
EC3 Board Meeting Minutes Date: March 16, 2021 

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 

Laura Geist, Member-at-Large X 

Ann-Marie Mapes, Member-at-Large X 

Christine Marshall, Member-at-Large X 

Matt Randall, Member-at-Large X 

Lis Tobia, CEO X 

CALL TO ORDER: 5:30 p.m. 

1) Guests: This was a virtual meeting and several guests attended.

2) FAREWELL WISHES: Matt Randall is resigning from Board service as of March 16, 2021.

3) OLD BUSINESS: Review of notes from the February 16, 2021 Board meeting was conducted via email

on February 24, 2021.

MOTION: Approve the Board meeting notes from January 19, 2021. 

MADE BY: SECOND BY: VOTE: 

Jennifer Estill Dan Horn Seven (7) in favor; two (2) not voting 

4) DIRECTOR’S REPORT: Elisabeth Tobia reported on center operations and activities (report 
attached, p.4).

5) PROGRAM COMMITTEE REPORT: The Program Committee (ProgCom) met virtually on March 1, 
2021. Jen Plowman and Elisabeth Tobia reported on committee activities (report attached, p.6).

6) FINANCE COMMITTEE REPORT: The Finance Committee (FinCom) met virtually on March 2, 2021. 
Dan Horn reported on committee activities (report attached, p.7).

7) MARKETING COMMITTEE REPORT: The Marketing Committee (MarCom) met virtually on March 8, 
2021. Jen Estill reported on committee activities (report attached, p.12).
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8) NEW BUSINESS: Review/discussion/vote on revisions to EC3’s staff PTO policy (attached, p.15).

Further review will be needed on the maximum PTO carryover and PTO bank capacity; the Finance

Committee will take up these matters when the budget process begins in a few months.

MOTION: Approve the revised PTO accrual chart as presented. 

MADE BY: SECOND BY: VOTE: 

Matt Randall Jen Plowman Unanimous 

9) NEW BUSINESS: Continued discussion on the value of the Board Member Development and Training

Materials (http://ec3kids.org/board_orientation).

a) Discussion of this month’s homework, the video “Building a Strong Board Series: Recruitment

and Orientation.” It was decided that this was valuable material for the board and will remain in

the Board training materials.

b) Assignment of next month’s homework: “Building a Strong Board Series: Culture.”

10) NEW BUSINESS: Changing the name of the Volunteer Contribution Policy. It was decided to change

the name to be more representative of the policy.

MOTION: Approve changing the name of the Volunteer Contribution Policy to Service 
Contribution Policy. 

MADE BY: SECOND BY: VOTE: 

Jen Plowman Christine Marshall Unanimous 

11) NEW BUSINESS: Discussion of a bonus for Elisabeth Tobia. It was agreed to provide this bonus with

the understanding that we will discuss compensation for Elisabeth again on a quarterly basis or as

needed until the center can sustain payroll that accommodates a competitive salary.

MOTION: Approve giving Elisabeth Tobia a bonus of $5,000, to be paid over two pay 
periods. 

MADE BY: SECOND BY: VOTE: 

Jen Plowman Dan Horn Unanimous 

12) NEW BUSINESS: Discussed EC3 Facility Repair & Improvement list and what needs to be done and in

what order. Lis is getting quotes for many of the items/tasks listed.

MOTION: Approve up to $10,000 to fix the first five items (related to inspection citations) 
on the EC3 Facility Repair & Improvement List using the Building Block Funds. 

MADE BY: SECOND BY: VOTE: 

Jen Estill Dan Horn Unanimous 
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ACTION ITEMS: 

Name Action 

Elisabeth Tobia Investigate ERTC 

Elisabeth Tobia Staff survey 

Elisabeth Tobia Ask Leadership Team for recommendations on rebooting the 
Advisory Council 

Full Board Reminder Board Retreat - April 10th, 2021 from 9:00 am-noon to review 
the Governance Policies 

Full Board Assignment of next month’s homework: “Building a Strong 
Board Series: Culture” 

Material: http://ec3kids.org/board_orientation. 

ADJOURN: 7:17 p.m. 
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Director’s Report 

EC3 Board Meeting, March 16, 2021 

PROGRAM AND ENROLLMENT 

◼ Total number of children enrolled (PT and FT): 95

• Enrollment percentage of total capacity: 71%

• Most of the growth has been in the young toddler program, and we will be re-opening the

Penguin room in time for the May transition.

◼ We are beginning our planning for summer camp:

• Beginning early June, ending on August 10th;

• “Classroom” will be the entire gym (instead of half, as in previous years);

• Limited to a maximum of 20 students, preferably the older siblings of currently-enrolled

children.

◼ EC3’s license renewal inspection has been delayed until we have completed an environmental health

inspection, recommended by our licensing consultant because the type of food preparation here goes

beyond the standard for centers without a formal “food program.”

◼ Our licensing consultant also recommended we renew our playground inspection documents (former

edition was 2008). We had a playground inspector visit, and our points of failure must be in the process

of remediation by the time our license inspections takes place. Citations are noted on pages 9-10, to

be discussed with other possible improvements during the Finance Committee report.

STAFFING 

◼ Total staff:

• Twenty (20) FT teachers

• six (6) PT teachers

• four (4) FT admin/custodial

• one (1) PT custodial/food service

◼ Interviewing for additional support staff, one toddler teacher, and two summer camp teachers.

◼ No cases of COVID-19 reported since the single case in early November.

◼ Almost all staff members (94%) have been vaccinated against the COVID-19 virus.

◼ During review of the proposed changes to EC3’s staff PTO policy, the Program Committee noted that

staff members with more than eight (8) years of service would be disadvantaged. There was a

calculation error going back to the initial proposal from 2019. A second proposal of changes to PTO

accrual rates rectifies this initial error and has been inserted at the end of the Board packet, to be

discussed more fully under “new business.”

FINANCIAL STATUS 

◼ The PPP Loan funds we received in early February ($197,000) will cover approximately six (6) payroll

cycles, which will be complete at the end of April. This will allow us to use operating revenue on all

the other operating expenses during that time and still have residual funds. Assuming enrollment

continues its steady growth and reaches 85-90% capacity by June, we will be able to fully sustain

ourselves.

EC3 Board Meeting Notes: March 2021 (Page 4)



◼ EC3’s applications for a Capacity-Building Grant and an Impact Grant, both through the Community 

Foundation, were not approved. We have submitted one more grant request through the Foundation’s 

COVID-19 fund, to install an air purification device on our HVAC system. 

◼ The Austin Memorial Foundation has granted us $7,500 to conduct a matching grant incentive that 

will raise money for the Building Blocks fund. Money raised during this campaign will be used 

primarily for necessary work on EC3’s playgrounds and outdoor areas. (Details covered in the 

MarCom report.) 

◼ FYI: The recently-passed American Relief Plan Act sets aside $39 billion for the block grant covering 

child care and learning. This funding to states in the first round of economic relief (the CARES Act) 

was the source of Michigan’s grants to child care providers; the new package appears to be steering 

states toward bolstering providers whose operations have been impacted by COVID-19, but it isn’t 

clear yet whether providers that are already open will be eligible.  

MISCELLANEOUS 

◼ The recommended modifications to EC3’s bylaws and governance policies were submitted to the 

attorneys last week for (hopefully) final review. 

◼ The “EC3 Team Conversations” project, intended to raise awareness and kindle new thinking about 

diversity, equity, and inclusion, is still taking shape. Staff members are being surveyed this week about 

their questions, assumptions, fears, and ideas in these areas; the findings from this initial survey will 

inform our first recorded “interview” session(s) with members of the staff. Staffers will watch the 

video(s) on their own and then participate in facilitated discussions and/or additional surveys. We 

expect the project to have several iterations that examine race/ethnicity, gender identify, physical 

abilities, marital status, socio-economic status, and more. 

◼ Staff evaluations and goal revisions are complete for all staff. We are planning for mid-year reviews 

to take place in July. 

◼ Classroom procedural documents have been updated and distributed. 

◼ The annual staff survey on routine practices, training opportunities, and employee satisfaction is being 

fielded this week. Results will be shared with the staff, and summarized reports will be used to inform 

decisions on professional development and policy review. 

◼ EC3’s COVID-19 response plan is being updated for clarity and streamlining. No policy or procedures 

changes are being made at this time. 
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Program Committee Meeting Notes 
March 1, 2021, 4:30 p.m. 

Attendees: Jewel Davis-Tombul, Lauren Leeds, Ann-Marie Mapes, Jen Plowman, Lis Tobia. 

• The Committee reviewed a draft of the staff survey and suggested the addition of questions

pertaining to child and employee mental health, diversity, and leadership opportunities. Lis will

be presenting the revised survey to the teachers on the Leadership Team for final approval, and

the survey will be fielded by mid-March.

• The Committee discussed the former EC3 Advisory Council and concluded there may be an

opportunity for a similar group that would include teachers and alumni. Jewel and Jen will

discuss with the Executive Committee this week for possible inclusion in the March Board

meeting.

• Committee meetings will be held on the first Monday of the month. The next Committee

meeting is scheduled for April 5th, when it will review a draft of the parent survey.
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Finance Committee Meeting Notes 
March 2, 2021 

 

Attendees: Laura Geist, Dan Horn, Christine Marshall, Lis Tobia 

 

• The FinCom reviewed the recommended PTO accrual schedule approved in February by 

the Program Committee. The FinCom agreed with the proposed increases in accrual rates 

for FT employees, and recommended that the schedule for FTE accrual rates be 75% of 

the new rates for FT employees (this is the calculation currently in use). 

• Regarding the amount of PTO that can be carried into the new year, and the maximum 

amount of PTO that can be held in a PTO bank, the FinCom agreed to delay analysis and 

discussion until the next meeting and include it in the initial plans for the FY-2022 

budget. 

• Lis shared a list of property repairs and improvements (attached), ranked in the order that 

she believes is the most feasible. The FinCom agreed that using up the “restricted assets” 

portion of the Building Blocks fund (approx. $9,000) is desirable, particularly in 

remediating any projects that pose a safety or compliance risk. Lis will gather estimates 

on all projects and present the findings. 

• The committee’s meeting schedule was discussed. The FinCom agreed to meet bimonthly 

on the first Tuesday; its next meeting will be May 4, 2021. 

• Some of the issues the FinCom intends to work on this year are organizational risk 

assessment and continuous improvement models. 
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EC3 Facility Repair & Improvement List 

Updated February 23, 2021 
Repair/replacement item Licensing/ 

Safety Risk? 
Aesthetic 
Value? 

Notes 

Signage for front of building Low High  

Playground edging and track 
repair 

High High Both playgrounds need repair of bike tracks 
and safety edging around sandpits and 
climbers. Huge safety and liability issue, 
bordering on a license violation. 

Removal/excavation of tire and 
frisbee-golf net from big 
playground. 

High High Both structures are worn to the point of being 
dangerous (license violation). 

Cracked square panels (3) on big 
playground climber 

High Moderate $2,500 installed (quote from Miracle Midwest 
on 11/29/18, might be higher now). 

Replace worn and missing window 
treatments (shades) 

Low High Lions, Bears, Geckos, Tigers, Frogs (approx. 
$5,000 installed) 

Parking lot re-surfacing, including 
removal of concrete slabs in front 
of outdoor bathrooms. 

Moderate High We’ve patched several times, it’s time to go 
over the whole thing and remove the cracked 
cement slab that our insurance carrier cited. 
Probably $25,000. 

Installation of infant playground Low High  

Sealing windows with rope caulk Low Low In lieu of replacing all the windows, a 
significant energy savings would result from 
sealing the current windows. 

Replace shed on both playgrounds Low High  

Replace 2nd floor smoke detectors 
with hard-wired ones. 

Moderate Low Approx. $6,000 

Cracked/bulging sidewalk around 
block 

High Moderate  

Flooring in Frog, Tiger, and Gecko 
Rooms (tile side) 

Moderate Moderate All these classrooms are approaching the 
point where we will be cited by licensing for 
safety hazard (as we were in the Bear and 
Lion rooms, which is why both rooms have 
good tile). 

Door replacement (east, west, 
south) 

Moderate Moderate  

Flooring in kitchen (tile) and staff 
lounge (damaged tile underneath 
carpet) 

Moderate Moderate  

Playground equipment (new) Low High Water tables; shade structures 

Carpet center-wide Low High  

Window replacement (center-wide) Low Moderate  
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Long-term plan for lead 
remediation 

Moderate Low Testing in 2015 revealed acceptable levels, 
and service lines to the building are fine, but 
internal plumbing poses a risk. 
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EC3 Facility Repair & Improvement List 

Updated March 15, 2021 
Repair/replacement item Licensing/ 

Safety Risk? 
Aesthetic 
Value? 

Notes 

Install edging around swings on 
preschool playground, to comply 
with regulations. 

CITATION Moderate This was cited on our playground inspection 
and must be fixed (or in process) before 
license renewal. 

Removal/excavation of tire and 
frisbee-golf net on preschool 
playground, to comply with 
regulations. 

CITATION High This was cited on our playground inspection 
and must be fixed (or in process) before 
license renewal. 

Replace decayed timbers around 
sandpit on toddler playground, to 
comply with regulations. 

CITATION High This was cited on our playground inspection 
and must be fixed (or in process) before 
license renewal. 

Repair/replace sheds on both 
playgrounds. 

High High This was recommended on our playground 
inspection and ought to be fixed within the 
next year. 

Playground edging and track repair High High This was recommended on our playground 
inspection and ought to be fixed within the 
next year. 

Cracked square panels (3) on big 
playground climber 

High Moderate $2,500 installed (quote from Miracle Midwest 
on 11/29/18, might be higher now). 

Signage for front of building Low High  

Installation of infant playground Low High  

Parking lot re-surfacing, including 
removal of concrete slabs in front of 
outdoor bathrooms. 

Moderate High We’ve patched several times, it’s time to go 
over the whole thing and remove the cracked 
cement slab that our insurance carrier cited. 
Probably $25,000. 

Replace worn and missing window 
treatments (shades) 

Low High Lions, Bears, Geckos, Tigers, Frogs (approx. 
$5,000 installed) 

Sealing windows with rope caulk Low Low In lieu of replacing all the windows, a 
significant energy savings would result from 
sealing the current windows. 

Replace 2nd floor smoke detectors 
with hard-wired ones. 

Moderate Low Approx. $6,000 

Cracked/bulging sidewalk around 
the entire block. 

High Moderate  

Replace vinyl tile flooring in Frog, 
Tiger, and Gecko Rooms. 

Moderate Moderate All these classrooms are approaching the 
point where we will be cited by licensing for 
safety hazard (as we were in the Bear and 
Lion rooms, which is why both rooms have 
good tile). 

Door replacement (east, west, 
south) 

Moderate Moderate  

Replace vinyl tile flooring in kitchen 
and staff lounge. 

Moderate Moderate  

Playground equipment (new) Low High Water tables; shade structures 
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Carpet center-wide Low High  

Window replacement (center-wide) Low Moderate Ballpark $250,000 

Long-term plan for lead remediation Moderate Low Testing in 2015 revealed acceptable levels, 
and service lines to the building are fine, but 
internal plumbing poses a risk. 
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 EC3 Marketing Committee 
 Date: 03/08/2021 
 Attendance: Jennifer Estill, Nick Glauch, Chris Jackson,  Lis Tobia 

 AGENDA & NOTES: 

 Old Business: 
 1.  Annual Report—reviewed Lis’s TOC (below), assigned duties. 
 2.  Alumni Engagement on Social Media: begin by posting cute pictures of former students 

 whose faces are unidentifiable in order to increase followers and engagement. 
 3.  Blog support - Jen will send some draft posts to Lis by March 17. 
 4.  Virtuous CRM - Lis is moving forward with getting the records/mailing addresses cleaned 

 up and buying cell phone and email data. Cost will be under $1,000 because our 
 database is fairly small. 

 New Business: 
 1.  $7,500 grant match opportunity—we have a $7,500 pledge from a donor. We will get the 

 $7,500 no matter what. But can we use this for a matching ask? What if we ask for the 
 $15,000 for the infant playground in Lori Ireland’s name. This is visible and connected to 
 a beloved past employee. Conversation regarding if we use Building Block Fund for the 
 pass-through from a marketing standpoint. Conversation regarding a thermometer in the 
 center “temperatures are starting to rise, let’s raise the funds” to existing families. Donor 
 cards in cubbies.  ACTION: Nick to develop gift card & language. 

 Long term: We need to consider the entire property improvement/repair list. We could 
 consider an approach such as, “If we get $X we can do the first two. If we get $Y, we can 
 do numbers three and four, etc.” 

 2.  Parent Advisory Council reboot?  ACTION: moving to whole board for discussion. 
 3.  Possibility for Alumni Engagement: Parent Mentors, Exiting Parent Solicitation - 

 ACTION: homework--committee members will consider before next meeting. 
 4.  Review Chris’s Marketing Plan.  ACTION: homework--committee members will review 

 before next meeting. 
 5.  ALERT: Monthly meeting times changing to second Monday, 6:00 to 7:00 p.m. 

 ---------- 
 Old Business Notes 

 Annual report content 

 Section  Writer/Compiler 

 Message from our Leadership  Chris 

 The Numbers/Financial Summary  Dan 
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 EC3 Marketing Committee 
 Date: 03/08/2021 
 Attendance: Jennifer Estill, Nick Glauch, Chris Jackson, Lis Tobia 

 Family Donors list  Lis 

 Organizational Donors list  Lis 

 Narrative: COVID and child care  Lis 

 Educator Pull Quote  Lis 

 Family Pull Quote  Lis 

 Board of Directors  Lis 

 Ways to Give  Nick 

 Strategic Plan  Lis + ? 

 Annual Report Schedule 
 First draft of content complete:April 1 
 Final draft of content complete: April 8 
 Content delivered to Redhead: April 9 
 First draft of design to EC3 for review: April 23 
 Edits to Red: April 27 
 Final draft to EC3 for review: April 29 
 Approval to Red: May 2 
 Final files delivered to EC3 (pdf): May 3 
 Final files delivered to printer: May 3 
 Printed pieces to EC3: 
 Mail: May 14 

 To resolve: 
 What is our Distribution Plan (Priority April meeting) 

 -  Qty printed 
 -  Social media 
 -  Digital distribution 
 -  Budget = $1,000 to print & mail. 

 Alumni Engagement—Social Media 

 Goal: Keep alumni, both recent and vintage, engaged in the EC3 family after graduation. 

 Audience: Alumni families, with an emphasis on parents. Parents are the one who chose the 
 EC3 engagement, understand the financial commitment it means, understand EC3’s seminal 
 role in their family’s formation, and are in a position to give back. 

 Strategies & tactics: 
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 EC3 Marketing Committee 
 Date: 03/08/2021 
 Attendance: Jennifer Estill, Nick Glauch, Chris Jackson,  Lis Tobia 

 Use social media to reach out to the Class of 2021 to celebrate their senior year. 
 Post photos from their time at EC3 and ask parents to share recent photos 

 Reach out to families of Kindergarten kids to congratulate on end of first year. 
 Post photos from their time at EC3 and ask parents to share recent photos 

 Lis has copious photos & a pretty solid list. 

 Conversation revolves around permissions from prior families to use these images on the 
 internet. If parents “like” EC3, is that default permission to engage? Block out kids faces? 
 Explore a post with no photos? 

 Actions: Jen index Bear families and cross reference for families to ask permission. 
 Lis: reach out to Rachel for pics from Duck room & gather additional photos. 
 Nick: help hide identities of kids in classes for promo posts. 
 Action: prep for near-term Kindergarten grad celebration on social media. 
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PAID TIME OFF 

Full-time staff members and eligible part-time employees are allowed to accrue and use paid time off (PTO), a 

bank of time for employees to use for vacation, sick leave, and other times away. Staff members do not accrue 

paid time off during Family and Medical Leave. 
 

PTO Bank Eligibility & Requirements 

Full-time employees are granted 24 PTO hours when they begin work, and eligible part-time employees are 

granted 18 PTO hours when they begin to work. Eligible employees begin to earn PTO immediately and may 

begin to use PTO immediately. 
 

Unused PTO 

 A maximum of 180 hours can be carried over into the next calendar year. Any additional unused hours 
will be forfeited. A maximum of 360 hours can be in an employee’s PTO bank at one time. Anything 
over 360 will drop off and be forfeited. 

 Employees who separate from the Center in good standing will be paid up to 50 percent of unused, 
accrued PTO. An employee must give at least two weeks’ written notice and fully cooperate in a 
smooth transition in order to be eligible for this option. 

 Employees who separate from the Center on negative terms forfeit any unused PTO hours they have 
accrued. 

 

PTO Accrual Chart 

Benefits are calculated on an employee’s most recent hiring anniversary. 
 

Years Worked Full-time Employees 
ORIGINAL  

PROPOSED 
REVISED  

PROPOSED 

<1 year 24 hours at hire, 3 hrs/PP No change No change 

1 – 2 years 4 hrs/PP (13 days/yr.) 4.61 hrs/PP (15 days/yr.) No change 

3 – 4 years 4.5 hrs/PP (14.6 days/yr.) 
3 – 5 years worked: 5.38 hrs/PP (17.5 days/yr.) No change 

5 – 6 years 5 hrs/PP (16.25 days/yr.) 

7 – 8 years 6 hrs/PP (19.5 days/yr.) 
6 - 9 years worked: 6.2 hrs/PP (20 days/yr.) 6.77 hrs/PP (22 days/yr.) 

9 – 10 years 6.5 hrs/PP (21.125 days/yr.) 

11 – 12 years 7 hrs/PP (22.75 days/yr.) 
10 - 14 years worked: 6.9 hrs/PP (22.5 days/yr.) 7.69 hrs/PP (25 days/yr.) 

13 – 14 years 7.5 hrs/PP (24.375 days/yr.) 

15+ years 8 hrs/PP (26 days/yr.) 7.7 hrs/PP (25 days/yr.) 8.31 hrs/PP (27 days/yr.) 

 

Eligible part-time employees accrue time at a rate of 75% of full-time employees, as noted below. 

Years Worked Eligible Part-time Employees PROPOSED 

<1 year 18 hours at hire, 2.25 hrs/PP No change 

1 – 2 years 3 hrs/PP (9.75 days/yr.) 3.46 hrs/PP (11.25 days/yr.) 

3 – 4 years 3.34 hrs/PP (10.9 days/yr.) 
3 – 5 years worked: 4.03 hrs/PP (13.10 days/yr.) 

5 – 6 years 3.75 hrs/PP (12.2 days/yr.) 

7 – 8 years 4.5 hrs/PP (14.6 days/yr.) 
6 - 9 years worked: 5.08 hrs/PP (16.51 days/yr.) 

9 – 10 years 4.9 hrs/PP (15.9 days/yr.) 

11 – 12 years 5.25 hrs/PP (17.1 days/yr.) 
10 - 14 years worked: 5.77 hrs/pp (18.75 days/yr.) 

13 – 14 years 5.6 hrs/PP (18.2 days/yr.) 

15+ years 6 hrs/PP (19.5 days/yr.) 6.23 hrs/PP (20.25 days/yr.) 

 

Commented [ET1]: No change at present. FinCom will 

review with FY22 budget development 

Commented [ET2]: To be clarified with attorneys 

Commented [ET3]: To be clarified with attorneys 
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