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SPECIAL COMMISSION MEETING
MINUTES

January 18, 2018

Commissioners Present: Stan Mantooth (Chair), Barbara Marquez-O’Neill (Vice-Chair), Dr. Robert
Levin, Dr. Cesar Morales

Excused Absence: Dr. Michael Gollub, Kelly Long, Carola Oliva-Olson, Bruce Stenslie, Barry
Zimmerman

Staff Present: Petra Puls, Lauren Arzu, Fahim Farag, Sam McCoy, Nani Oesterle

Public Present: MaryLinn Daehlin, Sharon Elmensdorp, Rafaela Frausto, Nancy Kreiselmeyer, Cathy
Puccetti, Noemi Valdez, Alicia Villacana

Objective: To develop recommendations for FY 2019-21, Years 4 and 5 of current Strategic Plan

I. Welcome and Introductions - Commissioner Mantooth
Commissioner Mantooth opened the meeting at 2:09 p.m. and noted that this meeting is informational
only. Items discussed at this meeting will be shared with Commissioners absent and an update will be
presented at a future Commission Meeting.

II. Public Comments/Correspondence
There were no comments from the public.

III. Presentation of Potential Scenarios for FY 2019-21 and Discussion – Staff and Commissioners
Petra Puls summarized FY 2019-21 scenario discussions to date, giving an overview of previous
meetings to identify system change efforts, direct service investments, who we seek to serve
(universal vs. targeted), and service delivery models moving forward. Petra noted that one of the four
scenarios presented to the Commission in November 2017, a 50% across the board funding reduction,
was eliminated from consideration. Included in today’s presentation is a new hybrid scenario as
requested by Commissioner Levin with countywide targeted services. Petra clarified that the goal for
today’s meeting is to provide staff with guidance on how to proceed, not to offer answers for every
question posed.

Petra reported on recent meetings with Funded Partners to determine benefits and considerations for
each potential scenarios. Petra noted the following guiding principles identified through the process:
 Prioritize prevention
 Focus on high need while ensuring services are available for all children and families (determining
“need” based on factors beyond just income)
 Maintain high quality programs
 Incorporate lessons learned
 Utilize new technology and other resources to better reach target populations
 Make programs available in the communities our populations live and work
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Petra reviewed the Proposed FY 2019-21 Area of Investments handout, noting that investments are
grouped by Strategic Plan goal and identifies areas for direct service and systems change investments.
Petra noted that staff have attempted to identify which objectives would be best achieved through direct
service investments and which are better suited for systems change, advocacy, and capacity building
efforts.

Commissioner Marquez-O’Neill asked where trauma informed/toxic stress programs should be
incorporated and if F5VC participates in a capacity/systems building group. Petra noted that goal 1.2 of
our strategic plan includes trauma-informed care practices in Developmental Screenings and ACEs.
Commissioner Marquez O’ Neill thanked Petra and also asked that we call out resiliency.

Petra introduced Sam McCoy, Director of Program and Evaluation for First 5 Ventura County to
provide an overview of potential scenarios for discussion. Sam detailed the current NfL and Family
Resource Center locations and structure and noted that FY 17-18 direct service investments are
$11.16M, with approximately $4.1M proposed in FY19-20. Sam presented the following potential
scenarios to the Commissioners for review and questions:

Scenario 1: NfL Consolidation
Sam noted scenario 1 would consolidate existing NfLs into regions, potentially three or five across the
county and continuing the current allocation formula. Potential programs delivered through NfLs would
include PACT programming, parent support and education, and developmental screenings. Sam
presented an example of how the four Oxnard NfLs may be consolidated, structured, and deliver
services. Sam noted that benefits for this scenario include continuity of current NfL structure, limiting
confusion for parents and communities, and preserving core services and contracting model. Sam also
noted that this scenario may not be sustainable long-term, would require a RfP which could create
competition among NfLs, consolidation may be an issue for unionized staff, savings may be offset by
the need to hire additional staff for larger areas, and quality may be impacted as staff become more
generalists.

Petra noted that NfL Directors recognized this process would be painful but the model does have a
precedent. Petra also noted that NfL staff expressed concern that if a district loses funding they may
stop providing space for programs.

Commissioner Morales asked if consolidation would occur concurrently in all county areas, Sam
confirmed it would. Commissioner Morales asked about sustainability of each model, Petra noted we
are currently projecting a 4% decline in Prop 10 revenues, but there is uncertainty about the rate of
decline due to impact of newer legislation. Petra added that if we maintain a reduction in program
allocations aligned with reduction in Prop 10 revenue then some models might not be maintained. Sam
added that we have yet to determine across the board staffing under this and other models.

Commissioner Mantooth asked about implementation timeline – Petra reported that, if a final plan for
FY 2019 and beyond is approved by the Commission in spring 2018 we would have 15 months before a
new model is implemented.

Commissioner Levin asked about how this scenario would affect our FRC locations. Sam noted that we
don’t have information about the impact but the number of FRC locations would likely be reduced.
Petra added that we anticipate some FRC locations may be eliminated or have hours reduced.
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2: Targeted High Need
Sam noted that scenario 2 would also consolidate NfLs into a regional model but would target services
to “high-need” areas based on criteria such as income, a specific geography, access, or other factors.
Once criteria were established, an RfP would be issued and we would focus the direct service
investments to targeted high need areas only. Sam noted that benefits for this scenario include some
continuity of core services and contracting/service delivery models remaining largely as they are now.
Sam added that concentrating services may allow for the greatest impact in terms of return on
investment. Sam also noted the considerations identified: loss of countywide reach, how we would be
perceived by communities we are not concentrating services in, and that F5VC may become another
largely income based program. Petra added that this model may limit the diversity of children and
families served, which has always been important to F5VC.

Commissioner Levin asked about pockets of high need in more affluent communities. Petra noted that
in some areas such as East County and Ojai Valley “working poor” may not qualify for subsidized
services and do not have ability to pay for services. Commissioner Levin asked if there are “high-
income” populations that are utilizing our services. Petra noted that about 80% of our constituents are
considered low-income but percentages vary across the county.

Commissioner Levin asked if we implement a targeted approach how that would be different than what
we do now, especially in terms of public relations. Petra noted that the current NfL funding formula is
based on population, income, and school readiness as measured by 3rd grade reading and math scores.
Moving forward we may put greater emphasis on other factors, for example populations living in high
poverty.

Commissioner Mantooth asked if there are services similar to F5VC funded programs provided in more
affluent areas of the county that would be similar to F5VC funded programs. Do higher affluent
communities have systems in place to serve their own high need populations? Petra was unsure of exact
capacity of each municipality and noted that when evaluating need looking at poverty and income are
not enough – we also need to take into consideration other risk factors, such as trauma, Domestic
Violence rates, etc.

Commissioner Marquez-O’Neill suggested we define need to include those with income above “low”
levels in order to enable access for as many families as possible. Commissioner Levin noted that we
can frame our efforts in terms of issues rather than populations – stating “children should have the right
to go to preschool free of distractions. Dental disease is a distraction. This approach would allow a focus
on improving dental health regardless of a family’s income but mainly low income families would
access these services.

Commissioner Morales noted that we are going to receive criticism from any area of the county that we
do not prioritize or select and that concentrated services will move F5VC away from the guiding
principle of providing services countywide.

Commissioner Marquez-O’Neill suggested we communicate these decisions from a lens of equity
instead of inequality.

Commissioner Mantooth noted that as we focus on early intervention we may shift focus from First 5 to
First 3.
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Commissioner Marquez-O’Neill asked if we have any information on how we would determine and
prioritize need moving forward. Petra noted that similar core services are offered at all NfLs and the
need for such programming transcends income levels. When connecting families with local services we
do see variance by geographic area. Commissioner Marquez-O’Neill asked if there is data that can
inform our decisions on areas of need. Petra noted that 2-1-1 collects data on needs of callers and that
we may be able to use that data. Sam added that we see a lack of programs for children ages 0-3 across
all areas of the County and that if we invest more in PACT classes and other programming that serve 0-
3 we may see the most benefit via early intervention.

Commissioner Levin noted that we may want to look at placing Family Resource Center locations in
high-need areas and those locations that have the lowest rental cost.

Commissioner Marquez-O’Neill asked if all scenarios would be subject to continued decline due to
declining revenues. Sam confirmed that all proposed scenarios will be impacted be declining revenue
and some models may be more difficult to adapt to declining revenue.

3: (New Model) Direct Services through F5VC
Sam noted that scenario 3 eliminates the current NfL structure and contracted services and positions
F5VC to deliver services directly. In this scenario, F5VC would hire staff to deliver programs
countywide which would increase administrative costs and facilities may have to be rented to deliver
programs. Sam noted that F5VC would seek MOUs to deliver programs on School District sites as well
as potential community sites and that it may be difficult to secure every site we currently have. Sam
added that F5VC regional coordinators would continue to oversee placed-based program initiatives and
community relationships.

Sam highlighted that benefits for this scenario include: greater flexibility with non-traditional hours and
school calendars, greater internal control in staffing, adaptability to each region, ability to contract with
multiple entities for space, and may allow for easier transition of staff from current NfLs. Sam noted
this model may allow for a sliding-scale fee structure and would allow for a more rapid implementation
of the new model as well as potentially streamline access to F5VC services. Sam presented
considerations for this model, including: F5VC would shift from a funder to a service provider, would
require additional staff and upfront work to develop service delivery model as well as have an impact on
fiscal/administrative staff, we may lose some in-kind support that we leverage currently, and it may
cause community/partner anger or a certain perception of F5VC if we became a service provider.

Sam noted that when NfL Directors were asked about these concerns, they did not feel that such a
partner perception would exist. Sam also mentioned that we are working with EVALCORP to
determine PACT evaluation methods to look as best practices - currently such programs vary greatly by
NfL - in house programs would allow for greater fidelity and quality control over implementation and
delivery.

Commissioner Mantooth noted that adding staff would alter our risk-management index greatly with
considerations of safety, litigation, management, etc.

Commissioner Levin noted that this scenario would allow for services to be provided as needed
disproportionately based on identified need without appearing to favor any certain population.
Commissioner Mantooth added that it may make F5VC more nimble to respond to new needs, issues,
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and opportunities that come up. Sam added that NfL directors noted that some positions currently are
only part-time due to location constraints, which often presents a recruitment and retention challenge.
F5VC may be able to hire full-time staff to deliver programs and multiple locations and to allocate
resources as needed.

Commissioner Marquez-O’Neill asked if current office space would be sufficient under this scenario.
Petra noted that there is space currently available in our building but that we envision these staff would
be stationed out in the community a majority of the time.

Commissioner Marquez-O’Neill asked if we have considered how we would maintain cultural
relevancy and service distinct groups in regards to language, needs, etc. Sam noted that although this
scenario has not been fully modeled he can envision community hubs in places such as East County or
Oxnard that would take into consideration the unique characteristics of the populations they serve.

Commissioner Mantooth asked how many of the 26 FRC locations are on school campuses. Sam noted
the majority of FRC sites are on school campuses and noted exceptions such as libraries in Ojai and Oak
View and non-school sites in Moorpark and Santa Paula.

4: Countywide Service Contract
Sam noted scenario 4 is similar to scenario 3 but with F5VC contracting with a single countywide
entity. Hypothetical partners include Boys & Girls Clubs, YMCA, and CDI or CDR, just to list a few.
This partner would deliver core services such as PACT, and family support. F5VC staff will work with
the contract partner to maintain program quality and fidelity as well as provide technical assistance.
Sam noted we envision this countywide entity would have regional directors as well as administrative
and program staff. Sam added that the regional directors would be sensitive to the needs of the specific
communities and that family liaisons may subcontracted to organizations such as HSA or Kids and
Family Together.

Sam noted the benefits of this scenario: many of these hypothetical partners have MOUs and their own
community sites, this would enable greater flexibility with programs outside of traditional calendars and
school hours, and partners may leverage funding through non-profit partners and fundraise in addition
to implement a sliding-scale fee structure. Sam noted considerations include: ensuring countywide
service delivery across all regions as well as maintaining quality and fidelity. This scenario would
require considerable capacity building and oversight, may lose the current placed-based feel, and affect
F5VC branding. Commissioner Morales asked whether under this scenario, F5VC would continue to
exist. Commissioner Mantooth noted F5VC would be the primary funder for these services.

Commissioner Marquez-O’Neill asked which scenario NfL directors preferred. Petra noted scenario 4
was discouraged due to need to build capacity and potential increases in overhead and that scenario 2
would create too many potential gaps in service delivery. NfL directors expressed preference for
scenarios 1 and 3.

Commissioner Mantooth asked about how staff felt about scenario 3 as it would be a cultural shift for
staff and how we function. Petra reported that staff have discussed and recognize that this will change
who we are as an organization. She has not consulted with Jennifer Johnson, Director of Operations, to
better gage fiscal/administrative impacts. Sam noted that while concern exists about changing our
organizational culture there is also excitement about the potential to not be constrained by current
contract system. Petra added F5VC is very mindful of our funded partners and the possible perception
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that we are taking their jobs away. However, we were pleasantly surprised by NfL directors’ positive
reaction to scenario 3.

IV. Consideration of Next Steps – Commissioners
Commissioner Morales commended NfLs for having discussion with focus on the families we serve
and asked for timeline in presenting scenarios to Commission. He asked whether staff would like
some scenarios to be eliminated prior to next meeting. Petra asked for direction from those in
attendance on what scenarios we should dive deeper into and which we should not spend time on at
this point. Petra noted that it would be beneficial for staff to do cost modeling for two or three
scenarios rather than all four and that we would like to make final decisions by March or April.
Commissioner Mantooth noted that we need to meet with all Commissioners not present today and
make sure all Commissioners are present when the final decision is made. Petra noted that if we do
not have full attendance at upcoming meetings where final decisions are makde, we may seek an
alternate date. Commissioner Marquez-O’Neill asked if recording can be made available for those
Commissioners not present, Petra reported that we will make the recording and minutes available as
soon as possible.

Commissioner Marquez-O’Neill added that less supportive NfL feedback on scenario 2 and 4 should
be taken into consideration and would advise staff focus time on scenarios 1 and 3.

Commissioner Levin noted NfLs may dislike scenarios 2 and 4 for various reasons, 2 on outside
perception and 4 based on their current expertise, but he would not want to eliminate 2 at this time.

Commissioner Morales advised he feels 1 and 3 should move forward with more exploration, and that
at this time he is leaning towards scenario 1. Although 2 has some good rationale, we need to focus on
best interests of the entire County.

Commissioner Marquez-O’Neill reiterated she feels scenario 1 may not be enough of a change to
address long term declining revenues. Commissioner Mantooth and Commissioner Levin noted that
both scenario 1 and 3 may allow for some focus on high needs populations.

Commissioner Mantooth noted that scenario 3 is more ambitious than scenario 1 and that he likes the
concept of F5VC doing the work. He recognizes that scenario 3 increases our risk but allows for
greater impact. Commissioner Mantooth added that scenario 1 could work well, and the he likely
prefers 3 regions to 5, but agreed with Commissioner Marquez-O’Neill that it may not be enough to
address long-term declining revenues. Commissioner Mantooth advised that we research scenarios 1
and 3 with consideration of highest need but not eliminate any scenario prior to input from the
Commissioners not present.

Petra reported that she will meet with the Commissioners not present to update them on today’s
discussion. Petra noted that staff will work on cost modeling for the potential scenarios moving
forward.

Commissioner Mantooth noted that he would like to hear from staff on the proposed scenarios as staff
will be carrying out the work and suggested we look at other First 5 Commissions to learn how similar
issues were addressed.

The meeting was adjourned at 3:41 p.m.


