
	

EC3 Board Meeting Agenda & Reports 

June 19, 2018; 5:00 p.m.; EC3 Gym 

Board Members Present: Lauren Gewirtz, Chris Jackson, Brandy Johnson, Andrea Kirk, Rachel 
Mangiavellano, Steve Purchase, Matt Randall, Michelle Richard, Carrie Rosingana, Todd Walsh, 
Brad Wurfel 

Board Members Absent: Brad Barron 

Staff Members Present: Betsy Clinton, Beverly Miller, Lis Weston 

Call to Order: 5:23 p.m. 
 Ms. Weston officiated the meeting. 

Public Comments 
 No members of the public were present. 

Old Business 
 Approval of the May 2018 Board Minutes was moved and supported via e-mail on 5/17/18 

(Mangiavellano/Johnson); voting completed on 5/25/18. The minutes passed as presented by 
unanimous vote. 

 The Executive Committee held its meeting on 6/5/18. The committee report is attached to these 
minutes. 

 A motion to authorize an increase in teacher in-service days for EC3 staff from two annually 
to four annually, starting in 2019, was made and seconded on 6/6/18 (Jackson/Mangiavellano); 
voting completed on 6/7/18. The motion passed as presented by majority vote. The specific 
dates for in-service training will be determined by the management team and will be 
communicated to EC3 staff and families no later than 7/31/18. 

New Business 
Prior to the meeting, Ms. Weston emailed the Board recommending that the meeting be dedicated 
to an open discussion, addressing numerous concerns that had been communicated to her from 
Board members, regarding confusion and frustration about current Board operations. The meeting 
began with each member of the Board and staff sharing, in turn, their perceptions and concerns. 
Several common themes and sub-themes emerged. 

1. Routine communication about center operations and Board activities is lacking 

a. Prior to the partnership between EC3 and Early LCC, Ms. Weston handled all such 
communications; she regularly reported to the Board what was going on at the 
center, and she planned, communicated, and reported all Board activity. 
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b. Since the partnership, Ms. Weston has not had the administrative capacity to allow 
her to continue these practices, and communication has fallen to the wayside. 

2. Board members do not have a clear understanding of their roles and responsibilities 

a. When Ms. Weston performed all the Board administration, Board members felt 
secure about their expectations. 

b. Several of the newer members have not received an orientation to the Board, and 
therefore have no sense of historical reference for getting work done. They are also 
sensitive to “stepping on toes” if certain methods or processes need to be done in a 
particular manner. 

c. Other Board members cited the orientation’s lack of detail about critical activities, 
such as the auction and the timeline for regular Board operations. Some of the 
activities put before Board members, particularly the amount of fundraising, do not 
seem to be in line with what they “signed up for.” 

d. Recruitment for new Board members is not possible without an understanding of 
the purpose, direction, and function of the Board. 

3. The Board has not clarified its own function relative to the partnership between EC3 and 
Early LCC 

a. Governance policies have not been clearly communicated or addressed, particularly 
at Early LCC, leaving the Board uncertain about how and where decisions are 
made. 

b. Embarking on the partnership was a lot to take on in a short period of time, resulting 
in the state of change and uncertainty we’re experiencing in all areas. 

c. “Re-orientation” of the Board is necessary now (not in the future) in order to 
appropriately engage the organization. 

4. Activities that have been clearly assigned to Board members have not been completed, 
acknowledged, or communicated as promised or expected 

a. Major activities, such as the auction and family events, are not being sufficiently 
acknowledged and debriefed in order to strengthen and inform future decisions. 

b. Reporting on important activities, such as the task force work, is not being 
completed on time, or shared with enough advance notice to produce fruitful 
discussions. 

c. Participation and accountability among Board members is lacking. 

5. Important issues are not being given the time and attention necessary to inform Board and 
management activities 

a. Major issues, such as whether to change the composition and scope of classrooms, 
are being discussed informally, through email, preventing deeper understanding 
and discourse necessary for decision-making. 

EC3 Board of Directors Meeting Minutes: June 2018 (Page 2)



	

b. The status of the organization’s financial solvency seems to fluctuate wildly, 
without making time to review and process situations face-to-face in order to 
appropriately address or respond to them. 

6. Communication to staff and families pertaining to important program matters is lacking, 
resulting in disengagement and departure. 

a. Teachers at both centers are feeling neglected because the administrative staff is 
stretched so thin. 

b. Teachers are the primary link to the hearts and minds of families; if they aren’t 
engaged and involved in the centers’ business, we are missing the greatest 
opportunity for success in anything we do. 

c. Some parents are feeling that the relationship between families and centers has 
become too transactional. 

 

The Board discussed the strain that has been put on Ms. Weston and the rest of the administrative 
staff, concerned about burnout at the management level. 

Ms. Richard expressed the need for a thesis statement on how EC3 and Early LCC are related, 
which can ultimately guide the structure of the Board and the pattern of its work. Ms. Johnson 
expressed agreement, noting that the strategic planning project is intended to make that thesis 
statement, as it is being designed as a transition plan that will offer short-term solutions as well as 
longer-term goals. Board members then examined the draft document (attached) as members of 
the task force explained the org chart and the basis for its guiding principles. Of particular interest 
was the plan that each center would have its own “steering committee” of sorts, allowing center 
staff, directors, and parents to deliberate their own specific program operations within established 
quality guidelines. 

Discussion then turned to the need for Board leadership that could devote the necessary time and 
attention to these organizational changes. Mr. Purchase stated his intention to leave the Board 
when his term ends on September 30th, and his desire to resign his position as Chair immediately 
due to increasing pressures and obligations in other areas.  

Mr. Walsh likewise suggested that his resignation, from the Secretary position now and the Board 
at the end of September, would probably be the best route to follow. He will not have a child at 
EC3 after the summer and wants to allow other parents to join the Board for its next iteration. 

Ms. Gewirtz expressed her desire to follow a similar path and vacate the Vice-Chair position, citing 
her length of service on the Board, as well as increased responsibilities at work. 

Ms. Kirk commented that the Board ought to consider installing positions of Past Chair and Chair-
Elect so there could be some natural transition plan in place for leadership. Mr. Jackson suggested 
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that we consider a similar configuration for the Treasurer position, and perhaps even establish 
Chairs and Vice-Chairs for the committees. 

Ms. Weston then suggested that we attempt to elect the new officers now and asked if anyone was 
willing to serve in the positions of Chair, Vice-Chair, and Secretary. Mr. Jackson stated that he is 
interested in serving as Chair, effectively vacating the Treasurer position. He then remarked that 
it would be prudent to have at least one of the four officers hail from Early LCC; Ms. Johnson 
offered to serve wherever she was needed the most. She also expressed her desire for a leadership 
role on the Program Committee, in whatever iteration it is becoming; Ms. Weston nominated Ms. 
Johnson for the Vice-Chair position and she accepted. 

Ms. Weston then asked Ms. Kirk if she would accept a nomination for Secretary. Ms. Kirk inquired 
about the position requirements, citing the esoteric description in the by-laws. Ms. Weston 
described much of what is involved and promised to meet with Ms. Kirk to establish more concrete 
terms, and Ms. Kirk accepted the nomination. 

Seeing no one desiring nomination to the position of Treasurer, Mr. Purchase offered to occupy 
the position for a length of time necessary to complete the budget process and find someone willing 
to take over afterwards. 

Committee leadership was then discussed. The Treasurer is the de facto Chair of the Finance & 
Facilities Committee, and the Board Chair is the de facto Chair of the Executive Committee. Ms. 
Kirk was eager for the Development & Marketing Committee Chair nomination, and Ms. Johnson 
accepted the nomination for Program Committee Chair with the caveat that a Board member from 
EC3 serve with her to establish a framework for program guidance at each center. She asked Ms. 
Rosingana to serve in this capacity, and Ms. Rosingana accepted. 

In summary, the slate of officer and committee chair nominations was as follows: 

 Board Chair and Chair of the Executive Committee: Chris Jackson 

 Board Vice-Chair and Chair of the Program Committee: Brandy Johnson, with Carrie 
Rosingana serving as committee Vice-Chair 

 Interim Board Treasurer and Interim Chair of the Finance & Facilities Committee: Steve 
Purchase 

 Board Secretary and Chair of the Development & Marketing Committee: Andrea Kirk 

Mr. Wurfel motioned that this slate be immediately installed as the officers of EC3’s/Early LCC’s 
Board of Directors; Ms. Mangiavellano seconded the motion, and the motion was approved by 
unanimous vote. 

Mr. Jackson thanked the outgoing officers for their service in leadership, and for their willingness 
to remain on the Board through September to assure a smooth transition. He then suggested that 
the Executive Committee becomes the Strategic Planning Task Force to continue the work in 
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developing a transition plan. Ms. Richard agreed to serve in a facilitation capacity for the task 
force. 

Ms. Johnson noted that the next several Board meetings might require additional time and/or 
break-out sessions in order to complete the work necessary for the transition plan. Mr. Jackson 
charged the committee chairs to complete their monthly reports early so they could be distributed 
well in advance of the Board meetings, negating the need to present them at that time. 

Ms. Mangiavellano inquired about the roles of the remaining Board members. Mr. Jackson stated 
that this would be discussed at a transition meeting he would call in the next few weeks. He 
remarked that changes to the committee membership and by-laws were likely to come in the near 
future, and the task force will work to establish a clear timeline and expectations. 

Adjourn: 7:24 p.m. 
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1715 West Malcolm X Street
Lansing, MI 48915-1010
phone: 517-485-6825
fax: 517-485-6848
ec3kids.org Executive Committee Meeting Report 

June 5, 2018 
Present: Chris Jackson, Steve Purchase, Todd Walsh, Lis Weston (staff) 
Absent (Excused): Lauren Gewirtz 

1. EC3 Teacher In Service Days 
a. Discussion related to question before the board to authorize increasing teacher in-service days 

from 2 to 4 per year. There consensus among Lis and Excom to forego implementation this August 
due to short notice, and instead ask the board for authorization to make the change effective next 
February. 

 
2. ELCC Classroom Configuration  

a. Discussion related to question before the board to authorize converting one ELCC preschool room 
to an infant room. Discussion summarized points raised by board members over email and sought 
to clarify the request. Excom discussed the question of GSRP slot consolidation, service 
commitment for low-income and LCC affiliated families, and budget implications of the shift. 
Excom reached consensus to call the question specifically for the classroom configuration, leaving 
consolidation of GSRP slots and broader mission-related service goals for further discussion at the 
committee level.  

 
3. June Committee Meeting Agenda Review: 

a. Finance and Facilities: Begin Budget Review 
b. DevMar: Will not meet in June 
c. Program: Discussion on what reformatted Program Committee/School Improvement Team would 

look like to more directly address needs of each center individually, with separate sub-committees 
(or other structure) to include Board Members, Administration, Staff, and Parents from each 
center. 

 

Next meeting: August 3, 2018 unless earlier called. 
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Early Learning Lansing  
Three-year Transition Plan: 2018–2021 

09.2018 
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Our Mission 
Provide and increase access to high-quality early learning and care in the 

greater Lansing region. 
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Letter from the Board Chair  
and Executive Director 

Dear families, community members, and partners, 

In summer 2017, we expanded the reach of quality, early learning and care programming in the greater 
Lansing region when Early Learning Children’s Community (Early LCC) and the Educational Child Care 
Center (EC3) entered into a joint operating agreement. Over the past year, we have learned a lot about 
how to effectively serve over 150 families, 200 children, 85 staff members, and two centers.  

We knew when we began this partnership that there are numerous ways to achieve quality, and our 
experience over the past year has confirmed that. Early LCC and EC3 each have a long history of providing 
developmentally appropriate, child-centered care to families throughout the greater Lansing area. While 
each center offers distinct programming, they both adhere to the highest standards of quality.  

We also knew that through this partnership there would be opportunities to make both programs stronger 
and more sustainable.  On the program side, we have begun to leverage support staff at both centers, and 
to explore cross-center professional development. On the administrative side, we have streamlined 
processes regarding human resources and accounting, among other things. 

With these successes have come bumps in the road, we have constantly asked ourselves, “How can we 
build on what each center does well and be stronger together? How can we extend our 
collective reach to serve even more children in our community?”  

These questions helped produce an exciting and ambitious vision for a new organizational structure and 
an even deeper commitment to reaching more children and families in our community. This document 
provides a high-level plan for ELCC and EC3 to move forward together, effectively serving children and 
families in this region for many years to come.    

Sincerely, 

  

 

Stephen Purchase Elisabeth Weston 
Board Chair Executive Director  

EC3 Board of Directors Meeting Minutes: June 2018 (Page 9)



TABLE OF CONTENTS 

 .............................................................................................................................................................................. 2 
OUR MISSION ......................................................................................................................................................... 2 
LETTER FROM THE BOARD CHAIR  AND EXECUTIVE DIRECTOR .............................................................................. 3 
INTRODUCTION ...................................................................................................................................................... 5 
MISSION AND VISION .............................................................................................................................................. 6 
VALUES .................................................................................................................................................................. 6 
ORGANIZATION ...................................................................................................................................................... 7 
PRIORITIES FOR EARLY LEARNING LANSING .......................................................................................................... 8 
Provide high quality early learning and care .......................................................................................................................... 8 
Be Sustainable .................................................................................................................................................................. 8 
Extend Our Reach .............................................................................................................................................................. 9 
ACTION STEPS TO BUILDING NEW INFRASTRUCTURE ............................................................................................. 9 
Governance ...................................................................................................................................................................... 9 
Operations and Policy ...................................................................................................................................................... 10 
Marketing, Branding, and Communications ......................................................................................................................... 10 
Talent ............................................................................................................................................................................ 10 
Sustainability .................................................................................................................................................................. 10 
Administrative Capacity .................................................................................................................................................... 10 
ACKNOWLEDGEMENTS ........................................................................................................................................ 10 
Board of Directors ........................................................................................................................................................... 10 
Staff .............................................................................................................................................................................. 10 

 
 

EC3 Board of Directors Meeting Minutes: June 2018 (Page 10)



INTRODUCTION 
Educators and brain scientists worldwide know there’s a significant difference between 
“daycare” and early childhood education—and so does our team. 

For the past year, the Educational Child Care Center (EC3) and the Early Learning Children’s Community 
(Early LCC) have been operating as partners that share a commitment to providing high-quality early 
learning and care. Families of children enrolled at each center understand the intrinsic value of this 
education because each center’s history is based on high-quality experiences. 

When it was founded 33 years ago, EC3 was an experimental partnership with the Lansing School District 
and the Michigan Department of Education. Its primary charge was to develop a high-quality early 
learning program for children that prepares them for the rigors that await, not only in school, but also in 
life. EC3 has grown over the decades to serve about 120 children, utilizing the talents of 50 employees 
within the eleven classrooms of its Main Street School building. 

Since its opening in 2010, LCC was likewise charged with providing high-quality early education to 
families in the Greater Lansing area, including those who were pursuing higher education at Lansing 
Community College (LCC). With six classrooms and 30 employees occupying a cozy building on LCC’s 
campus, Early LCC serves an average of 70 children. 

EC3’s original mission had a second provision: figure out a great system for delivering high-quality early 
learning, and then share that model and increase awareness of its benefits to children, families, and the 
larger community. EC3 began to fulfill that mission in May 2017, when Early LCC’s original management 
company decided that it would not pursue renewal of its contract. LCC contacted EC3 asking them to 
respond to a request for proposals to manage Early LCC, because LCC would only allow a high-quality 
organization to operate Early LCC. EC3 submitted a proposal and was ultimately selected by LCC to 
manage Early LCC, deeming it a “sister site.” 

EC3’s interest in pursuing the partnership was grounded in a shared history. EC3 was the first lab school 
of LCC’s child development degree program and had a nearly 20-year history of collaboration with it. The 
opportunity to once again join forces with LCC, while also maintaining a viable, high-quality center was a 
fulfillment of EC3’s mission to support local children and families through early learning. 

From the outset of the partnership, both EC3 and Early LCC planned to continue their own cultures and 
styles of delivering early learning and care. There have been opportunities to collaborate in the areas of 
teacher training and professional development, in addition to many administrative efficiencies derived 
over the first year. 

By essentially doubling their presence, EC3 and Early LCC embarked on a clear path toward a long-term 
vision: to become a community resource for families of young children. Not only do the two centers have a 
larger platform from which to convey the importance of high-quality early learning; they also have an 
opportunity to establish early learning scholarships for lower income families in the Greater Lansing area. 

Individually, we continue to elevate the profession of early childhood education and 
provide outstanding care for children. Together, we are also uniquely positioned to 
increase access to quality care beyond our two centers.  
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To accomplish this vision, something bigger than the two centers is needed. This is where Early Learning 
Lansing comes in. This plan is specifically called a transition plan because it outlines a vision for the 
future and identifies specific organizational changes that must be made to prepare us to take on new 
priorities and opportunities. This plan identifies a three-year transition from our two center structure to a 
more comprehensive, cohesive organization.  

MISSION AND VISION 
Our mission is simple: provide and increase access to high-quality early learning and care in the greater 
Lansing region. From six weeks to five years, we partner with families to help young children grow. 
Children are learning from the day they are born; they do not require any outside motivation. Young 
people are curious, developed learners, and it is the job of our centers to create developmentally 
appropriate opportunities for them to explore and grow. 

Quality. In our classrooms, we support the highest quality care. Families select our centers because they 
want they very best learning experience for their children. Our teachers are passionate people who share a 
commitment to providing child-centered learning experiences. They create opportunities for children to 
question, explore, develop, experience, create, express, and grow.  

Each of our early learning centers is focused on learning. Our program directors are instructional leaders 
who are skilled at partnering with families. Our teachers participate in ongoing professional learning, and 
they have the skills, knowledge, and tools necessary to serve children in the best way they know how.   

Sustainability. To effectively serve Lansing-area families, our programs also must be financially sound 
and responsibly managed. We have learned to strategically capitalize on local, state, federal, and private 
resources to allow us to provide affordable, high-quality early learning and care for all families who seek 
it. This is difficult work, but blending funding sources is critical to our long-term success. We have also 
created an organizational structure that engages all of our key constituencies in governance—including 
families, staff, and community members.   

Reach. We serve young learners across greater Lansing. We are among the largest providers in the 
region, licensed for nearly 250 children across our two centers—yet this number is but a fraction of all the 
young children in this region. We are committed to expanding our reach through shared professional 
learning, advocacy, and the exploration of bringing other centers into our portfolio. All children need 
high-quality early learning and care, and we are committed to supporting providers that offer it. 

VALUES 
High-quality early learning and care must be accessible to all. Early Learning Lansing serves all 
families, not just those that can afford the cost of quality. We leverage local, state, federal, and private 
resources to serve socioeconomically diverse families.  

High-quality can be achieved in a variety of ways. Early Learning Lansing sets quality standards 
and allows our centers flexibility in how these standards are met.  

Consistency can aid in sustainability. We aim to balance our commitment to center flexibility with 
the need for centers be sustainable. In some cases, we require our centers to adopt the policies, financial 
practices, and governance that have been appropriately vetted and practiced. We regularly reevaluate this 
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balance to ensure centers can be responsive to families without shouldering the administrative burden 
that comes with operating a small nonprofit.   

Families and staff are partners in this work. Early Learning Lansing believes families and staff 
must be partners in the work. We engage families and staff in all facets of children’s education and 
governance of this organization. xxx 

xxxx: xxx  

ORGANIZATION 
Narative from Stephen.  
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PRIORITIES FOR EARLY LEARNING LANSING 
Over the long term, Early Learning Lansing is driven by three central priorities:  

1. Provide high-quality early learning and care 

a. Support our children  

b. Support our families  

c. Support our staff  

1. Be sustainable.  

2. Extend our reach.  
 

PROVIDE HIGH QUALITY EARLY LEARNING AND CARE 
Vision  

Children 

Families  

Staff  

Needs and Opportunities 

Children 

Families  

Staff  

Short-term Strategies  

Strategy Timeline 
XXXX XXXX 
  

 

Long-term Strategies  

Strategy Timeline 
XXXX XXXX 
  

 

BE SUSTAINABLE  
Vision  

xxx 
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Needs and Opportunities 

xxx 

Short-term Strategies  

Strategy Timeline 
XXXX XXXX 
  

 

Long-term Strategies  

Strategy Timeline 
XXXX XXXX 
  

 

EXTEND OUR REACH 
Vision  

xxx 

Needs and Opportunities 

xxx 

Short-term Strategies  

Strategy Timeline 
XXXX XXXX 
  

 

Long-term Strategies  

Strategy Timeline 
XXXX XXXX 

 

ACTION STEPS TO BUILDING NEW INFRASTRUCTURE  
Having a thriving organization is an essential part of being able to support the quality care and education 
that our centers provide to children in our community. To that end, Early Learning Lansing will spend the 
first 12-18 months of this transition plan focusing on the development of key assets that will constitute the 
foundation of our organization.   

GOVERNANCE 
Create a new Board of Directors to provide oversight of the umbrella organization and the existing 
centers.  Recruit new members and include representation from EC3, Early LCC, community leaders, and 
early childhood experts with diverse and appropriate skills to properly govern the organization.  Adopt 
amended bylaws.  Elect officers.  Set meeting calendar.       
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Determine a Board subcommittee structure, slightly modified from our existing structure. 

• Quality – Ensure organization and centers are delivering a strong and effective curriculum, 
maintain NAECY accreditation and other proxies for quality, ensure teaching staff receive regular 
and effective professional development, etc. 

• Sustainability - Ensure organization remains financially viable; focus on ensuring administrative 
capacity 

• Reach - Explore opportunities for growth; fund development; communication, marketing, and 
branding 

OPERATIONS AND POLICY 
Xx  

MARKETING, BRANDING, AND COMMUNICATIONS 
xx 

TALENT 
Xx 

SUSTAINABILITY 
xxxx 

ADMINISTRATIVE CAPACITY 
xxxx 
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Board of Directors and staff. We are grateful for the financial support from the Capital Region Community 
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