
 

EC3/ELCC Board Meeting Minutes & Reports 
October 16, 2018; 5:30 p.m.; EC3 Gym 

Board Members Present: Chris Jackson, Brandy Johnson, Andrea Kirk, Steve Purchase, Matt 
Randall, Michelle Richard, Brad Wurfel, Brenton Coderre 

Board Members Absent: Rachel Mangiavellano, Carrie Rosingana 

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

Call to Order 
C. Jackson called the meeting to order at 5:35 p.m. 

 C. Jackson officiated the meeting. A. Kirk and L. Weston recorded the minutes. 

Approval of the September Minutes was moved and supported via e-mail prior to the meeting. 

Recognition of Guest & Public Comments: 
The following guests were in attendance: 

 Rachel Beyer, parent of a preschool child at EC3 
 Cortez and Charde Ervin, parents of a preschool child at EC3 
 Sara Jackson, parent of a toddler at EC3, employee at Early LCC 
 Vicki Whelpley, employee at Early LCC 
 B.J. Puchala, parent of two preschool children at EC3 

The guests had no general comments, and were instructed that they would be able to provide input 
on the proposed bylaw changes at that point in the meeting. 

Recognition of Board Officers: 
Pursuant to Article V, Section 3 of the bylaws, Board officers were elected at the July 2018 meeting 
due to resignations. 

 Steve Purchase was elected as Interim Treasurer 
 Andrea Kirk was elected as Secretary 
 Brandy Johnson was elected as Vice-Chair 
 Christopher Jackson was elected as Chair 

The Board Member pledge (Attachment 1) were distributed and reviewed. C. Jackson instructed 
the Board members to turn in their signed pledges to L. Weston as soon as possible. 

Review and Decision of Proposed Changes in Bylaws 
Proposed changes to the bylaws (Attachment 2) were reviewed, beginning with public comments 
as follows: 

EC3 Board Meeting Minutes (October 2018): Page 1



 

Sean Carey, EC3 Parent 
(Via email) My comments for consideration. 

Article II: Adding "political beliefs" to protected classes potentially leaves EC3 open to a lawsuit 
if we decided to hire/not hire an employee based on this reason alone (e.g., we discover one of our 
employees is a white supremacist). Keeping "political beliefs" out limits our exposure.  

Article III: "The purposes of Educational Child Care Center..." change to EC3. Also, add Early 
LCC? 

Article IV, Section 8: "After three (3) absences..." absent from Board meetings? 

Article V, Section 7: "...assist the Center Director(s)..." change to "Executive Director" 

Article V, Section 7: "...financial planning for the center..." change to "centers" 

Article V, Section 7: "The treasurer shall have credentials equivalent to a Certified Public 
Accountant (CPA)." This is vague. Does this mean they must be a CPA? If not a CPA, how would 
we define "equivalent to"? 

Article VI, Section 4: "...stability of the center..." change to "centers" 

Ada Scott, EC3 Teacher 
(Via email) I will be unable to attend the meeting next week but I read and like the continuity of 
the plan for succession, and the decrease in meeting commitments so that hopefully more people 
will be willing to get involved. I am wondering if the school advisory committee board 
representative is a participant in the program committee, and what input teachers can have to assist 
this committee? Perhaps we could have a photo frame with board members and their committees 
hung somewhere? (Just a thought.)  

B.J. Puchala, EC3 Parent 
Concerned about the proposed requirement that the treasurer have CPA credentials. It would limit 
the field of applicants, which is already small. 

Rachel Beyer, EC3 Parent 
 Shared concern about requiring treasurer to have CPA credentials. 
 Supports the inclusion of protecting political beliefs. 
 Opposes the lengthening of the Board member term; three years is daunting. 

Vicki Whelpley, ELCC Teacher 
 Opposes the lengthening of the Board member term. 
 Suggested putting this matter to parents/staff and see if there is a consensus one way or another. 

Sara Jackson, ELCC Employee 
 Suggested keeping the Board member term the same, but limit the number of terms. 
 Agreed with Ada’s comment about posting pictures of Board members; Betsy suggested it be 

addressed at the advisory committee level. 
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Board discussion followed: 

Regarding Article II: The addition of “political beliefs” as a protected class is not covered under 
current law and concern was raised on the addition of this statement. Discussion included how we 
pride ourselves on serving all families and what value does this statement have. L. Weston 
explained the rationale behind adding this class was to follow NAEYC recommendations, although 
it is not required. Board members expressed the addition of this statement is better suited for other 
documentation, not necessarily the by-laws. A motion to strike the phrase was made and supported 
(Richard/Randall). The motion passed by majority vote. 

Regarding Article V, Section 7: Discussion included whether it is necessary for the Treasurer to 
have CPA credentials. A motion to strike the CPA requirement was made and supported 
(Purchase/Richard). The motion passed by unanimous vote. 

Regarding Article IV, Section 2: Public comments and several Board members expressed concern 
that lengthening the term of Board service to three years might be daunting to new parents, 
dissuading them from applying. With many Early LCC parents currently enrolled in school, a 
longer term length may not be attractive. Currently there are no ramifications for early resignation 
from the board, but fulfilling a term is important to make the experience on the board successful. 
While increasing the term to three years allows for continued stability and a community 
perspective from parents whose children have changed schools, now may not be the time to do so. 
Additional suggestions included setting a term limit and the option to serve multiple terms, or to 
have positions available with different term lengths. L. Weston advocated for support the increased 
term length to continue moving in the direction of the new organization outlined in the Strategic 
Plan; she also suggested longer terms would increase opportunities for leadership. A motion to 
strike the proposed change of the Board term was made and supported (Richard/Kirk). The motion 
did not pass when voting produced a tie. Further discussion included seeking more feedback from 
parents on this topic, reminding the Board that if/when the new organization is formed, it will have 
its own Board and can set different terms. A new motion to strike the proposed change of the Board 
term was made and supported (Purchase/Johnson). The motion passed by majority vote, with one 
abstention.. 

Article V, Section 6: Discussion included whether succession of the Secretary to Vice-Chair is 
necessary at this time, or if succession of Vice-Chair to Chair is sufficient for continuity purposes. 
Having the three executive positions (one year each) in succession would commit one person to a 
minimum of four years on the Board, which may be asking too much. A motion to strike the section 
of the proposed succession plan pertaining to the Secretary was made and supported 
(Purchase/Kirk). The motion passed by unanimous vote. 

A motion to approve Articles III, IV Section 8, Article V Section 7 regarding change to “Executive 
Director” and the plural use of centers, Article VI Section 4, and the additional grammatical 
updates as outlined in the email from Sean Carey was made and supported (Purchase/Johnson). 
The motion passed by unanimous vote. 

A final motion to approve the by-laws with the changes as outlined above was made and supported 
(Randall/Purchase). The motion passed by majority vote, with one abstention. 
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Strategic Transition Plan Highlights 
L. Weston reviewed highlights of the last year, covering the shift in strategic focus this past Spring 
with the addition of Early LCC parents on the Board. All were encouraged to review the Strategic 
Plan, Attachment 3, which will be submitted to the Capital Region Community Foundation by the 
end of the month. 

Year End Financial Review 
L. Weston reviewed a comparison of account and expenditure balances from the beginning to the 
end of the fiscal year. Payroll has increased due to more full-time staff. Taken at face value, the 
comparison appears unfavorable—but many factors must be taken into account before any true 
evaluation can be made. L. Weston expressed concern that the fall enrollment dip, while normal, 
might not be sufficient to compensate for the financial strains left from the summer. 

This steered the conversation in another direction, as M. Richard inquired on what the 
administration was doing to address this issue. While this somewhat of a “normal” pattern and an 
on-going challenge of new centers opening and public schools offering early learning, an 
enrollment action plan was requested from the Executive Director at the next Board meeting. 
Further discussion included questions of who is ultimately responsible for enrollment recruiting 
and how EC3 has addressed this in the past. L. Weston explained that the management staff recruits 
for enrollment in numerous ways, and that it is also incumbent on the Board members to serve as 
ambassadors within their spheres of influence. A. Kirk reminded the Program Directors to contact 
a Board member after prospective families tour the centers, in case a follow-up call to the prospect 
might influence their enrollment decision. 

Regarding current financials, L. Weston reminded the Board that the annual year-end fundraising 
campaign was designed specifically to address the expected enrollment shortfalls each autumn. In 
recent years, Board participation has been low and the campaigns have not been as successful as 
they used to be. A. Kirk noted that the Executive Committee has already discussed holding a Board 
alumni happy hour/fundraiser this December in hopes to bring in extra dollars (see 
attachedCommittee meeting report). In addition, the Development & Marketing Committee was 
tasked with taking on a more active role in fundraising. 

Committee Assignments 
The current table of committee assignments was reviewed. B. Coderre to join the Finance & 
Facilities Committee, and with the term ending of B. Wurfel, M. Richard to temporarily join the 
Development & Marketing Committee. 

Additional discussion included the feedback from Ada Scott regarding whether the Advisory 
Council board members are on the Program Committee. Each Advisory Council leader is also on 
the Program committee. At a future meeting within each center, that leader will begin a discussion 
on the suggestion of Board  member photos (preferably candid shots) being displayed. 

Adjourn 
C. Jackson declared the meeting adjourned at 7:15 p.m. 
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Board Member Pledge 

This pledge is intended to acknowledge the shared responsibilities, commitment, and conduct 
expected of all members of the Board of Directors of Educational Child Care Center (EC3). This 
document is not meant to be a formal contract but rather a set of expectations set forth for all 
existing and future Board Members. 

BOARD MEMBER’S COMMITMENT TO EC3: 
As a member of the Board of Directors of EC3, I am fully committed and dedicated to the 
mission of EC3, to provide developmentally-appropriate child care in a nurturing environment 
that promotes growth of the whole child while responding to the needs of the family. I pledge to 
help EC3 carry out this mission, consistent with the functions of the office of Board Member as 
stated in EC3’s By-laws. 

Code of Ethics 
EC3 adheres to a Code of Ethics that requires Board Members and employees to observe high 
standards of business and personal ethics in the conduct of their duties and responsibilities. As 
representatives of EC3, Board Members must practice honesty and integrity in fulfilling their 
responsibilities and comply with all applicable laws and regulations. 

Conflict of Interest 
EC3’s Board resolves that no member of the Board of Directors shall participate in any 
discussion or vote on any matter in which he or she or a member of his or her immediate family 
has potential conflict of interest due to having material economic involvement regarding the 
matter being discussed. When such a situation presents itself, the Board Member must announce 
his or her potential conflict, disqualify himself or 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 Board Member has not made it known. 

The Role of the Board 
As a Board Member of EC3, I have both the opportunity and the obligation to appoint and 
evaluate the Executive Director, help establish strategic direction, set broad policy, and steward 
the assets, all in support of EC3’s stated mission. I commit to fulfilling these obligations with my 
time, talent, resources, and relationships. 

The Role of Management 
I understand that the Executive Director is responsible, under the board’s direction, for 
developing the long-range plan for board approval, devising acceptable short- and medium-term 
objectives in pursuit of that plan, and then managing EC3’s resources to meet those objectives. 
EC3’s governance policies provide details on this role. 

Preparation 
I will work diligently to understand the mission, purpose, goals, and programs of the 
organization, and I will prepare for all board and committee meetings by reviewing all related 
documents and materials in advance. 
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Fiscal and Program Oversight 
Together with my fellow Board Members, I am responsible for the fiscal oversight of EC3. 
Whether I am a member of EC3’s Finance & Facilities Committee, I will know what our budget 
is and take an active part in reviewing and approving the budget and monitoring our performance 
against that budget. If I do not understand an element of EC3’s fiscal health, I will reach out to 
the appropriate Board Members, committees, or staff for clarification. 

Active Participation in Board Meetings 
I will attend regularly scheduled board meetings, be available for consultation by phone and e-
mail, and serve on at least one committee of the board where I can apply my special skills, 
perspective, and experience. I will adhere to the attendance guidelines as outlined in EC3’s By-
laws, I will come prepared to discuss the issues and business at hand, and I will help prepare for 
and participate in special strategic planning sessions as necessary. 

If I am unable to fulfill my obligations as a Board Member, I will offer my resignation or be 
asked to step down. 

Active Participation in Major Events 
I will attend EC3’s major public events and fundraisers and will actively encourage support and 
attendance by my friends and colleagues as well. 

Positive Representation 
As a Board Member, I know that I am a de facto ambassador for the organization, and I will 
strive to represent EC3 in the best possible ways. I will never offer myself as an official 
spokesperson for the organization without proper authority from the board or Executive Director. 

Financial Support 
I will work with relevant members of the board and staff to come up with a giving/fundraising 
plan, and I will leverage EC3’s Board Members and staff to help me secure sources for this level 
of funding. 

Overall fundraising efforts. I expect to be actively involved throughout the year in some aspect 
of EC3’s fundraising efforts. More particularly, I will help identify and cultivate potential 
supporters, and I agree to make a limited number of calls on potential supporters. 

Annual campaigns. I will make what is for me a substantial financial donation to EC3 each year 
to signify that the organization is a personal philanthropic priority. 

Capital campaigns. I understand that Board Members are expected to participate actively in the 
organization’s capital campaigns. Although I am not making a specific capital pledge at this point, I 
understand 100% board participation is fundamental to the success of a capital campaign and that I 
will be asked to make what is for me a substantial financial donation whenever such a campaign is 
undertaken. 

Staff Support 
I recognize the significant obligations of the staff in carrying out EC3’s work, and I will do my 
best not to interfere with the staff’s operating responsibilities. While I have the right to speak 
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with staff members about matters of mutual interest, I understand that I do not have the right to 
direct the actions of staff members unless appropriately authorized to do so by the board or the 
Executive Director. 

Adherence to Confidentiality and By-laws 
I understand that the board must speak with one voice, and therefore I agree not to divulge 
board-level discussions to outsiders unless the board has adopted a different policy for a specific 
instance or issue. I have read and understand the organization’s By-laws, and I agree to operate 
in conformity with them. 

Whistleblower Policy 
If I reasonably believe that some policy, practice, or activity of EC3 is in violation of law, I will 
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 Board Members and employees is necessary to achieving compliance with various laws and 
regulations. Board Members and employees are protected from retaliation only if we bring the 
alleged unlawful activity, policy, or practice to the attention of EC3 and provide EC3 with a 
reasonable opportunity to investigate and correct the alleged unlawful activity. The protection 
described below is only available to Board Members who comply with this requirement. 

EC3 will not retaliate against a Board Member 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 Board 
Members or employees who disclose or threaten to disclose to a supervisor or a public body, any 
activity, policy, or practice of EC3 that the Board Member or employee reasonably believes is in 
violation of 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. 

EC3’S COMMITMENT TO ITS BOARD MEMBERS: 
EC3 Board members are personally insured against liability related to service on the Board 
through two of EC3’s commercial insurance policies: Director’s & Officer’s Liability Insurance 
through United States Liability Insurance Company (per-claim limit of $1,000,000 with a 
$1,000,000 aggregate); and General/Professional Liability Insurance through Michigan Miller’s 
Insurance Company ($1,000,000/$3,000,000). In addition, as part of the organization’s execution 
of its mission, EC3 makes the following commitment to its Board Members: 

 We will provide you the opportunity for meaningful and rewarding service to our mission 
and our community. 

 We will provide you in a timely way with the information you need to be an effective Board 
Member. 

 We will be diligent in making the best possible use of the assets you make available to us, 
whether those be assets of time, wisdom, experience, relationships, or money. 
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 We will schedule meetings in advance, and we will start and end meetings on time, unless a 
majority of those present at the time elect otherwise. 

 We will make every effort to keep our meetings brief, relevant, interesting, and impactful. 

 We will respond to the best of our ability to your questions and concerns. 

 We will encourage your feedback and criticism. 

 We will do our utmost to be an organization of which all of us can be proud. 

COMMITMENT 
By signing this document, I am acknowledging that board service implies a three-way 
commitment from Board Members individually, Board Members collectively, and the 
organization as a whole. Even though this commitment letter is non-binding in a legal sense, I 
understand that the organization will rely on the collective commitments of its Board Members 
in formulating its plans and executing its strategy. 

 
Signed: __________________________________ Date: ____________________ 
[Board Member] 
 
 
Signed: __________________________________ Date: ____________________ 
[Board Chair] 
 
 
Signed: __________________________________ Date: ____________________ 
[Executive Director] 
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Bylaws for  
Educational Child Care Center, Inc. (EC3) 

Article I: Name of Organization 
Educational Child Care Center, Inc. (EC3), also DBA Early Learning Children’s Community 
(Early LCC). 

Article II: Ownership 
This organization is a nonprofit cooperative corporation following the nondiscriminatory 
requirements of organizations that are tax-exempt under section 501(c)(3) of the Internal 
Revenue Code. EC3 is formed by a group of parents who have organized to provide their 
children a quality early childhood educational program. The Board of Directors has the final 
responsibility for all legal and fiscal matters. All funds earned by the corporation shall be re-
invested in the corporation. In the event of the dissolution of the corporation, all remaining assets 
will be transferred to other nonprofit organizations that are tax-exempt under section 501(c)(3) of 
the Internal Revenue Code. Use of EC3’s and Early LCC’s facilities or employment or 
enrollment in them shall be denied to no one on the basis of race, color, gender, age, disability, 
sexual orientation, religion, political beliefs, or national origin. 

Article III: Purposes 
The purposes of the Educational Child Care Center, Inc. are 1) to provide a comprehensive 
educational developmental program for infants and young children; 2) to provide quality 
developmental programs for private and public sector agencies to model; and 3) to provide 
member parents, under qualified teacher guidance, an opportunity to assist in the classroom and 
participate in all aspects of the children’s activities. The purposes of this tax-exempt organization 
shall be restricted to those permitted under section 501(c)(3) of the Internal Revenue Code. 

Article IV: Board of Directors 
Section 1. The Board of Directors shall consist of eleven (11) voting members, of which the 
majority shall be parents of children enrolled at EC3 and Early LCC. 

Section 2. Vacancies on the Board may be filled at any time. The term of office shall be two 
(2)three (3) years beginning on the Board-appointed date. Terms of office will be appropriately 
staggered to assure continuity of membership. 

Section 3. The Board of Directors shall meet 1) in person; 2) at least ten (10)five (5) times per 
year; 3) in even-numbered months, including the Annual Meeting in October. A special meeting 
may be called at any time by the Board Chair. 
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Section 4. Relevant duties of the Board members include: 1) having good attendance at Board 
meetings and meetings of any committees to which he or she is assigned; 2) volunteering their 
services, skills, and time to the centers; 3) promoting EC3 and Early LCC in business and social 
situations; and 4) near the end of his/her term, actively recruiting a new prospect to apply for 
service on the Board; and, with. With the exception of matters discussed by the Board and 
detailed in the Board minutes, each Board member shall keep all Board discussions, issues, 
deliberations and the like in confidence, including but not limited to all closed sessions 
discussions, issues, and deliberations. This duty of confidence shall remain for all Board members 
while elected and serving and after each member is no longer elected and serving on the Board. If a 
member does not fulfill the duties of a Board member, that member shall be excused from the Board. 

Section 5. A quorum consists of a majority of the Board members elected and serving. The 
action of the majority of said quorum shall be the action of the Board. Voting on issues or 
actions by the Board will occur at regular or special meetings of the Board in person, or via 
electronic mail as necessary. Board members voting by electronic mail shall indicate their 
respective position on any matter before the board in an electronic mail message to the acting 
Board Chair with a copy to the acting Board Secretary. Each electronic mail message shall 
clearly state the proposition or issue before the Board and clearly indicate a “yes” or “no” vote. 
Any vote transmitted via electronic mail shall be made at least one (1) hour prior to the regular 
scheduled Board meeting and any time before a special Board meeting. 

Section 6. Any vacancy on the Board of Directors shall be filled by a majority vote of the Board 
elected and serving at the time the application is presented to the Board for consideration. 
Elected and serving shall mean all members of the Board in good standing and officially holding 
a seat on the Board. Interested candidates shall complete the Board Member Application and 
submit it to the Executive Committee with a letter of interest. The Executive Committee will 
bring all applications to the Board for review and a vote. 

Section 7. The Board may have members representing, but not limited to, parents, 
representatives from sponsoring agencies/groups, and interested community organizations and 
specialists. 

Section 8. After three (3) absences in a twelve-month period, the Secretary will inform the 
member that a fourth absence shall result in termination from the Board. 

Section 9. The full Board shall evaluate the Executive Director annually as defined in the Staff 
Manual. The Executive Committee of the Board shall have the responsibility to administer the 
evaluation of the Executive Director, and conduct his/her yearly evaluations. 

Section 10. The hiring and termination of the Executive Director is subject to majority vote of 
the full Board. 
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Article V: Officers 
Section 1. The officers shall consist of Chair, Vice Chair, Secretary, and Treasurer. 

Section 2. All officers shall be elected for a term of one (1)two (2) years and can be re-elected 
for subsequent terms. 

Section 3. Officers shall be elected at the Annual Meeting each year, or at a regular meeting of 
the Board of Directors as necessitated by resignations. The first meeting of the fiscal year shall 
be considered the Annual Meeting for EC3. 

Section 4. The Chair shall have the following duties: Preside at all Board meetings and all 
Executive Committee meetings; appoint standing committees and committee chairs; sign letters 
and other official documents for the Board. The Chair shall have the authority to sign EC3 
checks and to appoint additional Board members as designated signers. At the end of his/her 
term in office, the Chair becomes the Parliamentarian, an ex-Officio (non-voting) member of the 
Executive Committee, for six (6) months. The Parliamentarian shall have the following duties: 
provide historical context of Board proceedings and policies; provide mentorship to the Chair 
and Vice Chair; provide other assistance to the Executive Committee as necessary and 
appropriate. 

Section 5. The Vice Chair shall have the following duties: assume the duties of the Chair in the 
absence of the Chair; provide general assistance to the Chair in all functions as necessary and 
appropriate. The Vice Chair is in succession to become Chair. 

Section 6. The Secretary shall have the following duties: record attendance and proceedings of 
all meetings; notify members of meetings; conduct correspondence for the Board; assume 
responsibility for maintaining Board records and correspondence. The Secretary is in succession 
to become Vice Chair. 

Section 7. The Treasurer shall have the following duties: assist the Center Director(s) and the 
Board in budgetary matters and financial planning for the center; make monthly reports of 
financial status to the Board of Directors; serve on as Chair of the Finance Committee. The 
Treasurer shall have the authority to sign EC3 checks. The Treasurer shall have credentials 
equivalent to a Certified Public Accountant (CPA). 

Section 8. All officers will submit to EC3 all pertinent materials at the end of their terms of 
office. 
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Article VI: Standing Committees 
Section 1. The Executive Committee shall consist of the officers of the Board of Directors. The 
purpose of the Executive Committee shall be to direct the functioning of the Board. The 
committee Committee shall routinely evaluate the implementation of the Goals for EC3Strategic 
Plan, conduct periodic reviews of progress made on specific components of the Strategic Plan, 
and report progress and propose changes and additions to the Goalsto the Strategic Plan each 
year at the Annual Meeting. The Committee shall also provide guidance to other committees on 
Strategic Plan implementation and reporting. The Committee shall maintain a list of potential 
candidates for the Board, bring applications of candidates to the Board for a vote, and shall 
review changes in personnel policy proposed by the administrative staff. Any review will be 
submitted to the entire Board for consideration and approval. 

Section 2. The Finance and Facilities Committee shall consist of not lessno fewer than three (3) 
members, one of whom shall be the Treasurer of the Board of Directors . The purpose of the 
Finance and Facilities Committee shall be to assist in establishing the long-term financial, 
enrollment, and tuition-rate stability of the centers while maintaining and improving the facility 
facilities and classroom equipment. The Committee shall meet 1) in person; 2) at least five (5) 
times per year; 3) in odd-numbered monthson an as-needed basis. 

Section 3. The Program Committee shall consist of not lessno fewer than three (3) members, one 
of whom shall be a member of the Executive Committee. The purpose of the Program 
Committee shall be to assist in providing high-quality, curriculum-based, educational, and social 
development programming for enrolled children of every age. The Committee shall meet 1) in 
person; 2) at least five (5) times per year; 3) in odd-numbered monthson an as-needed basis. 

Section 4. The Development and Marketing Committee shall consist of not lessno fewer than 
three (3) members. The purposes of the Development & Marketing Committee shall be to assist 
in establishing the long-term financial, enrollment, and tuition-rate stability of the center while 
attracting and retaining well-qualified and effective teachers and staff. The Committee shall meet 
1) in person; 2) at least five (5) times per year; 3) in odd-numbered monthson an as-needed basis. 

Section 5. The Executive Director or his/her designee shall act as advisors to all committees as 
necessary and appropriate. 

Section 6. The Board Chair shall have the ability to create ad-hoc committees in response to 
changes in environment and need. Ad-hoc committees shall expire at the Annual Meeting. 

Section 7. The Board Committees (excluding the Executive Committee) are able and encouraged 
to involve staff, parents, and other non-Board members to participate on committees and in 
committee activities. 
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Article VII: Powers 
The corporation shall have all those powers permitted to be exercised by nonprofit corporations 
in Michigan which are also permitted to be exercised by organizations exempt from taxation 
under section 501(c)(3) of the Internal Revenue Code that further the purpose of the 
organization. 

Article VIII: Amendments 
The bylaws are subject to amendment by a majority of the Board of Directors of the corporation, 
provided that: there is a quorum; the meeting is a regular meeting; and that two (2) weeks prior 
written notice is given by the Board before the regular meeting in which the Board will formally 
vote on any proposed amendment to the bylaws. Written notice of any proposed amendment to 
the bylaws shall be posted in a conspicuous location in the main foyer of the centerat each center. 

Approved (06/21/2011TBD) 
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Dear families, community members, and partners,

In the summer of 2017, we enhanced the delivery of high-quality early learning and care programming 
in the greater Lansing region when the 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 much about how to effectively serve over 150 families, 200 children, and 85 staff members 
within two unique centers .

We knew when we began this partnership that there are numerous ways to achieve high-quality, and our 
experience over the past year has confirmed that. Early LCC and EC3 each have a notable history of 
providing developmentally appropriate, child-centered care to families throughout the greater Lansing 
area . While each center offers distinct programming styles, 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 quality side, we have initiated a team approach to 
program leadership, sharing tactics and materials across both centers for curriculum, assessment, and 
reporting . We have also begun to explore cross-center professional development for teaching staff . On 
the administrative capacity side, we have streamlined processes for human resource management, 
accounting, and family communication .

With these successes have come bumps in the road, and we have continued to ask ourselves, “How can 
we build on each center’s best practices and be stronger together? How can we extend and sustain our 
collective reach to serve even more children in our community?”

Seeking to answer these questions has helped us embark on an exciting and ambitious vision for a new 
organizational structure with an even deeper commitment to quality, sustainability, and reach—so that 
more children, families, educators, and employers in our community will understand and experience the 
return on investment of high-quality early learning . This document provides a high-level plan for Early LCC 
and EC3 to move forward together, effectively serving children and families in this region for many years 
to come while also elevating the early learning concepts and profession .

Sincerely,

 

Christopher Jackson Elisabeth Weston
Board Chair Executive Director
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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 grounded on high-quality 
experiences . These families also appreciate the 
fact that each center has always operated with a 
focus on mission rather than profit.

When it was founded 33 years ago, EC3 was 
an experimental partnership with the Lansing 
School District and the Michigan Department of 
Education . That partnership’s 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 so that it now serves 
about 120 children, utilizing 50 talented teachers 
and staff, within the eleven classrooms of its Main 
Street School building .

Since its opening in 2010, Early LCC was likewise 
charged with providing high-quality early education 
to families in the Greater Lansing area, especially 
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: 
design 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 
meet that provision in May 2017, when Early LCC’s 
original management company decided not to 
renew its contract . LCC invited EC3 to respond to 
a request for proposals for managing 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 
take on Early LCC as 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 nearly 20 years 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 program leadership, curriculum tools, 
and teacher training, and many administrative 
efficiencies have been derived over the first year 
as well .

 

Introduction
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By essentially doubling their presence, EC3 

and Early LCC embarked on a clear path 

toward a long-term vision: to become a 

sustainable advocate for high-quality early 

learning that serves a larger portion of the 

community of Lansing-area families with 

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 numerous 
opportunities to benefit families, educators, and 
employers across the region .

To accomplish this vision, something bigger than 
two individual centers is needed . We propose 
for the formation of a new nonprofit service 
organization that supports these (and possibly 
other) centers to operate at the highest levels of 
quality, sustainability, and reach .

This work is specifically called a transition plan 
because it outlines a vision for the short-term 
future, where specific organizational changes must 
be made to the current governing and operational 
structures of the two centers . Capacity-building 
must take place to provide the proper scaffold for 
a nonprofit startup, while both centers continue 
to operate in real time . By necessity, this plan will 
continue evolving, becoming a work in progress as 
each step informs the next and new goals—and 
obstacles—are identified and deliberated. At the 
outset, we are proposing a three-year transition 
from the current two-center structure to the more 

comprehensive organization .
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The mission of this new nonprofit service 

organization is simple: provide and expand 

access to high-quality early learning and care 

in the greater Lansing region. We partner with 

families to help young children grow. From the 

day they are born, young people are curious, 

innate learners, and it is the job of our centers 

to create and provide developmentally 

appropriate opportunities allowing them to 

explore and grow.

QUALITY
In our classrooms, we support the highest 
quality care . Families select our centers because 
they want the very best learning experience for 
their children . Our teachers are highly-trained, 
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 centers is focused on learning . Our 
program directors are instructional leaders who 
are skilled at partnering with families and applying 
research-based standards for early childhood 
education . Our teachers participate in ongoing 
professional learning, continually sharpening the 
skills, knowledge, and tools necessary to serve 
children in the best and most loving way .

 
 

SUSTAINABILITY
To effectively serve Lansing-area families now and 
in the future, our programs must be financially 
sound and responsibly managed . We strategically 
capitalize on local, state, federal, and private 
resources to provide affordable, high-quality early 
learning and care for all families who seek it . This 
is difficult and creative work—but blending funding 
sources and adopting efficient administrative 
practices is critical to our long-term success . We 
are also committed to creating an organizational 
structure that engages all of our key constituencies 
in governance—including families, staff, and 
community members .

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

Mission and Vision
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The nonprofit organization we propose holds 
several key values as preeminent:

Children are naturally curious learners
We promote and support developmentally 
appropriate child care in a nurturing environment 
that promotes growth of the whole child .

Families and staff are partners in providing 
high-quality early learning and care
We engage families and staff in all facets of 
children’s early development and education, and 
in the governance of this organization .

High-quality can be achieved in a variety of 
ways
The nonprofit organization we propose sets quality 
standards and allows our centers flexibility in 
how these standards are met . We believe that 
an exceptional program relies on exceptional 
educators . By setting high standards and allowing 
staff the flexibility to achieve these standards in 
creative, child-driven ways, we create stimulating 
environments for children and staff .

Consistency can aid in sustainability
We aim to balance our commitment to center 
flexibility with the need for centers to be financially 
and operationally sustainable . We require our 
centers to adopt policies, financial practices, and 
governance that have been appropriately vetted 
and practiced. The nonprofit organization we 
propose would regularly reevaluate this balance 
to ensure centers can be responsive to families 
without shouldering the administrative burden 
that comes with independently operating a small 
nonprofit. Child care is a significant expense 
for families, so we strive to achieve efficiencies 
that allow us to provide an exceptional place for 
learning at a maximum value .

High-quality early learning and care must be 
accessible to all
The nonprofit organization we propose serves 
all families, not just those who can afford the 
cost of quality . We leverage local, state, federal, 
and private resources so that we may serve all           
types of families .

Values

Attachment 3
EC3 Board Meeting Minutes (October 2018): Page 20



Transition Plan 2018: Early Learning Children’s Community & Educational Child Care Center              8

Over the long term, the nonprofit organization we 
propose is driven by three central priorities:

1 .  Centers must provide high-quality early learning 
and care that supports children, families, and 
staff .

2.  Centers must ensure sustainability in financial 
and operational practices .

3 .  Centers must extend reach—access to early 
learning that encompasses all geographic, 
demographic, and socioeconomic boundaries .

PROVIDE HIGH QUALITY  
EARLY LEARNING AND CARE
Vision: Participating centers must not only meet 
all applicable regulatory standards; they must also 
maintain credentials from the National Association 
for the Education of Young Children (NAEYC) 
and Michigan’s Great Start to Quality Initiative . 
Members of the teaching staff must have—or 
be progressing toward—credentials of value               
in the field.

Opportunities to Explore: During the transition 
period we will identify quality practices in early 
learning, and the institutions and bodies that 
govern them. The nonprofit organization we 
propose will seek to elevate public understanding 
about the importance of high-quality early learning . 
We will also explore the barriers to credentialing for 
both centers and teachers in the field.

Vision: Participating centers must follow play-
based curriculum and assessment standards that 
remain in step with evolving, evidence-based best 
practices for kindergarten readiness .

Opportunities to Explore: The nonprofit 
organization we propose will create a process 
and tools for routinely gathering data about 
the implementation of specific curriculum 
and assessment methods . It will establish 
policies about routine review and comparison 
of these methods with those practiced                                      

in constituent centers .

ENSURE SUSTAINABILITY
Vision: Participating centers must operate 
balanced budgets and undergo routine financial 
and administrative practice review by independent 
auditors . Members of the administrative staff must 
participate in ongoing professional development 
for best practices in educational and nonprofit 
management .

Opportunities to Explore: Just as we will identify 
and implement quality practices and credentialing 
in early learning, so also management and 
accounting techniques for nonprofits and 
educational institutions will be explored to optimize 
performance and sustainability, both in the 
nonprofit umbrella organization and the constituent 
centers .

EXTEND OUR REACH
Vision: Participating centers must adopt methods 
and participate in programs that promote both 
enrollment and employment opportunities for all, 
so that the children and the teachers reflect the 
geographic, demographic, and socioeconomic 
profile of the greater Lansing area, to the            
extent possible .

Opportunities to Explore: We must routinely 
collect and review data on the local population 
and report annually how we compare, in both 
enrollment and employment . Additionally, 
barriers to inclusion must be identified and plans 
implemented to bring the centers into close 
alignment with population trends .

Priorities
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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, the current Board of 
Directors 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 . Throughout this transition, there will 
be opportunities for community members to help 
shape and build this new organization .

The initial short-term strategies must necessarily 
utilize the existing structures, teams, and practices 
of EC3 and Early LCC as we begin taking action 
steps toward transitioning into a new organization . 

Primary among all these steps is acquiring 

additional capacity-building funds that allow 

us to retain outside consultants for strategy 

and marketing support.

Key Action Steps to Build New Infrastructure
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GOVERNANCE

Implementing this vision requires changes to the 
current management and governance structures 
of the two centers . Over the past year, EC3 and 
Early LCC have operated as partners and been 
governed by the EC3 Board of Directors . To move 
ahead effectively toward an umbrella organization 

and implement the vision outlined here, this Board 
needs greater representation from Early LCC and 
the broader community . At a high-level, we envision 
the following organizational structure:
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GOVERNANCE: SHORT-TERM STRATEGIES

Goal Tactic Point Person Evidence

Realign the 
governance structure 
of EC3/Early LCC to 
achieve the goals 
outlined in the 
transition plan .

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. Elect officers.                          
Set meeting calendar .

Executive 
Committee

The NSO board 
begins to meet 
with diverse                   
board membership .

Realign the Board 
Committee structure 
to achieve the goals 
outlined in the 
transition plan .

Organize committees around NSO’s core 
priorities .

•  Quality (Program Delivery, Teaching 
Talent, and Curriculum) – Ensure 
organization and centers are delivering 
a strong and effective curriculum, 
maintain NAEYC accreditation and other 
proxies for quality, ensure teaching staff 
receive regular and effective professional 
development, etc .

•  Sustainability (Finance, Facilities, and 
Administration) - Ensure organization 
remains financially viable; focus on 
ensuring administrative capacity .

•  Reach (Communication, Development, 
and Marketing) - Explore opportunities 
for growth; fund development; 
communication, marketing,                      
and branding .

Executive 
Committee

Committees have 
consistent members 
(including board 
members, staff, 
and parents) and 
regular meetings . 
The committees 
have clear goals and 
are implementing 
strategies to          
those outcomes .

Engage parents and 
staff in governance .

Create center-specific program councils 
inclusive of administrators, teachers, 
parents, and board members to advise the 
full Board and each committee on needs 
and opportunities .

Program 
Committee 
and Program 
Directors

Center-specific 
advisory councils 
are meeting regularly 
with clear goals and 
opportunities for all 
parents to engage .

Document changes 
to the governance 
structure and 
practices .

Amend the bylaws to reflect                     
these changes .

Board chair Bylaws are amended 
and adopted .
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OPERATIONS AND POLICY: SHORT-TERM STRATEGIES

Goal Tactic Point Person Evidence

Clarify decision-
making authority .

Identify key policy decisions that should 
be made at the Board of Directors 
level and standardized across centers . 
Also identify decisions that should be 
made by the NSO management and                                   
center-based management .

Executive 
Committee

There is a document 
that identifies key 
decisions and who 
has the authority to 
approve the decision .

Identify opportunities 
for alignment and 
efficiency.

Review the current handbooks of each 
center and identify opportunities to align 
practices . Similarly, identify policies that 
should differ between centers and explain 
why this difference honors the unique 
aspects of the center .

Task Force New handbooks 
are adopted at 
each center and 
shared with families             
and staff .

MARKETING, BRANDING, AND COMMUNICATIONS: SHORT-TERM STRATEGIES

Goal Tactic Point Person Evidence

Unify the branding 
across centers .

Partner with Redhead Design Studio to 
create a brand for the NSO . Modify center-
specific brands to create cohesion.

Development 
& Marketing 
Committee

A new brand is 
launched .

Create a single 
website for all 
centers .

Create a new web presence for the NSO 
with center-specific pages within the site.

Development 
& Marketing 
Committee

A new website is 
launched .

Deepen partnerships 
across the Lansing 
and early learning 
communities .

Establish or strengthen genuine 
partnerships with organizations that can 
help the NSO fulfill its mission.

Executive 
Director

Partners are identified 
and relationships are 
developing .
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TALENT: SHORT-TERM STRATEGIES

Goal Tactic Point Person Evidence

Attract qualified, 
passionate, effective 
staff .

Explore and implement new strategies for 
attracting and retaining highly-qualified 
and effective staff .

Program 
Committee

New strategies are 
implemented, and 
both centers routinely 
have several qualified 
applicants for each 
opening .

Help current staff 
members continue to 
grow professionally .

Identify opportunities for high-quality 
professional development for staff and 
ensure staff members participate in 
appropriate continuing education .

Program 
Committee

Staff participate 
in professional 
development and 
document these 
experiences .

Encourage staff to continue or complete 
credentials or certifications in early 
childhood development .

Executive 
Director and 
Program 
Committee

More staff members 
have early learning 
credentials or 
certifications.

Retain staff . Evaluate the compensation 
package provided to staff to ensure 
competitiveness .

Task Force A report 
benchmarking the 
NSO’s compensation 
package and a 
plan to address any 
shortcomings .
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CURRICULUM: SHORT-TERM STRATEGIES

Goal Tactic Point Person Evidence

Effectively prepare 
all students for 
success in life and 
kindergarten and 
ensure the play-
based curriculum 
remains in step with 
evolving standards 
for kindergarten 
readiness .

Review curriculum/standards on a 
routine schedule to ensure they are 
updated; modify as needed .

Program 
Committee

Report that 
curriculum/
standards have 
been updated and 
are current in annual 
report .

Name/identify curriculum and/or 
standards used in centers .

Program 
Committee

Annually, an 
increasing 
percentage of 
teaching staff and 
current families 
will be able to 
name curriculum/
standards in an 
open survey .

Conduct and tabulate annual survey 
of the previous year’s graduates 
(now finishing kindergarten) on their 
perceptions of school readiness; 
maintain database over time .

Program and 
Development 
& Marketing 
Committees

Survey results are 
summarized in 
annual report .
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SUSTAINABILITY: SHORT-TERM STRATEGIES

Goal Tactic Point Person Evidence

Achieve efficiencies. Combine the budgets of all centers, when 
practical, to capitalize on efficiencies.

Finance & 
Facilities 
Committee

A single budget for 
the NSO .

Diversify funding 
streams .

Assess local, state, federal, and private 
funding sources to identify opportunities to 
diversify funding streams .

Finance & 
Facilities 
Committee, 
Executive 
Director, 
Development 
& Marketing 
Committee

New funding streams 
are considered 
and appropriate 
opportunities are 
pursued .

Apply for grants to support facilities 
upgrades and equipment/supply 
purchases .

Finance & 
Facilities 
Committee

Grants are 
considered and 
appropriate 
opportunities are 
pursued .

Provide value to 
families .

Set tuition rates to reflect the needs of the 
centers .

Board Tuition rates are set .

Ensure all families 
have access to 
high-quality care, 
regardless of 
income .

Identify new resources to support tuition 
assistance for low-income families .

Development 
& Marketing 
Committee

A tuition assistance 
fund is established 
and fundraising 
begins .

Adopt a financial 
development plan .

Identify steps for assessing needs and 
creating a financial development plan.

Task Force, 
Development 
& Marketing 
Committee

Board and committee 
reports reflect 
meetings and 
progress .

ADMINISTRATIVE CAPACITY: SHORT-TERM STRATEGIES

Goal Tactic Point Person Evidence

Ensure adequate 
administrative 
capacity to meet the 
centers’ needs .

Hire, orient, and train administrative staff, 
ensuring each center is fully staffed with, at 
a minimum, a program director, program 
liaison, and office manager.

Executive 
Director

The centers are fully 
staffed .
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Appendix A: Brand Development Creative Brief
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1135 North Washington Avenue
Lansing, MI 48906
(p) 517-853-3681
(f) 517-853-3684

redhead.studio

Redhead Design Studio

CREATIVE BRIEF

Background/Project Overview:
Educational Child Care Center (EC3) has been a community staple in early learning
for nearly 35 years. It was formed as a collaboration between state and local child
development institutions and leaders, intended to operate as a model of exemplary child
care, and an environment in which to teach the next generation of early childhood teachers.
In 2017, EC3 assumed management of Early LCC (ELCC) a program which opened in 2010
with a similar mission. Together, these centers serve nearly 200 children ages 0—5.
While the two centers merged administrative and management functions in 2017, they
have continued to operate as two individual spaces with their own flavor and culture.
In planning for sustainability, the organizations intend to form an umbrella nonprofit service
organization (NSO), which will operate and govern both centers. This yet-to-be-named parent
organization’s long-term vision: to become a sustainable advocate for high-quality early
learning that serves a larger portion of Lansing-area families with young children. It will
operate both EC3 and ELCC, and eventually, other qualifying centers. This new organization
will also advocate in our community for accessibility and standards that benefit every local
child.
Redhead will help develop the brand for the NSO and ensure alignment of the centers that
are run by the NSO.

Single Sentence:
Develop a brand for a newly invented NSO that runs early learning centers, and align
existing brands under that umbrella.

Project Goals:
1.   Develop awareness of the new organization and its place in the business and cultural 

landscapes of Greater Lansing.
2. Increase awareness of the existing centers and their link to one another.
3.   Increase perceptions of, and conversations revolving, quality early childhood education, 

the benefit of qualified, curriculum-based centers, and highly educated professionals. 

Project Deliverables:
A brand suite for the NSO, as well as revised or overhauled brands for the existing centers.
- Develop a name for the NSO, or assist with naming.
- Logo concepts for the new NSO.
- Tagline, elevator pitch, and value proposition for the new NSO.
- Reveloped brands for EC3 and ELCC, as necessary to dovetail with parent organization.
- Fully iterated brand suites and brand guidelines documents for all three entities.

Educational Child Care Center
Project: NSO brand development
September 27, 2018

Submitted by Redhead Design Studio
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redhead.studio

Redhead Design Studio

Call to Action: 
Choose high-quality Early Childhood Education (ECE), and trust NSO and its centers to
provide such. Call for a tour. 

Audience:
1. Families in need of child care

- Working/studying families of children 0—5.
- Expectant parents who are looking to secure care when they are ready to return to the
workforce.
- Audience members will live and/or work in a 45 mile radius from downtown Lansing.

2. Community partners
- Advocacy organizations, funders, policymakers

Challenges:
- Quality ECE is expensive, or at least perceived to be so, therefore perceived to be
unattainable by many.
- Repositioning two existing entities could be confusing.
- Lack of long-term marketing budgets.
-  Note: ELCC & EC3 brands might not receive a complete overhaul—discovery phase may 
show that modifications to bring in line with the new NSO would be more strategic.

Competition: 
- Other existing high-quality centers in the area, such as People’s Church or Eastminister.
- Other existing nonprofits in the child care advocacy space.

Constraints:
- Limited marketing channels and capacities.

Tone:
Fresh; Confident; Smart; Dependable; Comforting; Exciting; Learning;
Exploration; Delight; Curiosity; Safety

Existing Assets:
- EC3 brand & ELCC brand

Budget:
$32,000

Client Team:
Elisabeth Weston
Executive Director
EC3/ELCC
eweston@ec3kids.org
517-483-1181

Educational Child Care Center
Project: NSO brand development
September 27, 2018

Redhead Team:
1135 N Washington Ave
Lansing, MI 48906
Website: redhead.studio
Office: 517-853-3681

Jennifer Estill
Principal & Creative 
Director
jen@redhead.studio

Racha Kardahji
Account Services Director
racha@redhead.studio

Rosie Schrag
Designer
rosie@redhead.studio

Allison Raeck
Writer
allison@redhead.studio
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