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What went
wrong in their
problem-solving
process?




" What is causing this
- goal to “squeak” in
~your region?

GOAL
Quality, accessible
early childhood
education and care
(ECEC) programs

IMPACT
Every young child is safe,
well nourished, healthy,
happy and learning
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What are boundaries —and why
are they important?

Everything Else

Ecosystem in Focus

-~

Boundary



Ecosystem Mapping Planning Worksheet

ECDAN Masterclass Session 4
Erin Watson, Ph.D. | Weaving Change

This worksheet helps you plan out the 3 steps for mapping out leverage points within the early
childhood development ecosystem to prioritize for change. This mapping is part of an ongoing
“understand-design-test” cycle informing learning and action.

Understand

Understand

Desired
Qutcomes

Planning Tool

Planning Questions

2) What ultimate outcome(s) are you trying to improve for children and families?
(e.g., children are safe, well nourishad, etc.)

b) Which groups of children/families are currently experiencing the greatest
inequities related to this outcome(s)?

c) Which geographic location should you focus on?

d) What goal(s) should you try to advance that these families think are most
important for improving the outcome(s)? (e.g., quality, accessible early childhood

education and care; healthy, accessible faod and nutrition; househaold resources to help
children grow and develop; etc.)
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@ Overall Question

What in the ecosystem is
helping and hindering [our desired
outcome(s)] for children and families?




(4 Weavmg Change

Ecosystem Leverage Points ~

Erin Watson, PhD
Sources: Watson & Collins, 2022; Foster-Fishman & Watson, 2017; Meadows, 1999; Stroh, 2015
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Cheat Sheet
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Ecosystem Leverage Points Cheat Sheet

Erin Watson, PhD | Weaving Change, LLC

What leverage points at organizational, ¢ ity, reg I, state, and national levels of the ecosystem are helping and hindering
your 7 Consider the les below. More powerful leverage points are listed towards the top of this table.

Leverage Point Conditions Examples Keywords
.+, Mindsets: 8eliefs, values, Many in the region danot  ® Y . Pe

«-  narratives, assumptions, and wvalue the role early care
W attitudes that create a way of and education plays in
viewing reality for people who share  Shikd development and the

them local econamy.

Goals: Stated and unstated aims, Lacal organizations have
(« targeted outcomes, and purpose of  Priofitized outcames
organizations, initiatives, and around reducing
- including bility disparities in child and
mechanisms family outcomes

v | % Decision-Making: How decisions  Few families have

are made, and wha is influence in local decisions
I included/excluded LAl T
palicies are designed
- N Some guality rating

T Policies and Practices: Formal standards are nat
[— and informal palicies, practices, responsive ta hame-based
E’ pratacols, procedures, laws, and/ar culturally diverse

standards, and norms child care settings

Connections: Exchanges of Data/information is being

informatian, referrals, learning, and shared between cross-
resources between people and sector partners and with

organizations local families

Programs and Opportunities: ., . .qugh high-qualiy,
The array, accessibility, and quality of e ganie child care slats
programs (e.g., hame visiting), are available to maet the

services (e.g., healthcare), and neads of lacal families
opportunities {e.g., jobs)

Cross-sector staff have

m ""_"a'k,'.s"ew"’""”: Peopleand | gicin trauma-informed
their skills and knowledge practi

a Financial Resources: Money and Lack of funds to address
@«

i the market failure within
capital child care business models

Natural and Built Environment: o\ 0 ntemet s
Aspects of the natural (e.g., land,

unavailable within some
water) and built {e.g., buildings,

) . rural areas of the region
roads, internet) environment
Socio-Cultural Artifacts: Many early educational
@il Information and images embedded I underrep
-— throughout the system diverse children

Adapted from: Watson & Collins (2022). Foster-Flshman & Watson (2017). Meadows [1999). Stroh (2015).
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@ Who/what can answer your questions?

1%

1O ||O

I

Parents and Direct Service Leaders, Community Databases,
Caregivers Providers Funders, NGOs Members Reports,

Records
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Who will you engage —and how - in
theming the information?

Image from Barbrook-Johnson & Penn (2022).
Systems Mapping: How to build and use causal




i Who will you engage —and how - in
gl mapping out the themes?

Mapping:

ldentifying relationships between
your ecosystem themes and how
they work together to affect your

outcomes

Image from Barbrook-Johnson & Penn (2022). Systems Mapping: How to build and use cau
models of systems.

sal



Different Mapping Approaches

Causal Loop Diagrams

Can be participatory — but often
rely on a modeler/researcher

Maps focus primarily on feedback
loops

Often center on a “core engine” of
variables affecting a situation

Participatory System Mapping

Always participatory — limited control by
modeler

Maps can include lots of connections

and can become HUGE — sub-maps
often used

Draws on network analysis principles




Turn themes into “variables”

Theme Variable

TIPS

: Variables are
Massive shortage of

qualified ECEC staff in Number of qualified ks

field — at least 1,300 ECEC staff in field Variables can
’ increase and

needed to meet decrease over

demand .




Consider variable relationships

Profit margins of ECEC Wages paid to ECEC
businesses — workforce

Stress and burnout
experienced by ECEC =——=>
workforce

Retention of ECEC
workforce in field



Consider variable relationships

Option 1

Profit margins of ECEC Wages paid to ECEC
businesses — workforce

Stress and burnout
experienced by ECEC ==
workforce

Retention of ECEC
workforce in field



Consider variable relationships

Option 2

Profit margins of ECEC Wages paid to ECEC
businesses — workforce

Stress and burnout
experienced by ECEC ==
workforce

Retention of ECEC
workforce in field



9 s this relationship “s” or “0” ?

Amount of additional profits Density of quality ECEC

ECEC busi.nesses can gain set.tings in low-income
from charging out-of-pocket neighborhoods where
rates compared to subsidized families primarily rely

rates on subsidies



Consider Time Delays

D —+—— el

Funding to build
new ECEC

facilities

Number of new
ECEC facilities




Start by mapping variables directly
influencing your focal goal or outcome

GOAL

Quality, accessible .
ULl < Variable
(0)

education and care
(ECEC)

Variable —Sp



..then map other causally
connected variables

GOAL
> Quality, accessible
Variable early childhood Roms Variable
education and care TIP
(ECEC) \
To keep process
\ manageable, start
Variable by just mapping the

Variable

20 most important
variables

Variable




..then map other causally
connected variables

GOAL

Quality, accessible .
Variable ULl < Variable

education and care TIP
(ECEC) \

To keep process
manageable, start

Variable by just mapping the
20 most important

variables

Variable ,
Variable




|[dentify Causal Feedback Loops

Reinforcing Loops Balancing Loops

Even number (or absence) of “0’s” Odd number of “0’s”

Variable &~ S Variable =~

Variable \ ~ Variable
\: -
Variable Variable



Refer to common
system archetypes to
help guide your
mapping process

Fixes that Backfire
Fix II

+

Unintended
B R Consequences
Problem +
Symptom
Escalation
A’s Results B’s Results
+ +
+ -
Activity B Results of A B Activity
byA Relativeto B
+ +
- +
ThreattoA ThreattoB

Accidental Adversaries

+p  A’sactions

: in B’s favor .

A’s_ actions .. Asunintended
toimprove obstruction of

R1, /0 A’s success B’s success

Bl
A’s Success R2
z B2

+\ ~\_ B’sunintended B’s actions

obstruction of <« toimprove

A’s success B’s actions B’s success

inA’sfavor "y

byB

-
B’s Success

Shifting the Burden

+ -
Symptomatic Problem Fundamental
Solution B Symptom B Solution
- +
R
Side Effect

+

Tragedy of the Commons

A’s Activity == Total Activity 4 B’s Activity
== +
B, B
R Gain per R
Individual
Activity
+ +
Net Gains " | * L. +, Net Gains
forA Resource Limit forB

Drifting Goals

Goal Actual
- +
+ -
B Gap B =
+ +
Pressure to Corrective
Lower Goal Action

Waters Center for Systems Thinking
www.waters-center-for-systems-thinking.myshopify.com



Variable

Variable
Variable
Variable
TIP Variable

Can use a Variable
Connection Circle Variable

to explore

relationships
between variables
Variable '
Variable

Variable



Example
Causal Loop
Diagram/Map

Profit margins of
ECEC businesses

GOAL: # of children*
accessing high-quality
ECEC programs

Supply of high-quality ECEC that
meets families’ needs (ages, time,
location)

Wages/benefits paid
to ECEC workforce

People’s motivation to
pursue or stay in ECEC
careers

R1

# of qualified
workforce in
ECEC field



Sufficiency of policies to
ensure sustainable funding
for ECEC operations

Motivation of
elected officials
and private sector
to sustainably
address ECEC
market failure

Deficit between market
rate and operational cost of
providing high-quality ECEC

R2

Mindsets that
devalue ECEC field

Wages/benefits paid
to ECEC workforce
Profit margins of
ECEC businesses

People’s motivation to
pursue or stay in ECEC

careers
GOAL: # of children* R1
accessing high-quality
ECEC programs
# of qualified
workforce in
ECEC field

Supply of high-quality ECEC that
meets families’ needs (ages, time,
location)



Sufficiency of policies to
ensure sustainable funding
for ECEC operations

Motivation of
elected officials
and private sector
to sustainably
address ECEC
market failure

Strength of coalition
and power building
networks in advocating
for systemic ECEC

solutions

Deficit between market
rate and operational cost of
providing high-quality ECEC

R2

Mindsets that
devalue ECEC field

R4

Use of ECEC business
models leveraging
economies of scale

B3

Public’s motivation
to join power
building efforts
advocating for ECEC

Wages/benefits paid
to ECEC workforce

Profit margins of
ECEC businesses

GOAL: # of children* R1

accessing high-quality
ECEC programs

Supply of high-quality ECEC that
meets families’ needs (ages, time,
location)

People’s motivation to
pursue or stay in ECEC
careers

# of qualified R5
workforce in
ECEC field

ECEC workforce
stress and
burnout



SYSTEMS ARCHETYPES AT A GLANCE

ARCHETYPE : DESCRIPTION GUIDELINES
4
[ s
Drifting Goals | Ina “Drifting Goals™ archetype, a gap : D"'ng i ﬁgur_cf ST N
| s ally indicators that the “Drifting Goals
| between the goal and current reality can 5 :
| S P . archetype is at work and that real cor-
| be resolved by taking corrective action J b K
| (Bl) or lowering the goal (B2). The rcm.\f: alcnnm '"; nm‘ ; s A e, .
] .. . . . C| al 4 av
| critical difference is that lowering the A Lr‘"_lc" .xspcc(: o uuv |ﬂg o po(cnmA
| : : “Drifting Goals” scenario is to determine
| goal immediately closes the gap, whereas ’
| : : what drives the sctting of the goals.
| corrective actions usually take time. (See et ) e an
: T()ﬂlbﬂx, ()ﬂl’*)l‘r [qg'-”. roals locatec (.)u[Sl( ¢ U vC S)S[Cm w1
[ | be less susceptible to drifting goals
Lots of advice on how | -
|
| In the “Escalation™ archetype, one To break and escalation structure, ask the
E party (A) takes actions that are per- following questions:
t o a n a z e s St e m | ceived by the other as a threat. The ¢ What is the relative measure that pits
E other party (B) responds in a similar one party against the other and can
s 0 | manner, increasing the threat to A and you change it?
Buality of A's Position | resulting in more threatening actions * What are the significant delays in the
ity | 2 2 2 Y
Eelative e B E by A. The reinforcing loop is traced system that may distort the true nature
a rc e y p e S a n > | out by following the outline of the fig- of the threat?
| ure-8 produced by the two balancing ¢ What are the deep-rooted assumptions
E loops. (See Toolbox, November 1991.) that lie beneath the actions taken in
L i o | response to the threat?
rioritize leverage 1
Fixes That Fail | Ina “Fixes That Fail” situation, a ¢ Breaking a “Fixes that Fail” cycle usu-
E problem symptom cries out for resolu- ally requires acknowledging that the
[ | tion. A solution is quickly imple- fix is merely alleviating a symptom,
|
O I n t S | mented that alleviates the symptom and making a commitment to solve
[ (B1), but the unintended consequences the real problem now.
| of the “fix” exacerbate the problem ¢ A two-pronged attack of applying
E (R1). Over time (right), the problem solution will help ensure that you
| symptom returns to its previous level don’t get caught in a perpetual cycle of
| or becames worse. (See Toolbox, solving yesterdays “solutions.”
| November 1990).
| Ina“Growth and Underinvestment” ¢ Dig into the assumptions which drive
E archetype, growth approaches a limit capacity investment decisions. If past
| that can be eliminated or pushed into performance dominates as a consider-
S e e St ro h ( 2 O 1 5 ) ; M e a d O WS ( 2 O O 8 ) ; .\_/ NG LI, E the future if capacity investments are ut'l.(m, try to balance that perspective
M taaad Standard | made. Instead, performance standards with a fresh look at demand and the
L) - .
. . Ved \o J - | are lowered to justify underinvestment, factors that drive its growth.
a n d Pe ga S u S CO I I I l I I u n I Ca t I O n S Capacity  py  Perceived Need | leading to lower performance which ® Ifthere is potential for growth, build
.y ;4 E further justifics underinvestment. capacity in anticipation of future
~ imestment % o | (See Toolbax, June/July 1992) demand.
in Capacity |

H SYSTEMS ARCHETYPES | PEGASUS COMMUNICATIONS, INC. 781.398.9700




Participatory System Mapping

Look at variables up and down the
causal chain from a focal point
Find variables that have a lot of
relevant outgoing connections

Variables “upstream” from these
highly influential variables can

provide sources of change

Twostepmﬂm Two step upstream from A One step ego network of A All paths from A to A1
2!

Ko *

/"/ }A / /

-

\ \

o

LT

Image: Barbrook-Johnson & Penn (2022). Systems Mapping: How to build and use causal models of systems.



Paradigms Q/
More |
leverage v®x .
Structures |I| =3 ‘J‘*
Variable =~ Variable =~

Variable Variable

Feedback Loops \

+\‘ Variable / N Variable ]

Elements
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Sufficiency of policies to
ensure sustainable funding
for ECEC operations

Motivation of
elected officials
and private sector
to sustainably
address ECEC
market failure

Strength of coalition

and power building
3 networks advocating

for systemic ECEC

solutions

Deficit between market
rate and operational cost of
providing high-quality ECEC

R2

Mindsets that
devalue ECEC field

R4

Which of these is the most
powerful leverage point?

Use of ECEC business
models leveraging
economies of scale

B3

Public’s motivation
to join power
building efforts
advocating for ECEC

Profit margins of
ECEC businesses

GOAL: # of children*
accessing high-quality
ECEC programs

Supply of high-quality ECEC that
meets families’ needs (ages, time,
location)

Wages/benefits paid 1
to ECEC workforce

R1

People’s motivation to
pursue or stay in ECEC
careers

R5

# of qualified
workforce in
ECEC field

ECEC workforce
stress and
burnout



28 How will you communicate your map
Eidl to relevant audiences?

- Gap between ECEC + Use of ECEC business
market rate and actual —* models leveraging
cost of providing high- economies of scale
quality ECEC

+
\ N /———> Wages/benefits paid

to ECEC workforce

Sufficiency of

sustainable funding B N Profit margins of
mechanisms to support ECEC businesses
ECEC operations Positive mindsets +
+ about value of ECEC + 4 People’s motivation to
workforce, field pursue or stay in ECEC
+ careers
Motivation of + X
e el # of families* accessing R
and employers to Strength of advocacy high-quality ECEC slots
address ECEC and power building e that meets their needs 4
et e :\ efforts to ensure - .
~ ;::f;c;i::jgfailfﬁ :;dmg \ # of qualified workforce
in ECEC field
B ) ) )
+ Supply of high-quality ECEC slots in
/_R\ region that meet families’ needs /
Efforts to build (ages, time, location) +
new ECEC facilities Number of

7 ECECfacilities +




OVERALL Currently used ECE business Degree to which there is parity in LEGENDS
. » i models, processes, and systems® wages/benefits between ECE workforce Goal area 1
P&‘Efee to which fifff'lllesan(% ECE providers have (most models are only financially viable and K-12 education workforce® Goal area 2
influence over decision-making?’ for very large centers with 100+ children, Goal area 3
tly at 3and 4 Id
Narrative about importance of ECE providers and field2® mostly at 3 and 4 year olds) v
SHARED VISION
Market rate for high-quality ECE” Wages/benefits paid to ECE Degree to which providers/workforce
(current gap between market rate and actual ti rtainidentifi lated t
cost of providing high-quality ECE) | workforce? (80% of NAEYC (PSS EERED (EEES (e.g, related to
Y . v respondents said low wages was main race/ethnicity, gender, etc.) are undervalued
Financial supplements provided A recruitment challenge) and discriminated against within the ECE
- - - e  fieldY(cited asissue by WI ECE providers)

to families to pay for high- - ' , d e Profit margins of ECE /
redictability o

e
quality ECE by employers, e businesses? /
government, etc.? families” work (mostare razor thin) %
schedules®® , R «
People’s motivation

to pursue or stayin ECE workforce’s eligibility for public
ECE careers® (cited as benefits given income level (“Benefits
issue by WIECE providers) Cliff”) 2 (cited as issue by WI ECE providers)

Level of burnout in ECE field*®
(17% of Wi educators left field due to burnout)

v |

Families’ ability to pay for high-
quality culturally responsive ECE®
(average costs higher than in-state college
tuition, between $10-12.5k annual)
A T #f(?nd‘ll"acial dispe’rityhra:]io) \. Degree to which ECE training/prof.
of families accessing high-
quality, culturally responsive

B SHARED VISION

using an animated

development (including peer-based)

# of ECE providers/workforce AN
and recruitment pipelines are equitably

in field who represent

Barriers to accessing and Child care subsidy

using child care subsidy*?

reimbursement and copay

cost of

ECE slots that meets their
needs (ages, time, location)
and preferences without
discrimination?

Providers’ ability to
find/recruit staff

communities served and can
deliver high-quality, safe,
culturally responsive ECE®
(cited as issue by WI ECE providers)

accessible and aligned with best
practices, equitably responsive? (cited as
issue by WI ECE providers)

{currentlyvery low Income rates compared to cost of
eligibility; policies biased against 8 3 . "
domesticviolence survivorsand available high-quality ECE

Hispanic families (e.g., SSN (currently not enough to cov who can deliver

requirement) most high-quality ECE programs) high-quality,
culturally responsive
ECE® - Financial supplements provided to ECE programs?!
4 L r'd
/ e i oo [ i Barriers and biases within ECE regulating systems,
p p TR P : Su of high-quality, cultural responsive ECE slots available in region to <« ici
PR Rl R Femes ey & eqzi‘:::bly mgeetqlocal?amilies’ neec:)s (ages, time, location) and prefgerences RIS
; ; ) )
rﬂ;:s;lt\;c::s:s;:tlvsow to ?::lagvzt"eatj:ﬂf E?plv without discrimination® < ECE providers’ implicit biases, operating practices?
) N — . g Nationally 1/3 childcare centers closed as of April 2021, higher rate for BIPOC ECE providers; in WI 13% of
access available ECE is quality, culturally overall providers and 18% of BIPOC providers are considering closing, 50% of theseinfield 1yearorless; ¢ ECE providers access to high-quality, culturally
reaching all families' responsive ECEX * WIECE centers and family homes operating at average enroliment rate of 73% of licensed capacity; responsive curriculums®(cicee = ssue in W)

waiting lists, reduced operating hours.
ECE staff not always representative of BIPOC; BIPOC families experiencing racial discrimination
Regional need for after-hours care, part time care, 0-3 ages L

(cited as issue by Wi families)
Providers’ ability to adapt services to local demand

and needs using real-time data®




Higher-level zoomed
in versions for more
general audiences

Use to get people
interested and
engaged in action,
and then build their
capacity to think
more systemically

WE’'RE
HIRING

Lack of investment in child care as a
critical community infrastructure







Understand

GOAL
Quality, accessible
early childhood
education and care
(ECEC) programs

IMPACT
Every young child is safe,
well nourished, healthy,
happy and learning
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