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CHILDREN’S TRUST

CHILDREN'S TRUST BOARD WORKSHOP AGENDA
January 26, 2026 at 12:00 PM
CTAC, 4010 NW 25th Place, Gainesville, FL 32606

Call to Order

Roll Call

Agenda Review, Revision and Approval

Approval of the agenda also approves all of the items on the consent agenda.

Strategic Planning Workshop

Updated Objectives, Strategies, and Impacts facilitated by C. Robinson Associates
1. Strategic Plan Final Draft

Nonprofit Lifecycle Self-Assessment Discussion

2. Nonprofit Lifecycle Self-Assessment Discussion Facilitated by Tracy Burger

General Public Comments
Next Meeting Date

Regular Board Meeting - Monday, February 9th @ 4:00 pm
Children's Trust of Alachua County, 4010 NW 25th Place, Gainesville, FL 32606

Adjournment

Virtual Meeting Information

View or listen to the meeting: https://www.youtube.com/channel/UCpYNqg_GkjCo9FQo3gR5-

SOw

Public Comments: Submit online at
http://www.childrenstrustofalachuacounty.us/commentcard
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Guidelines for Public Comments

Public comments can be made in person at Children’s Trust Board Meetings. We will no longer
take comments by Zoom or by phone. If you would like to submit a written comment or a
written transcript of your public comment before or after the meeting, these will be provided
to Board Members prior to the next Board Meeting.

Any member of the public wishing to be heard either under the agenda section “General Public
Comments” or on a specific agenda item shall approach the podium at the appropriate time.

Members of the public recognized by the Chair will have three (3) minutes to speak on a single
subject matter. If an individual seeks to be heard on more than one agenda item, the Chair shall
determine the amount of time allotted to the speaker. However, such time shall not exceed ten
(10) minutes without the approval of the Board or Committee. The Clerk of the Trust is the
official timekeeper.

Public members may not share or transfer all or part of their allotted time to any other person
or agenda item, except as permitted by this Policy. To the extent a speaker has previously
addressed a Board or Committee on the same subject, the Board Chair may limit repeat
comments at the Board meeting by the same speaker.
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File Attachments for ltem:

1. Strategic Plan Final Draft
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Today’s Agenda

Q&

CHILDREN'S TRUST

Board
Initial
Workshop

Preparation
for Board
Workshop

Staff Engagement
&
Development
of
Recommendations

Board
Follow-up
Workshop

Staff Realignment
of Strategies &
Measurements

Today’s
Updated Board
Presentation

2/21
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Phases | &I

v’ June and July 2025 - Preparation for Board Workshop —
o Reviewed Documents
o Worked Closely with Staff
o Conducted pre-work Interview
o Developed Workshop Presentation

v’ July 17 - Facilitated Strategic Planning Board and Staff Retreat Workshop

Presentation on Life Cycle of a Non-Profit

Reviewed Mission, Vision, and Guiding Principles

Discussion on Current State of CTAC

Conducted a SWOT Analysis

Visioning the Future

Prioritizing and ranking of current Focus Areas

ldentified and Ranked Future Strategic Considerations

Suggested Activities with Timelines for Priority Goals (6-24 months)

Engaged in a Brief Discussion on Funding 3/21
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Phase il

v' Staff Engagement & Development of Recommendations for November -

Board Workshop
o Documented Board and Staff Retreat Action Steps

Reviewed Board’s Direction

Designated Providers into Life-Cycle Stages

Reviewed and Updated Results Based Goals on Providers
Conducted All CTAC Staff Work Session Part 1

* Focused on Goals 1-3

* Edited and Revised Focus Areas
 Updated Indicators

e Established Impact Measurements

o Conducted All CTAC Staff Work Session Part 2

 Focused on Goals 4

e Established Focus Area

* Created Indicators

 Formed Impact Measurements

| o Staff Reviewed and Updated Strategic Goal #4, as well as all Focus
N / Areas, Indicators, and Impact Measurements to Recommend to the 4/2]
Board for Discussion
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Phase IV &V

v Board Follow-up Workshop
o Documented Board and Staff Workshop Action Steps
o Updated the Strategic Goal Document to Reflect the Board’s Direction
o Developed a Presentation with updated Focus Areas, Indicators and
Impact Measurements
o Brief Discussion and Activity Surrounding Funding Distribution

v' Staff Realignment of Strategies & Measurements

o Staff Readjusted the Baselines and Strategies for each Focus Area Based
on Information Currently Monitored through the Result Based
Accountability (RBA) Model that is already Adopted

o A Survey was Developed and Conducted to Safeguard Board and Staff
Focus to Established Community Indicators

o Developed Updated Results on Key Community Indicators Feedback
Presentation, and Monitoring Plan

——
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Phase Vi

o loday

v January Board Update
o Present Updated Objectives, Strategies and Impact

O

CHILDREN'S TRUST

6/21




Item 1.
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Iltem 1.

CTAC Goal Monitoring and Outcome Measures

ACCOUNTABILITY:

* Program level - through individual program performance measures

(how much, how well, is anyone better oft?) - Population Accountability
Alachua County ﬁ The well-being of all

Population children in Alachua County.

« System level — through assessing program performance measures
achievement in each focus area

#¥ 3\ Performance Accountability
Participant ; The well-being of

Population

participants in programs
and service systems.

 Community level - through monitoring of Alachua County
community-level indicators (population accountability)

@7 GOALS:

Goal — A condition of well-being for children and families.

* Healthy & Nurtured — All children and youth are born healthy and have nurturing caregivers and relationships.
* Educated - All children and youth learn what they need to be successful.
« Safe — All children and youth live in a safe community.

8/21

- Empowered & Equipped — Youth serving organizations are empowered and equipped to be successful.
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% COMMUNITY INDICATOR

A measure which helps quantify the achievement of a goal at a population level.

Healthy & Nurtured ___Educated ________Safe

Developmental Screening High School Graduation Domestic Violence

Infant Mortality Kindergarten Readiness School Disciplinary Offenses
Maternal Mental Health Third Grade Math Proficiency School Safety Incidents
Prenatal Care Third Grade Reading Proficiency Verified Child Maltreatment
Oral Health VPK Participation Youth Arrested

Youth who felt Sad or Hopeless
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CTAC Goal Monitoring and Outcome Measures

rCOBJECTIVE

Are the actionable targets that need to be achieved to reach the designated goal.

%7 | STRATEGIES

A roadmap to supporting or achieving set goals.

“L PERFORMANCE IMPACTS
@)

A measure of how well a program or service system is working.

Each program works with the Children’s Trust research and evaluation staff to develop and monitor program
performance measures. These performance measures help to assess whether services are delivered as intended,
with quality, and the outcomes and benefits of funded programs. These program performance measures as aligned

with strategies will be rolled up to assess the Trust’s system performance measures in our key focus areas. In
addition to program performance measures, there are some Trust initiatives that will be monitored. ]O/ 21
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Children and Youth are Healthy and Have
Nurturing Caregivers and Relationships

Children and Youth can Learn What They
Need to Be Successful

Community

Empower and Equip our Provider
Community

Children and Youth Live in a Safe )




Children and Youth are Healthy and Have
Nurturing Caregivers and Relationships

Focus Area:
Maternal Child Health Programs

Objective: Parents are mentally healthy and
supported.

Impact (System Level): 80% of
performance measures in this focus area will
achieve or exceed targets.

A LA LK)
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ommunity-Level Indicator Alignment:

Infant Mortality
Verified Findings of Child Maltreatment

Domestic Violence

Item 1.

Maternal Mental Health J

Strategies :

~

Provide maternal mental health direct services/supports.
Provide navigation to connect new parents with services and resources.
Provide parent education to support learning and community building.

Performance Measures (Program Level):

Parents receiving doula care with no/low depression symptoms 6
weeks postpartum

Parents receiving doula care report doula helped them address health
questions/concerns.

Patients who report needs are met through navigator support.
Individuals supported by maternal health navigator.
Parents/caregivers demonstrate growth in one or more protective
factors.

Parents/caregivers achieve one or more of their identified goals.

|
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Children and Youth are Healthy and Have
Nurturing Caregivers and Relationships

(Community-Level Indicator Alignment:

Focus Area: * Prenatal Care
Infant and Early Childhood Health * Low Birthweight Babies

* Verified Findings of Child Maltreatment

\° Infant Mortality J
(Strategies : B
Objective: Babies are physically healthy. - Support parents before, during, and after birth with doula services

Provide home visiting programs
« Connect new parents to services (health care, concrete supports)
\__through navigation programs

gum—
/Performance Measures (Program Level): \
o * Doulas reporting they feel welcome, and they are valued members of
ImpaCt (SyStem LEVEI) : 80% of the healthcare team at both hospitals

Babies in postpartum doula program are attending well-baby visits.
Birthing parents receiving post partum doula care.

— Families report needs were met through “Help Me Grow”.

Children needing early intervention services referred to an appropriate
provider for further assessment and/or early intervention services.
Doula guidelines implemented at HCA and maintained at Shands

* Parents understanding maternal health needs, infant health and

k development, infant safety, environmental safety

performance measures in this focus area will
achieve or exceed targets.

s & s s
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Item 1.

Children and Youth are Healthy and Have
Nurturing Caregivers and Relationships

: Community-Level Indicator Alignment: a
° * Oral Health
Focus Area' . * Youth who Felt Sad or Hopeless )
Comprehensive Health :
/ Strategies : )
« Navigation and care coordination.
. . . ) * Provide resources that address the social determinants of health (e.g.,
Objective: Children and youth receive food, housing, employment).
comprehensive health and wellness services. \_* Direct mental and physical health services. )
o Performance Measures (Program Level):
« Patients who report needs are met through navigator support.
* Students referred who received a Flu Mist/Vaccine.
Impact (System LEVEI): 90% of « Students referred who receive Dental services, prevent tooth decay
performance measures in this focus area will and address tooth decay. |
) » Students referred who receive Vision services.
achieve or exceed targets. * Students referred who receive Primary Care services.

« Students referred who receive Counseling/Mental Health services
and report decreased mental health symptoms

— * Parents report improved dental hygiene practices at home

« Children, adolescents, and caregivers reported decreased mental
health symptoms.

» Caregivers and children increase skills and knowledge in addressing
trauma reactions.

* Youth reporting they are less likely to bully and more accepting of
differences.

* Youth reduce risk of substance use and improve positive relationships.
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Children and Youth are Healthy and Have
Nurturing Caregivers and Relationships

Focus Area:
Children and Youth with Special
Needs

Objective: Children and youth with special
needs have access to quality programming.

Impact (System Level): 80% of
performance measures in this focus area
will achieve or exceed targets.

A LA LK)

—

Community-Level Indicator Alignment:

* Developmental Screening

-

Strategies:

~N

Increase programming focused on serving children and youth with
special needs.
Provide navigation to connect new parents with services and resources.

J

-

L

Performance Measures (Program Level):

~

Child development screenings completed (includes all Help Me Grow
screening tools).

Parents/caregivers who rate the inclusion of my special needs child as
“good” or “great”.

Item 1.

Providers complete training on working with children with special needj




Need to Be Successful

Children and Youth can Learn What They

Focus Area:
Early Learning

Objective: Children have access to high-quality
early care and education, including VPK.

Impact: 80% of performance measures in this
focus area will achieve or exceed targets

Item 1.

-

4 )
Community-Level Indicator Alignment:
* Kindergarten Readiness
* VPK Participation
- J
. )
Strategies :
« Strengthen and enhance quality of early childhood care and education.
« Improve access to early childhood care and education.
/

(e

erformance Measures (Program Level):
Children make sufficient learning gains as demonstrated through VPK
pre/post assessments.
Childcare businesses that earn accreditation (NAFCC, APPLE).
Children receiving childcare scholarship.
Children’s learning gains outpace comparison group.
Parents report their child is learning more.
Children improve their literacy, math and social emotional skills/
Children served in Head Start Summer Bridge.

~




Item 1.

Children and Youth can Learn What They
Need to Be Successful

4 )
Community-Level Indicator Alignment:

FO Cus Area: « Third Grade Reading Proficiency

. ° * Third Grade Math Proficiency
Literacy and Academic Success - High School Graduation )

(Strategies : A

* Support program that include an evidence-based or practice-based
literacy component.

» Facilitate access to impactful academic reinforcements (e.g., add-ins,

\____professional development, etc.). J

Objective: Children meet or exceed academic
standards.

pmmt—

ﬁerformance Measures (Program Level): \
« Parents of children in summer camps with literacy component report

Impact (System Level): 80% of
performance measures in this focus area will
achieve or exceed targets.

A LIRA LA

child improved literacy skills over the summer.

Students demonstrate reading growth greater than one grade level after
the first 3 months.

Youth improve performance in reading.

Youth improve performance in math.

Discharged students who reach grade level proficiency.

Youth served (PEAK Literacy).

Youth served (AMI Kids).

Parents who report reading to their children more after receiving the
Imagination Library books.

Children served (Imagination Library)

L
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Item 1.

Children and Youth Live in a Safe

Community
a : : : )
Community-Level Indicator Alignment:
F A . * School Safety Incidents
ocus rea. * Youth Arrested
\_ /
Safe Spaces
] )
Strategies :
Objective. Children and youth have positive safe * Provide a coordinated network of out-of-school programs.
' ’ * Promote awareness and skill development in programs (e.g., self-
place to learn and grow. regulation, conflict resolution, planning).
- J
gm—
/Performance Measures (Program Level): \
* Youth demonstrate proficiency or make improvements social-emotional
skills.
Impact (System Level); 90% of  Youth felt safe while in the program.
performance measures in this focus area will *  Youthincrease knowledge in financial literacy.
. * Youth gain valuable work experience.
achieve or exceed targets - * Youth demonstrate improvements in work skills.

* Youth exhibit gain in pre-post career readiness assessment.
« Parents felt kids were safe at camp.

« Children with knowledge gains.

e Children with improved skills.

e Children with improvement in behavior.

AL A R L
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Community

Focus Area:
Prevention

Objective: Children and youth build skills that

support positive decision-making and relationships.

Impact (System Level): 90% of
performance measures in this focus area will
achieve or exceed targets

\_

Children and Youth Live in a Safe

Item 1.

\-

~N
Community-Level Indicator Alignment:
* School Safety Incidents
* Youth Arrested
J
~N

/" Strategies :

Fund programs with evidenced-based models shown to prevent juvenile

delinquency or related risk factors.
Provide opportunities for youth to build positive relationships with
caring adults.

J

gum—
ﬂerformance Measures (Program Level):

Conflicts successfully mitigated (did not escalate into a violent
occurrence).

Reduction in Shots Fired within target ZIP codes.

Reduction in Weapon/Firearm Offenses within target ZIP codes.
Youth have positive perception of law enforcement.

Youth gain knowledge in Leadership & Conflict Resolution Program.
Youth use skills in Leadership & Conflict Resolution Program.

Youth gain perspective through Community Dialogues

Youth strengthen relationships through Community Dialogues.

~




Item 1.

Empower and Equip our Provider
Community

Focus Area: /Strategies : A

C ap acity Building - Facilitate engagement of programs in an organizational capacity

assessment.
* Promote training opportunities to strengthen programs (including META
opportunities).

\_ J
Objective: Providers are equipped to be —
successful. Performance Measures (Program Level):

« Agencies participating in capacity assessment and support services
through CNE

« Agencies meeting or exceeding META training.

* Program Performance Measures that were met or exceeded.

* Programs with data quality ratings of “advancing” or “mastering”.

« Providers reporting growth in capacity and sustainability.

Impact (System Level): 80% of — « Providers reporting increase in revenue/operating budget outside of
performance measures in this focus area will XTAC'. e . .
) . gencies participating in CNE strategy sessions report sessions helped
achieve or exceed targets them build capacity in at least one competency.
* CNE members report engaging with CNE helped them strengthen their
organization.

* Providers reporting they are more knowledgeable based on their
training attendance.
* Providers reporting ability to use the knowledge gained within trainin

|
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Required Training

Trauma informed care

Working with children with disabilities
Child Abuse Reporting

Human Trafficking-offered once a quarter

=W

Contractors must ensure their organization completes a minimum of 20
training hours during the contract term. Contractors are expected to
have staff attend trainings. Training hours are credited based on the
designated hour value of each course, not per attendee. By March, at
least 50% of the required hours (10 hours) must be completed, including
at least two required training courses. By August, the remaining 10
hours, including all remaining required training, must be completed.




CTAC Trauma Informed Care Provider Training

1. Trust Based Relational Intervention (TBR®) 3-Day Workshop
2. Lions, Tigers, and Sharks — Oh My!
3. Is it Attention Deficit Disorder (ADD) or Attachment Deficit Disorder

(ADD)?

4. Understanding Arousal and Checking Out Dysregulation in Children-
Booster

5. Revisiting Erickson’s 8 stages of psychosocial development through
typical and neurotypical lens.

6. What are the F's In Trauma Response




Results

JWhat was available? JCompletion
o The CTAC offered v’ 98% of providers met their
v ) Human Trafficking training requirements

v' 7 Trauma Informed Care

v' 1 Restorative Justice Basic

v' 2 Deaf Blindness Education

v 1 Suicide Prevention

v 2 CPR

v 3 Working with Children with
Special Needs

v' 1 Mandatory Reporting-
virtual and on demand




Survey Responses

What did you like best?

The hands-on activities and
personal experiences.

What did you like most about
this training?

| love learning new methods
to help children be heard and
seen even when they are
hyper-aroused..

What was your most valuable
takeaway?

The framing of hurt on the
inside or outside.

What did you like most about
this training?

| liked most how
knowledgeable the presenter
was and how she gave us her
real-life experiences.

| will use what | learned in
staff training.

What was your most valuable
takeaway?

Red flags to look at in our
center and in the community.

=
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CHILDREN'S TRUST

OF ALACHUA COUNTY

* February 9th
Board Meeting
Vote on Final
Strategic Plan

* March Workshop
on Funding
Priorities




File Attachments for ltem:

2. Nonprofit Lifecycle Self-Assessment Discussion Facilitated by Tracy Burger
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Children’s Trust of Alachua County Board Workshop
January 26, 2026

Time: 3-5pm (2 hours)

WORKING Agenda

Item 2.

Objectives:

e Participants understand where the organization is in the nonprofit lifecycle and what
capacity building needs exist to support the growth and sustainability of the organization.

e Participants understand nonprofit lifecycles framework in terms of why and how
supported local organizations may struggle with managing CTAC grant deliverables and

how CTAC can support
Agenda:
TIME MINS | ACTIVITY
5 Welcome, Purpose and Framing
e Objectives
e  Why Lifecycles
e Round Robin: One word you associate with CTAC’s current moment.
15 Purpose Activity
e  Why are you here? Why is the work of CTAC important?
e Nine Whys
15 Nonprofit Lifecycles Overview
e Key characteristics of each stage
20 CTAC Selfie Results
e High-level overview
e  Where CTAC aligns most strongly by lifecycle stage
e Areas of divergence between board and staff perspectives
Table/group discussion
15 What This Means for CTAC's Capacity and Sustainability
e Phase-appropriate capacity building:
o Governance practices
o Strategic focus vs. expansion
o Policies, systems, and decision clarity
e  Where to do more and where to slow down
e Theboard's role as stabilizer and steward during growth
15 Applying Lifecycle Lens to CTAC Grantees
e How lifecycle stage impacts:
o Grant compliance
o Datacollection & reporting
o Staffing consistency
o Financial management
e Distinguishing will, skill, and systems
20 Implications for CTAC’s Grantmaking and Support Role
e Aligning expectations with organizational readiness

31




Item 2.

e Balancing accountability with capacity-building
e Questions to carry forward:
o How might CTAC tailor support by lifecycle stage?
o Where can clarity prevent frustration on both sides?

5 Closing Reflections and Next Steps
e How might lifecycle stage inform how CTAC sets expectations?
e  Where could clarity reduce frustration—for us and for grantees?
e  What does supporting growth well really look like?”
Marsha -- remarks
120 110
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