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August 22, 2025

IDEC Transition Update
August Bimonthly Listening Session
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Accessing Interpretation
How to access interpretation:

1. Click on the globe icon labeled "Interpretation" at the bottom of your Webex window.

2. Select your preferred language from the list.

3. If you only want to hear the interpreter, you can also click "Mute Original Audio."

Cómo acceder a la interpretación:

1. Haga clic en el ícono del globo etiquetado como "Interpretación" en la parte inferior de 

su ventana de Webex.

2. Seleccione su idioma preferido de la lista.

3. Si solo desea escuchar al intérprete, también puede hacer clic en "Silenciar audio 

original."
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The purpose of the update and discussion session is to…

o Provide updates on the transition process

o Understand the opportunities for the new agency based 

on the lived experiences and perspectives of diverse 

voices

o Create a space for stakeholders to hear and learn from 

each other



3

Welcome & Who's in the room?

IDEC Team Update

Program Redesign Update

Day 1 Transition Buckets

Phases

Update on Key Activities

Anchoring on the Why & What

Agenda
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Welcome
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Who's in the Room?

Use the chat to share your name and 
answer the following questions:

• What is your role?

• What county or zip code are you 
joining us from?

• Summer is coming to an end – what 
has been your most memorable 
memory?
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Current IDEC TEAM

● KC Stralka, Chief of Staff

● Christina Krasov, Chief Data Officer

● Matthew Lehman, Agency Procurement Officer

● Sally McDaniel-Smith, Human Resources Director

● Maya Portillo, Project Director – Funding Design

● Thomas Bazan, Chief Fiscal Officer

● Gerson Ramirez, Director of Legislative Affairs

● Marilyn Vazquez, Director of Communications

● Dr. Teresa Ramos, Secretary

● Sydney Ellison, Chief Operating Officer

● Ann Whalen, Chief Transition Design Officer

● Shontee Blankenship, Chief Quality and Safety Officer

● Joslyne Carson, Private Secretary

● Christi Chadwick, Project Director – Workforce 

● Jennifer Cohen-Deihl, General Counsel

● Mackenzie Eisen, Project Director
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For Children, Families,

Providers This Means

In-putting the same information repeatedly

Requirement of faxing paperwork and sending paper 

copies

Difficulty applying and sustaining multiple state 

funding streams

Long waitlists 

Confusion on where to access resources 

Deciphering unclear eligibility requirements

Struggle to find educators and culturally 

responsive care

Too much time spent on administration and not on 

children

For the State,

This Means

Inability to track how much funding is going to 

providers across multiple funding streams

Inability to deliver services equitably and  efficiently in 

ways that make it simpler

Duplicated counts in data systems (no clear picture of 

what services a single child is accessing/unable to 

access)

Pressure to loosen safety standards to ease stressors 

for providers

Inefficiencies in processing request (when pen and 

paper or faxed!)
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• Better Birth Outcomes

• Family Case Mgmt. 

• High Risk Infant Follow Up

• Refugee & Immigrant 

• Services

• SNAP

• WIC

• TANF

Early Education & Care Services will Move, Broader Family & 

School Support Will Remain at Home Agencies
IL Dept. of Human Services

• Child Care 

• Migrant & Seasonal Head Start

• Head Start Collaboration Office

• Early Intervention

• Home Visiting

⚬ State Home Visiting

⚬ MIECHV 

⚬ Maternal Child Home Visiting

IL State Board of Education

• K-12 Evidence Based Funding

• Special Ed.

• Nutrition

• Title I CACFP / School Lunch

• KIDS Assessment

• Early Childhood Block Grant

• Preschool for All (PFA)

• Preschool for All Expansion

⚬ Prevention Initiative (PI)

• Early Childhood Special Education 

(ECSE)*

IL Dept. of Child & Family Services

• Child Protective Services

• Adoption & Guardianship

• Institution and Group Home Services

• Investigative Services

• Child Care Licensing

GOECD

• Infant and Early Childhood Mental 

Health (IECMH)

*Program not included in the initial legislative package. Additional discussions with USDOE and state stakeholders are needed to 

identify the best approach to support children and families moving forward.

Program Staying

Program Moving

Key
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Providers spend too much time on administration 
and experience challenges with sustaining 
multiple state funding streams

State cannot track funding for providers across 
multiple streams, deliver services equitably and 
efficiently, and view services a single child 
accesses or does not access

Licensing & regulatory processes support the rich diversity of families and 
providers that serve them

4

Design 0-3 services to support families in the most critical years3

Bring data transparency to deliver equity and efficiency2

Align programs and program standards toward kindergarten readiness1

Children and families experience difficulties with 
inputting the same info repeatedly, deciphering 
eligibility requirements, and accessing resources

Agency redesign priorities

Illinois is on a path to be the best state in the country to raise a family 
with young children

Align funding streams at the state level, relieving complexity from local and 
shifting to the state

5

North Star 

Ensure seamless transition of services for parents & providers

Short-term goal 

Overview | Early Childhood Services can be less 
burdensome, more efficient and equitable
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Confidential Information – FOIA Exempt – Not to be Disseminated

Guiding principles for agency operations & decision making

Focus on aligning services toward children achieving kindergarten readiness

There is no such thing as an “Average” child type or "Average" community

Reduce complexity and burden for families and providers

Align around services and functions, not funding streams and compliance

IDEC should explore all pathways that could lead to greater equity and efficiency in service delivery and 
fiscal management

IDEC should be a stand alone agency (exit fiscal agency) before program administration to test systems

Recognize & design to minimize harm happening in the system, without causing more harm
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Successful transition 
will involve three 
elements...

People

Process

Technology

Redesign, reform, 
and modernize

Enhance outdated processes or 
systems to align to future needs, 
introducing new solutions where 
necessary for best-in-class results

Lift, shift, & integrate

Seamlessly move existing 
processes, systems, & people into 
new environment to align with its 

vision & minimize disruption

A

Temporarily retain 
with transferring 

agencies

Delay transition for selected 
functions, keeping them with the 
current agency until resources or 

dependencies are satisfied

…and each element is bucketed into one of three 
transition categories
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Phase 2: Building Organizational Capacity & 
Redesigning Program Service Delivery

Phase 1: Pre Launch

December ‘23 - July ‘24

Phase 2: Start-Up, Redesign,

& Build Capacity

July ‘24 - July ‘26

Phase 2: FY25

Build internal operational 

capacity

• Hiring and Staff

• Facilities

• Budget and Fiscal

• Technology & Data

• Change Management

⚬ Project Management

Continue policy-program 

alignment & redesign  processes

• Focus engagement & 

feedback loops

• Develop recommendations

• Support from Transition 

⚬ Workgroups

Phase 2: FY26

Build internal operational 

capacity

• Soft launch systems 

needed for Day 1

• Continue change 

managements support 

for impacted teams

Policy-program alignment and 

redesign processes

• Advance necessary 

legislation to enact recs

• Shift and focus engagement 

and feedback loops
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Phase 3:  Fully Operational & Redesigning 
Program Service Delivery

Phase 2: Start-Up, Redesign,

& Build Capacity

July ‘24 - July ‘26

Phase 3: FY27

Troubleshooting transitions & 

new ways of working

• Phased roll out of tech and 

data systems

• Implementation of new 

trainings & change 

management

• Project Management

Continue policy-program alignment & 

redesign  processes

• Prep for new funding system

• Advance additional legislation/rule 

making to enact recs

• Focus engagement & feedback 

loops

Phase 3: FY28

Build external operational 

capacity

• Continue systems launch 

& integration

• Ongoing implementation 

of new trainings & 

change management

• Project Management

Policy-program alignment and 

redesign processes

• Advance new necessary 

legislation to enact recs

• Shift/focus engagement 

and feedback loops

Phase 3: Fully Operational

July ‘26 +
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Operations Accomplishments
● Build internal op capacity by hiring and onboarding core roles

● Begin CMS training for non-exempt hiring process

● Finalize first batch of Non-Exempt positions 

● Outline process for creating process flows

● Identify temp space in Springfield/Chicago

● Finalize grant management decision
● Begin work with SAP at IDHS 

● Secured vendors for key data and tech builds (Grant Management 

System, Wonderschool for Subsidy, Provider Licensing and Search 

Portals, etc.)

● Defined business and technical requirements for core tech systems

● Proposed/passed legislation to stand up ECIDS and public portals

● Procured national vendor for EC data analytics

● Procured data storage and analysis solutions with DoIT
● Facilitate internal comms, in-person meetings, office hours, 

appreciations, etc.

● Engage external audiences via visits, listening sessions, etc.
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Transition process update | We are building on momentum while navigating 
potential risks

Accomplishments to date Potential risks
Existing support to mitigate 
risk

Operations
• Onboarded ~17 core staff
• Initiated impact bargaining discussions

• Significant hiring need with 
traditionally lengthy 
process

• Dedicated support to
increase pace of hiring

Budget and 
fiscal

• Hired CFO & APO
• Worked with DHS to get FY25 bills paid

• Incremental cost to support 
integration

• Budget flexibility

Tech and 
data

• Partnered w/ DoIT on cloud hosting
• Finalized GMS vendor
• Procured Wonderschool to build platform 
• Data flowing from legacy agencies

• CIO decision-making 
required for tech buildout

• Incomplete/lagging 
complete data migration

• Fast track for approval and
hiring of CIO role

• Support in enabling data sharing

Change 
management

• 6200+ stakeholder touchpoints 
• Cultural norms established, internal meetings 

& Office Hours in practice
• None to elevate

• Engagement in multiple inter-agency 
workshop on change process, latest 
this Aug.

Federal 
approval 
process

• Met with USDOE/HHS-ACF staff to begin to  
transfer lead agency from IDHS

• Established in fiscal/reporting systems

• Federal FTE cuts and reorg: 
• Potential slow response 

from Feds

• Support escalating when 
communications and responses are 
slow
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Engage in impact bargaining and reorganize leadership in a new org chart, staff 
agency for success, and identify permanent facilities 

Operations

Prepare for IDEC's fiscal independence as stand-alone agency by
end of Q2

Budget and fiscal

Modernize and align data architecture.
Acquire new technology, testing tech, preparing for AI use cases, and ensuring 
interoperability
• Fully developed GMS not available for FY27 timeline; Backup is mitigating risk.

Data & Tech

Build trust, collaboration, transparency, productive partnership in new team and with 
legacy agency leadership and teams

Change 
management

Objectives Status

Legend On track At Risk

Objectives | IDEC ON TRACK for essential factors except IDEC’s grant management 
system
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• Operations

• Budget and fiscal

• Change management

• Data and Tech: IDEC is actively mitigating risks 
(e.g., implementing an 'out-of-the-box' solution 
for IDEC's FY27 GMS)

IDEC on track but prepared in case key activities 
fall behind

Today, all key activities are on-track or 
have a clear mitigation path …

… If activities fall-off track, there are two 
scenarios that could happen in the next year

IDEC will provide a status update in January and recommendation to pivot, if needed.

Partially transition select programs and services 

All program and services are delayed until FY28

1

2

➢ Continue to plan for program alignment & staff transition

➢ Creates gap in staff transition

➢ IDEC will have a significant number of exempt staff

A. DCFS & ISBE program transition, delay DHS
for 1 year

B. DCFS program Transition, delay ISBE and DHS for 1 
year
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Bucket Description

Agency Operations Ensuring agency operations are running for a seamless transition.

Transition Legacy Staff
From impact bargaining to reorganizing leadership in a newly established 

org chart.

Data & Technology
Aligning data architecture, acquiring new technology, testing technology, 

and ensuring interconnectedness.

Redesign Service Delivery
Redesigning programs to maximize efficiency and equity, with 

improvements day one & over several years.

Phase 3:  Fully Operational & Redesigning 
Program Service Delivery
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1

2

3

Current state: what are the pain points in family services?

Developing a 
Strategic Vision & 
Plan to Redesign 
Service Delivery
A one-size fits all services delivery model 

will always be both inequitable and 

inefficient in a state as regionally, racially, 

linguistically, and culturally diverse as 

Illinois.

Vision: What do families want and need?

What do providers want and need to deliver to families?

How do we get from current state to our vision?

What infrastructure is needed to make the vision possible?
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Child Care 

Licensing Process

Early Intervention 

Services

Funding 

Alignment

Technology 

Improvements

• In partnership with CCA, held 
four listening sessions (with 
over 500 providers and 120 
DCLRs) 

• Identified initial priorities 
for co-design: background 
checks, exemptions, 
training, and 
communication

• Reviewing rules 
and regulations to 
identify opportunities to 
update requirements 

• Business requirements 
established for Provider 
Licensing Portal

• Birth –Three Design 
sprint launched in 
partnership with 
ChiByDesign

•  8 co-design 
workshops; 1:1 
interviews with 
parents, providers, 
specialists, state 
staff between Aug 
and Jan

• Bringing on additional 
capacity to map current 
system and identify 
opportunities 
to improve  process, 
system & infrastructure

• Workgroup and subcommittees 
meeting monthly to help 
inform recommendations

• Using input from the Family 
Service Workgroups and 
listening sessions to inform 
analysis

• Conducting 1:1  Funding 
Deep Dives with 
providers across the state to 
understand current pain points

• Additional community and 
provider engagement 
being launched 

• Early Childhood Integrated 
Data System (ECIDS)

• Wonderschool selected for 
integrated platform 
development (licensing, 
subsidy, and coordinated 
enrollment and search)

• File Digitization 
project  with DoIT and 
DCFS

• Automation design sprint 
& partnerships Center for 
Civic Futures

Status of Redesign Priorities for IDEC
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Engaging parents, providers, school leaders, agency staff, from across the 

state in the design process for policies and functions

Shifting the burden of the system from families and providers to state and simplify

Re-organizing service delivery and regional footprint

Aligning funding streams – from allocation to distribution 

Updating and leveraging technology (i.e., AI integration)

Improving data architecture, streamlining and improving reporting and transparency

Design IDEC operations to be more equitable and efficient 

This is not just a “Lift and Shift”
Starting Day 1 and over time, it’s a redesign for equity and efficiency. 
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Upcoming Meetings

● TODAY! Bi-monthly public update & listening session

● Workgroup Meetings

o Advisory Workgroup, August 25, 4-5:30 pm

o Funding Design Workgroup, August 27, 4:30-6:00 pm

o Data, Analytics, and Insights, August 28, 1-2:30 pm

● Early Learning Council

○ ELC Ad Hoc Committee on Federal Resources and Programs, August 28, 11am-12:00pm

● Transition Advisory Committee Meetings

○ Tuesday, September 9, 5:30 – 7:00 pm

○ Tuesday, October 14, 5:30 – 7:00 pm

● Transition Listening Sessions

○ Friday, November 21, 12:00 – 1:00 pm

○ Friday, January 23, 12:00 – 1:00 pm

● Website 

○ Explore the Early Childhood Transition website for updates and meeting summaries: https://idec.illinois.gov/ 

● Workgroup Meetings

○ Lean more about attending workgroups: https://idec.illinois.gov/idec-education-care-transition-planning/engagement-

opportunities-and-listening-sessions.html  
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Public comment

To provide public comment, use 
the “Raise Hand” feature or add a 

comment in the chat.
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