
EC3 Board Meeting Date: July 20, 2021 
(https://meet.google.com/sfg-zzry-srf) 

 
ATTENDEES: 

Name Present Absent 

Christopher Jackson, Chair X  

Jewel Davis-Tombul, Vice Chair  X 

Daniel Horn, Treasurer  X 

Jennifer Plowman, Secretary  X 

Joel D’Souza, Member-at-Large X  

Jennifer Estill, Member-at-Large  X 

Mark Freeman, Member-at-Large X  

Laura Geist, Member-at-Large X  

Ann-Marie Mapes, Member-at-Large X  

Christine Marshall, Member-at-Large X  

Lis Tobia, CEO X  

 

CALL TO ORDER: 5:36 p.m. 
 
1) RECOGNITION OF GUEST(s): No outside participants joined the meeting. 

2) TEAM-BUILDING: Each director reported on something that was exciting/noteworthy (not related to 

EC3) that’s happened in his/her life since the last meeting. 

3) FOR THE RECORD: Official Business Conducted Since the Last Meeting 

a) Meeting notes/minutes from previous meeting (June 15, 2021): Reviewed on June 18, 2021; 

motion to approve/second by Jennifer Estill/Dan Horn. Tally of votes: 8 in favor, 2 not voting. 

4) OPERATIONS REPORT: Lis Tobia reported on center operations and activities (report attached, pp. 3-

4). 

5) FINANCE COMMITTEE REPORT: The Finance Committee (FinCom) met virtually on July 5, 2021. Dan 

Horn was unable to attend tonight’s Board meeting to deliver a report, but his committee notes are 

attached (pp. 5-6). 

6) PROGRAM COMMITTEE REPORT: The Program Committee (ProgCom) met virtually on July 12, 2021. 

Jewel Davis-Tombul was unable to attend tonight’s Board meeting to deliver a report, and 

committee notes have not been submitted. 

7) MARKETING COMMITTEE REPORT: The Marketing Committee (MarCom) met virtually on July 12, 

2021. Jennifer Estill was unable to attend tonight’s Board meeting to deliver a report, but her 

committee notes are attached (pp. 7-8). 

8) OLD BUSINESS: The Board discussed the changes/additions to the governance policies that have 

been proposed (see attached, pp. 9-47). Because there were still some missing sections, the Board 
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decided to have the policy review process be the focus of the next Board retreat, scheduled for 

September 18, 2021. 

9) NEW BUSINESS: Lis Tobia proposed changing EC3’s holiday schedule to match the State of 

Michigan’s schedule. The background and argument supporting the change can be found in the 

operations report (pp. 3-4). Several Directors asked questions, about the timing of the new policy’s 

implementation, about when the policy would take effect, and about whether to adopt Juneteenth 

as a holiday on EC3’s calendar, even though the State of Michigan has not yet done so. 

 

MOTION: To adopt Juneteenth as a holiday on EC3’s calendar. 

MADE BY: SECOND BY: VOTE: 

Mark Freeman Ann-Marie Mapes 6 in favor, none opposed 

 

MOTION: To adopt the State of Michigan’s official holiday calendar. 

MADE BY: SECOND BY: VOTE: 

Ann-Marie Mapes Christine Marshall 6 in favor, none opposed 

The policy will take effect immediately; handbooks for staff and families will be updated accordingly. 

 

ACTION ITEMS: 

Name Action 

Lis Tobia Draft the FY-2022 calendar, have the Board review it, post it on 
website. 

Directors Review the changed Governance Policies and complete any 
sections remaining. If there are questions or changes, Directors 
should send them to Lis for incorporation prior to the 9/18/21 
retreat. 

 

ADJOURN: 6:46 p.m. 
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Operations Report 

EC3 Board Meeting, July 20, 2021 

PROGRAM AND ENROLLMENT 

◼ Total number of children enrolled in our year-round programs (infant, toddler, preschool): 109 

• Enrollment percentage of total capacity: 79% (decrease from last month) 

• Reference: 85% enrollment is generally considered to be our minimum financial break-

even. 

◼ Total number of children enrolled in our summer camp program: 17 

• Enrollment percentage of total capacity: 77% 

• Reminder: We received a federal grant (through the MDE) to support the summer camp 

program, and most of our expenses will be reimbursed. 

◼ The enrollment freeze will be lifted no later than September, when we do our routine 

transitions.  

STAFFING 

◼ Total staff:  

• Eighteen (21) FT teachers 

• Ten (11) PT teaching staff 

• Five (5) FT admin/custodial 

• One (1) PT custodial/food service 

◼ We continue to seek one toddler teacher, additional support staff, and two preschool teachers. 

• We are close to hiring candidates for a toddler position, a preschool position, and a 

support staff position. 

• Several more interviews have been scheduled. 

◼ We are officially posting the Program Director job this week. 

FINANCIAL STATUS 

◼ We are continuing the budget development process for FY2022. We are having significant 

challenges estimating revenue from the American Rescue Plan, as well as other grant revenue. 

◼ We received the COVID-19 Workplace Safety Matching Grant we applied for, which will pay 

50% of the cost of a portable handwashing station to be used in the gym. The item has been 

ordered, costing a total of $1,200. 

MISCELLANEOUS & FOLLOW-UP 

We are proposing to the Board a motion that EC3’s holiday schedule shall be returned to its 

original policy of mirroring the State of Michigan’s holiday schedule. 

Until roughly 2009, EC3 mirrored the SoM’s closing schedule: we were closed whenever they 

were closed, whether holiday or inclement weather. We believe this is the right time to return to 
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that policy. Since fully two-thirds of EC3’s clientele work for the state or affiliated organizations 

who follow the state’s calendar, it makes sense that we follow suit. 

At present, this would mean adding President’s Day and Veterans Day to the annual holiday 

closing list, and Election Day in the even-numbered years. If the SoM adopts the federal 

government’s recognition of Juneteenth, that day would be added as well. The table below 

compares the current holidays for EC3, the State of Michigan, and the Lansing School District for 

your reference. 

Holiday EC3's Holidays SoM's Holidays LSD Holidays 

New Year's Day X X X 

Martin Luther King, Jr. Day X X X 

President's Day   X X 

Memorial Day X X X 

Independence Day X X   

Labor Day X X XX 

General Election Day   X (even-numbered yrs)   

Veterans Day   X   

Thanksgiving Day X X XX 

Day After Thanksgiving X X X 

Christmas Eve X X XXXXX 

Christmas Day X X XXXXX 

New Year's Eve X X XX 

        

Total Days 10 12 or 13 21 

        

      PD Days: 5 

      Spring Break Days: 5 

      Summer Break Days: 57 

 

Making this change would have the following impact: 

◼ EC3 employees would feel more highly-valued as professionals. 

◼ EC3 could attract more employees to apply for jobs here, gaining a competitive advantage over 

other high-quality centers who don’t offer this schedule. 

◼ EC3 would be seen as a leader (again) in the field, advocating for a calendar that more closely 

resembles that of many public schools. 
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EC3 Finance Committee Notes 

July 6, 2021 

 

Call to order: 5:35 pm 

Attendance: Dan Horn, Joel D’Souza, Christine Marshall, Laura Geist, Lis Tobia, Mark Freeman 

 

CapEx updates from Lis: 

• Nothing has changed since the last board meeting.  Received final invoice for playground work.  

Planning on the parking lot in August.   

• Dan asked for confirmation on whether there is anything else to do with the mortgage addition 

to add the parking lot costs.  MSUFCU has indicated that they are moving forward.  

 

Enterprise Risk Assessment: 

• The idea is to provide a framework for the board and Lis to be able to start reviewing and having 

difficult conversations if/when this may be necessary.  so that EC3 can continue to demonstrate 

proper oversight/management and guide/align internal stakeholder action in the event 

identified risks materialize. 

• Insurance coverage conversation – discussed State of Michigan requirements and 

recommendations for policy levels.  

• Updates from Joel regarding risk assessment he is working on at the state – project at work was 

put on the backburner due to return to worksite issues. Business continuity plan and 

“catastrophic recovery” plans are being discussed and solidified.  Limited in scope and focused 

on software and IT.   

• Christine gathered some additional information on how to process and arrange a risk 

assessment for a small business.  Recommendation to start tracking using a spreadsheet.  Also 

recommended developing a feedback form to gather improvement opportunities from staff and 

stakeholders, so this information can be incorporated into the risk assessment process.   

• Mark asked if the current assessment spreadsheet is set up like a gap analysis to help show our 

current blind spots. Mark will look to see if he has anything that could be used as a template or 

tool.  

• Input on next steps: 

o Christine recommended that we gather the data, identify gaps, more important to do 

the task than worry about the template or tool at this point. 

o Lis is struggling to understand where the data will come from and what question we are 

trying to answer by doing this task.  

o Dan provided examples of how we would assess risks: identify risks and then determine 

whether we would accept, reject, or mitigate the risk in some way.   

o Lis wonders how this will be managed long term. 

o Mark asked if this required in some way, like by accreditation body or other.  Lis said 

that it is not. 
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o Dan reminded the committee that while this is not necessarily required, if a formal audit 

of the organization were conducted, internal controls and risk assessment would be 

considered.   

o Mark noted that a risk assessment of financial circumstances may be sufficient, rather 

than to extend this enterprise wide at this point.  A broad focus may make this too 

difficult to tackle.  Additionally, financial policies may already address various risks. 

• We will brainstorm risks and what belongs on the assessment tool so that we can begin 

assessment.  Maybe in November? 

 

Governance Policies: 

• Joel has 1, Christine has 1, Laura has 2, and Dan has 3 

• Dan shared his sections: 

o Budget Approval and Monitoring: added in a timeline; adjusted the steps. 

o Internal Controls: added reference to the Financial Policies and Procedures document. 

o Financial Statement Review and Posting 

• Lis shared her section: 

o Signature Authority: add reference to bylaws regarding contract signatures. 

• Christine’s section was shared: 

o Independent Financial Review (under director responsibilities section) 

• Laura’s sections were shared: 

o Asset and cash management: question on whether we need to add a bond for the 

retirement accounts; add reference to financial policies and procedures. 

o Enterprise Risk Management: need to adjust particulars based on timelines of finance 

committee work. 

• Joel shared his section:  

o Financial Management, Review and Transparency: Clarified that Form 990 is the tax 

return; needs to be streamlined a bit based on what has been added into other sections, 

including information Dan drafted; add current year’s budget to the posting 

requirements; modify final bullet to address posting, but not referring to Sarbanes-Oxley 

– maybe refer as appendices. 

 

PTO Policy: 

o Started with Dan’s points 

o Looking at accumulation cap reduction. 

o Lis will review and provide some additional analysis for staff that have high levels of PTO. 

o Committee agreed to recommend to full board for review and approval. 

 

Committee plans to meet August 3. 
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EC3 Marketing Committee
Date: 07-12-2021
Attendance: Lis Tobia, Jen Estill, Christopher Jackson, Nick Glauch

AGENDA & NOTES:

Standing Business:
1. Annual Report - Lis is reviewing Round 1 right now, once her edits are integrated we will pass it to the

committee for review.
2. EC3 Family Festival, August 27th: no need for action from this committee. Reminder - Board attendance is

required. A volunteer sign up is likely at a later date. Time: 5:30 - 8:00.
3. Grant / Development Opportunities:

a. Sunrise grant from LEAP/Ingham County is open. https://www.purelansing.com/sunrise Lis is
considering if we could write a successful pitch.

b. ECIC grant. Lis is considering if we could write a successful pitch here, as well.
https://www.ecic4kids.org/child-care-innovation-fund/applicants/

4. Governance policies related to communications (2:04:35 on the video:
https://drive.google.com/file/d/1Hhp1pvzN6EwY5zTEkCTf_jqBEA65vtQY/view?usp=sharing )

a. Committee reviewed.
b. JEN & NICK ACTION - finalize language to insert into Lis’s master document.

_________________

Governance Policies - Draft Suggested Additions

Duty to communicate
- Board shall maintain and publish minutes for all board meetings and committee meetings
- Shall make available all documents pertaining to standards of care, curriculum, and accreditation.

Ethos
- Internal audiences first. (To me, this means staff first, and parents second — need to confirm).
- All communication must be clear, concise and intentional and timely.

Stakeholder Privacy and Confidentiality
- We may not use a staff member’s or family’s words, personal information or likeness without permission.
- Reference our media release? (review & update media release?)

Authority
- Only CEO and CEO’s designated staff members are authorized to speak on behalf of the organization.
- BoD is not authorized to communicate in behalf of the organization. Other staff members are not authorized.
- Who is responsible for communication in absence of a CEO? Board Chair or acting director? ⅔ or majority board
vote for solving this.

Channels
- EC3 utilizes the following approved communications channels: website and blog, enews, social media

Staff Section
- Policies have been established for staff use of electronic means to communicate with and about… see EC3 staff
manual.
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EC3 Marketing Committee
Date: 07-12-2021
Attendance: Lis Tobia, Jen Estill, Christopher Jackson, Nick Glauch

Accessibility
- EC3 endeavor to take advantage of all accessibility tools and methods available to us in each medium.

Social Media/Personal Opinion - Board’s personal social media use. Disclose, protect, use common sense. Your
opinion is your own. Comments of BoD social media use does not represent policy or stance of EC3.

Emergency Communications - Refer to Emergency Response Plan

Crisis Communication -  placeholder- the board needs to work this out. Would it be appendix G.

Adherence to appropriate copyright laws.

EC3 Board Meeting Notes: July 2021 (Page 8)



Governance Policies for  
Educational Child Care Center (EC3) 

The following policies cover the responsibilities of Educational Child Care Center (“EC3,” or 

“Center”), the Board of Directors (collectively “Board” and individually “Directors”), and the 

Chief Executive Officer (“CEO”) in supporting the needs of the Center’s stakeholders. 
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Article I: Guiding Principles 

SECTION 1: STATEMENT OF VALUES AND BELIEFS 

EC3’s core values are adapted from the National Association for the Education of Young Children 

(NAEYC) Code of Ethical Conduct (see Appendix A) and are deeply rooted in the early childhood 

profession. We seek to be a high-performing, inclusive organization that is enriched by and 

continually grows from our commitment to diversity, as embodied by EC3’s core beliefs. 

Core Values 

◼ Appreciate childhood as a unique and valuable stage of the human life cycle. 

◼ Base our work on knowledge of how children develop and learn. 

◼ Appreciate and support the bond between the child and family. 

◼ Recognize that children are best understood and supported in the context of family, culture, 

community, and society. 

◼ Respect the dignity, worth, and uniqueness of each individual (child, family member, and 

colleague). 

◼ Respect diversity in children, families, and colleagues. 

◼ Recognize that children and adults achieve their full potential in the context of relationships 

that are based on trust and respect. 

Core Beliefs 

◼ Excellence and Innovation—We are imaginative risk takers willing to challenge assumptions 

while being accountable to our mission and fiscally responsible. 

◼ Transparency—We act with openness and clarity. 

◼ Reflection—We consider multiple sources of evidence and diverse perspectives to review past 

performance, note progress and successes, and engage in continuous quality improvement. 

◼ Equity and Opportunity—We advocate for policies, practices, and systems that promote full 

and inclusive participation. We confront biases that create barriers and limit the potential of 

children, families, and early childhood professionals. 

◼ Collaborative Relationships—We share leadership and responsibility in our work with others. 

We commit time and effort to ensure diverse participation and more effective outcomes. We 

act with integrity, respect, and trust. 

SECTION 2: STAKEHOLDER IDENTIFICATION 

The Stakeholders of EC3 are: 

◼ Clients currently and previously served by the Center. 

◼ Staff members currently and previously employed by the Center. 

◼ Directors currently and previously serving the Center. 

◼ Donors, grantors, and volunteers currently and previously contributing to the Center. 

◼ Partners, collaborators, and other organizations within the child care and welfare systems. 

◼ Geographic and affinity-based communities currently and previously served by the Center. 
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◼ EC3’s licensing body (Michigan Department of Licensing and Regulatory Affairs). 

◼ EC3’s credentialing bodies (NAEYC and Great Start to Quality). 

SECTION 3: OUTCOMES TO STAKEHOLDERS 

The outcomes of service to Stakeholders shall be: 

◼ The Center shall be responsive to the identified needs of, and positively impact the future for, 

the children and families they serve through the provision of high-quality programming and 

individual services. 

◼ The Center shall successfully and continuously maintain the necessary requirements, 

standards, expectations, and outcomes relating to service and program contracts into which it 

enters. 

◼ The Center shall respect, support, and effectively put to use the skills and capabilities of all 

staff, Directors, volunteers, and other stakeholders in achieving its vision and mission. 

◼ The Center shall conduct responsible and informative solicitation efforts, provide rapid and 

appropriate recognition to donors, and respect requests for specific use of contributions. 

◼ The Center shall comply with all applicable statutory and regulatory requirements; meet the 

standards and requirements to be licensed by the state of Michigan, and be credentialed by (or 

seeking credentialing) by NAEYC and the Michigan Great Start Initiative. 

◼ The center shall also make good faith efforts to remain in good standing with partners and 

collaborators in the early childhood education system. 

◼ The Center shall be responsive to current and emerging service needs of its communities. 
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Article II: Director Responsibilities 

The primary responsibility of the Board is to establish governance policies; assure compliance; 

advance the mission, and increase the vitality of the Center, through the office of the CEO. 

The Board establishes, in the Center’s bylaws and these governance policies, a basic structure for 

its meetings. The structure’s purpose is to assist the Directors and CEO in processing information 

in a way that allows them to maintain a policy-based orientation to their work. 

SECTION 1: CODE OF ETHICS 

NAEYC’s Code of Ethical Conduct (see Appendix A) requires Directors and employees to observe 

high standards of business and personal conduct. As representatives of EC3, Directors must 

practice honesty and integrity in fulfilling their responsibilities and comply with all applicable 

laws and regulations. 

EC3 operates at all times and in all ways for public benefit; activities of EC3 may not inure to the 

benefit of private individuals. 

SECTION 2: CONFLICT OF INTEREST 

◼ No Director shall participate in any discussion or vote on any matter in which he/she or a 

related party (a member of his/her family by blood or marriage) has potential conflict of interest 

due to having material economic involvement regarding the matter being discussed. When 

such a situation presents itself, the Director must announce his/her potential conflict, disqualify 

himself/herself, and be excused from the meeting until discussion is over on the matter 

involved. The Chair of the meeting is expected to make inquiry if such conflict appears to exist 

and the Director has not made it known. 

◼ Although Directors, committees, employees, or consultants may apply to receive service 

through the various programs of the Center, no person(s) in these categories shall receive 

preferential treatment—i.e., be served before those who have waited longer or have more 

pressing need of service. 

◼ Directors, employees, consultants, and related parties are prohibited from having a direct or 

indirect financial interest in the Center’s assets, leases, business transactions, or professional 

services unless the arrangement is clearly advantageous to the Center and is authorized by the 

CEO. In such cases the CEO shall notify the Board in writing and/or at its next meeting. If it 

is not clear whether the arrangement is advantageous to the Center, the CEO must receive the 

approval of the Executive Committee before committing the Center to the arrangement. 

◼ It is the Board’s responsibility to resolve conflicts of interest, in the following manner: 

 An interested person may make a presentation at a Board meeting or in writing, but after 

the presentation, he or she shall not participate in the discussion of, and the vote on, the 

transaction or arrangement involving the possible conflict of interest. 

 The Chair shall, if appropriate, appoint a disinterested Director or committee to investigate 

alternatives to the proposed transaction or arrangement. 

 After exercising due diligence, the Board shall determine whether EC3 can obtain with 

reasonable efforts a more advantageous transaction or arrangement from a person or entity 

that would not give rise to a conflict of interest. 
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 If a more advantageous transaction or arrangement is not reasonably possible under 

circumstances not producing a conflict of interest, the Board shall determine by a majority 

vote of the disinterested directors whether the transaction or arrangement is in EC3’s best 

interest, for its own benefit, and whether it is fair and reasonable. In conformity with the 

above determination, it shall make its decision as to whether to enter into the transaction 

or arrangement. 

◼ If the Board has reasonable cause to believe a Director has failed to disclose actual or possible 

conflicts of interest, it shall inform the Director of the basis for such belief and afford him/her 

an opportunity to explain the alleged failure to disclose. If, after hearing his/her response and 

after making further investigation as warranted by the circumstances, the Board determines the 

Director has failed to disclose an actual or possible conflict of interest, it shall take appropriate 

disciplinary and corrective action. 

SECTION 3: ADHERENCE TO CONFIDENTIALITY AND BYLAWS 

The Board must speak with one voice, and therefore Directors shall not divulge Board-level 

discussions to outsiders unless the Board has adopted a different policy for a specific instance or 

issue. With the exception of matters discussed by the Board and detailed in the Board minutes, all 

Board discussions, issues, deliberations and the like shall be kept in confidence, including but not 

limited to all closed sessions discussions, issues, and deliberations. This duty of confidence shall 

remain for all Directors while elected and serving and after each Director is no longer elected and 

serving on the Board. 

Any Director that divulges confidential or privileged information, whether during or after his/her 

term of service, is subject to appropriate discipline, including dismissal, or other criminal 

sanctions. Directors recognize that EC3 has a proprietary interest in any such information and/or 

documents and would be irreparably damaged as a result of any disclosure or dissemination 

thereof. 

SECTION 4: WHISTLEBLOWER PROTECTION 

If a Director reasonably believes that some policy, practice, or activity of EC3 is in violation of 

law, he/she shall file a written complaint with the Executive Committee or the Board Chair. 

◼ It is the intent of EC3 to adhere to all laws and regulations that apply to the organization and 

the underlying purpose of this policy is to support the organization’s Code of Ethics. The 

support of all Directors and employees is necessary to achieving compliance with various laws 

and regulations. Directors and employees are protected from retaliation only if they bring the 

alleged unlawful activity, policy, or practice to the attention of EC3 and provide them with a 

reasonable opportunity to investigate and correct the alleged unlawful activity. The protection 

is only available to Directors and employees who comply with this requirement. 

◼ EC3 will not retaliate against a Director or employee who, in good faith, has made a protest or 

raised a complaint against some practice of EC3, or of another individual or entity with whom 

EC3 has a business relationship, on the basis of a reasonable belief that the practice is in 

violation of law, or a clear mandate of public policy. EC3 will not retaliate against Directors 

or employees who disclose or threaten to disclose to a supervisor or a public body, any activity, 

policy, or practice of EC3 that the Director or employee reasonably believes is in violation of 

EC3 Board Meeting Notes: July 2021 (Page 14)



a law, or a rule or regulation mandated pursuant to law, or is in violation of a clear mandate of 

public policy concerning the health, safety, welfare, or protection of the environment. 

SECTION 5: SELECTION AND OVERSIGHT OF THE CEO 

The CEO is the Board’s exclusive link to operational achievement and conduct of the Center. All 

authority and accountability of Center staff shall be considered by the Board to be the authority 

and accountability of the CEO. 

◼ The Board, acting as a whole, will view the CEO’s performance as synonymous with 

organizational performance, so that organizational accomplishment of Board-directed 

outcomes within the context of Executive Responsibilities (Article III) shall be viewed as 

successful performance by the CEO. Annually the Executive Committee and Chair shall, with 

input from the whole Board, conduct a performance review of the CEO. This review shall be 

in writing and include reviewing his/her compensation and benefits plans. The Board shall 

ensure that the CEO participates in the evaluation process and has the opportunity to review, 

sign, and respond to the evaluation before it is officially acted upon. As part of the annual 

review, any adjustment in the CEO’s compensation and benefits plan shall include a review of 

applicable industry best practices. 

◼ The Board, or its individual Directors, shall not give instructions to persons who report directly 

or indirectly to the CEO. This does not preclude the Board from addressing matters brought to 

it by an employee as part of the staff grievance policy. 

SECTION 6: SEPARATION OF DUTIES 

Except for assignment of its own work (policies) to Committees, outside consultants, or Officers, 

the Board shall delegate authority only to the CEO. Any other subordinate party operating under 

the authority of the Center shall receive that authority from the CEO. Exception to this policy is 

the Board’s authorization of a designee to act in the absence of the CEO. 

◼ The Board shall address only broad levels of issues in policies of purpose and governance of 

restraint, leaving more specific levels to the discretion and action of the CEO. The CEO may 

develop guidelines, rules, or procedures and may make decisions in any way he/she deems 

appropriate, as long as the policies adopted by the Board are observed. 

◼ The Board shall strive to approve the actions of the CEO rather than to require pre-approval of 

his/her decisions. Unless otherwise directed by the Board, the CEO will implement actions at 

his/her discretion within any constraints identified by the Board. Board directives will be 

implemented by the CEO as specified. 

SECTION 7: BOARD SELF-ASSESSMENT 

The Board shall participate in a self-assessment process to measure its own effectiveness. The 

results of the self-assessment can help identify issues needing clarification, gaps in skills Directors 

believe they need for the board to be successful, and topics for future Board education and 

leadership development. 

The Board will evaluate its performance annually using the tools and procedures identified in 

Appendix B. 
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SECTION 8: STRATEGIC PLANNING 

The Board shall from time-to-time develop a strategic plan to guide the goals and objectives of 

EC3 and the Board. Strategic planning should be implemented in 3- to 5-year intervals to better 

understand and facilitate changes in best practices and market conditions. The Board is encouraged 

to engage stakeholders in the strategic planning when possible to encourage participation 

throughout the process. 

SECTION 9: BUDGET APPROVAL AND MONITORING 

Operating and Capital budgets will be prepared annually by the CEO and aligned to EC3’s fiscal 

year (see Article III, Section V). This budget should be prepared approximately 60 days in advance 

of the forthcoming fiscal year. The finance committee (or select members thereof) shall provide 

assistance in the development of the budgets as needed, and will review the budget before 

recommending it for approval to the full board. Such annual budgets will be subject to review and 

approval of the full board of directors as described in the bylaws. 

The financial performance of EC3 shall be monitored on an ongoing basis. Completed (closed) 

monthly financial statements are available upon request to any Director for review. The Finance 

Committee will review financial performance on at least a quarterly basis. In addition, the 

Treasurer will present a report to the Board on a quarterly basis. It is the responsibility of each 

Director to review the materials provided as part of the Treasurer’s report and to follow up with 

questions as needed. 

SECTION 10: INDEPENDENT FINANCIAL REVIEW 

The Board will arrange for an annual review of EC3’s financial statements to be conducted by an 

independent accounting firm approved by the Finance Committee; the CEO will facilitate the work 

and serve as the primary point of contact. This review should commence as soon as practical after 

the close of each fiscal year. 

SECTION 11: BYLAWS AND GOVERNANCE POLICIES REVIEW 

[ExCom/Plowman] 

SECTION 12: PERSONAL GIVING 

[From the EC3 Director Pledge] Directors shall participate actively in the EC3’s annual and capital 

fundraising campaigns, as 100% Director participation is fundamental to their success. Each Director 

shall make what is, for him/her, a substantial financial donation whenever a campaign is undertaken to 

signify that the organization is a personal philanthropic priority. 
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Article III: Executive Responsibilities 

SECTION 1: AUTHORITY 

◼ The authority of the CEO shall begin where the explicit pronouncements or policy questions 

reserved by the Board end. 

◼ Unless restricted otherwise in these policies, all actions by the CEO, and those who operate 

under his/her direction, are considered acceptable. 

◼ Except as required by these policies, or by law or contract, decisions of the CEO do not need 

approval by the Board. 

◼ The CEO shall be empowered to take all actions and make all administrative decisions that are 

deemed necessary to attain organizational results and to achieve the expected outcomes of 

service to stakeholders, with the exception of (1) violation of law, applicable regulations, court 

orders, or commonly accepted business and professional ethical practices; and (2) violation of 

specific further constraints stated by the Board in these policies. 

SECTION 2: CONSTRAINTS 

The following policies are constraints placed upon the CEO’s efforts to achieve the Center’s 

mission. 

◼ The CEO shall not act at any time, when representing the Center, in a manner that is unethical, 

imprudent, or that is inconsistent with its governing documents. 

◼ The CEO shall not allow the Board to be uninformed of potential conflicts of interests. This 

disclosure shall include membership on, or any substantial financial interest in, or employment 

with any organization doing business with the Center. 

◼ The CEO shall not accept any gifts or favors of a substantial nature from any organization 

doing or seeking business with the Center. 

◼ The CEO shall not authorize subsidiary corporations or external business partnerships without 

Board authorization. 

◼ The CEO shall not make amendments to the Center’s Articles of Incorporation or Bylaws, or 

undertake corporate mergers or acquisitions, without the expressed authorization of the Board. 

◼ The CEO shall not select his/her replacement, with that decision being reserved for the Board. 

◼ The CEO shall advise the Board if, in his/her opinion, the Board is not in compliance with its 

own policies on mission, governance, Board/Executive relations, and Executive limitations, 

particularly in situations where Board behavior is detrimental to the working relationship 

between the Board, the CEO, and the Center. 

SECTION 3: COMMUNICATION AND COUNSEL TO THE BOARD 

With respect to providing information and counsel to the Board, the CEO shall ensure that the 

Board is informed. Accordingly: 

◼ The CEO shall not present information in unnecessarily lengthy or overly technical form, or 

allow the information and advice given to the Board to have significant gaps in timeliness, 

completeness, or accuracy. 

EC3 Board Meeting Notes: July 2021 (Page 17)



◼ The CEO shall submit monitoring data required by the Board in a timely, accurate, and 

understandable fashion, and shall directly address provisions of the Board policies being 

monitored. 

◼ The CEO shall make the Board aware of significant actions that he/she is contemplating taking 

in advance of the next Board meeting, or of relevant trends, anticipated adverse media 

coverage, and anticipated or actual external or internal changes or problems. 

◼ The CEO shall, on an annual basis, report on the state of the Center, including the economic, 

programmatic, social, demographic, and political conditions and trends affecting the Center’s 

work. 

◼ The CEO shall advise the Board of any litigation commenced against the organization, and 

he/she shall not commence any litigation without the Board’s authorization. 

◼ The CEO shall bring items of a sensitive nature to the Board’s attention including potential 

risks to the Center and those actions taken by the CEO to address them. 

◼ The CEO shall report to the Board any significant issues raised by the Center’s identified 

stakeholders. 

◼ The CEO shall inform the Board of activities or information which may be detrimental to the 

Center or its stakeholders. 

SECTION 4: PUBLIC POLICY 

The CEO shall not jeopardize the Center’s programmatic or organizational integrity. Accordingly: 

◼ The CEO shall keep the Board informed of major local, state, and national issues which impact 

the Center’s services and viability. 

◼ The CEO shall not allow public policy advocacy or activity that is contrary to the expressed 

will of the Board, or that could endanger the Center’s 501(c)(3) status. 

◼ The CEO shall report regularly and completely all governmental-focused advocacy and 

activity. 

SECTION 5: BUDGET AND FINANCES 

The CEO shall operate the Center in a sound and prudent fiscal manner, and shall not jeopardize 

the long-term financial strength of the organization. 

◼ The Center shall successfully and continuously meet the standards and requirements set forth 

under Generally Accepted Accounting Principles (GAAP). 

◼ The CEO shall not allow the Center to operate without an annual plan (budget) of revenue and 

expenditures assuring that expenditures shall not exceed the total projected income and other 

available funds, unless authorized by the Board. 

◼ The CEO shall not allocate the Center’s financial resources in a way that is counter to the 

Center’s mission. 

◼ The CEO shall not invest Center funds or assets in a manner that compromises a high degree 

of security and return, or sufficient liquidity, in order to make funds available as needed for 

program needs, administrative purposes, or to respond to unforeseen emergencies. 

◼ The CEO shall not borrow money without prior approval from the Board. 
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◼ The CEO shall not buy or sell any real estate on behalf of the Center that has not been 

authorized by the Board. 

◼ The CEO shall not make any capital purchases for the Center in excess of $2,500 that have not 

been authorized by the Board. 

◼ The CEO shall not allow the Center and its operations to be inadequately insured. 

◼ The CEO shall not select the independent CPA firm for financial reviews/audits of the Center 

without prior approval of the Board. 

◼ The CEO shall be permitted to explore, but not commit, the Center to new (non-historic) fields 

of service without Board authorization. 

◼ The CEO shall report to the board any negotiated collective bargaining agreement with any 

employee group of the Center. 

◼ The CEO shall report to the Finance Committee any misappropriation of assets. The entire 

Board will be informed of the event and the action taken at its next regular meeting. Pursuant 

to the Center’s fraud risk management policy, the CEO shall immediately report to the entire 

Board any misappropriation of assets in excess of $50. 

◼ The CEO shall not submit an annual budget that contains insufficient detail justifying projected 

income and expenses, or which does not separate reserve, capital, and operational budgets. 

◼ The CEO shall not submit an annual budget without identifying the assumptions used in the 

following areas: income; programs and services; human resources; return on investments; 

information technology; capital expenditures; and contingency plans. 

◼ The CEO shall not allow deviations from the budget which, over a period of years, will result 

in a negative balance in the Center’s unrestricted net assets. 

◼ The CEO shall not conduct operations of any wholly-owned subsidiary without Board adoption 

or approval of associated financial policies, budgets, collateralization of assets, and annual 

audits. 

SECTION 6: ASSET AND CASH MANAGEMENT 

The CEO shall follow the Center’s policies on internal controls (Article V, Section 8) in his/her 

practices and procedures of asset and cash management. See Appendix C, Financial Management 

Procedures. 

The CEO shall ensure the security of the Center by maintaining adequate insurance for the 

organization. At a minimum, the organization will hold the following policies: 

◼ Commercial general liability insurance 

◼ Employers’ liability insurance 

◼ Board and directors’ liability insurance 

◼ Privacy and security liability (cyber liability) insurance 

SECTION 7: RISK MANAGEMENT 

Risk Management is a systematic process of evaluating and reducing potential risks that may befall 

the Center, its personnel, or its clients. Risk management activities are directed toward reducing 

the Center’s legal and financial exposure, especially to lawsuits. 
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◼ The CEO shall not set human resource policies that run counter to effective operations nor 

allow employees to be unaware of such policies. 

◼ The CEO shall not allow employees to be uninformed of their responsibilities, duties, or (as 

applicable) status as at-will employees. 

◼ The CEO shall not impair employees’ rights to equitable and humane treatment. 

◼ The CEO shall not allow the organization to function without a fair, balanced, and timely 

employee grievance procedure. 

◼ The CEO shall not conduct the decision-making process of the administration in a secretive 

manner, except as required for personal privacy, confidentiality of personnel records, other 

applicable confidentiality laws, competitive bidding, or to undertake and conclude collective 

bargaining agreements. 

◼ The CEO shall not allow any job positions to be undefined or to inaccurately reflect their 

respective responsibilities and tasks. 

◼ The CEO shall not allow any job positions to exist where there are inadequate financial 

resources available for those positions, and their related programs, to be successful. 

◼ The CEO shall not allow the Center to function without contingency plans, in the event he/she 

is no longer able to serve, and to share said plan with the Board. 

◼ The CEO shall not establish or implement management plans or structures that have a negative 

impact on the Center’s mission. 

◼ The CEO shall not allow the organization to operate without identifying key initiatives and 

strategies with a time frame of no less than one year. 

◼ The CEO shall not allow the strategic initiatives to be reviewed less that once a year for 

continued adequacy. 

◼ The CEO shall not develop plans that are unresponsive to the changing climate and conditions 

that affect the Center. 

SECTION 8: FUNDRAISING 

EC3 subscribes to the following policies for fundraising and development: 

◼ The Center’s Board and CEO oversee fundraising activities and establish written agreements 

with outside contractors or consultants as needed and appropriate. 

◼ The Center: (1) accurately describes the purpose for which solicitations are being made; (2) 

spends funds toward the purposes for which they were solicited, with the exception of 

reasonable costs for administration of the fundraising program; and (3) maintains accounting 

segregation for restricted funds. 

◼ Costs and benefits of each fundraising activity are analyzed, taking into account factors that 

affect the reasonableness of fundraising costs in comparison to dollars raised. 

◼ Upon donor or funder request, the Center discloses descriptive and financial information for 

revenue-generating activities. 

◼ The CEO shall ensure that the Center’s fundraising/receipting system complies with current 

Financial Accounting Standards Board (FASB) requirements. 

◼ The CEO shall honor donor confidentiality requests. 
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◼ The CEO shall make available the audited/reviewed financial reports and the Center’s annual 

report(s) to stakeholders. 

◼ The CEO shall ensure the highest level of confidentiality in regard to client identification and 

information in fundraising efforts. 
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Article IV: Meeting and Committee Procedures 

SECTION 1: MEETING AGENDA 

Board Meeting agendas should be developed by the Executive Committee and provided to the full 

Board no less than 24 hours prior to a scheduled Board meeting. Meeting agendas should take into 

consideration any important deliberations that may occur at allocated meeting times. 

Committee chairs are encouraged to distribute their meeting agendas no less than 24 hours prior 

to committee meetings. 

SECTION 2: CREATION AND MAINTENANCE OF MEETING RECORDS 

[ExCom/Plowman] 

SECTION 3: PROCEDURAL RULES 

[ExCom/Jackson] 
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Article V: Fiduciary Policies 

SECTION 1: MONITORING 

The Board shall establish effective and regular ways of monitoring compliance with all Board 

policies. The Board shall ensure that the following reviews occur: 

◼ at least a quadrennial review of the Center’s mission in view of changing community 

conditions; 

◼ at least a biennial review of the Board’s effectiveness and its partnership with the CEO in 

fulfilling the Center’s mission; 

◼ quarterly reports as per specifically identified board policies, and 

◼ quarterly Center operational reports. 

SECTION 2: CONTINUOUS IMPROVEMENT 

EC3 believes that all children and families of diverse cultural and socio-economic backgrounds 

have the right to high-quality and developmentally-appropriate early learning experiences. EC3 is 

committed to high-quality in all levels of its programming and operations, from classroom 

environments to staffing requirements to administrative procedures. Embracing the philosophy 

and protocols set forth by NAEYC and the Michigan Great Start to Quality, EC3 strives to advance 

the field of early learning while also progressing within that field. 

The Board shall foster continuous improvement of EC3’s programming and operations by 

measuring its performance through the collection of stakeholder feedback, and by establishing 

benchmarks and goals through the gathering of best-practice data from a variety of government, 

academic, and community sources. Sources of data for EC3’s continuous improvement efforts 

shall include (but are not limited to) 

◼ annual surveys of family and staff, 

◼ annual Board self-assessments, 

◼ reports from NAEYC and Michigan’s Great Start to Quality, 

◼ EC3’s program records, 

◼ early childhood research, and 

◼ federal, state, and local reports of demographic trends and community needs. 

These and other data will be used to identify and prioritize program enhancements and staff 

training, which will support outcomes that meet the needs of EC3’s stakeholders. 

In order to enhance the service and education we provide, stakeholders shall be provided with 

year-round opportunities to participate in EC3’s continuous improvement process. Stakeholders 

will be asked to take surveys and to have collaborative discussions with the Board’s committees, 

seeking to reach consensus decisions on EC3’s goals and outcomes. Reports on EC3’s continuous 

improvement efforts will be made at the Annual Meeting and in other communications. 
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SECTION 3: ENTERPRISE RISK MANAGEMENT 

Risks are potential events that could prevent EC3 for succeeding in its mission and vision.  To 

effectively identify and mitigate risk, EC3 will utilize Enterprise Risk Management (ERM) as a 

means of identifying, analyzing, and managing key strategic risks. This process allows the 

integration of risk into the strategic planning and resource allocation processes of the organization. 

The Board shall: 

◼ Implement an ERM framework for the organization. 

◼ Provide oversight to ensure that risk management is embedded in the culture of the 

organization. 

◼ Help to establish the risk tolerance of the organization alongside the CEO.   

The CEO shall: 

◼ Ensure key personnel are aware of ERM. 

◼ Seek opportunities to engage staff in risk review as appropriate to their role. 

◼ Empower staff to respond to risks as appropriate to their roles. 

To effectively implement the ERM, the Finance Committee shall: 

◼ Create a list of potential key risks, including likelihood and impact of each risk. 

◼ For each key risk, identify initial response steps to be taken should a risk event occur. 

◼ Review this list annually and modify as needed. 

SECTION 4: RECORD RETENTION AND DESTRUCTION 

See Appendix D, Record Retention Policy. 

SECTION 5: FINANCIAL MANAGEMENT, REVIEW, AND 
TRANSPARENCY 

The Board shall establish a series of tasks to ensure effective stewardship of funds and resources. 

The Board shall ensure that the following reviews occur, and relevant information is available: 

◼ Annual reports for the last three years shall be made available on the EC3 website for perusal 

by interested parties; 

◼ An annual audit shall be conducted, and the board may directly engage with the 

firm/independent professional to discuss the results; 

◼ Internal controls shall be established and adhered to by relevant parties within EC3 (Section 

9); 

◼ The following forms and information shall be accessible via the EC3 website: 

 IRS Form 990 (for the last three years) 

 Relevant financial statements 

◼ A list of the current Board of Directors shall be maintained on the website along with 

disclosures of potential conflicts of interest; 
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The Board shall adhere to and maintain policies on record-keeping, whistleblower provisions, 

confidentiality, and conflict of interest as they apply to nonprofit entities. 

As described in Article II, Section 10, EC3’s annual financial statements shall be reviewed or 

audited annually, as deemed necessary by the Board, by an independent CPA firm. A draft of this 

report shall be reviewed by the CEO, Chair, and Treasurer prior to the Board’s review. 

The review or audit report will be posted to EC3’s website in its entirety as soon as administratively 

feasible. EC3’s annual tax return, IRS Form 990 and its related attachments, will also be posted to 

EC3’s website at that time, with Schedule B - Schedule of Contributors excluded. IRS Form 990 

is also available through other websites (such as nonprofit data aggregators) and upon request. A 

nominal charge may apply for hard copy requests to cover printing and postage costs, as applicable. 

SECTION 6: ASSET CAPITALIZATION 

See Appendix E, Capitalization Policy. 

SECTION 7: FRAUD RISK MANAGEMENT 

See Appendix F, Fraud Risk Management Policy. 

SECTION 8: INTERNAL CONTROLS 

EC3 shall establish and monitor internal controls as part of sound fiduciary responsibility. Such 

controls are required for all employees and Directors, as applicable. To the extent a control cannot 

be followed, documentation of the deviation shall be prepared and presented to the Board for 

review. 

Internal controls encompass all requirements of internal stakeholders and may be documented in 

a variety of ways, including the bylaws, governance policies, employee and family handbooks, or 

appendices thereto (including the attached Appendix C, Financial Management Procedures). 

Periodically, the internal controls are reviewed as part of EC3’s ongoing monitoring of its 

governing documents. Any or all internal controls are subject to revision as deemed necessary. 

SECTION 9: SIGNATURE AUTHORITY 

As stated in EC3’s bylaws, the CEO, Treasurer, and Chair are authorized to sign checks on behalf 

of the organization. The CEO may authorize the Program Director as a check signer as well. The 

CEO is responsible to maintain the appropriate designations in accordance with the requirements 

of EC3’s financial institutions. 

The CEO is authorized to sign contracts pertaining to EC3’s routine operations without advance 

approval from the Board. A Board resolution is required to authorize the CEO to sign contracts 

related to real property and the financing thereof, as well as any contract obligating EC3 in a 

manner that may have substantial financial impact. Additional guidance is provided in Article III, 

Section 5. 

SECTION 10: JOINT VENTURES 

[ExCom/Jackson] 
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Article VI: Communications 

Jen Estill: What do we really need here?? 

SECTION 1: ACCESSIBILITY 

[MarCom/Estill] 

SECTION 2: AUTHORITY 

[MarCom/Estill] 

SECTION 3: DUTY 

Duty to communicate with stakeholders [MarCom/Estill] 
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Appendix A: NAEYC Code of Ethical Conduct 
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Appendix B: Board Self-Assessment 

This assessment tool and its related guidance was derived from materials originally developed by 

the Nonprofit Network. The assessment is delivered and scored electronically. 

Instructions: Use the scale below to indicate the extent to which each statement applies to your 

Board. Be sure to evaluate the statement honestly without over-thinking your answers. 

Score 3 for Agree  Score 2 for Sometimes  Score 0 for Rarely/Never 

 

1. Our Board and staff inform new Directors about responsibilities and important 

organizational information through a structured, new member orientation program. 

2. The Board is regularly briefed by the CEO/Executive Director on EC3’s achievements and 

challenges. 

3. Our Board keeps itself informed of EC3’s performance based on predetermined plans and 

goals. 

4. Directors engage in active listening, do not interrupt others, and speak respectfully and 

openly to one another. 

5. We actively recruit new Directors based on identified needs such as expertise, skills, and 

other contributions. 

6. Our IRS Form 990 is presented to the full Board for review prior to submitting to the IRS. 

7. Directors play an active role in EC3’s fundraising efforts. 

8. If a new policy is needed for the Board or EC3, the issue is clearly presented to and 

discussed by the Board prior to approval. 

9. Board meeting discussions stay on task and make good use of our time. 

10. Directors have a diverse set of skills and abilities. 

11. We consciously select and prepare our Board officers for their leadership responsibilities. 

12. The CEO/Executive Director receives an annual performance evaluation with input from 

all Directors. 

13. Directors consider succession planning (leadership, board and/or program) and how it 

might impact their decisions. 

14. Directors end discussions with clear and specific resolutions and calls to action. 

15. The current financial status of EC3 is understood by all, so that when Board actions are 

needed, they are taken thoughtfully but quickly. 

16. Individual Directors actively support public relations and marketing events that benefit 

EC3. 

17. The Board has and follows carefully crafted policies for key areas such as finance, 

personnel, safety, and ethics. 

18. The structure of our bylaws, agenda and committees provides allows us to get our work 

done well in a timely way. 

19. All Directors’ perspectives are valued. 
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20. When seeking members for the Board we use a wide variety of referral sources within the 

communities we serve. 

21. Directors trust that the CEO/Executive Director will follow through on plans and direction. 

22. Directors know what outside influences will impact EC3’s success. 

23. Directors leave meetings confident that their peers are completely committed to the 

decisions agreed upon during the meetings, even if there was initial disagreement. 

24. EC3’s annual budget is fully discussed by the Board prior to its approval. 

25. Our fund development plan is not reliant on the success of fundraising events. 

26. The roles and responsibilities of our Board are clearly defined. 

27. The agendas of our Board meetings and supporting written materials have adequate 

information to allow decisions to be made. 

28. Directors seek to understand opinions different than their own. 

29. Directors support the CEO/Executive Director through coaching, mentoring, and advising 

when necessary. 

30. Directors agree on a 2–3-year future vision. 

31. Board meetings are compelling, not boring. 

32. We rely on more than one person to understand and communicate the financial status of 

EC3. 

33. Directors, regardless of their ability to give or ask, know what their role is in the fundraising 

process. 

34. Directors acknowledge their legal and ethical duties when making decisions. 

35. We do not re-do the work of committees during Board meetings. 

36. Directors have varying income, education, cultural, and ethnic backgrounds. 
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Scoring 

Insert the score you selected for each statement, according to the statement number. Add and insert 

the total of each column. 

 

Diversity and Inclusion 
Statement 10   
Statement 19   
Statement 28   
Statement 36   

Structure 
Statement 9   
Statement 18    
Statement 27    
Statement 35    

Board Recruitment 
Statement 1   
Statement 5   
Statement 11    
Statement 20    

Total: Total: Total: 

 

Governance 
Statement 8   
Statement 17    
Statement 26    
Statement 34    

Board/ED Relationship 
Statement 2   
Statement 12    
Statement 21    
Statement 29    

Fundraising 
Statement 7   
Statement 16    
Statement 25    
Statement 33    

Total: Total: Total: 

 

Financial Oversight 
Statement 6   
Statement 15    
Statement 24    
Statement 32    

Culture 
Statement 4   
Statement 14    
Statement 23    
Statement 31    

Planning 
Statement 3   
Statement 13    
Statement 22    
Statement 30    

Total: Total: Total: 

 

For each area: 

◼ A score of 10 or above indicates that the named area is most likely not a problem for the 

Board. 

◼ A score of 6-9 indicates the named area could interfere with the work of your Board and the 

success of EC3. 

◼ A score of 5 or below indicates the named area needs to be addressed. 

Guiding Questions 

After each board member has scored his/her assessment, you may choose to engage the full board 

in a dialogue about the results. This dialogue will be critical in determining the next steps the board 

wishes to take. The following are guiding questions to help facilitate that dialogue. 

◼ If every member of our Board and our CEO/Executive Director took this assessment, would 

our scores be the same? Why or why not? How would your board and staff gain the same 

understanding? 

◼ For each area, what do we do well? Where can we improve? 
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◼ What area needs our focus? 

◼ What are the easiest improvements that we could begin today? 

◼ What areas might need more focused time or might we need help with? 

 

Attach Board matrix 
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Appendix C: Financial Management Procedures 
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Appendix D: Record Retention Policy 

Approved and Adopted on February 18, 2020 

PURPOSE 

The purpose of this policy is to ensure that necessary records and documents are adequately 

protected and maintained, whether electronic or physical, and to ensure that records that are no 

longer needed by the Educational Child Care Center, Inc. (Organization) or are of no value are 

discarded at the proper time. This policy is also for the purpose of aiding employees of the 

Organization in understanding their obligations in retaining electronic documents, including e-

mail, web files, text files, sound and movie files, PDF documents, and all Microsoft Office or other 

formatted files. This policy applies to all locations managed by the Organization. 

ADMINISTRATION 

The Record Retention Schedule below is approved as the maintenance, retention, and disposal 

schedule for physical records of the Organization as well as the retention and disposal of electronic 

documents. The Chief Executive Officer (CEO) is the officer in charge of the administration of 

this policy and the implementation of its processes and procedures. The CEO works with the 

Secretary of the Board of Directors to ensure that the Record Retention Schedule is followed. The 

CEO is also authorized to: 

◼ make recommendations for modifications to the Record Retention Schedule from time to time 

to ensure that it is in compliance with local, state, and federal laws, and includes the appropriate 

document and record categories for the Organization; 

◼ monitor local, state, and federal laws affecting record retention; 

◼ annually review the record retention and disposal program with the Board of Directors or its 

delegated committee; and 

◼ monitor the Organization’s compliance with this policy. 

The CEO is responsible for the ongoing process of identifying records that have met the required 

retention period and overseeing their destruction. Destruction of financial, human resource, and 

other sensitive documents will be accomplished by shredding or other secure destruction methods. 

Document destruction will be suspended immediately in certain circumstances as described below. 

LITIGATION HOLD AND SUSPENSION OF DESTRUCTION POLICY 

In the event litigation involving the Organization is reasonably anticipated (such as being served 

with a subpoena, a lawful request for documents, or credible information involving investigation 

or litigation of the Organization), the CEO shall notify employees of a litigation hold which will 

temporarily suspend the destruction policy in place, and will also work with information 

technology service providers in executing the litigation hold as it pertains to electronically stored 

information. The litigation hold shall expire after a judgement has been rendered and appeals or 

the time allowed for such appeals is exhausted. 
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COMPLIANCE 

Failure to follow this policy can result in possible civil and criminal sanctions against the 

Organization and possible disciplinary action against responsible individuals. The CEO and Board 

of Directors will periodically review these procedures in conjunction with legal counsel and the 

Organization’s certified public accountant to ensure that they are in compliance with new or 

revised regulations. 

RECORD RETENTION SCHEDULE 

Corporate Records 
Annual Reports to Secretary of State/Attorney General Permanent 

Articles of Incorporation Permanent 

Board Meeting and Board Committee Minutes Permanent 

Board Policies/Resolutions Permanent 

Bylaws Permanent 

Construction Documents Until asset is disposed 

Fixed Assets Records Until asset is disposed 

IRS Application for Tax-Exempt Status (Form 1023) Permanent 

IRS Determination Letter Permanent 

State Sales Tax Exemption Letter Permanent 

Contracts (after expiration) 7 years 

Correspondence (general) 3 years 

Accounting and Corporate Tax Records 
Annual Financial Statements (audited or otherwise) Permanent 

Depreciation Schedules Permanent 

IRS Form 990 Tax Returns and Schedules Permanent 

General Ledgers Permanent 

Business Expense Records 7 years 

IRS Forms W-2 and 1099 7 years 

Journal Entries 7 years 

Invoices 7 years 

Petty Cash Vouchers 3 years 

Cash Receipts 3 years 

Credit Card Receipts 3 years 

Bank Records 
Check Registers 7 years 

Bank Deposit Slips 7 years 

Bank Statements and Reconciliation 7 years 

Electronic Fund Transfer Documents 7 years 

Payroll and Employment Tax Records 
Payroll Registers Permanent 

State Unemployment Tax Records Permanent 

Earnings Records 7 years 

Garnishment Records 7 years 

Payroll Tax Returns 7 years 

IRS Forms W-2 7 years 
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Employee Records 
Employment and Separation Agreements  Permanent 

Retirement and Other Employee Benefit Plans Permanent 

Records Relating to Promotion, Demotion, or Discharge 7 years after separation 

Accident Reports and Worker’s Compensation Records 5 years 

Salary Schedules 5 years 

Employment Applications 3 years 

I-9 Forms 3 years after separation 

Time Cards 2 years 

Donor and Grant Records 
Donor Records and Acknowledgement Letters 7 years 

Grant Applications and Contracts 7 years after termination 

Legal, Insurance, and Safety Records 
Property Appraisals Permanent 

Copyright Registrations Permanent 

Environmental Studies Permanent 

Insurance Policies Permanent 

Real Estate Documents Permanent 

Bond Records Permanent 

Trademark Registrations Permanent 

Leases 6 years after expiration 

OSHA Documents 5 years 

General Contracts 6 years after termination 

Program and License Records 
Child Placement and Enrollment Records 4 years after disenrollment 

Child Health and Immunization Records 4 years after disenrollment 

Federal Food Program Records 4 years after disenrollment 
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Appendix E: Capitalization Policy 

Approved and Adopted on November 19, 2019 

DEFINITION AND THRESHOLD 

Capital purchases comprise furniture, fixtures, equipment, software, leasehold improvements, and 

other significant expenditures that meet two criteria: 

◼ have an expected useful life greater than one year, and 

◼ cost more than a specified amount. 

The Board of Directors has established $2,500 as the threshold amount for capitalization, which is 

generally applied on a per-item basis. 

COMPETITIVE BID 

For capital purchases exceeding $2,500, competitive bids (preferably three, minimum two) should 

be sought when appropriate and practical. 

APPROVAL 

The Organization’s budgets are updated each year and should reflect proposed capital purchases 

that are anticipated to take place during the year. Capital costs, as defined above, itemized within 

the approved budget are considered pre-approved, which meets the requirements of the 

Organization’s Governance Policies para. 3.4.8 for board approval. 

Capital costs beyond those itemized in the approved budget will generally require advanced board 

approval. To seek such approval, the ED must provide the total expected cost and rationale for the 

purchase, demonstrate the availability of financial resources to support the purchase, and assess 

other potential impacts of the expenditure (including but not limited to safety and security of 

people and property, insurance costs, and impact on liquidity of the organization) 

RECORDKEEPING 

The Organization shall maintain a list of fixed assets showing the date of the acquisition, its cost, 

and a schedule for depreciation of the assets. The Organization shall retain documentation for each 

capital purchase in accordance with the Organization’s Document Retention and Destruction 

Policy. Annual depreciation expense will be included in the Organization’s annual operating 

budgets. 
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Appendix F: Fraud Risk Management Policy 

Approved and Adopted on January 20, 2015 

BACKGROUND 

This fraud policy is established to facilitate the development of controls which will aid in the 

detection and prevention of fraud against Educational Child Care Center (EC3). It is the intent of 

EC3 to promote consistent organizational behavior by providing guidelines and assigning 

responsibility for the development of controls and conduct of investigations. 

SCOPE OF POLICY 

This policy applies to any fraud, or suspected fraud, involving employees as well as Directors, 

consultants, vendors, contractors, outside agencies doing business with employees of such 

agencies, and/or any other parties with a business relationship with EC3. 

Any investigative activity required will be conducted without regard to the suspected wrongdoer’s 

length of service, position/title, or relationship to EC3. 

POLICY 

EC3’s management is responsible for the detection and prevention of fraud, misappropriations, 

and other inappropriate conduct. Fraud is defined as the intentional, false representation or 

concealment of a material fact for the purpose of inducing another to act upon it to his or her injury. 

Each member of the management team will be familiar with the types of improprieties that might 

occur within his or her area of responsibility, and be alert for any indication of irregularity. 

Any fraud that is detected or suspected must be reported immediately to the CEO and the 

Treasurer, who coordinate all investigations with law enforcement and other affected areas, both 

internal and external. 

Actions Constituting Fraud 

The terms defalcation, misappropriation, and other fiscal wrongdoings refer to, but are not limited 

to: 

◼ Any dishonest or fraudulent act. 

◼ Forgery or alteration of any document or account belonging to EC3. 

◼ Forgery or alteration of a check, bank draft, or any other financial document. 

◼ Misappropriation of funds, property, supplies, or other assets. 

◼ Impropriety in the handling or reporting of money or financial transactions. 

◼ Profiteering as a result of insider knowledge of EC3 activities. 

◼ Disclosing confidential and proprietary information to outside parties. 

◼ Disclosing to other persons securities activities engaged in or contemplated by EC3. 

◼ Accepting or seeking anything of material value (greater than $50) from contractors, vendors, 

or persons providing services/materials to EC3. 

◼ Destruction, removal, or inappropriate use of records, furniture, fixtures, and equipment. 
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◼ Any similar or related inappropriate conduct. 

Other Inappropriate Conduct 

Suspected improprieties concerning an employee’s moral, ethical, or behavioral conduct should 

be resolved using EC3’s performance monitoring policies rather than the fraud risk management 

policy. If there is any question as to whether an action constitutes fraud, contact the CEO or any 

Board officer for guidance. 

INVESTIGATION RESPONSIBILITIES 

The CEO and Treasurer have the primary responsibility for the investigation of all suspected 

fraudulent acts as defined in the policy. If the investigation substantiates that fraudulent activities 

have occurred, the CEO and Treasurer will issue reports to the Board of Directors through the 

Finance and Facilities Committee. 

Decisions to prosecute or refer the examination results to the appropriate law enforcement and/or 

regulatory agencies for independent investigation will be made in conjunction with legal counsel 

and senior management, as will final decisions on disposition of the case. 

CONFIDENTIALITY 

The CEO and Board of Directors treat all information received confidentially. Any employee who 

suspects dishonest or fraudulent activity will notify the CEO and Treasurer immediately, and 

should not attempt to personally conduct investigations or interviews/interrogations related to any 

suspected fraudulent act (see Reporting Procedures section below). Investigation results will not 

be disclosed or discussed with anyone other than those who have a legitimate need to know. This 

is important in order to avoid damaging the reputations of persons suspected but subsequently 

found innocent of wrongful conduct and to protect EC3 from potential civil liability. 

AUTHORIZATION FOR INVESTIGATING SUSPECTED FRAUD 

Members of the Investigation Unit (whether internal or external) will have: 

◼ Free and unrestricted access to all EC3 records and premises, whether owned or rented; and 

◼ The authority to examine, copy, and/or remove all or any portion of the contents of files, desks, 

cabinets, and other storage facilities on the premises without prior knowledge or consent of 

any individual who may use or have custody of any such items or facilities when it is within 

the scope of their investigation. 

REPORTING PROCEDURES 

Great care must be taken in the investigation of suspected improprieties or wrongdoings so as to 

avoid mistaken accusations or alerting suspected individuals that an investigation is under way. 

An employee or other complainant who discovers or suspects fraudulent activity will contact the 

CEO and/or the Treasurer immediately. The CEO and/or the Treasurer will identify the 

Investigation Unit (whether internal or external) and make it known to the Board of Directors. The 

employee or other complainant may remain anonymous. All inquiries concerning the activity 

under investigation from the suspected individual, his or her attorney or representative, or any 

other inquirer should be directed to the Investigations Unit. No information concerning the status 
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of an investigation will be provided publicly. The proper response to any inquiries is: “I am not at 

liberty to discuss this matter.” Under no circumstances should any reference be made to “the 

allegation,” “the crime,” “the fraud,” “the forgery,” “the misappropriation,” or any other specific 

reference. 

The reporting individual should be informed of the following: 

 Do not contact the suspected individual in an effort to determine facts or demand 

restitution. 

 Do not discuss the case, facts, suspicions, or allegations with anyone unless specifically 

asked to do so by the Investigation Unit. 

TERMINATION OR PROSECUTION 

If an investigation results in a recommendation to terminate or prosecute an individual, the 

recommendation will be reviewed for joint approval by the CEO and Board of Directors and, if 

necessary, by outside counsel, before any such action is taken. The Investigation Unit does not 

have the authority to terminate or prosecute an employee. 

ADMINISTRATION 

The EC3 Board of Directors is responsible for the administration, revision, interpretation, and 

application of this policy. The policy will be reviewed and revised as needed. 
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