popped up I our group. . . We were not terribly culturally confident
about each other. We as a group suggested that we have it as a topic for one of our
two day meeting. We were told come in your jeans and your sweatshirts and wear
jeans to grapple with this. It was heart-rending, it was stomach-grinding, it was
headache-producing, people cried, people yelled, people walked out, people walked
in, but by the end we got it and I think that it made a much more mutual respect . .
.okay, you can now talk about these things among yourselves and you can talk about
them how they affect your communities and the people that you represent.

Had very serious discussions around race and diversity. I've been working on this for many,
many, many years and this has been an issue always in the work that I do. Some people did
not want to get into it any more. I'm always struck with how important those decisions are,
how hard it is to make end roads and to deal with people who are different and to sort of be
able to move along without offending people.
I think some greater understanding really would be helpful to process these and having
folks, this came up a little when we looked at the changes in the Baltimore City school
system, in going from basically a white majority to a black minority and from over the
course of 15 years and ..there are feelings and thoughts that are very meaningful to people
and that other people might benefit from fully understanding
. . . but when things were written up and it was time to move onto the next point or the next
level, my perspective was kind of lost in that. I was given polite listening, but to a large
extent, I was outnumbered. I would say there was half a dozen of us of color that felt
strongly and more passionately about some issues, the urban center. . .
. . . what happened during the LAP program was pretty significant. I was kind of surprised
in some ways on how I learned a lot from some of the discussions that were, could get, very
personal about race. Some of them were uncomfortable, but as we all know, very often the
uncomfortable discussions get you past things. . .
. . . I’m not sure that that piece really was addressed as full as it could have been. Certainly
that is a huge issue that every single school district that has a heterogeneous grouping has to
deal with, but I don’t mean. . .I would say the same thing, I just don’t see it being addressed
in that way. I don’t see a specific focus, like here in our school we have a real clear focus. .
It contributed, but the follow-up wasn’t, you know, it couldn’t crack the surface. . .
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