


Welcome Ecosystem Plan Designers!
We are so glad you are here.

Attribution: Graphic by Nat Rosales, CAN + Ecosystem Plan Design Team 
Member



Collective Care Invitations

● Care for yourself - take breaks, hydrate, snack, move your body, participate in a 
way that is authentic to your energy and boundaries today.

● Make a new connection with someone in the space- engage with each other at 
tables and through activities. 

● Let your presence and engagement be an offering to the futures you dream of 
with our young people. Remember, there are many ways and roles in creating 
whole child, family, and community wellness.

● Connect to curiosity, wonder and awe as you listen and make meaning of your 
experience.

● Honor the land we are on in a way that feels meaningful to you. Acknowledge its 
deep history— how it connects you to all timelines past, present and future. 
Honor the joy, grief, life, community, resistance, and medicine that endure. Feel 
the intergenerational ripples in you, your practices, and your spaces.



Today’s Flow (Agenda)

❏ Welcome + Arrival

❏ Ecosystem Connections 
w/Design Team, CDE & CAN

❏ (10 min) Break

❏ Building Listening Capacity 
Toolkit Training with 
Innovation Network

❏ (60 min) Lunch

❏ “Mapping What We’re Not 
Hearing Yet”  w/CAN 

❏ (10 min) Transition Break

❏ From Insight to Action: 
Listening Strategy Action Plan 
Labs- w/CAN, CDE, 
ASAPConnect

❏ (10 min) Transition Break

❏ Closing Circle w/Michael 
Funk

❏ Adjourn-Thank you



Ecosystem Advisory Team Convenings- 
Member Pathways for Engagement

1. Strategic Design Spaces- Virtual or in person 
relational gatherings designed for learning, 
reflection, co-creation and weaving these 
insights across places and sectors. These spaces 
respond to what is alive in the system, the design 
process and the space, not only pre-set 
outcomes.

2. Practice Invitations: The Statewide Listening 
Strategy- a small, local experiment from the 
Listening Strategy Toolkit to try in your own 
context. The strategies included in the toolkit were 
intentionally designed to be lightweight, 
adaptable, and rooted in everyday practice.

3. Sense-making + Strategy Roles- Simple ways to 
return what you notice like stories, reflections, 
images, quotes, or questions in order for us to 
sense patterns and adapt together. 

Statewide 
Listening 
Strategy



Who is in the 
room?

Northern California
Regions 1, 2, & 3

Southern California
Regions 9 & 11 and Parts 

of Regions 8 & 10 

Central Coast
Parts of Regions 5 & 8

Eastern California 
Parts of Regions 6, 7, & 10

 Bay Area
Region 4 & Parts of Region 5

Central Valley
Parts of Regions 3, 6, 7 & 8



Convening Intentions 

● Listen Deeply Across Roles in the OST Ecosystem: Create 
space for authentic dialogue to surface experiences, tensions, 
and wisdom that reveal both the barriers to partnership and 
the seeds of collective possibility.

● Ground in Equity and Collective Imagination: Practice 
designing from the margins, using healing centered 
engagement and compassionate systems thinking to 
imagine new pathways for collaboration and systemic 
transformation.

● Shape Strategic Priorities Together: Implement a statewide 
listening strategy that refines and validates emerging 
strategic priorities, focus areas, strategies and initial initiatives 
that will inform the Ecosystem Plan.

● Foster Connection and Shared Purpose: Cultivate a culture of 
trust, care, and curiosity that grounds the Ecosystem Advisory 
Team in shared values, ensuring every voice—youth, families, 
and practitioners—is meaningfully engaged in the design 
process.



The Ecosystem Advisory Team; 
(Fall 2025 - Fall 2026)

3/18/26: 9:30am - 4:30pm (San Diego)
Convening #3 Goals: 

● Building Listening Capacity: Strengthen 
skills and confidence using the Listening 
Strategies Toolkit through guided training, 
coaching and experiential activities.

● Center Voices that Matter Most: 
Collectively name the communities, 
voices, and stories that need to be 
centered now and over the next 1-3 years 

● Move from Insight to Action: Develop a 
practical action plan to select a listening 
strategy for your current context and 
identify the relationships, resources and 
supports needed for implementation.

TODAY!



Participant Resources

❏ Table Top Supplies- Fidgets, 
Workshop bags, stickers

❏ Table Top Handouts- QR codes
❏ Statewide Listening Session 

Toolkit
❏ Intentional Implementation Plan
❏ Padlet + Mentimeter- a platform 

to help us include your input on 
what matters for the Ecosystem 
Plan design process and 
publication.



Building Intentional Ecosystems Activity
w/Gion, Jaclyn & Lindsey



Social 
Change 

Ecosystem 
Worksheet

Attribution: Deepa Iyer





Emerging Strategic Priorities 3.0 (EAT Convening 1 Data)

*New*-Youth, Family and Community 
Voice + Power

Thriving Workforce and Conditions for Care

Collaborative Partnerships + 
Community Systems

Healing- Centered, Culturally Rooted Quality 
Programs

Policy, Funding and Systems Alignment



Strategic Plan 2.0 - At a Glance
Vision: California’s Expanded Learning Programs are an integral part of young people's education, 
engaging them in year-round learning opportunities that prepare them for college, career, and life.

Initiative 1: Quality Programs
Deepen and broaden supports, so participants have equitable access to consistently high-
quality programs.

Initiative 2: Policy and Grant Administration
Develop and clarify policy, guidance, and requirements to increase program sustainability and 
quality. 

Initiative 3: Collaborative Partnerships
Promote collaborative partnerships to support the development and sustainability of high quality 
programs that are an integral part of the education system. 

Initiative 4: Workforce 
Develop a diverse Expanded Learning workforce that is prepared to support the growth of children 
and youth, and deliver high quality programming. 



Cross-cutting themes:

● Youth voice & agency

● Equity over Equality

● Family & Whole-Child Supports

● Community Representation

● Shared Power

EAT Convening 1 Data: Themes
Youth, Family and Community Voice + Power

Thriving Workforce and Conditions for Care

Collaborative Partnerships + Community Systems

Healing-Centered, Culturally Rooted Quality Programs

Policy, Funding, and Systems Alignment



Youth voice is a priority across every section. 
This is the most consistent theme: "Youth Voice = Youth Choice," 
student-centered design, and students in policy conversations 

Power dynamics are explicitly named as a problem. 
Addressing "us vs. them mentality," power imbalances, and the need 
for "shared power leading to mutual accountability." 

Equity over equality is the framing. 
Plainly stated: "Equity vs. Equality." 

Often left-out voices are specifically identified. 
Site coordinators, special education departments, school nutrition staff, mental health providers, LGBTQIA+ 
advocates, housing advocates, students in and out of programs. 

The "village" model of community. 
Community schools, school-site-as-neighborhood-hub — food pantries, family resource hubs, year-round 
programming, community buy-in. Shifting from program delivery toward place-based strategy.

Cross-sector partnerships have clear success criteria. 
“Good Partnerships” look like: accountability, representation, shared values, no barriers, and supporting the whole 
family — not just the student.

EAT Convening 1 Data: Breakout Themes
Youth, Family and Community Voice + Power

Thriving Workforce and Conditions for Care

Collaborative Partnerships + Community Systems

Healing-Centered, Culturally Rooted Quality Programs

Policy, Funding, and Systems Alignment



Systemic change won’t come about through a master plan

The traditional strategic plan, with its rigid, multi-year objectives, is a tool for a static world. 

The dominant culture loves 

● “Good” plans 

● Rigid roadmaps 

● Strategic vision with 3-year timelines 

It feels safe. 

But, trying to control a network's direction is like trying to hold water in your hands. 

It will inevitably find a new path.

Complex systems are in constant flux. 

The goal is not to eliminate change, but to play with it. 

When you let go of rigid plans, you make room for emergence. You allow the network to find its own way 

forward. 

So, work in short cycles & experiments. At the end, ask: "What did we learn?" Then, decide on your next 

small move.

bit.ly/40EsRP

Designing for Emergence



Innovation Network (Our Evaluation Partner)

January: Ecosystem Advisory Team Meeting– Decolonizing Data 
Workshop 

February: Design of Listening Strategy Toolkit with Core Team

March: Design of data analysis, sensemaking, and feedback loops for the 
listening strategy experiments with the Design Team

April- July: TBD–Coaching, Data Sensing and Interpretation



Dream a Vision for the Future: Statewide Listening Strategy
Small is good, Small is all. We invite many small, locally rooted 
listening practices to unfold…..

We are trying to embody characteristics of a “learning organization” and to do that, we need 
to listen more. We need to repair past ways of showing up "power over" and truly listen to our 
communities and co-create with them "power-with". 

Today is about giving our system more tools to help the system deeply listen to the dreams, 
desires and needs of youth, families, the workforce and design the Ecosystem Plan with these 
conditions for thriving at the center.

Specific ways you can continue to lend your expertise…



Listening Strategy Implementer

Listening Strategy Sensemaker

Strategic Priority Steward

Ecosystem Plan Review Partner

Scan



The Ecosystem Plan-Alive, Relational, Useful

If this strategic direction plan were truly an 
“ecosystem” document…alive, relational 
and useful– what would be true about how it 
was written?

If this plan were truly useful to you in your 
day to day work, what would it help you do 
better?

What would this plan include about what is 
already working?



Break
(15 min)



Building Listening Capacity Toolkit Training 
with Innovation Network





























































Gratitude Blooming Collective Card 
Pull

https://www.gratitudeblooming.com/digital-deck-circle
https://www.gratitudeblooming.com/digital-deck-circle
https://www.gratitudeblooming.com/digital-deck-circle




Lunch Break
(60 minutes)

Return at 1:50



Mapping What We’re Not Hearing Yet
with Jeff Davis and Vanessa Hernandez, CAN



Context and Opportunity

An integrated education, health,
and human services ecosystem:

Human Ecotones 



Expanded Learning Platform

Quality Standards = Conditions for Thriving 

Trauma-Informed 

Healing-Centered 

Address Barriers
Academic Behavioral Health 

   Food Security Health 
Social / Emotional Social Services 

        No Wrong 
Door Navigation/ Access

Hope, Healing, 
Wellness 
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AB 2083 Systems of Care 



Transforming 
Schools Initiative



Ecotone 



System Integration CYBHI, MTSS, Community Schools, 
Expanded Learning, AND…. 

What if… 

… Expanded 
Learning was a time 
and place to provide 

school-based 
health and mental 

health?

Expanded Learning 
funding was braided 

with school-based 
mental health 

funding as a 
concrete 

Community Schools 
and MTSS 

sustainability 
strategy?



Integrate County-based TA structures 
(and pair with integrated LEA implementation teams) 

● Expanded Learning: System of Support for 
Expanded Learning. 

● Community Schools: 
○ RTAC (Regional Technical Assistance Center)
○ STAC (Statewide Transformational Assistance Center)

● Capacity Grants: Statewide Multi-Payer Fee 
Schedule (school-based mental health) 

● MTSS: Multi-Tiered System of Support 
● California System of Support: County-based 

TA for a host of topics (special needs, literacy, 
community engagement, and so much more)

● AB 2083 Systems of Care County 
Collaboratives  
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Give Your Input Now- ExL Ecotones

Share 1- 3 groups of youth or communities that we 
need to center. Be specific. Use short phrases.

Examples:
“foster youth navigating transitions,” 
“youth caring for siblings,” “English 
language learners,” “LGBTQ+ youth,” 
“youth experiencing housing instability,” 
“community partners”, “expanded 
learning cross sector allies.”



Listening Strategy Implementer

Listening Strategy Sensemaker

Strategic Priority Steward

Ecosystem Plan Review Partner

Scan



Thriving Conditions Gallery- 
Focusing On What Is Emerging 
about the Statewide Listening 
Strategy

Using the Padlet or Chart 
Papers around the space– 
add your input!

ORID Questions:

● What are the key words or phrases we 
heard today about current listening 
strategies or needs?

● Thinking about a listening strategy, 
which approach makes you feel most 
energized or hopeful?

● What is the biggest fear or hesitation you 
have about trying to implement a 
listening strategy in your context?

● Considering your context and sphere of 
influence, which listening strategy option 
will help you gather insights on what 
youth need to thrive?

● What type of support (e.g., training, 
coaching, templates) do we need to 
secure or create to ensure Listening 
Strategy Implementers feel confident 
using the toolkit?



Action Labs: Intentional Implementation Plans

What We Are Doing:

❏ Select a Listening Strategy from the Toolkit

❏ Slow down and apply what you learned 
from the toolkit training to your local 
context. Resources provided! 

❏ An Intentional Implementation Action Plan 
template will help you identify relationships, 
resources, and supports needed for 
implementation of your self selected 
strategy.

❏ Make notes of feedback/intentional 
adaptations to facilitation instructions.

Action Lab Intention:
“Building Relational Energy”

● Coworking and body 
doubling in creativity refer 
to the practice of working 
on independent creative 
projects while in the 
presence of another 
person (or group) to boost 
focus, motivation, and task 
completion.

Break Out Room Guides
(E5-Liv/Heather/Lindsey) (E9-Frances/Dr. Melea/Michael) (E10- 
Bill/Tiffany)



DRAFT



Listening Lounge: 
Strategy Sampler Edition

Appetizers, Bloom Beverage & 
Listening Strategies Stations



Directions: 

1. Grab a post-it. 
2. Label it “Youth,” 

“Caregiver/Parent,” or 
“ExL Partner” 

3. Write the response to 
the matching prompt 
clearly and legibly (one 
response per post-it)  

4. Place your post-it on 
the designated wall. 

Station 1: “Listening Strategy QUESTION Adaptations”
Listening Strategy: Thriving Conditions Gallery Walk

PROMPTS:  (write 3-5 phrases/1 response per post-it)

● Parent/Caregiver: Based on what you heard, and your 
own experience what is needed so that young people can 
thrive outside of school? What makes it challenging to get 
what young people and families need?

● Youth: What is needed so that everyday can feel the way 
you want it to? What is needed so you can thrive outside 
of school? Do you already have spaces like this in your life 
or know where you can find them?

● ExL Partners: How are some of the themes, you described 
already happening? What do you need in order to create 
safe and thriving spaces for young people? What helps 
you feel supported and able to show up fully in your work 
with young people?



Station 2: “A Thriving Expanded Learning Workforce Ecosystem Looks like, Sounds like, Feels like..” 
Listening Strategy Interactive Vision Wall

Directions: 

● Contribute to the 
“vision table” however 
you want. 

● You can write, draw, 
add stickers, post-its 
doodles, etc. 

● You can also interact 
with and build off of 
each other’s 
responses. 

● You can answer one or 
all prompts.

PROMPTS:  (write 3-5 phrases/1 response per post-it)

For Expanded Learning System Workforce: 
● A thriving expanded learning ecosystem workforce looks and 

feels like…
○ What helps you feel powerful and supported?
○ What do you wish existed in the expanded learning 

ecosystem to help you feel seen, heard and 
celebrated?

○ What does belonging feel like to you?
For Cross-Sector Partners: 

● Thriving, reciprocal and accountable cross-sector 
partnerships look and feel like…

○ What makes effective cross-sector partnerships?
○ What do you know about the expanded learning 

ecosystem? 
○ Where do you see opportunities for connections with 

the expanded learning ecosystem? 



Station 3: ”Thriving Conditions Are Here” Postcards
Listening Strategy: Individual Visual Reflection

Directions:

1. Grab a postcard
2. FRONT: Draw a symbol, make a collage, draw a 

picture that represents the story you are 
sharing.

3. BACK: 
○ Write the strategic priority that your story 

best represents.
○ Write a short paragraph that describes:

■ What happened? (3-7 words)
■ Why did it matter? (3-7 words)

4. Address it: contact person (name, program, 
email) and put it in an envelope on the 
designated wall.

PROMPT: 

Share a moment where you 
saw an emerging strategic 
priority come to life in a way 
that benefited youth, 
families, or the workforce in 
your community. 

(don’t forget to include 
contact information for 
follow up and possible 
feature in the “Strategic 
Priorities in Action” section 
of the Ecosystem Plan)



Stories from the Field
Created  to uplift and showcase the individuals, 
pathways, and passion behind expanded 
learning. 

Through portraits and stories, folks have the 
chance to share their experiences while 
inspiring future professionals to join the field.

● How did you get into the field? 
● Why do you stay? 
● What are we missing in Expanded 

Learning? 

● What would you tell your younger 
self about this work? 

● Any tips for folks new to the field?
● What part of your work brings you 

joy?

Stop by for a 10m chat! Where might the conversation go?

Station 4: “Portraits from the ExL Field” with Mike Taylor
Listening Strategy: Peer Interviews/Photovoice Project
(Room E9)



Listening Strategy Implementer

Listening Strategy Sensemaker

Strategic Priority Steward

Ecosystem Plan Review Partner

Scan



Closing Circle w/Michael Funk

As we close today’s space–
what’s one word or phrase that captures 
how you’re leaving—what you’re 
releasing, carrying forward, or the action 
you feel ready to take?
●



Thank you for 
making your 
mark on the 

Ecosystem Plan!

Picture Credit: Earthly Education


